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Introduction

Thinking About Your Project
Communications in a New Way

Today, business is changing faster than ever, and most of
those changes are being implemented through projects
that require even stronger project management. Demand
for project management methods and skills has driven
the dramatic growth in organizations such as the Project
Management Institute. However, just using sound proj-
ect management methodology will not guarantee success-
ful projects, as many project managers have learned to
their dismay. 

Why Isn’t Good Project Management Enough?

Too many project managers have been in the situation where a proj-
ect, which was a technical success from a project management per-
spective, was viewed as a business failure from the point of view of
an operations group. How can that be possible—to be a “technical
success” and “business failure”? In the Information Technology
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world where it frequently happens, it means the software applica-
tion works as advertised and therefore is, by definition, a technical
success. However, the user groups either don’t use the application
correctly, or they don’t use it at all! As a result, the project never
produces the projected business value—and is considered a busi-
ness failure. 

This book is designed to help you overcome that daunting
hurdle and several others that are caused by the wrong communi-
cation strategy. I will show you in a step-by-step way how to use
communications to deliver a successful business project and bring
the business benefits promised.

Why Are Project Communications 
So Important?

As recently as twenty years ago, the only time you might come
across the use of project management techniques was in the devel-
opment of high-technology products at places like NASA or in en-
gineering or heavy construction. Outside of the military, aerospace,
defense, electronics, and building industries, project management
tools and techniques were rarely used, and then only portions of
those available were put into action. Even in companies and organ-
izations where project management methodology was well estab-
lished, the focus on communications was minimal. Usually, these
companies were building large capital projects where people could
often see and mark progress. Also, people had different expecta-
tions—when they moved into a new building or plant, they fully ex-
pected things to be different—and better! In today’s era where more
and more projects are centered on information, progress and other
factors are not so clear. And the expectations are different. People
expect the project to allow them to do the same work, only faster
and easier. Managing expectations is a key driver for effective proj-
ect communications.

Another piece of data about the importance of communica-
tions: My company, MCA International, was conducting a series of
workshops for the project managers for an oilfield services com-
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pany with locations literally all over the globe. In conducting these
workshops, we worked with over 500 project managers represent-
ing over thirty countries. As part of the workshop evaluation, we
asked these project managers to assess what made projects success-
ful and what caused projects to fail. The number one success fac-
tor identified by this diverse group was communications. When we
asked for more details, what we learned was that when communi-
cations were strong among the project team members and between
the project team and the customers within the energy companies,
the projects were nearly always successful. If the projects failed,
poor communications was always identified as a critical factor in
pinpointing what went wrong. 

The other key success factor these project managers identified
was the support and engagement of leadership in their projects. It
seems that all project managers recognize the need for leadership
backing, but are often frustrated in their efforts to get it. That is why
the second chapter in this book, titled Preparing the Leadership, is
right at the front of the book. It will demonstrate how you can keep
the company leadership interested in your project from beginning
to end. With vigorous project communications, your chances of
success soar and your frustration will fall off dramatically.

What Happens If You Ignore 
Project Communications?

To illustrate the consequences of ignoring communications in man-
aging expectations, I would like to relate the personal experience of
one of my clients. His team was installing a new software applica-
tion for traders who buy and sell commodities. He had used most
of the communication techniques you will read in this book, and
things had gone very well. However, my client found himself in the
same tough situation that all project managers find themselves in
at one time or another. It was a long project coming into the final
months. However, because the project team began to get sloppy
with its communications, the traders’ expectations were not being
managed carefully, and a storm of resistance to the new software
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began to build up. Unfortunately, if something wasn’t done quickly,
the final few months threatened to undo all the goodwill that had
been built up over the previous 18 months within the commodities
group. While many of the issues that caused the resistance were
more complex than is necessary to detail here, the critical failure fac-
tor in this instance was a basic flaw in his communication strategy
(the earlier reference to “sloppy”). The project manager and his
team had fallen into the habit of communicating with the business
users only through email. As most of us know, between the tremen-
dous amount of daily email (most of it barely necessary) coupled
with spam, most people will ignore email after a while, particularly
if it is seen as simply “a status update.” This is what happened to
this project manager. So how did he fix the problem? First, the team
worked together and, instead of relying on only email updates, he
built a new and more hearty communications plan (see Chapter
10: Developing the Communications for the Project) that provided
several “rich” communication events such as brown-bag lunches
and town hall meetings (richness is explained in more details in
Chapter 5: Common Elements for All Communications) in addition
to email updates and personal phone calls. We also created a series
of very targeted messages to key commodity traders who could in-
fluence others on their team. These changes, and some other tech-
nical fixes, helped him to finish the project with the amount of
goodwill that the project team deserved based on the terrific job
they had done. 

So What Will You Get from This Book?

This book will give you the foundation of all communications,
whether written or oral. Chapter 5: Common Elements for All
Communications covers the basics for all types of communications
and helps you build those communications for the maximum effect.

Throughout the book, you will see a wide variety of tools,
templates, and techniques to help you prepare and deliver these
communications for a wide range of audiences and purposes. 
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In Chapter 12: Using Communication to Handle Risks, you
will see how effective communications can help you manage an as-
sortment of risks. This is important because new technology has
increased business risk and, consequently, the requirement for high
degrees of project management competency in communications. It
has raised the ante for project success due, in no small part, to the
extraordinary investments companies have made by implementing
new technologies and systems. Now the management teams of these
organizations are demanding the same Return on Investment (ROI)
that they would expect after building a refinery or any other major
capital project. 

A good illustration of the growing acceptance of project man-
agement methodology is the phenomenal growth of the Project
Management Institute (PMI), the world’s largest nonprofit profes-
sional organization that promotes the art and science of project
management. Founded in 1969 with fewer than 100 members, by
1979 membership was still only 2,000. By 1990, the organization
still had less than 10,000 members. However, by the turn of the
century, membership had swollen to 50,000. As of the writing of
this book, PMI boasts over 150,000 active members residing in 140
countries across the globe.

Business Project Management

The wide varieties of demands placed on organizations today quite
naturally affect your individual approach to work. If you want to
survive and thrive in these changing times, you must be effective in
both your field of expertise (the ordinary work you do) as well as
in your ability to rally with others to solve problems, pursue oppor-
tunities, and effect change (the project work). That requires com-
petency in both project management and communications. Most
people would have a tough time trying to figure out the link between
project management and change management (change management
is a structured approach to transitioning individuals, teams, and
organizations from the status quo to a desired future state; the 
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current definition of change management includes both change
management processes and individual change management mod-
els, which together are used to manage the people side of changes)
as disciplines. Project management is seen as more of a methodol-
ogy with defined tasks, hard deliverables, and standard techniques.
Change management, on the other hand, is seen as the “soft” side—
the people side. Project managers who have thought about change
management usually think about it as communications, including
posters on the wall, and maybe some training. However, ask most
project managers some pointed questions such as, “What is the
most difficult part of your project?” and nearly all of them will re-
spond, “People!” If you follow up with another question, “Why
are people the hardest part?” they will usually respond, “Because
they always resist the changes that my project requires.” 

If that is generally true, then maybe there is a link between
project management and change management. But most project
managers are probably like me: We think in processes, meaning we
like a systematic set of steps to reach a predictable conclusion and,
while we multitask, we do much better with methodologies such as
the approach proposed by the Project Management Institute, or
PRINCE2 developed by the Office of Government Commerce in
the United Kingdom, than “flying by the seat of our pants.” This
linkage is called “Business Project Management.”

So this book will show you how to link project management
methods, as outlined by the Project Management Institute (PMI),
with change management methods and how communications im-
pacts each phase of a project. The book will follow the four phases
of PMI’s methodology and show you how to build them together
at each phase. 

Finally, throughout the book, you will find a series of re-
minders that will aid you as you work your projects in the future.
They will allow you to recall the major points to consider without
the effort of reading the book again or trying to figure out where
those points are in each chapter. I believe that will allow you to
replicate your success over and over again. 
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Case Study 

During the course of the book, you will be referred to a case study.
In this case study, the names have been changed to protect the par-
ticipants, but the situations and solutions are real. The hope is that
the case study will aid you in understanding how to apply the com-
munication techniques that are recommended in this book and see
how another project manager used them successfully. Our case
study for the concepts in the book will be a company, MedTech
Supply Company, that manufactures and services a broad line of
healthcare products, such as hospital beds, bedding and linens, and
specialty items for helping speed up the healing process, to hospi-
tals, nursing homes, and doctors’ offices. The company has had
trouble growing its business over the past few years. As a publicly
traded company, the management team has been under increasing
pressure from Wall Street to improve both its profit margins and
prospects for growth in the future. If it could not improve the
prospects of the company quickly, its only option was to sell the
company to a competitor (which would leave all of them looking
for new jobs). 

After conducting a series of strategy sessions to understand
their strengths, weaknesses, opportunities, and threats (the tradi-
tional SWOT), it became apparent to the leadership team that the
best chance of accelerating growth was to sell more products to ex-
isting customers. In order to accomplish that goal, leadership needed
to do a better job of understanding the customer base. The Sales and
Marketing people provided research indicating it cost twice as much
to capture and service new customers as opposed to existing ones.
They also determined sales territories and services lines were struc-
tured so that customers lacked information and the sales team had
difficulty cross-selling (anyone who has been asked to buy an ex-
tended warranty after purchasing a television or other electronic de-
vice will recognize cross-selling techniques). After some deliberation
on various options, the company’s management decided it needed to
capture customer information better using a customer relationship
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management (CRM) software application. This type of software
should allow the company to accomplish its dual goals of better
customer service combined with higher growth. They decided to
name the project Project Renewal.

As we move through this case study during the course of the
book, it will become evident that nearly everyone in the organiza-
tion is touched in one way or another by this project, as well as
MedTech’s customers. That makes communications even more im-
portant because of the number of stakeholders, both internal and
external (I will cover stakeholders in Chapter 5: Common Elements
for All Communications). You will see the cast of characters who
had a significant role during the project in Figure I.1. Of course
there were many others, but these are the key players for this book. 
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Sponsor: Lisa Ramsay
Champion: Paula Dahlbert

Working Committee:
Leeland Olson, Controller
Carrie Jenkins, Customer Relations Manager
Chuck Swindle, Vendor Management and Contacts
Gary Stiles, Sales Manager
Walter Fisher, Manufacturing Manager
Dan Cohen, Director IT (as needed)

Project Team:
Rod Thompson, Project Manager
Anne Garcia, Communication Specialist and CM Leader
Paul Ryan, Lead Business Analyst
Joshua Larsen, Technical Team Lead
Luke Johnson, Liaison with IT

FIGURE I.1 MedTech Project Renewal cast.



The Payoff

Just think of how great it will feel when you make your final pres-
entation to the steering committee after successfully completing
your project. Imagine how much your peers will envy you because
you have delivered such a great project and the customers were
truly delighted with the results! And in your mind, you will know
that you can do it again every time!

Here are some quotes from others who have tried these 
techniques:

Now I understand the importance of good communication to
a successful project—Project Manager, UK

Anyone participating in projects should know these con-
cepts!—Project Team Lead, Italy

This made me realize that very good communication between
all the members of the project team and the project manage-
ment is key to success.—Project Team Lead, Venezuela

In addition to good communication, having a realistic plan as
a guide is what I learned most.—Project Manager, Houston,
Texas

After taking this course, I realized that the problems we’ve
had in projects are the communications between different lev-
els. First: Identifying the needs of the client and then commu-
nicating this necessity to your superior or other responsible
people. Second: Communication between our team, because
sometimes we do the same task again because we do not have
good communication.—Project Team Lead, Mexico City
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Chapter 1

Linking Projects and Strategy
Through Effective
Communications

A ll projects are generally undertaken because they are a part of
the plan to take an organization to a new level of performance.

Figure 1.1 demonstrates the idea. Every business must do two things
at the same time to succeed: Run the business every day to meet
targets and goals, and change the business so that it can grow and
survive into the future. The “V” represents the vision the company
has; the way it will fit into the competitive landscape of the future.
Balancing these two demands is why projects are so very difficult. 

One of the first communication challenges for the project man-
ager is communicating how the project will make the company 
better when it is finished (the vision). Too often the executive team
that sanctioned the project will only have a high-level, strategic vi-
sion that can be very difficult to communicate to the rank-and-file
within the company. For people in the company to relate to the
purpose of the project, they will need much more in the way of
concrete examples. For example, the management team stated that
the company wanted to be “number one in customer satisfaction in

1



the hospital equipment business.” However, that still didn’t pro-
vide the project manager with very much to communicate to the
company on the value of the project. The case for change discussed
in Chapter 6: Writing the Case for Change will provide you with a
template for asking management the right questions—and getting
the right answers. In fact, after asking the right questions, Rod
Thompson, the project manager, recognized that the new CRM sys-
tem was needed to support a modern equipment manufacturing
company. The old system was unreliable and would no longer be
supported by the original vendor. So the improved customer satis-
faction was really about being flexible and responsive to the needs
of customers in the marketplace—that was really the vision he
needed to get across. 

The dynamics of communication become particularly difficult
when companies are trying to do those “Change the Business” proj-
ects (like Rod’s CRM project) with the same staff that must also do
its “day jobs” and fit the project work in around it. 

All businesses have activities on the “Run the Business” arrow
that focus on their periodic results (usually, but not exclusively, fi-
nancial)—monthly, quarterly, and yearly. 
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FIGURE 1.1 The dual nature of Run the Business while Changing
the Business—and projects always are part of the Change the Business
axis. The pressure to Run the Business will always supersede the Change
the Business agenda. Source: Change Is the Rule by W. E. “Dutch” Hol-
land, Dearborn Press. Reprinted with permission.



Every successful company has excellent processes and proce-
dures for managing and controlling the activities on this arrow.
Rod understood that the difficulty for line managers at MedTech is
how their performance is measured. They were measured on their
Run the Business activities. When their key players were drawn into
project work, it jeopardized the ability to deliver results. That meant
that in any conflicting priorities, the line managers would automat-
ically default to an employee’s Run the Business responsibilities. 

Therefore, as project manager, Rod had to communicate reg-
ularly with the supervisors of the people who were on his project
team. The messages to these managers were structured and com-
posed to convince them that there are benefits to them, as well as
the company, in allowing their key people to participate in the proj-
ect. Rod gave them regular updates on the contribution of their di-
rect reports about every two weeks so the value these people were
bringing to the project was clearly evident. 

Therefore, management was creating high-stakes initiatives
(usually broken down into projects) that will change the business
in the future and position the company effectively for the long term.
Progress along both of these two paths—simultaneously—is neces-
sary for survival. Project Renewal was just such a project for
MedTech. 

As we all know, without changing over time, any business will
end up like the buggy whip industry—gone! Rod knew it was im-
portant to remember this dual focus concept as a cornerstone to
all the communications he initiated. Ultimately, he made sure that
all project communications had a common root in the linkage of the
initiative to the broader business strategy outlined by the executive
team.

In our case study, the MedTech leadership decided to ensure
that they had equal focus on both agendas and divided their weekly
management meeting on Mondays. In the morning they would
work on Run the Business activities, and after lunch the focus would
shift to Change the Business projects such as Project Renewal. If
you do not see a similar commitment to focusing on Change the
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Business projects in companies, it should be a red flag for you as the
project manager. It indicates that the level of executive commitment
to sustain support over the long haul could be difficult to sustain.
And this is really the way the executive team communicates to the
project team and stakeholders regarding its commitment and expec-
tations for tangible results.

Projects to Change the Business

There is an interesting statistic provided by over 80 executives in a
recent survey. They concluded that only 40 percent of their employ-
ees would change their working habits and adopt the project deliv-
erables coming from their high-tech projects. That is a disturbing
statistic if we remember that these companies are using these same
projects as the vehicle for executing the Change the Business agenda.
Those change projects may take many different forms. For exam-
ple, they may be projects around technology implementations that
we found in the survey, but they may also include

• Strategy initiatives
• Information technology or systems
• Business development initiatives
• Human resource performance

Figure 1.2 illustrates the process: Any and all of these projects
usually start with a decision about what the customers will require
from the company in the future; these initiatives are usually focused
on meeting or exceeding these customer requirements or needs. The
requirements are then put into a strategic plan that will be carried
out over the period of anywhere from a few months to as many as
five years. In addition, these requirements are converted into vari-
ous projects for execution. Finally, all of these initiatives must be
eventually migrated into the organization as part of the day-to-day
business so that the changes they prompt become part of the Run the
Business operations. These projects may have a variety of outcomes
in the forecast, but one constant remains—the need to improve per-
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formance in the future. Project managers must understand this link.
The project manager must also communicate and make sure that
each member of the project team understands the link to the future
of the organization and the performance results the business is try-
ing to achieve. Why, you may ask? The answer is relatively simple
as a concept, but much harder to execute. That was precisely the
situation with MedTech. They were facing tough competition, and
they were finding that their old, reliable business of beds, bedding,
and various supplies was simply not growing. Wall Street (and
MedTech’s investors) were looking for the executive team to provide
direction on the growth in the future. Using Project Renewal and the
customer relationship management (CRM) system to expand sales
was a key to convincing Wall Street MedTech had a future.

As the project proceeded, the project manager, Rod Thompson,
and the project team were required to make numerous decisions to
overcome a wide variety of technical and business problems that
were unforeseen at the start. If you have participated on a project
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of the business, and they all follow roughly this path of understand-
ing the future requirements of the customer, completing the strategic
plan to address those future requirements, sanctioning projects to im-
plement the strategic plan, and then transitioning from the project to
ongoing operations.



team in the past, you may have experienced something similar. There
is rarely only one way to address a particular business issue or tech-
nical problem. At MedTech, Rod Thompson realized that if he and
the key project team members did not have an understanding of how
the executive team envisioned the strategy for using the CRM to
build the future business, the project team might have made deci-
sions that would not allow the finished project to achieve the busi-
ness results. These results were what the MedTech executives in-
tended when they originally authorized the project. It comes back to
the concept that Stephen Covey (borrowed from St. Augustine) de-
scribed in his book Seven Habits of Successful People, “start with
the end in mind.” 

The MedTech executives decided to make Lise Ramsay, Vice
President, Marketing, the project sponsor. She would be held re-
sponsible for delivering the business value of Project Renewal. To
stay abreast of the developments in the project, she would report
to them every Monday afternoon at their leadership team meet-
ing for Change the Business projects. In addition, once a month
they invited project manager Rod Thompson to attend the leader-
ship team meeting and update the entire team on the status of Proj-
ect Renewal.

Start with the Expected Business Benefits

Rod realized right from the start that he would need to align the
project with the business needs and requirements since it was the
only reason MedTech undertook the project in the first place! He
recognized that he must start with the expected business benefits.
Most important, benefits should include the anticipated savings or
revenue increases that would occur once the project is completed.

Companies format their business case templates in many ways,
but MedTech’s format included these items:

• Business reasons the company undertook the project—typi-
cally the problem the project is trying to solve or the increase
in performance it is trying to achieve.
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• Options that were considered in addressing the problem or
performance requirements (since there is rarely one way to
address the issue).

• Tangible benefits that the company hoped to achieve as the
result of Project Renewal becoming a successful project. (Later
in the chapter, you will see that these benefits need to be clearly
measurable and feasible.)

• Brief analysis of the high-level risks. (There will be a much
more in-depth discussion about communicating risks in Chap-
ter 12: Using Communications to Handle Risks.)

A brief overview of the costs to establish the budget and a
schedule with key milestone dates provided were also part of the
business case. All of these are important because Rod will have to
communicate this information multiple times during the course of
the project. He recognized that people will forget over time if they
are not reminded. And he needed to make sure he communicated
all these key ideas to the members of his project team. 

The business case for most projects will include a cost/benefit
analysis. As a rule, if a project depends on only one key benefit to
justify it, it is very risky. Why? Because most projects have several
benefits, so if one is not achieved, others still make the project
worthwhile. Rod took the course that most companies and project
managers take: He worked from the assumption that MedTech
would not change anything (e.g., no customer relationship system
and no attempts to improve cross-selling to existing customers) and
then worked through the potential options referred to earlier for
solving the problem.

Conducting a Feasibility Study

The executives at MedTech asked
Rod, as the project manager, and
key team members to conduct a
feasibility study to see if the proj-
ect made sense from an economic
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or business point of view. The purpose of the study was to identify
any make-or-break issues that might prevent the project from being
successful: in other words, to decide whether the project made good
business sense. The information developed in the feasibility study
provided good input into the building of the data related to the
business benefits.

Developing a Feasibility Study 
for Project Renewal

For MedTech’s Project Renewal, Rod Thompson needed to be able
to answer some very specific questions:

1. How do we know that our customers will buy more of our
products if we offer them? Will we be able to capture the right
information to answer that question?

2. Why do we believe that we have the capability to deliver Proj-
ect Renewal? Is the CRM technology the right solution or is
some other solution more appropriate?

3. Will you, as project manager, be able to manage the risks as-
sociated with this type of project? What are risks you have
identified so far?

4. How much do you estimate it will cost to develop the CRM
solution for Project Renewal (including license fees, cost of
ownership, data analysis, etc.), and what is the payback pe-
riod? What kind of re-
turn will MedTech see
with this investment?

Rod knew that exam-
ples abound of companies
that initiated major projects
and then flushed millions of
dollars down the drain be-
cause they didn’t conduct a

8 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS

Words for the Wise
The project should be stopped if the
viability of the business benefits dis-
appears for any reason. For example,
if the assumptions made at MedTech
about the cost and time required to
implement the CRM had been wrong
and it would have actually taken three
times as much money and time,
MedTech might have made the deci-
sion to immediately halt the project.



proper feasibility study. Consider Dell Computer, the large com-
puter manufacturer, and its Enterprise Resource Planning (ERP)
software program, which promised to provide instant access to all
the information managers needed to run their business. They tried
and tried to make the system work to their customized require-
ments. Finally, they gave up and abandoned a project in which they
had more than $50 million invested!

Rod wanted to avoid similar mistakes, so he knew he needed
to clearly define some points before the management team com-
mited to the project:

• Goals that identify the need for the project and the measura-
ble benefits expected by the stakeholders and users.

• Clearly defined scope.
• Commitment of the time needed to complete the project by

the business stakeholders, particularly the leadership team.
• Rough estimate of timeline, resource requirements, and costs.

Doing this work up front gave Rod’s project more credibility and
manageability.

Clear Project Goals Make Sense to Everyone

The Dell story illustrates an important concept about setting ap-
propriate goals for your projects: Set realistic goals or you proba-
bly will not be able to reach them. Here is additional advice regard-
ing setting project goals:

• Any project you undertake must make sense in terms of an
overall goal that benefits people in some way. If a project 
doesn’t have a benefit for someone, why bother? Another way
to look at this is to make sure the project goals specify how
completing the project will make things better than they would
be without the project. You should be able to clearly describe
the outcomes and benefits to stakeholders and end users.
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• Carefully think out project goals; consider even the most ob-
vious questions to make sure the idea is really as good as peo-
ple think it is.

• Project goals should provide
the criteria you need to eval-
uate the success in complet-
ing a project. These criteria
include measures of the time,
costs, and resources required
to achieve desired outcomes.

• Review project goals with the core team and reach consensus
before moving into the next phase of the project.

Of course, you can use project management techniques on enterprises
with inappropriate goals and still accomplish something, but you may
fail to do anything useful. For example, one of the biggest complaints
about Information Technology (IT) projects is that end users perceive
them as a waste of time. Often, the IT department is totally baffled
by such claims. In a software application project (as a typical exam-
ple), IT people point out, usually quite correctly, that the software
works just as advertised. The problem often centers on the fact that
people don’t know how to use the software to get their jobs done, or
they remain unconvinced that the software makes things better. As a
result, the software rapidly becomes “shelfware” because it never gets
off the shelf. Was the project a success? Maybe from a technical point
of view, you could argue that it was if the application runs as speci-
fied. However, from a practical point of view, it was a failure. If your
key customers don’t like the product you have produced for them,
then the project is a failure regardless of whether it technically works.

The Primary Goals of Every Project

Every project has three primary goals:

1. To create something (such as a product, procedure, organiza-
tion, building, or other deliverable).
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It concerns us to know the pur-
pose we seek in life, for then, like
archers aiming at a definite mark,
we shall be more likely to attain
what we want.

Aristotle



2. To complete it within a specific budgetary framework.
3. To finish it within an agreed-upon schedule.

Beyond these goals are other goals that must be specified and that
actually define the project. For example, it’s not enough to have
the goal of building a mid-priced sports car. A more appropriate
set of goals would be to build a mid-priced, convertible sports car
that will:

• Use both gas and electric power.
• Be of a quality comparable to the Volvo C70.
• Sell for 10 percent less than all comparable cars.
• Offer specific features to meet competitive demand, such as

antilock brakes, a geonavigational system, onboard Internet
access, and an electrically powered convertible top.

• Be available for the 2010 sales year.
• Be manufactured by the factory in the United States but de-

signed by the engineers in Japan.

The bullet points above might be described as requirements. Re-
quirements are those conditions or attributes that a project must
meet to satisfy the contract or other agreements such as the proj-
ect charter.
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Taking over someone else’s goals can be difficult. If you aren’t
in on the goal-setting process, carefully review what is expected
before you assume the project. Make sure the goals are com-
plete and well-formed. If they are off base, ask to review and re-
vise them with the sponsor or other key stakeholders. If you’re
not given that opportunity, consider looking elsewhere. It’s bet-
ter to decline the offer than to be responsible for an ill-defined
project that you can be blamed for later.



MedTech’s goals for Project Renewal were defined as the in-
stallation of a usable customer relationship management system to

• Capture all customer profile information (e.g., addresses, lo-
cations, key personnel) accurately.

• Create reports that will allow the management team and the
marketing team to analyze each customer’s 
■ History of purchases and whether incentive discounts af-

fected buying patterns.
■ Future buying trends as an input to Marketing and the Re-

search and Development group as predictors for future
product development.

■ Credit limits and purchasing trends related to those limits. 
• Allow the easy retrieval of all contracts with terms and con-

ditions related to each customer’s purchases.

The executive team decided that attempting to load all the histori-
cal data from the old legacy systems would be out of scope for Proj-
ect Renewal. They made the decision that trying to re-create the
past would be too expensive for the potential value it might bring. 

Having this kind of guidance from the management team
about scope, feasibility, and the benefits they are looking for was
critical to the success of Project Renewal. However, many project
managers struggle to receive that kind of support. 

Key Points to Remember

• All projects create changes in the way business operates.
• Always focus communications on the expected benefits.
• A feasibility study is really all about answering four specific

questions about the project.
• Make sure the goals are well-defined and management has

ratified them.

In the next chapter, let’s look at how Rod Thompson used
communications to obtain the kind of management engagement he
needed to succeed.
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Chapter 2

Preparing the Leadership

In the last chapter, we saw the guidance Rod Thompson received
as he started Project Renewal—he had goals, defined benefits,

and a clear definition of the scope. 
The Project Management Institute has done several studies on

the critical success factors involved in executing a successful proj-
ect. Nearly all of them have concluded that management leader-
ship and support are critical. Why? Because people respond to the
agenda their “boss” feels is important. And how do they determine
what is important to their boss? They read the signals: Notice what
the boss talks about and pays attention to on a day-to-day basis. If
you consider your own situation, you probably use this primary
technique as well.

How Involved Should the Leadership Be?

While the leadership will seldom have the time to be in on the de-
tails concerning the activities and tasks, it will be important for the
project manager to communicate specific roles and responsibilities
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for them. The project manager must communicate to the leader-
ship team that at certain times during the project, he or she will
call upon them to participate actively and deliver particular mes-
sages or intervene when difficulties occur. For example, if you need
a leader to give an important message to the organization about
expecting commitment from people for the project, he or she should
be willing to do that. 

Here is one example at MedTech: One area that required a
message from the CEO concerned the leadership team’s commit-
ment to Project Renewal and that they expected the same commit-
ment from all of employees. The CEO had to let people know that
the project was important to him personally. Of course, a similar
message could have come from Lise Ramsay as the sponsor. But
Ms. Ramsay was the Vice President of Marketing. Who would have
really paid attention to that message? Probably only the Marketing
Department! However, everyone in MedTech is ultimately respon-
sible to the CEO. That is why he has to deliver the message. In our
case study, Rod Thompson (the Project Renewal project manager)
and Anne Garcia (the Communications and Change Management
Lead) carefully crafted the initial announcement regarding Project
Renewal. Then they presented the draft to Lise Ramsay and worked
with her to edit it. Their goal in working with Lise was to make it
sound more like the words the organization would understand
while, at the same time, being careful to maintain the foundation
of the message. This was the model they followed for all the com-
munications coming from the members of the executive team
throughout the project. 

Once Rod, Anne, and Lise finished editing the message, they
submitted it for review. In MedTech, protocol dictated that all com-
munications coming from the CEO must be screened by the corpo-
rate communications people. Unfortunately, much of the material
developed by corporate communications had a much different pur-
pose than what Project Renewal needed. As a result, Rod and Anne
had to do some work convincing this group that a press-release
style would not convey the message they needed. By reviewing the
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purpose and the power base concepts (discussed in Chapter 5: Com-
mon Elements for All Communications), they prevailed. The CEO
did approve the draft with few revisions and sent the message about
Project Renewal. 

Here is how the message went out:

To: All employees

From: Donald Dearborn

I am pleased to announce that we have made the decision to imple-
ment a Customer Relationship Management (CRM) system within
MedTech. We are looking for a usable system that will allow us to
capture all customer profile information (e.g., addresses, locations,
key personnel, and other information) accurately and generate re-
ports that will allow the management team and the marketing team
to analyze each customer’s history of purchases and whether incen-
tive discounts affected buying patterns. We also want to use the sys-
tem to understand future buying trends as an input to Marketing and
the Research and Development group as predictors for future prod-
uct development.

In these difficult economic times, we also need quick access to cus-
tomer credit limits and purchasing trends related to those limits with
easy retrieval of all contracts, including terms and conditions related
to each customer’s purchases. 

On behalf of the leadership team at MedTech, I want to emphasize
our support for Project Renewal and express my appreciation to
members of the Working Committee [you will learn more about this
group later in the chapter] and the project team for the support they
have shown so far. 

Finally, I would appreciate your support for the project. There will
be further communications following this announcement providing
you with greater detail as we move toward implementation.

As you can see from this message, this was one of those times
and messages that must come from the leadership team to have the
impact and credibility required to achieve the desired support. 

Therefore, the project manager must develop a detailed com-
munications plan (see Chapter 10: Developing the Communications
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for the Project) that highlights to the leadership when they will be
called on to send certain messages and that they are key people in-
volved in the communications planning. Leaders are often more
than willing to communicate to the organization if they understand
how they can contribute and why it is important for the message to
come from them personally. 

However, use the same strategy that Rod did. If you are a strong
communicator, this will usually mean that you, or someone from the
project team if you are not a strong communicator, will be required
to craft the message, or at least provide a draft, that the executive
can deliver. 
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In most cases a company leader will want to review and edit the
message so that it sounds more like the way he or she would de-
liver it. There’s nothing wrong with that, as long as the basic
idea stays intact. If the leader (or corporate communications) be-
gins to edit the announcement in such a way that it loses the
core meaning, you may need to do a better job of explaining
what you are trying to accomplish and educate him or her on
the risks and possible consequences involved in straying from
the way you’ve developed the content.

If there is a communication specialist within the project team
to develop the messages, you may need to get this person involved
in the conversation. The specialist may have a better chance of ex-
plaining the intent of the wording and approach drafted, especially
if he or she drafted it. 

Also, many project managers deal with multiple layers of man-
agement during the course of planning and executing their projects.
Mid-level managers in MedTech were notoriously difficult to deal
with in times of change. And Project Renewal would be no different.
The reason for the difficulty was fairly classic—they are the people
who supervise most of the work done in the company. Remember the
two arrows in the previous chapter about Run the Business and



Change the Business? These managers are focused only on Run the
Business, and Project Renewal is from Change the Business agenda.
If they do not understand or see visible evidence of commitment from
the senior managers, they feel that their compliance is optional, not
mandatory. Navigating these types of political waters required the
help of the senior executives at times within MedTech. Occasionally,
some of these mid-level managers challenged the project, probably as
much to see the commitment of the executive team as to question
some of the business decisions being made. It is beyond the pale of
any project manager to address a challenge from this group. 

In one example during the project, an issue arose about how
Project Renewal should handle a customer’s request for special or-
ders. The managers in the sales department wanted the order filled
quickly and efficiently to meet the customer’s need and hoped to
build goodwill by showing excellent responsiveness to the requests.
However, the managers in the warehouse and shipping departments
insisted the right paperwork be completed within the existing poli-
cies before they would authorize and ship any order. Clearly, the
project team needed this conflict resolved. As Rod and Paula
Dahlberg, the champion (you will learn more about the champion
later in the chapter), explained to the leadership team, the project
team could deliver either solution, but the team needed their help
to know which way to go. This kind of decision was inappropriate
for the project team to make without direction. The leadership team
needed to help the project team resolve this type of situation. As
might be expected, the leadership team came down on the side of
sales. They directed the project team to work with sales, warehouse,
and shipping to develop an expedited process for these situations,
but the clear message was that paperwork was not to get in the
way of a customer purchase. 

Providing the Leadership with a Script

Although it is imperative that leadership become involved in a suc-
cessful project, this is not always easy. BlessingWhite, the manage-
ment consulting firm, reports that nearly half of the executives 
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surveyed by them rated leading teams through organizational
changes as extremely difficult or very challenging.1 My firm, MCA
International, determined that one of the best ways to lead these
project changes was to identify key individuals for critical roles in
the project. Figure 2.1 shows the relationship of these entities.

1. Sponsor: Ultimate authority with responsibility and account-
ability for the success of the project with responsibility for
communicating with the executive leadership about Project
Renewal.

2. Champion: Responsible for ensuring the business value of Proj-
ect Renewal is realized within MedTech with responsibility
for communicating with the business about Project Renewal.

3. Working Committee: People from the commercial parts of the
company who will be responsible for delivering the business
benefits of the project.

The idea of an executive sponsor has been around for a long
time. I will not provide a lot of details on that role here because it
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Executive
Management

Sponsor

Project Manager

Project Team

Champion

Working Committee

FIGURE 2.1 Simple governance model. This model shows that the
Project Team and the Working Committee have separate roles, but
they are both accountable to the Sponsor.



has been covered very well in other books, as well as the Project
Management Book of Knowledge (PMBOK). However, as most of
us who have managed projects for any length of time recognize, it
is often very difficult to keep a sponsor engaged throughout a long
project so he or she is ready to help you at key junctures in the proj-
ect. That is why we turned to the additional role of project cham-
pion. The best candidate for champion has some critical character-
istics to make a project successful: 

• First and foremost, he or she is trusted explicitly by the spon-
sor and is able to provide that executive with clear and un-
ambiguous information about the project, also delivering good
news or bad news as well as requests for help.

• Second, he or she has a broad understanding that cuts across
the various segments of the business that are impacted by the
changes that the project will bring. Our most successful cham-
pions are usually people at the director level who have handled
operational assignments in various parts of the organization.

• He or she acts as the chair of the working committee and leads
that group.

• He or she works with the sponsor on cross-functional issues—
for example, the steps in the approval process when the sales
department wanted to extend the credit limit of a particular
customer, but the credit department was clearly leaning in a
different direction. Each of those departments has different
bosses, and someone was going to have to navigate the issues
and come to a resolution. 

Paula Dahlberg, Director of
Marketing and Customer
Service, fits all those criteria
within MedTech. She was
chosen by Lise Ramsay to
fill the role as the champion.

The project sponsor’s role includes the following:
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Sponsor–Lise Ramsay, Vice President,
Marketing

Champion–Paula Dahlberg, Director,
Marketing and Customer Service 



1. Has the ultimate authority, responsibility, and accountability
for the success of the project.

2. Provides support and direction to the project.
2.1. Approves project Business Case.
2.2. Approves the project plan and statement of work to

maintain alignment with the overall objectives of the
company.

2.3. Assists in developoing project policies and procedures.
2.4. Approves project deliverables.
2.5. Approves changes to project scope and provides addi-

tional funds for changes as required.
3. Monitors the progress of the project.

3.1. Continually monitors the project budget and schedule.
3.2. Manages communications with senior management on

the progress of the project.
3.3. Escalates issues appropriate to the senior management

for timely decisions.
4. Works with the champion.

4.1. Makes business decisions for the project.
4.2. Provides required resources to the project as needed.
4.3. Shields the project from corporate politics.
4.4 Works to resolve conflicts.

The project champion’s role includes the following:

1. Is ultimately responsible for ensuring the business value for
Project Renewal within the asset.
1.1. Works with the asset project manager to understand the

types of changes required for success within the company.
1.1.1. Assesses the impact of various options prior to a

decision.
1.1.2. Acts as the approving authority for overall process

design within the asset.
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1.2. Identifies project risks and mitigation strategies for the
company in cooperation with the Subject Matter Experts
(SME) within the company.

1.3. Maintains the involvement of the project sponsor as 
appropriate.
1.3.1 Assumes the responsibility of escalating issues that

require the project sponsor to act or intervene.
1.3.2 Actively communicates risks and mitigation strate-

gies to the project sponsor as appropriate.
1.4. Coordinates and approves the content of the training for

the CRM.
1.4.1 Approves the content for the training prepared by

the project manager.
1.4.2 Coordinates the availability of personnel to attend

training.
1.5. Is able to demonstrate the busines value of the project.

1.5.1. Assists the project manager in developing per-
formance measures and metrics to track and
demonstrate business value realization.

1.5.2. Takes ownership of the performance measurement
system and metrics at the conclusion of the project.

2. Provides the focal point for two-way communication between
the project team and the company.
2.1. Serves as the key business communicator for the project.

2.1.1. Stays current and communicates key project in-
formation.

2.1.2. Understands the project status, issues, and next
steps.

2.2. Identifies the other influence leaders within the company
and regularly consults with them to test ideas.

2.3. Works cross-functional issues within the company.
2.4. Puts major effort into “selling” the project.

2.4.1. Promotes the benefits of CRM data to the company.
2.4.2. Captures “success stories” for sharing within and

without the company.
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2.5. Informs the company of key changes affecting the proj-
ect as they become apparent.

2.6. Translates those key changes for individuals to ensure that
they understand and recognize the impacts or benefits.
2.6.1. Identifies “stragglers,” i.e., those who are resisting

the required changes and understands why they
are resisting.

2.6.2. Is aware of, and reports on, any other factors
within the company that impact the project.

2.7. Attends and actively participates in project meetings.

As you can see from the descriptions, one key role for the spon-
sor and champion is as communicators. Indeed, as a project man-
ager, Rod Thompson drafted most of the communications such as
emails, announcements, and presentations they made to the organ-
ization. However, it was very important that these critical commu-
nications came from them and not Rod. When we look at the stake-
holder analysis in Chapter 5 (stakeholders are defined by the Project
Management Institute as anyone who has a vested interest in the
success of the project), one of the key questions will be who should
deliver the message. In most cases of communication outside the
project team, the communication should be delivered by either the
sponsor or the champion—but more about that later.

After securing the champion, Lise and Rod helped Paula de-
termine who should be part of the Working Committee team. In
order to assist everyone in communicating who would participate
in the project, Rod developed an organization chart (Figure 2.2)
and published it under Lise’s signature.

Developing a Working Committee 
and Working Groups

Rod Thompson, the successful project manager, believed these peo-
ple were a critical extension of his project team. First of all, he con-
ducted a stakeholder analysis of key people affected by the results
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of the project. There are several considerations in pulling together
a Working Committee and various working groups. As stated ear-
lier, Rod worked with Lise and Paula (sponsor and champion) to
identify and nominate the best key people the company had to offer.
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FIGURE 2.2 Project Renewal organization chart.



Unfortunately, these same people were often asked to take on these
types of roles because they are outstanding and respected. Rod ex-
plained to Lise and Paula that one
key indication of lack of leader-
ship support would be the unwill-
ingness of leadership to provide
these people for work on Project
Renewal. This is a very risky
strategy. Rod was determined that
he would not be lured into taking
people because they are “available” because there is usually a rea-
son no one wants them working on his or her projects. 

It was very important to pull in various departments or groups
that were impacted by the changes the project would force on them
when it was finished. The basic mandate for the Working Commit-
tee would be to consider various options that have been presented
from the project team and make decisions about which option
should be implemented

So, in our Project Renewal case study, we can see that nearly
every department was affected by the project. Therefore, the proj-
ect manager identified key players from sales, marketing, Informa-
tion Technology, accounting, manufacturing, and procurement. In
effect, these people represented a “constituency” within the com-
pany, and they needed to be aware of that role as part of Rod
Thompson’s orientation with them as he kicked off the Working
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The greatest difference between
a working committee and a
working group is that the Work-
ing Committee should remain in-
tact throughout the project,
whereas a working group is
given a specific issue or problem
to solve and then disbanded. 

Risk Management

Working Committee for Project Renewal:
Controller: Leeland Olson
Customer Relations Manager: Carrie Jenkins
Vendor Management and Contracts: Chuck Swindle 
Sales Manager: Gary Stiles 
Manufacturing Manager: Walter Fisher 
Director IT: Dan Cohen (as needed) 



Committee. As the project team explores ways to implement the
CRM solution named Project Renewal, the team was told to in-
volve these key constituents routinely in the discussions about
changes affecting the business.

Communications and the Working Committee

One of the key questions some of the members of the Working
Committee had was “Why does this group have a role in commu-
nications during a project?” And that was a good question. Here
was the answer. They are the vehicle—the eyes, ears, and voice—
for keeping people informed about what the project was doing be-
cause they were going to be asked to follow a process for decision
making that involves their constituency (the process will be detailed
in Chapter 7). During Project Renewal at MedTech, Rod asked for
and received agreement from the Working Committee members
that before any key decision was made related to changes the proj-
ect might make, the project manager would ask the Working Com-
mittee to conduct discussions with their constituency and poll them
on their thoughts and concerns. This information was to be brought
back to the project team for discussion before a decision was made.
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Be aware that some Working Committee members will not dis-
cuss or inform their constituents and will attempt to make the
decisions on their own. That really defeats the purpose of a
Working Committee. To prevent this within Project Renewal,
Rod Thompson developed independent relationships with other
people within the various constituencies. He regularly sought them
out to test what they were hearing from their Working Commit-
tee member and how knowledgeable they were about the proj-
ect. That worked well for him, and he was able to specifically 
address any Working Committee members who were not com-
municating well with his concerns and include specific examples. 



All these concerns could then be addressed, and the team could
base its decision on the best way to get the job done for the busi-
ness, not the slickest technical solution. This process helped keep
Rod’s project aligned with the business and commercial side. And
if the business climate or landscape changed during the course of the
project, the Working Committee would know and could provide
the project team with fair warning. 

The beauty of this arrangement is that the Working Commit-
tee was spreading the news about what was going on in the proj-
ect. And after decisions were made, the Working Committee mem-
bers were in a position to defend a decision later on if any
constituency objected to any of the decisions. Ultimately, the most
effective communication vehicle for serious messages came from
people within the Working Committee that those groups impacted
by the project both trusted and believed were looking out for their
interests.

Communications and a Working Group

Working groups are often a subset of the Working Committee, but
usually will also include other members with specific knowledge or
expertise. Figure 2.3 shows a graphic configuration of working
groups. Working groups will typically handle two types of issues
where the problem is one that

1. Only affects a small group.
2. Uncovers a bad business practice that is outside the scope of

the project.
Let’s take a look at each of these situations, using MedTech’s Proj-
ect Renewal to illustrate the point. 

As one example of issue 1, the project team ran into a conflict
between the sales department and the accounting and invoicing de-
partments. The issue was the relative importance of accurate infor-
mation that must be entered into the CRM. The position of the
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sales department is that they want to spend their time driving sales
and identifying potential sales opportunities. They do not want to
enter data into a computer. They see such tasks as relatively unim-
portant even as they recognize that accurate information could help
them identify additional opportunities. On the other side of the
equation is the accounting and invoicing group who must have ac-
curate data and information to complete the company’s financial re-
porting, not to mention receiving timely payment from customers.
They complain that under the old way, they spent entirely too much
time correcting input errors and conducting reconciliations. 

In a situation like this one, other members of the Working
Committee do not need to be involved in all the detailed aspects of
this discussion, so Rod, the project manager, created a Working
Group that included the representatives from sales and accounting
as well as four other key individuals. This group was charged with
exploring the options and coming back to the full Working Com-
mittee with two recommendations on 

• The minimum information required for the end-to-end process
to be effective, and 

• Who would do the data entry into the CRM and why. 
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FIGURE 2.3 As you can see from the Gantt chart, the Working Com-
mittee is in place throughout the project. The working groups disband
once their assignments are finished.



The project manager also requested the supporting rationale for
the two recommendations. It was a way to get Working Group
members to think through how they would explain the decisions
(coincidentally, the project manager had the content for the com-
munications surrounding the decision!). 

You can begin to see the value of this approach for communi-
cating project decisions related to data entry. Later on, if the ac-
counting people grumbled about the lack of information or the
sales team complained about entering orders into the CRM system,
they could be reminded that their peers made the decision. It was
endorsed by the full Working Committee and sanctioned by the
senior management. That was a powerful message, delivered by the
right people who have credibility with each group.

Second, projects often uncover bad business practices that are
really out of the scope of the project. As an example in our Project
Renewal case study, the project team learned that one of the key
problems in moving contracts from sales to manufacturing for order
scheduling was the length of time the legal department took review-
ing contracts. It was pretty clear that Project Renewal should not
take on a potential process problem within the legal department.
Therefore, the project manager went to the champion and encour-
aged the organization of a working group consisting of sales, legal,
and manufacturing to deal with this issue. This action meant that
the issue was immediately taken out of the Working Committee’s
and the project team’s scope of work. The champion was now re-
sponsible for getting that piece of work completed. Another major
benefit is solving a serious business problem that was affecting cus-
tomer responsiveness. 

In both of these situations, the Working Committee and the
working groups are acting as the primary communication vehicle
related to the problems the project was seeking to solve, as well as
the decisions that were being made. That is not to say that direct
communications informing key stakeholders is no longer needed—
any project manager must still do the job of ensuring that multiple
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communications continue. However, the job of communications is
made much easier by using this approach.

Finally, you must realize that the biggest potential obstacle to
the successful implementation of project deliverables is the middle
management layer within the company. If you think about it, it
makes perfect sense—middle managers are critical linchpins in the
organization. You must keep these managers well informed so you
are informed and aware of possible concerns they have regarding
your project. Working Committee members can be the perfect peo-
ple to communicate with these managers. If the project manager in
Project Renewal was hearing concerns about the project from some
of the manufacturing supervisors, who better to go with you to talk
with them than the manufacturing representative from the Work-
ing Committee? We’ll talk more about how to work with them and
how to craft the messages when we get to the communications plan
in Chapter 5. And in Chapter 11 we will see how to use the com-
munication plan to address potential project risks.

Key Points to Remember

• Determine how involved the management needs to be in your
project.

• Provide the appropriate leaders with a script on when you will
call on them.

• Develop a Working Committee to make the business decisions
related to the project.

• Identify a champion who can lead the Working Committee
and also has the credibility to engage the leadership when their
presence is required.

But first, every project manager much make sure he or she is
working on the right project! That requires a very clear Project Char-
ter and Statement of Work. The next chapter will demonstrate how
to write these as a communication document as well as an artifact. 
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Chapter 3

Writing the Project Charter

The Project Management Institute’s Project Management Body of
Knowledge (PMBOK) identifies several key inputs into the proj-

ect charter such as the problem the project is seeking to solve and
the contract requirements the project must fulfill to be successful.1

One of our firm’s areas of expertise is in helping to recover projects
that have gone wrong and to help put them back on track to deliver
value. Almost without exception during our analysis of what went
wrong, we uncover confusion on what the project was supposed
to deliver—usually a misunderstanding between the project man-
ager and one or more key stakeholders for the project. One of the
keys to preventing that from happening is by using the project char-
ter as a communications document with the key stakeholders, 
particularly the sponsor—the one who will supply the money and
be accountable for the business results. As experienced project 
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managers know, the charter is the formal document that author-
izes the project to move forward and the company to spend time
and money on it. Many times the charter is developed, put on the
shelf, and never referred to again. Near the end of the chapter, you
will be able to read the charter that Rod Thompson wrote for Proj-
ect Renewal. The most important part of the document is how he
developed the content that went into it—and how he used the
process as a communication vehicle for his project.

The charter provides a description of the work that is written
in normal language. In the final section of this chapter, you will re-
ceive some tips for writing the charter in a way that makes it a com-
munication tool for you. Rod Thompson found using the charter
a good way to discuss with key stakeholders the business outcomes
for the project. As we saw earlier in the chapter, it became a great
tool for working with the champion, Paula Dahlberg, and the spon-
sor, Lise Ramsay, to clarify the business problem being solved by the
project. Figure 3.3 is the Project Charter for Project Renewal. Tips
for how to write the charter begin on page 40. 

Let’s focus on the following elements in the classic project
charter (Figure 3.1) and determine how they are useful in develop-
ing communications with your key stakeholders: 

• Contract.
• Statement of the business problem that the project seeks to

solve.
• Primary goals and objectives of the initiative.
• Project scope—including what the project will include and

what it will not include.
• Assumptions and constraints that the project manager has 

determined.
• Benefits and risks in the early evaluations.
• Project budget and schedule.

If you are working on a project for someone outside your own
company, you may have a draft of the charter as part of the con-
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tract. In other cases, the request for the initiative might come from
an internal source, but there is an implicit contract in the ways the
different parties should operate, so let us start with the contract.

Contract

A document of agreement (if there is one associated with your proj-
ect) is obviously one of the first documents any project manager
should review prior to starting any planning. The contract will spec-
ify the requirements and conditions that must be fulfilled if deliver-
ing a project to a customer outside the company. However, contracts
are usually of limited use for helping a project manager communi-
cate goals and objectives because they are written by attorneys and
for attorneys. That is not a criticism, it is a fact. Contracts are de-
liberately written in language that has meaning for legal situations
and might have a completely different meaning in everyday use. As
a project manager, you need to understand the contract to the best
of your ability, but your job is to translate it into something that
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portant pieces of information.



you can use to shape and define your project so that anyone in the
company would then be able to understand and communicate the
basic rationale for the project. The key is the translation. It is not al-
ways an easy job, but a necessary one for both planning and com-
munication. Therefore, the contract becomes a key input document
for developing the project charter.

Statement of the Business Problem

One of the best ways to align the project to business requirements
is to put the business problem into your own words. In other words,
paraphrase the problem as you understand it. If you cannot, it
would be useful to talk with others who can help you. If you can
think back to Chapter 1: Linking Projects to Strategy, the whole
reason to sanction a plan in the first place is to improve perfor-
mance. In this section of the charter, we want to make sure we es-
tablish that linkage and do it in a simple, yet direct, way. The value
in taking the time to include this statement is that if you have some-
how missed one important aspect of the problem, you are likely to
open a discussion with your champion or sponsor to provide even
more clarity. However, don’t be surprised if occasionally they can-
not articulate the problem very well. 

In our MedTech case study, Rod Thompson, the project man-
ager, developed this statement of the business problem: “We are
using Project Renewal to better understand our customers and their
buying requirements.” The champion, Paula Dahlberg, thought
that statement was too vague and suggested changing it to: “We
are using Project Renewal to allow us to track and mine the data
from our customers so we can grow our business with them.” After
reviewing the statement of the business problem with the sponsor,
Lise Ramsay, she added these words to the end: “. . . and recognize
opportunities for products and services they might require in the 
future.”

As you can see, the development of the statement of the busi-
ness problem allowed communications and dialogue between the
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three key people responsible for delivering the business value of the
project—the project manager, the champion, and the sponsor—in
that order. The discussion helped each one understand how the oth-
ers were thinking about the project and ultimately allowed them
to achieve an alignment of thought about what business problem
this big initiative was to achieve as they started work. And the state-
ment went from a vague and uninspiring sentence (Rod Thomp-
son’s first draft) to more complete, clear, and even a bit motiva-
tional description (provided by the champion, Paula Dahlberg, and
the sponsor, Lise Ramsay). Without this exercise, it could have been
months before they discovered that they were not in complete align-
ment on the outcome of the project. It also continues to draw the
leadership into the project and keep them engaged.

Goals and Objectives for a Successful Project

The following statement is attributed to Benjamin Franklin: “By
failing to prepare, you are preparing to fail.” The point here is that
part of the charter and the preparation for completing a project
successfully is to determine how success will be measured. Estab-
lishing clear goals and objectives for the project will help everyone
understand how they will be judged at its end. 

The Primary Goals of Project Renewal

Every project has three primary goals:

1. To create something (in our case study a CRM system).
2. To complete it within a specific budgetary framework.
3. To finish it within an agreed-upon schedule.

Beyond these goals are others that must be specified and that
actually define the project. MedTech’s goals for Project Renewal
were defined as the installation of a usable Customer Relationship
Management system to

WRITING THE PROJECT CHARTER 35



• Capture all customer profile information (e.g., addresses, lo-
cations, key personnel) accurately.

• Create reports that will allow the management and the mar-
keting teams 
■ To analyze each customer’s history of purchases and

whether incentive discounts affected buying patterns.
■ To predict future buying trends as an input to the research

and development group for future product refinement.
■ To record and track credit limits and purchasing trends re-

lated to them. 
• Allow the easy retrieval of all contracts with terms and con-

ditions related to each customer’s purchases.

The executive team decided that attempting to load all the his-
torical data from the old legacy systems would be out of the scope
of Project Renewal. They made the decision that trying to re-create
the past would be too expensive for the potential value it might
bring—which brings us to the communication of the project scope.

Project Scope

The scope statement within the project charter clearly defines what
the project will and won’t do. Many project managers believe that
one key to a clearly defined scope is to detail what a project will not
include as well as what it will include. The rationale for that is that
most project managers will agree with their key stakeholders on
what is included within the project, but will often diverge when it
comes to what will not be included. For example, in our case study,
the project manager and the champion agreed easily on most of the
scope of what Project Renewal would include, but found they had
some difficulty in agreeing on what would not be included. The
project manager believed that the project did not include a record
of items returned by customers for any variety of reasons (e.g.,
wrong product, wrong number of units delivered, unacceptable
quality) because they had a system in place to capture that informa-
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tion. The champion, however, believed that was essential informa-
tion to be captured and was part of the scope of the project. After
meeting three times to resolve the problem with no success, they
took their concerns to the sponsor. After each laid out arguments,
the sponsor shared the information with the leadership team. The
advantages of making this information a part of Project Renewal
was clear—it provided more details about how a customer pur-
chased from MedTech. The disadvantage was that it would take
more time (and therefore money) to add capturing this data to the
CRM. The leadership team debated and came back with a decision
to include returned items within the scope of the project. Now imag-
ine what would have happened if the project had moved forward
for several months with no progress on capturing returned items
within the CRM! Several key stakeholders could have been upset
and all because the project manager started from a different as-
sumption. Again, the charter discussion drove out a discussion that
prevented that from happening. 

Assumptions and Constraints 

In this portion of the charter, the assumptions made about the com-
pletion of the project, details of any any assumptions that limit the
project, or agreements that form the basis of interactions are listed
here. Don’t leave anything out that could affect the future manage-
ment or successful completion of the project. 

For example, in Project Renewal, Rod Thompson wrote the
first draft of the charter and shared it with the Working Commit-
tee. He worked from the assumption that MedTech would be buy-
ing the Customer Relationship Management system “out of the
box” with very little customization. However, Gary Stiles, the sales
manager who sat on the Working Committee representing the sales
department, objected. He insisted that there be more features than
were included in the standard CRM. He also insisted that the CRM
would require upgrading of the laptop computers the sales repre-
sentatives used. Rod was working from the opposite side of both of
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those issues. To resolve the problem, both Rod and Gary made a
presentation to the leadership team on the benefits each saw in his
solution and the implications of accepting the position of the other.
After deliberating on the subject, the leadership team decided that
the project would not cover the cost of new laptops for the sales
team. They would make provisions for that purchase out of a dif-
ferent budget item (which was clearly a win for Rod). However,
they instructed Rod to make modifications to the CRM as long as
they were not “major” modifications (a small victory for Gary).
Unfortunately, they did not define exactly what a major modifica-
tion was, so Rod had to navigate that passage with a minimum of
guidance.

If you want the project to be considered a success, all side or
off-line agreements must be approved in the charter—and, addi-
tionally, documented in this section. As for assumptions for Proj-
ect Renewal, the project team assumed they must manage a com-
plete retooling of the information management system, particularly
the hardware and data connections. An example of a side or off-line
agreement was the fact that the vendor has suggested that a new in-
ternational tax module was scheduled for release about halfway
through the project schedule. The agreement was this—if the mod-
ule was delivered before the project finished, the project manager
would provide the leadership team with an estimate of the extra
money and time required to retrofit the module into the project
and let them make a decision about whether to include it. 

Risks and Benefits

In this portion, the charter will articulate the business benefits that
the project expects to achieve and the risks to be managed based on
an early understanding of the project. Benefits at this point are more
likely to be qualitative rather than quantitative. The project man-
ager can probably articulate a benefit that at the completion of the
project, it will eliminate duplicate order entry problems (one order
entry in the sales system and a second order entry required by the
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manufacturing system) in the old business process. However, if he
were to attempt to provide an exact number, such as a reduction in
order entry that equates to 4 hours per week per order, that would
be so hypothetical that it probably would not be believed anyway.
It is better that he just said it will only require one order entry and
leave it at that during the early phase of the project. 

Risk is defined as a measure of the probability and the con-
sequence of not achieving the goals and objectives of the project.2

In the early stages of a project, it is often hard to identify all the
risks to the project, but some are obvious right from the beginning.
Those are usually technical risks. For example, the CRM system
will not work as advertised by the vendor. Most project managers,
and Rod Thompson was no exception, focus on these risks and
write them out in the project charter. Others are business risks
and those are not so obvious. An example of a business risk that
Rod and his team identified was that even if the CRM worked
exactly as it should, the sales representatives would not keep the
customer information current in it. However, I have to identify
some risks that I believe too many project managers overlook—
business risks that also may have an impact on the acceptance of
a product or service once it makes it to operations. These risks
include the following:

• Lack of user acceptance: The project has delivered what it
promised from the technical side, but the users won’t use it
for any number of reasons.

• Incompatibility with new business climate: It will be a good
project, and users will want it, but due to changes in the busi-
ness marketplace, customers won’t be able to afford it any
longer.

• Loss of political support: If a project loses support from exec-
utive management, the whole project could be jeopardized.
This might happen when a new executive is brought into a
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key position or loss of financial support occurs for any num-
ber of reasons.

The other idea to remember in developing your risk assess-
ment is to write it in a fashion where others can understand the
risk and the mitigation strategy you are proposing for that risk.
Don’t write a description of the risks the way that you might write
them for the risk register. That level of detail that is too minute for
a charter. Think of it this way—the risks you expose in the charter
should be the big ones, the ones that can derail a project.

Project Budget and Schedule

As you can imagine, this is portion of the charter simply states the
obvious: how much money you are expecting to spend and how
much time you will take to complete the project. The level of de-
tail will depend on the requirements of the business and you should
check with your sponsor on how much detail the steering commit-
tee or governance board is expecting here. If you look at the Proj-
ect Charter for Project Renewal in Figure 3.3, the budget is 
$15 million for a project duration of 24 months. At this stage of the
plan, that is usually the level of detail that is possible. 

Tips for Writing the Charter

The business world is moving toward writing what’s easy to read
and understand. Even diehards such as the armed forces and other
government branches have joined progressive corporations in the
move. The reasons for the change are clear—simple writing saves
time, for both reader and writer (Figure 3.2). And it gets results
you are looking for!

In each of the preferences, you are trying to simplify the writ-
ten word so the readers can clearly understand your meaning. There
are several key stakeholders, not to mention the project team mem-
bers, who will need to understand the charter. 

40 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



To illustrate the point, read the following section from a proj-
ect charter on the benefits achieved from one portion of a project.

The asset built at the completion of the project effectively transfers
all substantial risks to the customer with the rewards to the owner-
ship of the Group and is to be included in tangible fixed assets and
depreciated over the shorter of the term of the lease or its estimated
useful life. The amount to be capitalized is the net present value, at
the beginning of the lease, of the minimum payments to be made dur-
ing the lease term exclusive of revenue items such as maintenance
and insurance. Outstanding obligations due under such a lease, net
of finance charges, are to be included as a third party loan liability.
The finance element of the rental payments is to be charged to the
profit and loss account over the term of the lease.

I ask you, how easy is it to understand the wording in this portion
of this charter? It could be simplified and worded so that others
besides accountants and lawyers could understand it. 
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MedTech is using Project Renewal to allow us to have 
all the information on our customers in one place to 
better track and mine the data we have on our 
customers so we can grow our business with them and 
recognize opportunities for products and services they 
might require in the future.

•  Capture all customer profile information (e.g., 
addresses, locations, key personnel) accurately.

•  Create reports that will allow the management team 
and the marketing team 

•  To analyze each customer’s history of purchases 
and whether incentive discounts affected their 
buying patterns.

•  To predict future buying trends as an input to the 
research and development group for future product 
development.

•  To record and track credit limits and purchasing 
trends related to those limits. 

•  Allow the easy retrieval of all contracts with terms and 
conditions related to each customer’s purchases.

The scope of the project includes the successful 
installation, implementation, and sustained use of a 
Customer Relationship Management software program. 
The software will also replace the current program for 
customer returns of products and the reasons for the 
returns. The project will not include any changes or 
recommendations related to sales territories.

•  A complete retooling of the information management 
system, particularly the hardware and data connec-
tions, will be required. 

•  The project team assumes that the laptop computers 
used by the sales and marketing staff will not be 
replaced using the budget for this project.

•  The CRM software can be installed with few 
modifications to meet the needs of MedTech and will 
not include any major customization.

•  The vendor has suggested that a new international 
tax module is scheduled for release about halfway 
through the project schedule. If the module is 
delivered before the project finishes, the project 
manager will provide the leadership team an estimate 
of the extra money and time required to retrofit the 
module into the project prior to any decision related to 
the new module. 

•  Budget:  $15M for installation, licensing, and 
hardware

•  Schedule: 24 months from the sanctioning of the 
project to completion

Statement of the Business
Problem

Goals and Objectives

Project Scope

Assumptions
and Constraints

Budget and Schedule

FIGURE 3.3 The Project Charter for Project Renewal was written to
communicate with key stakeholders in clear, concrete language.



For writing any documents, whether the charter or documents
related to your project, there are three key preferences to keep in
mind: Prefer the

1. Concrete to the abstract.
2. Single word to the phrase.
3. Short word to the long one.

Each of these preferences allows the reader to get to the point
quickly. People are bombarded daily by messages and written ma-
terials in all forms—the worst being the avalanche of email. They
won’t take the time to fight through difficult writing. These three
preferences make it easy to simplify the writing and allow your
readers to meet you mentally. 

The project charter that Rod Thompson developed for Proj-
ect Renewal is shown in Figure 3.3.

Key Points to Remember

• The project charter is a written document for communicating
with key stakeholders to ensure alignment at the start of the
project.

• The charter fundamentals should contain the key discussion
points between the project manager and those same key stake-
holders.

So the development of the project charter is a key to effective
communications with major stakeholders. However, there is an-
other key group to communicate with—and with far more regu-
larity and clarity—the project team members! In the next chapter,
let’s look at how some of these same communication concepts can
be used in communicating with the team.
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Chapter 4

Establishing the Team 
and Communicating 
with the Business

In the previous chapter, we looked at how the project charter can
be used as a communication document with key stakeholders. In

this chapter, let’s look at two key communication concepts related
to the project team members:

1. Using your team members as a communication vehicle with the
key stakeholders.

2. Understanding the basics of communicating with your team.

In thinking about establishing your team, there are the usual
considerations such as 

• Who is available?
• What skills and experience do they have?
• What roles (such as technical, business analyst) will you need

them to fill as part of the project?
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Another key question you might consider asking yourself is,
would some of my key roles, such as technical team lead, be able to
connect and communicate with key stakeholders? 

Rod Thompson asked himself that question in staffing his
team. It was a key reason that Rod wanted Luke Johnson on the
team as liaison with the Information Technology group. He knew
that Luke was both liked and respected by Dan Cohen, the Direc-
tor of the IT group. Rod recognized that Project Renewal would
need both help and cooperation from the IT group as it progressed.
Luke would be a key person in communicating with those IT peo-
ple when work started on such tasks as building the interface be-
tween the CRM and the data management portion of Dan’s group.
Luke’s ability to communicate with these technical people could
prevent problems that might be created by misunderstandings, plus
it could help to solve problems when they arose later on in the
project.

Communicating the Sale

In many cases, project managers are not involved in the sale of the
project. However, all project managers must be aware that there is
still a “sale” to be made to various stakeholders affected by the re-
sults of the initiative. Let’s iden-
tify these affected people as “buy-
ers.” What are they buying? They
are buying the idea that your
project will actually benefit them
personally. The central concept is
that the “sale” is not finished just
because a Project Charter has
been signed or agreed to.

Rod Thompson recognized
this fact. He began to identify var-
ious people as one of three types of “buyer” he had to sell: eco-
nomic buyers, technical buyers, and user buyers. 
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are providing the funds for the
project and expect to see the
business benefits. Technical buy-
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vinced that the project solution
will solve the technical problem.
And the user buyers are those
who will actually use the deliver-
ables as part of their day-to-day
work.



Rod identified Lise Ramsay as the economic buyer since she
was the executive who both pushed for the CRM and also become
the sponsor for the project. He identified Paula Dahlberg, the Di-
rector of Marketing, Gary Stiles, Sales Manager, and Walter Fisher,
General Manager of Manufacturing, as the technical buyers. Their
departments were the most impacted by the changes resulting from
Project Renewal. In most cases, but not all, the economic buyers and
the technical buyers must be satisfied with the project as defined or
it would not be sanctioned and funded. However, the user buyers
are very often left out of the discussions until the decision has been
reached. They are compelled to go along with the project, but are
far from enthusiastic. The user buyers for this initiative were all the
people within Paula’s, Gary’s, and Walter’s departments who would
actually be using the CRM to input information and produce re-
ports and data. Other people might also use the CRM, but these
were, by far, the largest and most important groups. Rod realized
the “sale” to this latter group must continue throughout the proj-
ect to make sure the deal was really “closed.” He determined that
communications would be the key to keeping the sale. 

All projects and project managers use teams of people to as-
sist in completing the project. However, they often focus on the
technical side of the project and do not engage the business in the
development of the team. When you are establishing communica-
tions inside your project team, you will need to help your team
members understand that you really have two parallel tracks pro-
gressing simultaneously (Figure 4.1). One track is keeping people
in the business informed about what is happening and when. The
second track is providing the project team with information that al-
lows them to stay in touch with the people—particularly the user
buyers. The key concept is making sure the project team is provid-
ing the same information to the business as you are!

One of the basics for establishing a project team is to con-
duct a stakeholder analysis related to the project team. We’ll look
at a stakeholder analysis related to specifics on communications
later on in Chapter 5. However, it is important to consider various
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stakeholders in staffing your project team because the interaction,
including effective communications, will be critical to the ultimate
success of your project. We will look at the communication plan
in Chapter 10. 

One of the first steps in plan-
ning the way your team members
will communicate with the busi-
ness people will be to consider
these realities:

• Relationship of these key business people with each other.
• Level of knowledge of the goals and business case for the project.
• Credibility the project team will need with these key individuals.
• Concerns or questions key business people might have on the

details.
• Information or techniques to gain acceptance with them.

Let’s take a look at each of these elements.

Relationship with Each Other

When you analyze the various business people who will be inter-
acting with the project team members, one of the key concerns will
always be how the politics within the company play out. Before
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Stakeholders are defined as peo-
ple who have a vested interest in
the outcome of a project, even if
they do not fund or participate
in the project directly. 



you or your team members begin communicating with various de-
partments, you will need to discover who reports to whom. An or-
ganization chart is useful, but as companies get more complex, its
use may be limited. However, you will need to pass along that in-
formation to your project team members and make sure they are
following the correct protocol in talking with business people. For
example, Rod Thompson made sure his team leads, Paul Ryan on
the business side and Josh Larsen on the technical side, knew that
they were not to discuss various problems with users in different
departments UNTIL they had spoken to their supervisors first. It
was frowned upon within MedTech for a staff person to know
something before his or her manager did (that’s what I mean by
protocol). There are also significant people who influence others
but are not on the organization chart with management authority.
You and your team need to find out who those people are. There
is always a corporate culture to deal with as well. The rules for
culture are not found in the company handbook or initiation sem-
inar. They are the unwritten rules about the way things are done
within a company. And using the correct protocol is part of that
culture. These basics will become even more important later when
we discuss Developing Support for New Business Processes in
Chapter 8. 

Level of Knowledge of the Goals 
and Business Case

It may surprise you to know that often the rationale for a project
and the expected business case are not widely known beyond a few
key individuals. While it may seem obvious, as a project manager,
you may be the person who educates key individuals on the goals
the project is attempting to achieve. That is why the development
of the Case for Change will be important (you’ll learn more about
the Case for Change in Chapter 6). If that is true, think of how im-
portant it is that your project team members know and understand
the goals and business case for the endeavor. Of course, use your
judgment in this—for example, the programmers for Project Renewal
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don’t need a thorough understanding of the business case. Just make
sure that those members of your team who do need to know are 
informed.

Credibility of the Project Team

Often a project team will be a mixture of inside people seconded to
the project and outsiders. The insiders can be nominated for a va-
riety of reasons, some good and some bad. If you are receiving peo-
ple because they “are available,” it may be that you don’t have the
best players the departments have to offer. If they are people who
are considered “stars” within the organization and they are nomi-
nated to your project because of the knowledge and experience they
can bring, you will not have the same struggle with credibility. If you
are also hiring contractors or consultants from the outside, you will
need to spend more time on the section a little later in the chapter
on what to look for in these critical members of your project team.

Questions or Concerns 

Often in critical projects people will still have questions or con-
cerns about how things are going to work after the project is com-
plete. The problem a project manager faces in this situation is that
you won’t have the details for a while. However, it will be impor-
tant to understand these questions and concerns, document them,
and as you make progress in addressing them, communicate with
those key individuals to fill them in on the details. 

Information or Techniques to Gain Acceptance

Generally speaking, people will fall into two camps related to the
way they receive and accept information:

1. Focusing on the details of the changes the project will bring.
2. Focusing on how people will respond to the changes the proj-

ect will foster.
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Providing individuals with the correct “type” of information
is as important as the communication itself. The first group seems
pretty obvious, but perhaps not the second. I once had a client who
always asked me the same question when I approached him about
project issues or decisions. It went something like this: “Who is
going to be mad at me about this decision/issue?” It was rarely
“Why did you do that?” or “What other options did you consider?”

Communications Within the Team

There are a variety of ways to foster and support communications
within the team. Here are a few that we’ll look at in more detail:

• Team building
• Team meetings
• War room management

Team Building

Teams are built when they all share and support the same goal (to
complete a successful project). We might think about using the the-
atre as a way to think about building a great team. Actors, great and
small, generally follow the lead of the director, and each player does
his or her best to fulfill the specific role assigned in each play. Even
the stars must follow the rules of the game. You are the director,
and your team members are the actors. People on your project team
need to play their roles in the same way.

For the people working on your project to become a real team,
some specific things need to happen with your coaching and lead-
ership as project manager. Project members need to

• Realize they’ll be working on activities that involve more than
one person. Therefore, they’ll need to communicate and coop-
erate with each other to get things done.

• Share common methods and tools for assessing and commu-
nicating the status of the project.
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• Identify and solve problems together and then live with the results
(together) and agree to support the common decision in public.

• Accept the fact that, if one person makes a mistake, the entire
team suffers. Therefore, members need to help each other
avoid as many mistakes as possible.

• Realize that new people will be joining and other people will
be leaving the project as time goes on, but the overall team
structure and project goals will remain the same until the proj-
ect reaches fruition.

• Recognize that changes will occur, and they must be flexible
enough to adjust and use the change control methods that are
described in much more detail in Chapter 9.

When other organizations or departments are involved, posi-
tive interaction between the project manager and these organiza-
tions is also critical to creating a good team. The relationships
among line, staff, vendors, customers, and project personnel must
be tempered with mutual trust. Make sure that you emphasize these
ideas over and over again with your project team.

Communicating During Meetings

Here are some key ideas for communicating effectively in meetings
during your project.

Always have a specific purpose for any meeting you arrange.
To be frank, I don’t consider “to provide the champion with infor-
mation” to be a valid reason,
and members are not likely
to appreciate that purpose ei-
ther. A much better purpose
might be “to get your advice
on how to handle an issue
related to the input of cus-
tomer data by sales.” If you
are asking for time with the
sponsor or champion to achieve that outcome, your meeting will in-
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sponsor, to help you solve a problem,
always remember his or her effective
span of authority and don’t ask him
or her to “solve” a problem outside of
that scope. A better request if it is out-
side a person’s authority is to ask that
it be escalated to the management
team as one example.



form him or her (because you will need to provide background in-
formation), but you are asking someone to tackle a problem. Most
managers appreciate being called on to handle that type of issue. 

Always use a structured agenda
for managing project team meetings
and track

• Date, time, location, and people
in attendance.

• Decisions made during the 
meeting.

• Actions assigned to people and the target date for completion.
• Issues or risks identified and closed.
• Items placed in the parking lot for the future.

Always provide meeting minutes (Figure 4.2).
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The “parking lot” handles
items that are outside the
agenda of the meeting. Be-
fore the end of the meet-
ing, decide when and how
you will handle each item
entered on the parking lot.

Project Renewal Team Meeting Minutes

Date: 02/06/2008
Time: 2:30 - 3:30 P.M.
Chair: Paula Dahlberg, champion
Attendees: Rod Thompson Anne Garcia
 Leeland Olson Dan Cohen 
 Carrie Jenkins  Gary Stiles (by phone)
 Walter Fisher

Decisions:
Agreed on the Case for Change and for the project.

Items: Person Responsible Date Status

Action Items:
Research billing requirements Leeland Olson 12/06/2007 Completed
for accounts receivable
Investigate the credit policy Leeland Olson 12/06/2007 Completed
as requested by the project team
Review requirements for new Walter Fisher  1/19/2008 In progress
order input with scheduling
Submit RFP for new servers Dan Cohen 1/19/2006 In progress

Parking Lot:
Data storage and data mining  Parked until late February

FIGURE 4.2 An example of meeting minutes captured after one of
the project meetings for Project Renewal.



Managing the War Room

I’m not sure if everyone uses this term in project management, but
when I refer to the war room, I am referring to a conference room
or other similar facility that is reserved for the use of the project
team during the course of a project. You can use the war room as
a communication tool as well as a work space.

For example, you should keep timelines visible to anyone
walking by or coming to visit you or another of your team mem-
bers. You would be surprised how many people are not familiar
with your project schedule and become “educated” by seeing it on
the war room wall.

Another great communication tactic is to make key project
team members available to end users through visits to the war room.
Let your team members know that you are encouraging them to
meet in the war room unless it is reserved for a specific project ac-
tivity such as a standing meeting. 

You may also choose to communicate by inviting key stake-
holders to meetings in the war room. Allowing these key people to
see where the project team is working can often make them feel
more comfortable in approaching the team members, or you, when
they have certain issues of concerns. This can also serve as one of
the feedback mechanisms for your communications plan that can
help you to address rumors immediately. 

Having provided you with several ideas in the use of the war
room, there are several warnings that are very important to remem-
ber. First of all, any confidential information regarding the project
or people associated with the project should be kept elsewhere
under lock and key and not in the war room, if possible. 

The final warning is to watch for rogue project team mem-
bers and the messages they are providing to key stakeholders or
users, whether inside or outside the war room. There is nothing
that can destroy the confidence of your users or stakeholders more
than hearing that the project is a mess from one of the members of
the project team. Deal with those types of project team members
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swiftly and firmly. You will need to listen to them (I’ll talk more
about listening in a minute), but you cannot have a project team
member giving information to others that contradicts the “official”
message that you are providing to key stakeholders. I won’t tell you
that it is easy to deal with these situations, because it is not. How-
ever, you severely increase the risk that your project will fail if con-
fidence is eroded by these rogue project team members. 

Listening Is Part of Communicating

The ability to listen is one of the most important communication
skills a project manager can possess. Only through listening can
you determine whether your communications are understood the
way you intended them to be understood. Figure 4.3 shows a model
of basic communication.

Focused listening helps keep you informed about how people
associated with your project are thinking—better than any status 
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report. Observant listening can also help you foresee political is-
sues before they start bogging down the project.

Here are some tips for becoming a better listener:

• Stop talking and let others tell you what they want to say.
• Let people finish what they are saying. Try not to interrupt

before the person finishes because you’ll never hear any per-
son’s complete intent if you do. If there is a brief pause in the
discussion, don’t jump in prematurely. Allow the other per-
son to finish before you take your turn.

• Eliminate as many distractions as possible, such as telephone
calls, cell phones, or people coming in and out of the office.
Give the person your full attention.

• Listen with purpose and intent. Try to hear between the words
for the underlying meaning of the message. Notice body lan-
guage and facial expressions as people talk. These are often the
clues to dissatisfaction or issues that are not being addressed.
If you see something wrong in the person’s face, ask some
probing questions to get at the real concerns.

• Restate or summarize what you hear people say to make sure
you have understood the message correctly. Only by both re-
ceiving and understanding the message can good communica-
tion occur.

Remember that the best predictors of a successful project are 

1. Robust communication between the project team and the
stakeholders.

2. Strong communications within the project team itself.

Key Points to Remember

• There is still a “sale” to be made in every project.
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• Different people will have varying understanding about the
project, and one approach to communications will not fit
everyone.

• As much as possible, choose the key members of your project
team based on their ability to communicate effectively and
knowledgably with the business people.

• Establish strong communications within the project team as
well as between the project and the customers.

Now that the definition phase of the project is completed, we
now move into the planning phase. In this phase, there will be a
great deal of communications to plan. The good news is that
whether writing, speaking, or meeting, there are some common
communication elements regardless of the situation. That is where
we will go next! 
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Chapter 5

Common Elements 
for All Communications

The secret for all the types of communications, whether written
(such as emails or reports) or verbal (such as presentations or

town hall meetings), that a project manager would use during the
course of a project can be summarized in three steps:

1. Analyze the target.
2. Plan the approach.
3. Deliver the message.

Since these steps apply to almost any communication situa-
tion, I will cover those universal steps, then refer back to them in
later chapters in the book. They are universal steps because you
must at least consider them when you prepare any important com-
munication related to your project. You may not necessarily use
them, but you ignore them at your own peril. First, I present a quick
overview of what they are, followed by a more detailed description
regarding their application during a project. 
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Step One: Analyze the Target

Stakeholder Analysis

When determining the target for any communications, the first con-
sideration has to be who will receive the messages. For that, you will
need to identify who the stakeholders are for the project. The Proj-
ect Management Institute defines stakeholders as those people who
“are actively involved in the project, or whose interests may be af-
fected by as a result of the project completion or execution.”1 The
entire foundation for building a communication plan stems from an
understanding of whom you are communicating to.

As you can see from Figure 5.1, the project communication
plan is at the center of the interaction between and among all the
stakeholders—from the executive management to the end users. By
targeting the messages to their distinct needs and concerns, you can
create alignment as well as understanding. 
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FIGURE 5.1 At a high level, these are the key groups of people im-
pacted by the project.



When beginning a stakeholder analysis, a simple guide is often
very useful to lead the discussions and assist the project manager in
clarifying the perspectives and concerns of all the people associated
with the project. The stakeholder analysis guide in Figure 5.2 can
steer you in asking the right questions. Your particular situation
might cause you to alter the questions, or add other questions, but
appreciate that this is almost the minimum information that any
project manager will require to build a communication plan.

The value of this kind of analysis for project managers like
Rod Thompson, our MedTech Project Renewal project manager,
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is the insights it provides into who will support the type of changes
the project will produce and who will oppose them. As part of Proj-
ect Renewal, Rod knew that a feature of the CRM software al-
lowed a customer to view the progress of its order as it was being
processed by MedTech. In determining the impact a feature like
that might have, he realized he did not have the answers to some
of these questions. He needed to find someone who did. The logi-
cal choice was the champion, Paula Dahlberg. The champion can
also review any assessments made related to this analysis and pro-
vide feedback on those assessments. As for the question related to
the information and techniques for communicating, it seeks to help
Rod understand how to be persuasive in his communications. Peo-
ple tend to fall into two camps relative to persuasive information.
One camp is only impressed by data, and the other camp is mostly
concerned with how people will react to changes or suggestions for
change. For example, in Project Renewal, Paula explained to Rod
that Walter Fisher, the Manufacturing Manager, was only impressed
by facts and data. Rod realized that in discussing issues and infor-
mation related to the online customer viewing of orders, he had
better have data and facts when talking to Walter. However, Paula
also knew that Carrie Jenkins, the Customer Relations Manager,
was usually concerned about how people (in particular, customers)
would react to certain ideas that create changes. The same informa-
tion that Rod would provide Walter would not be received very
well by Carrie. For her, he would need to be prepared to discuss
how he believed customers would react to a feature like that. Rod
realized that he would need to communicate to these two key stake-
holders very differently over the course of the project—he had to
make sure he hit the target. Like many things in life, the concept of
one-size-fits-all doesn’t work very well in project communications. 

Purpose of the Communication

The second key to correctly targeting your communications is to de-
termine what you are trying to achieve with that communication—
its purpose. To define your purpose, it is important to remember
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that any important communication related to your project should
work to achieve one of these four broad objectives:

1. Instruction: Informing or teaching people something.
2. Inspiration: Motivating your readers or listeners to act in a

certain way.
3. Advocating: Convincing or selling someone on your point of

view.
4. Stimulation: Stimulating discussion or debate.2

At any time during the course of the project, you will use at least
one of these objectives during each communication. 

The best way I know to think about your purpose is to finish
the following statement: “The purpose of this communication 
is . . . .” Believe me when I tell you that if you can’t finish that state-
ment, those who read your note or listen to your presentation won’t
be able to decipher the purpose either! 

In our MedTech case study, Rod Thompson made a decision
that the purpose of his next communication to senior management
would be to stimulate a discussion and the attendant decision
around who was going to be accountable for any inaccurate data
for customer orders after the CRM was working and Project Re-
newal was completed. As a result, he worked with Paula Dahlberg,
the champion, to draft a status report for the senior management
that would be presented by Lise Ramsay, the sponsor. Since the
issue cut across several departments, it was absolutely an issue that
needed senior management input and/or resolution. In the report,
they suggested that based on the lack of agreement on this subject
within the Working Committee, a possible alternative was to hire
order entry clerks to ensure that the proper information was en-
tered into the CRM. Based on the current level of orders and the ex-
pected increase after Project Renewal was operational, he estimated
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that MedTech would require an additional 50 people to fill these
new positions. As you can imagine, that got the attention of senior
management! They immediately questioned key members of the
Working Committee, and Rod had an answer to the question within
a week. The important point was that Rod had a purpose—to stim-
ulate discussion and drive a decision—and developed the commu-
nication to achieve that purpose.

Step Two: Plan the Approach

After you have completed an analysis of the target for the commu-
nication and clearly defined the purpose, you now have to plan the
approach that will best achieve your purpose with a particular tar-
get audience. 

Strategy

One can employ several strategies in presenting information to
stakeholders. Here is a summary of the common strategies:

• Most critical to least critical is useful where a series of vari-
ables have had an impact on the outcome of the decisions re-
lated to the project. Start with the most critical and move to
the least critical or more common elements. An example
might be explaining to management the criteria the project
team used for choosing a vendor. You might have determined
that certain characteristics such as reliability, relationship with
your company, and experience of the vendor consultants were
the most important in choosing a vendor—the most critical in
the decision. Other characteristics, such as price and after-
installation service. were less critical because all the vendors
seemed to be fairly equal. 

• Problem/solution is often used in technical situations where
the project is solving various issues, and the resolutions to
those problems are addressed in the communication. A vari-
ation of this strategy is question/answer, where a particular

64 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



communication addresses the questions people have in their
minds and the provides the answers.

• Big picture/small picture helps those who are receiving the
communication to understand how you are applying the data
and information you have gathered to meet the larger goals of
the company. This is usually very persuasive with senior man-
agement, who are usually concerned with the big picture. For
example, in Project Renewal, Rod Thompson used this ap-
proach to explain the decisions around customer reporting
made by the project team and the Working Committee. Since
the strategy of the company is to grow (the big picture), he
demonstrated how the reports would allow management to
see growth by customers in a wide variety of ways (the small
picture).

• Compare/contrast can be a very effective strategy when com-
municating how a particular project might be similar to one
that people are familiar with (compare) and how it might dif-
fer (contrast). This strategy can allow you to stress the differ-
entiation that would be important to the stakeholders receiv-
ing the communication. This might be very important if a
similar project had been attempted in the past and failed. You
would want to clarify how your project is different from the
failed project even though they might appear similar on the
surface.

There is no right strategy for any single communication. The
best policy is to choose one that suits your purpose for communi-
cation and fits the expectations of the stakeholders you are trying
to reach. 

Politics and Communication

There is probably not a single project manager today who hasn’t
had to carefully navigate the political waters surrounding a project.
Politics is a very important consideration when planning your com-
munications; it is always important to consider opinions and beliefs
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and how they will affect your ability to achieve your purpose. There
are two key sources of power that you will need to concern your-
self with. The first is authority, and the second is expertise. Both of
these sources of influence are obvious but often overlooked by proj-
ect managers when communicating. If we go back to Rob Thomp-
son’s purpose in the previous example, he made the decision that au-
thority was the source for the muscle he needed to make sure the
communication (the CRM reporting) achieved its objective—to
stimulate discussion and drive the executive team to a decision. If
the communication had required a level of technical knowledge,
then perhaps he would have used a member of the Working Com-
mittee to deliver the message. 

In addition, you would need to consider who has a vested in-
terest in the status quo or who would lose power or authority as the
result of changes brought about by the project. You will need to
craft any messages carefully related to any of these issues or pay the
consequences, which usually means finding yourself in the middle
of a political struggle. 

Usually, one of the best sources for understanding the corpo-
rate landscape is the sponsor. In our MedTech case study, Lise Ram-
say is an officer and will deal with all of the top officers on a reg-
ular basis. Rod used Lise regularly to make sure the tone of his
communications wasn’t going to ruffle any feathers in the executive
suite.

Formal or Informal 

The command structure within the organization will also dictate
how formal the requirements are for various communications. Since
Rod’s communication to drive discussion and decision was going all
the way up the organization to the senior management, the message
that he and Paula developed needed to be fairly formal. This for-
mality required a memo that was very clear and concise in its con-
tent with the correct level of detail for this group of executives. An
email message to this troupe would be received very badly as too
informal. However, an informal note via email may be very appro-
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priate for a different message targeted for the staff people within the
accounting department. The level of formality is also influenced by
the corporate culture—how formal (or informal) it is. Always be
cognizant of the formality that might be required for any commu-
nications and aim for that level.

Barriers to Communications

There will always be obstacles to communications. These hurdles
may come in various forms: on a macro level, such as geography,
language, culture, and on a micro level, such as technical defini-
tions or jargon used in communications. In his communications
plan, Rod Thompson was also working with MedTech people from
Europe and Singapore. In planning various communications with
key stakeholders, he needed to keep in mind a variety of barriers.
As examples of just one—time zones:

• The facility in France was 7 hours ahead of his location in the
central United States.

• Singapore was 14 hours ahead and often on the next calendar
day when he was working. 

When it came to language barriers, the good news for Rod
was that as a rule, English is the global language of business these
days. Therefore, he could develop his communications in English
and not worry about providing translations in most cases. However,
he had to remember to keep his language concrete and direct. He
also had to guard against using American slang or colloquial expres-
sions because they might not translate very well for people whose
first language is not English. Even folks in the British office might
scratch their heads if he used a phrase from the American West
such as “that dog won’t hunt” to mean an idea that would not be
accepted. Everyone would clearly understand the words, but they
would not understand the meaning.

Then there is the natural jargon and shorthand language used
in business today. All companies have their own expressions. 
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Certain departments have them too. Jargon and acronyms have a
place in organizations because they allow people to take shortcuts
to certain common ideas or concepts. However, jargon is also a
way to exclude and make others feel on the outside. If Rod used the
jargon from Information Technology to explain how the customer
data within the CRM can be retrieved by users, he would construct
a barrier between himself and his readers or listeners. The best ap-
proach for Rod to take was to draft his message, and then ask sev-
eral members of the Working Committee to review it. He would
ask them to make sure he was using appropriate language and had
not used jargon that he would later have to explain—or could be
misunderstood. Often these Working Committee members would
provide suggestions for wording ideas in a way that the audience
would understand and appreciate. In addition to clarity, Rod was
building credibility with the key stakeholders because he commu-
nicated to them in their own language. 

Step Three: Deliver the Message

Tools and Technology

A wide variety of tools exist for project managers to use in commu-
nicating with team members and key stakeholders. For example, Rod
had asked all of his team members to use instant messenger technol-
ogy. The goal was to allow everyone to “chat” with each other
quickly even if they were separated by significant barriers of time or
distance. It was often quicker and easier than a telephone call. How-
ever, he developed a guideline that stated if an IM session lasted more
than two or three lines, he wanted people to pick up the telephone
and call. For example, when Anne Garcia needed to confirm the
meeting location for the business analysts, a quick instant message to
Paul Ryan was appropriate. However, if the simple question spun
into a discussion of the topics to be covered in the meeting, then it
was time for Anne to pick up the phone and call Paul. 

There are also online meeting services that allow several peo-
ple to share and view the same documents in real time. By using a
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conference call arrangement for the audio portion, Rod could have
a virtual meeting with a widely dispersed group of people, includ-
ing a review of the project plan. The beauty of these tools was that
he could make changes to documents during the course of the meet-
ing, and everyone could see and agree to the alterations in real time.
He recognized that this tool saved him from taking notes and then
circulating the changes and waiting for others to confirm. Also,
many of these online meeting providers have the capability to record
the meeting. That can be valuable for team members who miss the
meeting due to schedule conflicts, illness, or vacation time. If what
was missed was important, that team member could call up the
recording of the meeting and listen to the entire session after the
fact. Rod decided that he would record any meeting where deci-
sions were on the agenda. He wanted to make sure that if ques-
tions or disagreements occurred later on in the project, everyone
could review the meeting, including the actual recording, to illus-
trate the consensus on the discussions and the final outcome. He
found that to be even more effective than written minutes of the
meetings.

Four Rules for Communication

In developing your communications, you must remember the Four
Rules for Communications.3 They are:

• Rule of Frequency
• Rule of Primacy
• Rule of Recency
• Rule of Emotion

The Rule of Frequency states that people will remember in-
formation they have heard more frequently. This is the basis for
multiple mailings from advertisers—and why they repeat commer-
cials on TV frequently. Advertisers recognize that it takes multiple
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times to break through to your consciousness. Therefore, in com-
municating important information such as the Case for Change,
you must recognize that one time will not be enough for people to
remember it!

The Rule of Primacy states that people remember well the first
time they heard about something. For you, it means people will re-
member the first time they heard about your project and it sets a
mental “benchmark” in their mind about the intiative. It means
that you must be very careful with the initial message because it
will become the yardstick for all the others you send. Therefore,
take care and perhaps use a specialist like Rod did when he brought
Anna Garcia into the project team.

The Rule of Recency states that people will remember the most
recent information they hear and compare it to previous announce-
ments for any inconsistencies. As we all recognize, things may
change over the course of a project, particularly one with a long du-
ration. The point is to be sure to explain any changes because if
you do not, people will begin to speculate as to why things have
changed and you have not explained it. Speculation of that nature
can only damage the project in the eyes of the users.

The Rule of Emotion states that people remember informa-
tion that impacts them emotionally. In the case of Project Renewal,
people within MedTech remembered information when it explained
how their job or performance reviews would be affected. While
you can’t back off from any changes, you need to be sensitive to the
situation. I will talk more about sensitivities in Chapter 10: Devel-
oping the Communications for the Project. 

Oral Versus Written Communications

The 3M Corporation conducted a series of studies to determine the
effectiveness of using different delivery techniques to get people to
remember information.4 They determined that people remember
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• 10 percent of what they read.
• 20 percent of what they hear.
• 30 percent of what they see.
• 60 percent of what they see, hear, and read!

The study should provide us with ample evidence that if we
want our key stakeholders, including our project team members, to
remember what we have communicated, we must use a combina-
tion of written and oral communication. Only using one or the
other introduces another risk into our project.

Role Descriptions and Communications

Whenever there is communication between members of the project
team and the business (or key stakeholders), clearly defined role
descriptions can help immensely (see Figure 5.3). 

In Project Renewal, if Dan Cohen, as the Director of IT, had
a question or concern, he knew that he needed to talk with Luke
Johnson because Luke’s role was liaison with IT. That was not to
say he couldn’t talk to other team members, but Dan was clear that
Luke had that responsibility. 
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FIGURE 5.3 Role descriptions can help facilitate the communica-
tion between the project team and the business.



Key Points to Remember

• All communications begin with a stakeholder analysis.
• Identify the purpose of any message.
• Plan the strategy that best achieves the purpose.
• Pinpoint the method for delivering any communication.

In summary, there are some common elements for all types of
communications to be developed during a project. It does not mat-
ter whether they are written or oral, large group or small group, the
basics are the same. 

Utilizing these common building blocks of communication are
very important in drafting the Case for Change—the simple, yet
direct explanation of why you are doing a project in the first place.
The next chapter will discuss the importance of this document to
the diffusion of information about your venture. 
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Chapter 6

Writing the Case for Change

Any project that impacts a large number of people creates the
need for communications. Many times project managers are at

a loss about where to begin. If one reviews documents like the fi-
nancial business case and even the charter, there is really only lim-
ited help to be found. Instead, begin one of the best exercises you
and the key stakeholders for your
project will ever do together: 
Develop a Case for Change. The
Case for Change is a simple doc-
ument, written in plain English,
that explains the rationale for the
project.

Most people impacted by a
project have a natural inclination
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In successful large-scale change,
a well-functioning guiding team
answers the questions required
to produce a clear sense of di-
rection. Good answers . . . posi-
tion an organization to leap into
a better future.

John P. Kotter 
and Dan S. Cohen, 

The Heart of Change1

1John P. Kotter and Dan S. Cohen, The Heart of Change (Cambridge,
MA: Harvard Business School Press, 2002), pp. 61, 84.



to ask “Why are we doing this project?” The Case for Change is de-
veloped to address that basic question, but ultimately it serves sev-
eral other purposes as well. So what is the secret to writing a case
for change? 

What Is the Secret to Writing a Case 
for Change?

Here are some general guidelines for developing the Case for
Change. First of all, work with your project team and the business
sponsor to answer the following questions:

1. Why are we doing this project from a business perspective?
2. What will change when the project is completed?
3. What will happen if we don’t complete this project success-

fully?
4. What are the benefits of doing this project to us and the 

business?
5. What will we need to do differently?

Feel free to edit these questions as appropriate for your proj-
ect and your situation. These are all common questions that the
vast majority of people impacted by a project are asking themselves,
and others, each time a new initiative is proposed by management.
As project manager, you need to engage the key business leaders to
answer these questions. Please realize that they may not be able to
answer them in the everyday language of the business. They may
tend to give you language that is typical of the standard business
case (I’ll talk more about this later in the chapter). 

Influences on Behavior

What the project manager is attempting to do is to influence the be-
haviors of the users of our project deliverables (see Figure 6.1).
These behaviors are the actions used by individuals to complete the
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work that comprises their job. Several elements influence conduct,
including beliefs, cultural norms, experience, and perception. This
is the context we must understand when we hand off our project de-
liverables to operations. For
example, a project will not
be sustainable after comple-
tion if it requires behavior
that is highly individualistic
(make a decision to provide
a customer a financial re-
fund) in a company culture
that values command and
control (in the past only sen-
ior managers could make
those decisions). Any person who is now asked to provide refunds
would be highly suspicious of any requirements that asked him 
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FIGURE 6.1 Influencing behavior.

Culture is a set of norms related to
shared values and behaviors in a group
of people. It defines what the group
values and how members should act.
If individuals in the group stray from
the norms, their peers within the
group will give them feedback, with-
out even thinking about it, either di-
rectly through words or indirectly
through body language, to return to
the normal behavior. 



or her to make that decision in the future. As you can imagine, this
person would want ironclad assurance there would be no negative
repercussions.

Unfortunately, as project managers we have very little impact
on people’s beliefs and experience. And we can only understand
the cultural norms that influence people so we can be sensitive to
those norms as we prepare operations for the project deliverables. 

Communications Create Perception

However, we can have a strong influence on their perception of re-
ality with a robust communications plan for our project. So how
can we influence people’s impressions? Fair question! First, let’s
look at the classic model for how people develop their views on
things (Figure 6.2). 

People arrive at an opinion by going through a process of ac-
quiring information, then interpreting it, selecting the portions they
find useful, and then organizing it to make sense of the awareness
they now have.

The way to illustrate the situation a project manager can face
associated with perception is to recount what happens to police of-
ficers when they interview witnesses to an auto accident. If there are
five people involved, the officer is likely to hear five different inter-
pretations of what happened. If a project manager keeps this state
of affairs in mind, he or she won’t allow the normal chaos of life
to recreate a similar variation of interpretations for his or her proj-
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ect. Using effective communications, the project team is control-
ling and influencing 

1. How people affected by the impact of the project acquire their
facts.

2. The way people interpret the data by providing the correct
translation so they understand it.

3. The evidence for people so they don’t have to sort through a
variety of useless garbage to find the pieces useful to them.

4. The organization of the information into knowledge so it is eas-
ily structured and organized by the audience to the desired result.

By using this model, the perception of the users about what is
happening is controlled and influenced to drive the behavior we
need to make the project a success when we hand it over to on-
going operations.

In many cases, the people who are impacted, directly or indi-
rectly, will be reluctant to change from what they know to some un-
known (to them) solution. And they will quite naturally fear that
the “cure” will be worse than the problem itself. Many project man-
agers of information technology projects have faced that resistance
when they implemented a software package that would replace their
use of spreadsheets for capturing and manipulating data. Their re-
luctance is based on the fact that they have built the spreadsheets
themselves so they trust them. They are not sure they can trust an-
other tool as much. The Case for
Change is designed to address
those concerns at a high level.

Remember to use words that
will resonate with the people the
project impacts. Nothing will turn
them off faster than using language that is “project speak” (such as
“deliverables” and “Statement of Work”) or “consultant speak”
(such as “synergy” and “leverage”)—well, you get the idea. That
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The key is one basic insight:
Good communications is not
just data transfer.

John P. Kotter 
and Dan S. Cohen2

2Ibid.



is where your business sponsor or business Working Committee
members can help.

Process for Building a Case for Change

The project team should develop a first draft, and then the Work-
ing Committee or end users can edit it. When you start to draft this
document, it is usually a good idea to start with the business case
that was developed to justify the project. Of course, the audience
for the Case for Change is not interested in all the gory details like
cost/benefit analysis, return on investment, net present value, and
so on. However, if you have a well-drafted business case, you can
usually glean many of the answers to the questions posed earlier, at
least enough to provide the draft for the business people or Work-
ing Committee.

In most cases, it is far better to come in with a draft document
that people can react to. Many project teams that tried to start with
a blank sheet of paper ended the exercise in a real disaster. It led to
nit-picking and was rarely successful. Even when you start with a
well-drafted document, you will have plenty of heated discussions
just trying to edit it!

When Rob Thompson began to construct his Case for Change,
he consulted, as suggested, the business case that was developed. It
provided him with several of the issues that had prompted the exec-
utive team to sanction the project. He also visited with the software
vendor who had been selected to provide the Customer Relationship
Management software to understand more about how the system
would look to the users in various departments. For these visits, he also
brought along Paul Ryan, his lead business analyst, because he wanted
to make sure he was not overlooking something. Paul provided Rod
with an assessment, which concluded that the biggest impact on the
organization would be felt by the sales and marketing people. It be-
came obvious to Rod that he would require a real focus on those peo-
ple if the project would succeed. As a result, for the meeting with ven-
dor related to the expected benefits, he also invited his communication
lead, Anne Garcia, to attend to pick up the “selling points” she might
need to include in various communications. 
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After all this preparatory work, Rod felt he was ready to sit
down and craft a draft Case
for Change. Rod then took
the draft to his champion,
Paula Dahlberg, for review
and suggestions. 

Let’s take a look at the
Case for Change that was pre-
sented to the Working Com-
mittee for Project Renewal,
the Customer Relationship
Management (CRM) imple-
mentation.
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Paula arranged for the Case for Change
to be reviewed by Lise Ramsay, even
though Lise was traveling. Rod and
Paula had a conference call and used a
real-time meeting software so they
could make changes to the draft to-
gether while they were all on the line.
That saved the time of having the draft
make the circuitous route from one per-
son to the next as each added ideas. By
the time the meeting was finished, both
Lise and Paula were satisfied that the
Case for Change was ready to share
with the Working Committee.

Case for Change for Project Renewal

Question Answer
Why are we doing the The current system, our CTS, does not:
current Customer  • Support a modern medical equipment 
Relationship Management and manufacturing operation.
Project Renewal? • Provide just-in-time manufacturing and 

delivery logistics essential for effective
manufacturing and high customer
satisfaction.

If we do not do this • Respond to our customers’ orders 
project, we cannot: effectively.

• Schedule the manufacturing of medical
products in the quantity required by our
customers.

• Reduce the amount of inventory we need
to keep on hand to handle rush orders.

• Reduce rework by accounting and
accounts receivable handling credits.

• Diminish the number of returns caused
by the shipping of the wrong items to
customers.

(continued)
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Question Answer
What are the benefits? The new CRM application that Project

Renewal will deliver will allow us and the
company to:

• Track our inventory in real-time.

• Real-time inventory will change instantly
with the “auto refresh” turned on. 

• For transportation and rush orders,
allow account representatives to know
immediately what products we have on
hand.

• Present summary and drill-down views
on customer information.

• Allow us to do what-if scenarios prior to
entering an order to maximize discounts
and promotions.

• Easily enter orders with less paperwork
and hassle.

• Track our daily and monthly customer
orders for more effective and successful
projections of customer requirements.

• Improve productivity.

• Keep up with the dynamically changing
industry and eliminate many
spreadsheets and duplicate entry steps.

• Make quicker decisions based on better
knowledge management of our inventory
and product mix in a volatile market.

• Provide a tool to more accurately and
efficiently pinpoint the value drivers
within our product lines.

• Provide more reliable tool that won’t
“crash” as often as CRT does.

What if we don’t change? • Our current order entry system will be
expensive and difficult to support in the
future, and we will be left with outdated
technology where the:

• Performance of the system cannot be
improved.

(continued)
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Question Answer
• The system will gradually become less

and less maintainable.

• We will spend too much time on
administrative tasks.

• We won’t be able to take full advantage
of new product, business, or market
opportunities.

• We won’t be able to efficiently capture
the value and potential of our most
profitable customers.

• We won’t be able to efficiently model
the future requirements of our business.

• We won’t be able to efficiently pinpoint
customer value drivers.

• We will continue to use our individual
spreadsheets as our primary order entry
tool, which puts us even further behind
our competitors.

• We won’t have a central repository for
all of our customer data and buying
habits.

What do we need to do We need to
differently? • Use the CRM tool as primary tool for

order entry and customer data and use
our personal spreadsheets as a
secondary tools.

• Use the quick deal entry templates with
a customized Sales Management
Desktop.

• Use on-demand Sales and Marketing
desktop analysis tools.

• Have sales representatives input most
orders including:

• Standard orders

• Customized orders

• Odd-lot orders

• Utilize the comprehensive audit trails.

• Develop and follow consistent
processes, procedures, and policies.



The Results Can Be Dramatic

Hopefully, you can see the power of providing your end users, par-
ticularly the sales and marketing people, with the answers to these
questions. Immediately, Rod began to develop real interest in Proj-
ect Renewal. The reaction of Gary Stiles, the sales manager on the
Working Committee, was interesting. He said to Rod, “If you can
deliver this project with these benefits, my guys will love it!” Instead
of approaching the deliverables of the project reluctantly, Rod was
building an expectation and an excitement around the possibilities
and potential of the project. As he expected, Rod received a great
response from the sales and marketing people. While some of them
were still reluctant due to earlier projects that had failed to deliver,
most were as excited as Gary Stiles had been. 

If you deliver (and hopefully you will!) your project as adver-
tised and communicate using a well-crafted Case for Change, by
the time you are ready to roll out the final product, the people who
would normally be your biggest problem group will be actually
begging you to deliver! They will start driving you to deliver it
faster, and you might need to slow them down. Wouldn’t that be a
change?

Key Points to Remember

• Building a good Case for Change answers the basic question,
“Why are we doing this?”

• It also addresses the reasons for the final users to not only ac-
cept but also support the deliverables of the project and es-
tablishes what will change in clear language for the business
audience.

• The Case for Change explains the consequences of failure.

Once the high-level view is articulated through the Case for
Change, the hard part begins. Now the project team will need to dig
into the details and be able to communicate exactly how things will
be better when the project is finished.
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Chapter 7

Analyzing Changes 
to Business Process

Much of the reluctance that people within a company feel about
these kinds of initiatives is the sense that the project is hap-

pening TO them rather than WITH them. They feel like victims
with little or no control over something that is very significant to
their job. And that generally will scare a person, which is not un-
reasonable. However, there is a great way to address that feeling,
and it ties in beautifully with the communications.

One way to handle the victim mentality is to engage the busi-
ness and get its assistance in analyzing the business process changes
that will occur after the project is delivered. As Rod learned when
he started the course of action, at first, the impact was not appar-
ent to the company’s leaders. However, as they began to complete
an analysis of what would really change once the CRM was in-
stalled, they saw some of the significant changes. And as usually
happens in these situations, there were key decisions that needed to
be made. Rod understood that the key to success was involving the
enterprise in these decisions. His decision to involve the various
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company people in the analysis fostered much more cooperation
and buy-in from the users who would ultimately employ the new
system. It had the added benefit of allowing Rod to communicate
to the entire organization how much everyone really was participat-
ing in this project. 

Rod decided to avoid one of the common mistakes he had
seen companies make: to focus attention on mapping or document-
ing the current way of doing work. The reason Rod chose not to go
in that direction was a real concern—using up valuable time he 
didn’t have! The reality was that
those same documents or maps
were going to be trashed as the
project finally finished, so he did
not see the point. The time lag used in creating such materials can
cause the project to lose momentum and visibility to the key stake-
holders. He thought a better place to focus the energy of the proj-
ect team and key stakeholders was on the problems or issues that
have created the need for Project Renewal in the first place. 

When Rod began to work the project plan, he asked Paul
Ryan, his lead business analyst, to facilitate a series of meetings
with key stakeholders to capture
their issues and problems. He
specifically asked Paul to focus on
the business processes in captur-
ing information from customers
and delivering products and services and not on the new Customer
Relationship Management technology (Figure 7.1).

By communicating to them in advance that the focus was on
the issues related to business practices, the key stakeholders in Paul’s
session accepted the fact they did not require any technical knowl-
edge of the CRM. This will also allow them to focus on the “best”
way to do the work efficiently and achieve customer satisfaction. 

Paul then guided the project team to use the business analysts
to compare the different alternatives for handling issues related to
customers and match them with the functionality of the CRM. The
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One of the great myths in busi-
ness today is that technology will
solve bad business practices. 

Definition
A business process is a collec-
tion of interrelated tasks that ac-
complish a particular goal.



result would be a first pass at pos-
sible changes. Rod deliberately
chose business analysts who were
knowledgeable about MedTech’s
business. They had also been
trained by the vendor to be famil-
iar with the Customer Relationship Management (CRM) software.
They were instructed to consider how MedTech’s operations would
be impacted by the introduction of the CRM and match that with
the issues that had been captured during Paul’s sessions with key
stakeholders.

As the business analysts within the project team explored the
CRM and the problems identified, they could begin to understand
which concerns the CRM could
address and those that cannot be
addressed. Anne Garcia, the com-
munications specialist, then took
the information and determined
how to best present this informa-
tion to the Working Committee. 
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The entire goal of this part of the
analysis is to set the right expec-
tations in the minds of the key
stakeholders about what prob-
lems and issues the CRM can ad-
dress and those that are out of
scope, for whatever reason.

Definition
A business analyst or “BA” is
responsible for analyzing the
business needs of clients to help
identify business problems and
propose solutions.

Score 0 = none, negligible impact, or an 
essentially unresolvable
Score 1 = impact on efficiency
Score 2 = impact on manufacturing
Score 3 = impact on manufacturing and
efficiency

3

1

2

Scoring method: Use the scoring method 
to assess the problems with current order 
entry problems 

Where the customer has multiple 
contracts with us, the incorrect legal 
entity is entered into the order

Credit check was not completed before 
entering the order into the system 

Based on an incorrect understanding of 
inventory, a rush order required changing 
the production schedule

FIGURE 7.1 Issues scoring worksheet: Example.



Now the Working Committee began its work on the process
changes (see Figure 7.2). Based on the analysis of the business an-
alysts, the Committee assessed the possible alternatives for the way
that the CRM will support various business processes presented by
the business analysts from Paul’s team. Rod communicated very
clearly to them that they needed to produce recommendations to the
project team and provide direction about the best way to handle the
modifications. What Rod had done was put this business-centric
group in charge of making the associated decisions.

One of the key elements of the analysis involved the Working
Committee’s soliciting opinions and concerns from the groups they
represented. In other words, Leeland Olson, the member of the
committee who was the Controller, would invite others in the ac-
counting and financial areas of the company to provide him with
input and feedback on the options the Working Committee was
considering.

For example, one of the key changes related to the way cus-
tomers could be identified in the new system would potentially reduce
a great deal of manual work. In the old business process, the account-
ing department had to manually review an order and determine
which contract from that customer applied. The project team had
presented different options for the Working Committee to consider. 

1. The BAs suggested having the sales representative, who took
the order, match the order to the customer contract when the
deal was entered into the system. However, the feedback the
committee received pointed out they were simply moving a
manual process from the back end to the front end, but with
little real labor-saving value. 

2. Another option was to distinguish the customers with multi-
ple contracts by location since the contracts were generally
tied to locations. 

Since sales, contracts, accounting, and manufacturing were all
interested in solving this problem, all the committee members had
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Process Change

Description of the magnitude of the process 
change.

Who will be most affected by the change? (How 
will they be helped or hurt? If we assume they 
will be hurt, how will they be hurt? If we assume 
they will be helped, how will they be helped?)

Is it feasible to make the suggested changes to 
the process within MedTech by end of Project 
Renewal?

How do you weigh the benefits of the change 
against the time and effort?

Plan (What steps are needed to implement this 
change in your area? What constraints are 
there? Are there any other initiatives that 
impact this process change?)

Test (How should the team test the change to 
make sure we don’t have any unintended 
consequences?)

Communications (What do people need to 
know? When? Who should provide the 
information?)

Training (What must people be able to do after 
training is completed related to this change?)

Leadership (Who would be responsible for this 
change within the business after the project is 
finished? What support will we need from them 
to succeed?)

Measures (What are some measures of 
success we can apply to this business 
process?)

Any other impacts? 

Process change

Description of the magnitude of the process 
change.

FIGURE 7.2 Template for process change impact analysis.
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to poll their constituents about these and other options. Then each
of the members came back to the next meeting and reported on
how his or her people felt about the modifications.

During the course of the evaluations, Rod discovered through
a relationship he had developed with another sales manager that
Gary Stiles had not solicited any
input from him on a recent pro-
cess change decision. Before he
jumped to any conclusions, Rod
decided to check with several
other sales managers to see if they
have been asked for input—and
they had not! At that point Rod
took two steps to address the sit-
uation. First, he and Paula Dahlberg, the champion, had a meeting
with Gary to discuss how he had circumvented the ground rules
established as part of his role as a Working Committee member.
Paula received a promise from Gary that it would not happen again.
The second was to see if the decision that had been made without
input or feedback was critical to the project work. Paul Ryan, the
lead business analyst, believed that it was not significant, and the
project team did not need to reopen that decision. However, if Paul
had reached a different decision, Rod would have asked the Work-
ing Committee to reconsider the decision, even if it would be em-
barrassing for Gary. Figure 7.3 outlines a basic process for deci-
sion making.

The beauty of Rod’s approach was that the Working Commit-
tee now “owned” the decisions and was in charge of handling the
changes, making the decisions, and then directing the project team
on the agreed-on approach. It was not the project team “impos-
ing” its will on the organization. When it came time to communi-
cate with the organization about how Project Renewal would trans-

Without the ability to explain
and elaborate, and to make it
relevant to the team, the leader
can add no value and is reduced
to denying any responsibility for
the communication, staying in
with the team by denouncing the
information more vehemently
than they have done.1

1Bill Quirke, Communicating Corporate Change (New York: McGraw-
Hill, 1996), p. 222. 



form the company, it would be the Working Committee who came
to support and defend the various changes. 

Finally, the Working Committee needed to communicate back
to the organization regarding the decisions that had been made.
Rod knew he would need to help members with that communica-
tion, but the Working Committee needed to deliver it. They were
the people who were representing the various functions within the
project, and they were the ones who needed to deliver the messages
to the company. 

Rod asked Anne Garcia to work with key Working Commit-
tee members and Paula Dahlberg, the champion, to draft and refine
the messages. Paula then brought the communications to the Work-
ing Committee meetings and asked for, and received, consensus
from each member of the Committee that he or she would all de-
liver the communications to their constituents and support those
communications in any follow-up discussions. 

Rod and Paula realized that the quickest way to build uncer-
tainty and resistance within the organization would be if one of the
Working Committee members was seen as either disapproving a
decision or not fully supporting it. Therefore, the consensus exer-
cise and the agreement were critical before any communications re-
lated to process alterations were sent to the organization.

Next, Rod and Anne began to analyze how to communicate
and distribute the information on the process changes being made
by the Working Committee based on the analysis of options 
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Executive Team

Multi
Sources

Project Team Working Committee

Decide

Assess Impact

Request
Describe
Change

Recommend
with

Pros and Cons
Evaluate Recommend

Feedback
to

Stakeholders

•Schedule
•Cost
•Quality

FIGURE 7.3 Process for decision making within the Working
Committee.



provided by the project team. Typically, there are three ways to ad-
dress modifications to tasks:

1. Create a communication specifically related to a change.
2. Build the change in business process into the training plan.
3. Build the change in business process into the leadership plan.

Communicating a Change

When the time was right to begin the process of communicating
process changes to the organization, one of the first decisions caused
Rod and Anne to return to the Common Elements (from Chapter 5).
First, they had to determine the right power base for delivering any
communication related to a particular alteration. If the modification
required a persuasive message because either it would be possible
for individuals to ignore the variation and/or it would be difficult
to police, they needed to find someone who could credibly deliver
the message. If the adjustment required compliance because it was
non-negotiable for individuals to ignore, then the message needed
to come from a position of authority. Once they had made that de-
cision on “who,” they had to determine the purpose of the mes-
sage (e.g., obedience) and which form of media would be the best
way to deliver it. At times there was only a single communication
about a single decision regarding a business process modification.
Other times it would be important for people to remember mes-
sage, so the plan needed to include multiple communications on
the same message (remember the Rule of Frequency!). Rod and
Anne decided to follow up certain communications related to
process transformations by developing a communication for mem-
bers of the Working Committee to use with their stakeholders. They
had learned that these types of scripts are particularly important
when the change impacts one group in particular. Also, it allowed
them to carefully control the communications to the business. And
the Working Committee members generally appreciated the help
because often they would have had difficulty in articulating the
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messages effectively. They generally recognized that the memos pro-
vided to them by Rod and Anne were better than anything they
could have produced. And if they did object to something that Rod
and Anne had inserted into the message, Rod and Anne had im-
portant feedback on the way they were crafting the communica-
tion pieces for their stakeholders. 

Building Changes into the Training Plan

Sometimes it will be better to build the information and communi-
cation related to business process changes into the training that the
operations people will receive before the project deliverables are
moved into day-to-day operations. Before you make that kind of de-
cision, make sure the business agrees with the approach. 

In considering whether placing the business process change
into the training plan, it is useful to think of training as divided
into two distinct components: functional training and competency
training.

• Functional training: The training normally considered as part
of software training that would be provided by the vendor
during the installation. Generally, this training focuses on the
functions and features of the software product and essentially
teaches users how to navigate around and between screens
within the software.

• Competency training: The training that focuses on how to use
the software within the workflow of the process that has
changed. The focus here is to teach users how to use the soft-
ware to do the work they are required to complete as part of
their job.

Very often project managers take a superficial look at training
and ask the question, “What will people need to know to make the
project work?” A different approach would suggest that executing
the training plan should focus instead on this question: “What will
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people need to be able to do to make the project successful?” Fo-
cusing on doing rather than knowing is a critical difference. It
changes the paradigm from a learning solution to a job-related so-
lution. Basically, people do work and hence the focus on doing
rather than knowing.

In developing the support for the business processes as part
of Project Renewal, Rod Thompson decided that many of the
changes would best be incorporated into the training plan. He had
Steve Benson, the training specialist, work closely with Paul Ryan,
the lead business analyst, to put as much of the process change ma-
terial as possible within the training program. During the planning
phase, Paul and Steve had to figure out how they would capture the
information to be inserted into the training. Steve then would work
with the seller who provided the CRM application to build the
competency training into the standard training the dealer provided.
Steve learned the vendor generally only provided the functional
training, so Steve would need to develop much of the training ma-
terials related to the process changes.

As a quality assurance element, Rod directed Steve and Paul
to work with the various Working Committee members to make
sure they were comfortable with both the approach to the train-
ing, but also the content. Rod wanted to make sure the Working
Committee had blessed the training before it was ever delivered to
the end users of the CRM. 

Steve also learned more about the CRM and decided the best
way to handle it would be to develop short modules related to
different transactions within the CRM. Modules are defined as
short courses of study that, combined, form a larger training pro-
gram. He then worked with members of the Working Commit-
tee, who were also familiar with the software now, to determine
which modules would be appropriate for people within various
functional groups. That way the training would be tailored and
targeted to each set of people, and the process changes would be
appropriate for their needs. They wouldn’t be forced to sit through
hours of training that had no relevance to them. Because they
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were busy people, he knew the business people would appreciate
that approach. 

Finally, Steve realized that people would also need to know
how to find the help they needed when they forgot or if the Cus-
tomer Relationship Management software did not behave as they
expected after the training was completed. Therefore, he developed
a relationship with the information technology help desk manager
to understand how the ongoing support would work after the proj-
ect was completed. He and the manager developed a very specific
set of steps for assistance when anyone required it. He made it a pri-
ority to build that information into the training so people could
find the help they needed.

Building a Leadership Plan

A key element was to communicate how various process changes
would impact the company and secure a commitment for com-
pany’s leaders to support the new CRM. Rod and Paula Dahlberg,
the champion, developed a plan for rolling out the business process
changes to the middle management people. These were the people
who supervise most of the work, so getting their buy-in was critical.
As part of the plan, Rod and Paula asked senior managers to par-
ticipate in management commitment sessions with the managers
who reported to them. The management commitment sessions
would first of all demonstrate the new software package being used
by MedTech. They realized that managers would be much more
likely to attend a demonstration than a policy discussion. As part
of the demo, the Working Committee member leading the session
would highlight the business process changes. The idea was to have
the senior managers, along with the appropriate Working Commit-
tee members, reinforce the priority placed on implementing these
modifications effectively. And the final portion of the management
commitment sessions would be an explicit request for the support
of these middle-level managers with a commitment from them to
use the CRM from Project Renewal properly. 
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Developing Preliminary Performance Measures

The last element in communicating changes in business processes
will be to develop preliminary performance measures. Remember
back to Chapter 1: Linking Projects to Business Strategy? An impor-
tant linkage would be performance measures to provide proof that
the improved business performance envisioned by the strategy was
really happening. There did not need to be dozens of them neces-
sarily, but Paula and Rod appreciated that there must be an easy
way for people in the business to link the improved performance
with the project. 

Rod Thompson understood the concept and worked with
members of the Working Committee to develop a first pass at per-
formance measures for Project Renewal. He and the Working Com-
mittee looked at the Case for Change (from Chapter 6) and some ex-
amples they came up with for Project Renewal to illustrate the
changes that the CRM system would impact as shown in Figure 7.4.

Rod and the Working Committee were now relating Project
Renewal to specific performance improvements for MedTech. When
Anne Garcia began to develop some communications around the
business process alterations wrought by Project Renewal, these were
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Goal
Performance
Improvement      Measure

Target
Improvement

Cut the number of rush
orders in half by the
end of year one

Number of rush orders
from vendors

Implement just-in-time
delivery of materials
for manufacturing
through effective
scheduling

Reduce the amount of
inventory of raw
materials for
manufacturing

Reduce the monthly
error rate from 3% to
1% in 6 months

Monthly error rate
Reduce mistakes on
order entry to zero

Respond more
effectively to our
customers’ orders

Reduce time to market
from 18 months to 12
months

Months from
conception to market

Reduction in cycle
time for new product
development

Faster product
development

FIGURE 7.4 Performance measures for business process changes.



specific examples of how the project would improve the perform-
ance of the company. 

Key Points to Remember

• Analyzing changes to business processes provides input to both
the training plan and the leadership plan.

• Create specific, targeted communications related to alterations
in business processes.

• Create performance measures that encompass the modifica-
tions.

All of this is working to gain support for the work of the proj-
ect. In the next chapter, we will look at how to plan a strong foun-
dation through communications.
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Chapter 8

Developing Support 
for the New 

Business Processes

No matter how successfully the project manager prepares the
leadership and the users within the company, there needs to be

recognition that backsliding (the tendency all people have to revert
to the old way of working) will almost always occur at some point.
Even if you have provided the leadership team, especially the spon-
sor and the champion, with their scripts for the support the proj-
ect will need, the tendency of senior managers to forget about the
project and move on is inevitable. So the question should not be,
“Why did this happen?” Instead, the important question is, “What
do I do about it?” Answering that question, and the role that com-
munications plays in the answer, is the focus of this chapter.

Addressing the Fairness Factor

It will also include building a wider network of subject matter ex-
perts that can not only act as a sounding board for reinforcing the
critical changes, but also provide the reality check that alterations
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were not made in an arbitrary way, but in a methodical and fair
way to satisfy the greatest number of people. There will also be a
suggested ground rule for decisions that are made to maintain sup-
port for the variations in business processes related to the project.

When Leaders Backslide

Rod faced the problem when his sponsor, Lise Ramsay, began to
miss update sessions with Paula Dahlberg, the champion. It was
reasonable to believe that occasionally there might be conflicts
within the schedule that would cause Lise to miss an update session.
However, Rod began to see a pattern of cancelling meetings at the
last moment, usually the day before or the morning of the regu-
larly scheduled meeting with Paula. 

Rod recognized that this pattern might lead to further difficul-
ties if he did not address it quickly and effectively. He recognized
the potential to backslide by senior management, so he didn’t allow
it to make him frustrated. His first step was to arrange a session
with Paula to raise his concerns. Paula, as you can imagine, was
reluctant to appear to criticize her boss, but acknowledged Rod’s
concern. Together, they reviewed the format they were using to
present information to Lise to see if that could be the source of the
problem. After a review, they concluded the information seemed to
fit requirements that Lise had provided when the project was kicked
off. Then they looked at the frequency of the meetings to see if that
might be the source of Lise’s reluctance to meet. They concluded
that perhaps they could alter the schedule to every two weeks in-
stead of every week. And they concluded they would try to limit the
meeting to 20 minutes. The briefing would only be highlights, issues
or problems, or items where they needed Lise’s help; otherwise, the
weekly written report would be sufficient to cover the standard
items such as schedule and budget. 

Rod and Paula then pulled together an email. In it they made
a request to Lise stating that the goal of the next status session
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would be to determine how to update Lise on the project going
forward.

A week later, they had the meeting where Lise stated that she
had become convinced the project seemed to be going fine and did
not feel a weekly update was necessary any longer. Rod had antic-
ipated this response and worked with Paula on the answer in ad-
vance. They agreed to change the timing of the meetings to every
two weeks. However, Rod was convinced that they might need
Lise’s involvement during the last two months before of the com-
pletion of the project. So Paula was ready and then asked Lise to
resume the weekly meetings in the last two months of Project Re-
newal. Lise readily agreed. They also agreed on the format of the
status report that Rod and Paula would provide Lise between ses-
sions. Rod’s fear was that an-
other key stakeholder might
ask Lise a question that she
would not be aware of or pre-
pared to answer. His experi-
ence was that those types of
questions are not the detailed
questions that users of the
CRM might ask, but more di-
rectional or of a policy na-
ture. For example, Lise might
be asked by the Vice President
of Sales, Nick Winters, about the requirement for sales representa-
tives to enter the orders directly into the Customer Relationship
Management system. Lise would need to know the recommenda-
tion for the requirement that came from the Working Committee
after review by a working group. Lise could then, as part of her
script as sponsor, ask Nick if he had any concerns about the re-
quirement to test what he had heard. If there were concerns or mis-
information, Lise could alert Paula and Rod so they could address
the issue and provide Nick with the correct information. 

DEVELOPING SUPPORT FOR THE NEW BUSINESS PROCESSES 99

Sometimes the leadership on the
project becomes convinced its in-
volvement is no longer needed. You
must be prepared to deal with that
and prepare a response. In most
cases, this situation probably be-
longs on your risk register where you
keep all the other potential risks to
your project, but other experienced
project managers may disagree. Your
company’s track record for major
project implementations should guide
your conclusion.



When Other Key People Backslide

Another common situation can occur—members of the Working
Committee stop attending the meetings. Remember, the members of
the Working Committee were chosen to represent their functional
group (their constituency) within the company. In Chapter 7: An-
alyzing Changes to Business Process, you saw how important the
Working Committee members
are to the overall communica-
tion and acceptance of the
project deliverables. 

Having a key member of
the Working Committee start-
ing to miss meetings without
any warning is a potential danger to your project, and you will
have to deal with it quickly. Having said that, I realize that the peo-
ple who are likely to be chosen to represent their group on the
Working Committee are probably the same people who are also
chosen for other key initiatives within the organization, causing
conflicting priorities at times. Other times, it will be other situa-
tions. One of the most effective ways to keep the members of the
Working Committee focused on the project is to work with the ex-
ecutive leadership team, through the sponsor, to make a successful
project a key measure on the personal performance contract of
those individuals who have been selected. If they fail to support the
project, or the project fails to deliver, their personal year-end bonus
would be adversely impacted—and that approach was the one that
MedTech took with Project Renewal. 

Rod began to get concerned that Gary Stiles, the sales manager
on the Working Committee, began to miss meetings. Rod didn’t get
the feeling that it was another initiative, since the CRM was very
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Today, identification is critically im-
portant to organizations for several
reasons. First, it acts as a glue that
binds employees together in sup-
port of the overarching goals and
mission of a business enterprise.

Peter L. Brill and Richard Worth1

1Peter L. Brill and Richard Worth, The Four Levers of Corporate Change
(New York: AMACOM, 1997), p. 139.



important to the sales and marketing groups within MedTech. His
first step in addressing the concern was to ask Paula Dahlberg, as
champion, to have a conversation with Gary to see if she could un-
cover the reasons for the absences. Paula agreed to have the meet-
ing; she and Gary had a candid discussion about Project Renewal
and Gary’s role as the representative for the sales team. It turns out
that Gary was involved in quite a sizable sales opportunity for one
of the largest healthcare organizations within the United States and
Canada. He believed that his Run the Business responsibilities out-
weighed his responsibilities to the Working Committee for Project
Renewal—not to mention that there could be a sizable bonus for
him personally if MedTech made the sale. 

Paula reported back to Rod, and they decided this was one of
those situations where they needed Lise, as the sponsor, to inter-
vene. Paula arranged a conference call through Lise’s assistant since
she would be traveling extensively for several weeks. 

The two of them provided Lise with the background on the
dilemma facing them if a key member of the Working Committee
continued to miss meetings. The obvious alternatives they dis-
cussed were to either (1) replace Gary with another sales man-
ager or (2) realign Gary’s priorities to allow him to refocus on
Project Renewal. The obvious complication in this case was that
Gary did not report to Lise, so she couldn’t work to direct his pri-
orities. However, at the conclusion of the meeting, Lise promised
to make a phone call to Gary’s boss, Nick Winters, and discuss
how to handle Gary’s commitments to the business for both the
Working Committee and to the financial well-being of the 
business.

Lise came back the following week and reported to Paula that
she and Nick had worked out a solution to the problem, and Gary
would be back to regularly attending the Working Committee meet-
ings. The details of the solution were not revealed to either Paula
or Rod, but they really didn’t need to know—they had what they
needed for the project to be successful—a fully participating mem-
ber of the Working Committee. 
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I hope you can see through this scenario how as project man-
ager communication between the sponsor and champion can help
you prevent the erosion of support from key managers within the
business. As project manager, you will very rarely have the personal
leverage to address a situation like Rod faced with Gary. Keeping key
stakeholders aligned is one of the key responsibilities of the senior
management team. And they must be counted on to fulfill that re-
sponsibility. Most senior managers are quite willing to support the
project when they understand how they can support it and when. 

Urgency and Decisions

There will also be an element of urgency for decisions from senior
management and the Working Committee. Early on, the project
manager must clearly understand the balance between speed and
need for decisions related to the project. In Figure 8.1, the speed and
urgency of the need can determine the type of decision a project
manager needs from the management team. 

On the other hand, a project manager must understand the
politics that go on inside the executive suite and not expect a sen-
ior manager to make a decision beyond his or her span of control.
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FIGURE 8.1 Urgency of decisions. As you can see from the figure, the
faster a decision is required, or the higher the need, the more a differ-
ent decision model might be required.



If other departments or functions are directly impacted, it will be
incumbent on the project manager to either

1. Develop all the evidence and materials for the senior manager
to have conversations with his or her peers, or

2. The project manager will develop the same materials, but will
be the person responsible for delivering that message and re-
questing a decision.

Either way, we are talking about time. To reiterate, if Rod
Thompson was asking Lise Ramsay to make a decision quickly be-
cause time was critical to the decision, he must make that crystal
clear at the outset. Also, he must alert Lise that if the decision was
delayed for whatever reason, the impact on schedule and budget
must be included in the information so Lise and the other senior
managers at MedTech can make a business decision. For business
reasons, the management team at MedTech was, in certain circum-
stances, willing to sacrifice some time on the schedule because they
were not prepared to use their unilateral authority to make a deci-
sion about some aspect related to the implementation of the CRM
from Project Renewal. 

Key Points to Remember

• The temptation for reverting to the old way of doing things can
be overcome by communications.

• Use subject matter experts to assist your communications for
the new direction.

• Alter the engagement for senior leaders if necessary, but don’t
allow them to “check out.”

• Assist key Working Committee members in managing their
priorities as required to keep them involved.

• Always let leaders know when a decisions are time critical.

Now that we have seen the importance of support from all
parts of the company, let’s move to the next chapter and look at the
actual tasks that you will need to include in your plan.
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Chapter 9

Developing an Operations
Integration Plan

I f you are clear about the initiative and the relationship to the per-
formance improvement from Chapter 1: Linking Projects and

Strategy, you come to the enviable conclusion that all undertakings
cause changes within the day-to-day operations of the business.
There is a basic truth that we, as project managers, must come to
grips with if our assignments are to be a business success—people
are very reluctant to change. If you want evidence, just think of all
the people you know who are overweight or have high cholesterol
and should be watching their diets and avoiding certain foods, but
don’t. Just think of all the individuals you know who are smokers
despite the overwhelming evidence that it can kill them. All of these
situations call for a change in basic behavior, but the old behavior
persists. When your deliverables are introduced to the day-to-day
operations, you will need to overcome that instinct to continue with
the old behavior, and communications are critical to success. 

Some programs create big changes, like Project Renewal at
MedTech, and others are smaller in scope. The one thing they have
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in common is the need to integrate the finished product into the
operations of the business. However, many project managers don’t
always recognize that with transformation comes resistance. Again,
much of the business value of many ventures is lost because the
project manager did not understand how to use the same rigor in
developing the operations integration plan (Figure 9.1) to motivate
different behavior within operations as he or she did in developing
the work breakdown structure, budget, and schedule. 

If you look at Figure 9.2 for the likely employee response to
changes, the situation can look bleak, since over one-half of the peo-
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FIGURE 9.1 Operations integration model.
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FIGURE 9.2 Employee response to threat of change.
Source: Data from Roger D’Aprix, Communicating for Change (New York: Jossey-Bass Pub-
lishers, 1996).



ple will not respond positively to modifications the finished proj-
ect will require.

However, in this chapter, we will explore an operations inte-
gration framework for building a plan to successfully implement
the project deliverables into operations. For the purposes of this
book, I am using “operations” as a generic term to mean day-to-
day work within the business. Communication is an essential part
of any plan associated with operations integration during a project. 

Five conditions for ensuring the successful incorporation of
the finished project are the foundation for our look at project com-
munications. The five requirements to effectively assimilate proj-
ect deliverables are to communicate:

1. A Case for Change.
2. Understanding of the business process changes once the proj-

ect is delivered and the issues addressed.
3. Available support from the project team to assist operations in

using the project deliverables.
4. Preparation, including training, the project team will deliver to

make sure everyone is prepared for project deliverables.
5. Timetable for when various changes will happen so no one

will be surprised.

Let’s look at each requirement and see how this type of communi-
cation can prepare the operations people for the completed project.

Case for Change

We already looked at the important Case for Change in Chapter 6:
Writing the Case for Change (it might be useful to return to that
chapter and review the Case for Change for Project Renewal). One
important additional idea here is to use a step-by-step maneuver
for translating and communicating the Case for Change. To illus-
trate the point, let’s look at how Rod Thompson approached it with
Project Renewal. 
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In the early stages, Rod developed a draft document with Anne
Garcia and other members of the project team as illustrated in
Chapter 6. He then briefed the Working Committee and asked them
to preview the Case for Change with their constituents and report
the reactions they had. The advantage of Rod’s approach is twofold:

1. The members of the Working Committee can “translate” the
content within the Case for Change into words that their con-
stituents can identify with.

2. The Working Committee will be able to provide the project
team with feedback on the types of questions and opinions
people had to the project during their discussions. 

Both of these are important advantages in helping to prepare
various functional groups as you work to deliver the project and
plan additional activities to address any questions or concerns raised
during this early stage of communication.

Later on in Chapter 17: Preparing Operations to Accept the
Deliverables, I will give you some additional ideas that are appro-
priate for the Execute phase of the project. Here we are only talk-
ing about planning for operations integration. 

Understanding the Process Changes

During the course of the project, there will be several alterations in
the way the business will function during its day-to-day work. For
example, Project Renewal will change the way 

• Sales representatives enter customer orders.
• Manufacturing schedules production of products.
• Warehouse tracks inventory and delivery.
• Marketing mines customer data for future marketing programs.
• Credit manages customer accounts and credit limits.
• Accounts payable handles billing and invoicing.
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These are just some of the high-level examples of process
changes introduced by the project. There will be a multitude of de-
tailed changes investigated by the Working Committee during its
work (see Chapter 7: Analyzing Changes to Business Process). All
these revisions must be communicated to the business. At this point,
the idea is to develop a plan for delivering that information. 

Rod Thompson developed a plan to provide a specific commu-
nication to the Working Committee every two weeks during the
Execute phase of the project. He asked Anne Garcia to plan on pro-
viding specific written pieces for each segment of the business as
the variations in processes became apparent. Also, he planned on
having a “Frequently Asked Questions” section on an internal web-
site for later reference for any key stakeholders. Rod also made sure
that Steve Benson, his training specialist, was developing the train-
ing plan to include business process modifications into the training
that was being developed as preparation for the CRM users.

Support Provided

During the course of the project, it will become apparent that var-
ious job aids will be helpful to assist people as they cope with adap-
tations in processes. It will be important to plan for that. Rod
Thompson, our MedTech project manager, had put 40 hours in his
project plan for his training specialist, Steve Benson, to devote to
building a variety of tools and templates for the enterprise in addi-
tion to the time he has designated for training (which will be ex-
plained in more detail in Chapter 10: Developing the Communica-
tions for the Project). Rod also needed to plan for the introduction
of the various tools to aid stakeholders if their indoctrination needs
to occur outside the training session. For example, he held off on
some tools because there were minor changes in screens right up to
the implementation. In that case, he planned on holding off on any
tools that showed screen shots until right before the system went
live. In that case, he needed to work with Steve Benson on a plan
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for distributing those tools or templates in preparation for the users
of the CRM modules, and he communicated that approach.

He also had allocated time within the plan for Anne Garcia to
prepare various communication documents to explain the use of
the job aids that Steve had developed and to let various key stake-
holders know the tools and templates were coming (both during
training and after as required). 

In addition to the time to build tools and templates, Rod built
time into his project plan to allow his business analysts to collab-
orate with the Working Committee members on creating standard
operating procedures (SOP) documentation for capturing the new
ways of working. These records would be important for maintain-
ing consistency and sustainability within MedTech after Project Re-
newal was completed. He recognized the documentation was also
very useful as a training tool for new people who would join
MedTech after the project was finished. And finally, Rod built in
time on the plan with Paula Dahlberg, the champion, for develop-
ing a process to keep the SOP documentation up to date after the
project was completed.

Preparation for Project Deliverables

The most obvious preparation the stakeholders will need is train-
ing. We will look at training in more detail in Chapter 10: Devel-
oping the Communications for the Project, but it is important as a
key requirement for implementing successful operations integra-
tion. However, there are other elements that must be planned for.
One is the performance expectations for the users by their supervi-
sors after the project is implemented.

For example, in our case study of Project Renewal, Rod built
time into the plan for Lise Ramsay, Paula Dahlberg, and the ap-
propriate members of the Working Committee to meet with vari-
ous groups of managers and supervisors. The purpose of the meet-
ings was to gain their support. It would be important for managers
to hold their people accountable for using the CRM properly and

110 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



to accept the new responsibilities related to the CRM. Again, as an
example of one meeting, Lise Ramsay, Paula Dahlberg, and Gary
Stiles met with sales managers regarding how the roles and respon-
sibilities of sales representatives would change when the CRM went
live and how sales managers would need to hold those reps ac-
countable for inputting the correct information into the CRM. 

Finally, to build excitement for the new system, and to commu-
nicate how the CRM would work, Rod scheduled a series of sessions
he called Demo Days. These sessions were held at various locations
over the lunch hour. The plan was that a member of the project team
(usually a business analyst) and a member of the Working Commit-
tee led the session. They developed a quick, 20-minute demonstration
of the system with time added to handle questions from the audi-
ence. They decided to advertise the sessions through posters and
emails. And they would contact various managers and supervisors to
encourage them and their direct reports to attend. When these ses-
sions finally happened during the Execute phase, they were a big suc-
cess and created real excitement about the new program.

Understanding the Timetable

The timetable is essentially a subset of the project schedule that
highlights various key milestones. Key stakeholders do not need all
the details of the schedule; they only need those portions that affect
them directly. 

Rod worked with members of the Working Committee to stage
the timing of various key milestones of the project. Therefore, he
needed to build that time into his project plan as well as how he
would communicate the stages to a broader audience. 

This was a very important element. Communicating the
timetable required that Rod keep his project plan up-to-date and 
revise it continually so he could keep this important communication
element updated. He realized that an out-of-date project schedule
could lead to faulty timing in important communications to key
stakeholders.
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In Figure 9.3, when all five of the operations integration re-
quirements are in place, the result is the successful integration of the
project deliverables into operations. In each of the subsequent lines,
there is an assumption that there is only one missing requirement and
that all the other requirements have been satisfied. Unfortunately, the
result of missing any particular requirement is in the right-hand col-
umn. As you can see from Figure 9.3, it is very important to com-
plete all the requirements successfully. If you do a fine job on all but
one of them, the project will end up with a situation where the in-
tegration of the project deliverables will be incomplete. 

Napoleon’s Thirds

When you think about communicating with people, it is good to re-
member the lessons of history. It is well known that Napoleon em-
ployed a strategy to win over his generals when he wanted to em-
bark on a new campaign. Napoleon realized that within his
leadership team (the generals) he would face men who would divide
into roughly three camps. One faction were loyal and trusting and
would follow him anywhere. All he needed to do was give the or-
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ders, and they were ready. The second group was just the opposite.
They would be against almost any suggestions and immediately tell
Napoleon why it was a bad idea. Finally, the third bloc were those
generals who were uncertain, but would listen to the emperor’s pro-
posal and make their decision based on the merits of the campaign
and the approach for overcoming the risks. In attempting to win
over the generals so he could embark on his campaign, who do you
think Napoleon focused on? The third group, of course. He knew
that he already had the first group, and he was unlikely to sway
the second camp no matter how hard he tried. His strategy was to
focus on the third group because if he got them to agree to the cam-
paign, he now had two-thirds of his generals committed. This forced
the second group into a position where they had little choice but to
follow along. This strategy became known as Napoleon’s thirds. 

In working to communicate and gain commitment from the
operations unit, recognize that you will probably find the biggest
resistance to the modifications your project will deliver within the
ranks of the middle managers. The problem for you in delivering the
business value of your project is that this group supervises most of
the people who actually do the work. Having them buy into the
value your initiative delivers is critical to its success. So one of the
key tasks during the planning phase is to conduct an assessment of
the management team, particularly the middle management ranks
affected, and attempt to identify which of the three camps they will
fall into. It will help you to focus your attention and communica-
tions in the right places. 

Rod Thompson, our project manager, and Anne Garcia, the
communications specialist, used the Napoleon’s thirds strategy to
peg the management team of MedTech into Napoleon’s three fac-
tions. Anne and Rod planned to create unique communication
pieces for each group—not so different that they would react to the
difference, but based on where they were related to the camps and
the changes the project deliverables would create. 

For the first group (on board from the beginning), the commu-
nications were very upbeat and took on an almost “cheerleader”
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quality to keep enthusiasm high. For the second group, the commu-
nications were kept informative and factual in their tone. There
was no attempt to persuade them on anything related to Project
Renewal. For the third group, the communications would be fac-
tual, but would include a perspective from a respected technical
leader within the organization (this aspect will be covered much
more in Chapter 10: Developing the Communications for the Proj-
ect). This meant Rod had to build in time and activities into the
project plan not only for him and Anne Garcia, but also for some
of the managers. They would need to prepare communications
and/or develop agendas for management meetings to address some
of the key alterations being wrought by Project Renewal.

Key Points to Remember

• Start building for operations integration with the Case for
Change.

• Ensure there is an understanding of the nature of the process
changes.

• Provide people with support to ease frustration during the
transition.

• Prepare and communicate the timetable so people know when
things begin to happen.

In summary, then, as project managers, we must prepare for
delivering our project deliverables to operations. We must take as
much care in planning for the transitions as we did in building our
work breakdown structure, our schedule, and our budget. If we do
take the same care, we will face a group of users at the end who are
ready, willing, and able to use our project deliverables. The result
of being prepared will be a project that succeeds in meeting its busi-
ness goals and targets—not only a technical success, but a business
success as well. And it is built on a foundation of strong commu-
nications—the subject of the next chapter!
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Chapter 10

Developing 
the Communications 

for the Project

The Basics of Communications: It’s All 
About Perceptions

Much of our understanding comes from our perceptions. Every
time you communicate with people, your project team, stakehold-
ers, or anyone else, you must keep their perspective in mind. Fig-
ure 10.1 illustrates how perspectives influence people’s understand-
ing. Before you communicate anything to anyone, analyze your
audience. Ask yourself the following questions:

• What information do people need?
• Does the message I’m sending communicate a particular feel-

ing or attitude? (You may need to alter the tone depending on
how you answer the question.)

• What is the best medium for delivering the information?
• Who is the best person to deliver the information?
• How should I deliver the message?
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• When should people receive the information?
• How will I receive feedback on how people react to the infor-

mation?

In a recent project, Rod Thompson had learned a tough les-
son from a type of situation that all project managers find them-
selves in at one time or another. The project was coming into the
final months. Things had gone very well up to that point, but the
final few months threatened to undo all the goodwill that had been
built up over the previous 12 months. While many of the issues
that surrounded the project were more complex than is necessary
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FIGURE 10.1 A basic communication model demonstrates that our
perception comes from our experiences, culture, word choice, values,
and judgments. We use all these elements to encode and decode 
messages, and communication only occurs when the circles overlap.
Otherwise, misunderstandings are inevitable.
Source: Vijay Verma, Human Resource Skills for the Project Manager (San Francisco, CA:
Project Management Institute, 1996). Reprinted with permission.



to detail here, there was a basic flaw in Rod’s communication strat-
egy. He had fallen into the habit of communicating with the busi-
ness through email only. As most of us know, between the tremen-
dous amount of email (much of it unnecessary) coupled with spam,
many people will ignore email after a while. And that is what hap-
pened to this project. Rod recovered from that nearly fatal flaw,
and this time decided to bring a communications specialist to help
him build a new and more robust communications plan for Project
Renewal. That is why Anne Garcia joined the team.

What Does a Communication Plan Look Like?

Building a communication plan is critical to the success of any proj-
ect. It is the most common way of letting the end users of the proj-
ect know what will happen to them and when. We’ll look at sev-
eral components of the communication plan in greater detail:

• Stakeholder analysis
• Sensitivity analysis
• Information needs
• Media requirements
• Delivery personnel and power bases
• Timing requirements
• Common definitions
• Feedback loops
• Macro and micro barriers
• Jargon and acronyms

Stakeholder Analysis

Some stakeholders will have more interest in a project than others.
In the case of a project to develop a new customer information
database for the company, sales and marketing management are
probably much more interested in this project than others in the
manufacturing facility, but all of them have an interest! The purpose
of doing a stakeholder analysis is to see if we can determine how
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they will be concerned. These examples illustrate the point from
the stakeholder analysis that Rod Thompson and Anne Garcia did
for Project Renewal:

• Sales is concerned about how the information will help sell
more products and services to existing customers and if it can
help land the business of some prospects that are not currently
customers.

• Marketing is concerned with getting information that will help
identify buying trends that may be the result of marketing lit-
erature. Marketing people will also hope to see trends that
will indicate the types of new products customers are likely to
buy in the future.

• Research and Development takes the information that Market-
ing provides and works to develop products that will meet the
new demands and can be manufactured at a price that will
produce a profit.

• Manufacturing is interested in the order entry so it can plan
production schedules in a way that will ensure enough prod-
ucts are on hand for sale, but not too much that will require
storage in a warehouse.

• Purchasing wants the system to feed information into its fi-
nancial systems to be able to track purchases to make sure
customers are not exceeding their credit limits as well as pro-
vide information to track their payment records.

• Management wants visibility into the buying patterns of cus-
tomers so managers can make rational decisions about where
to invest limited capital and human resources that will allow
the company to continue growing.

Sensitivity Analysis

All these groups have some unique interests the project manager
will need to reflect upon when developing the communications plan.
For example, sales professionals will be sensitive to any system that
seems to add a layer of bureaucracy to the tough business of sell-
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ing goods and services. They will rightly complain and follow with
a statement something like “What would you rather I do, sit around
all day entering information into a computer or be out on the street
selling products?” The answer to that question is obvious, but the
project team that does not take that into account will run into some
serious resistance later on as it tries to implement the new customer
database.

The management team and all others will have different con-
cerns, but the way the team addresses them will be just as impor-
tant during the course of the project.

Information Needs

Different groups need different types of information. Rod Thompson
and Anne Garcia understood that salespeople would be much more
concerned about how information was entered into and taken out of
the system since they will be the ones most likely asked to do that.
And they were at the front end of the value chain. Marketing people
would be much more interested in the reporting capabilities, and the
accounting people would be more concerned about accuracy of the
information for invoicing and payments. Accounting would want to
know how much and what type of information can be extracted from
the system, but would be bored by the level of detail the salespeople
need on order entry. Likewise, each stakeholder group will have its
own unique information needs. Rod and Anne worked hard to build
each type of information requirement into the Project Renewal com-
munications plan (an example is provided later in this chapter).

Media Requirements

Rod and Anne contemplated
carefully about how, exactly, they
were going to deliver information
to each of the stakeholders. When
referring to media requirements,
it means the vehicle or channel
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email messages is not communi-
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component of the overall plan,
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minor medium as he had learned
from that earlier effort. 



Rod and/or Anne would use to deliver the information required by
each of the stakeholders. They wanted to deliver the facts in such
a way that they have the best chance of success and so that people
would actually pay attention to the information! 

Instead, Rod and Anne considered a variety of other delivery
mechanisms, such as:

• Town hall meetings
• Presentations
• Staff meetings
• Desk drops
• Wall charts
• Web portals

Figure 10.2 illustrates the various types of communications
commonly used, and the check marks indicate the situations where
it is generally most effective.
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      Type of
communication Group Individual Written Spoken Formal Informal

Email  ✓ ✓   ✓

Reports  ✓ ✓  ✓ 

Meetings ✓   ✓  ✓

Presentations ✓  ✓ ✓  

Teleconference ✓   ✓ ✓ 

Town hall meeting ✓   ✓ ✓ 

Telephone  ✓  ✓  ✓

FIGURE 10.2 Types of communications and their characteristics for
certain situations.



Delivery Personnel and Power Bases

Consider who would be the right person to deliver the message. That
will depend on thinking through the power base that is required to
complete that message successfully. As you can see in Figure 10.2, dif-
ferent sources of power will give different results. For example, you’ll
notice that the most persuasive
power base is expertise. As a com-
munications expert, Anne knows
that if Project Renewal needed a
message delivered where the de-
sired outcome was to persuade
people, she would need to have
that message delivered by someone
who was considered an expert
(whether internal or external) by
the people being targeted for the message. If the message signaled
that a change was mandatory and was not negotiable after the proj-
ect was completed, that message must be delivered by an executive
or senior manager for that stakeholder group. The best rule, then, is
to pick the source that matches the result you want.

As you can see from Figure 10.3, what you need to accom-
plish determines the power base you come from and the purpose of
the communication. How would Project Renewal apply that to the
CRM implementation?

One critical area that Rod discovered through his business an-
alysts was a shift in the way sales reps keep track of their informa-
tion on existing customers. He considered having a leader such as
the Vice President of Sales, Nick Winters, send the communication
on the way the customer information must be maintained in the
future—and that would be a reasonable idea. However, another
strategy he discerned from the power base was to use one of mem-
bers of the sales staff as a communicator. That is ultimately how
Rod and Anne decided to handle this particular situation. 

They decided that the project team would provide one of the
real “stars” of the sales department (someone recognized by the
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ing a message about a manda-
tory change—people must believe
the change will be enforced. If the
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ager is likely to get a poor out-
come, which means you might
actually be worse off than if you
hadn’t communicated at all!



entire sales staff as a very successful representative) a demonstra-
tion (or prototype) of the new CRM tool and ask for his or her
suggestions on how it could enhance the ability to generate sales.
After preparing a slick demonstration in cooperation with the ven-
dor, Rod and Anne asked the sales rep to speak to her colleagues
on the benefits she saw. Project Renewal saw a huge difference in
the response of the sales team. In fact, the difference was so dra-
matic that Nick Winters stopped by later to thank both Rod and
Anne! He had been very reluctant to antagonize his sales staff over
this issue, but he was willing to do it if required. He was grateful
that Rod and Anne had found another way to motivate the sales
representatives. He realized that his sales team would really listen
to one of their peers because she was respected as an expert, not by
position (like he was as the Vice President of Sales), but by per-
formance, the test that really counts for salespeople.

Timing Requirements

The right timing for the message is important. If you provide infor-
mation too early, people may ask questions you can’t fully answer
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             Power Base         Desired Outcome             Actual Results

Expertise Persuasion Strong, particularly related
   to details or in technical areas

Admiration Voluntary compliance Strong, but not everyone will 
  have the same level of
  admiration, so compliance 
  may be spotty

Reward Motivation Different people are motivated
  by different rewards, so unless
  the reward is tailored almost to
  the individual level, the
  outcome is highly variable

Position of authority Mandatory compliance This power base will only
  produce results if the business
  believes management will
  enforce compliance

Coercion Compliance through fear  Usually creates significant
 of consequences resistance and sometimes 
  even sabotage

FIGURE 10.3 How the power base affects certain outcomes.



just yet! They may want more details than you can give them, par-
ticularly early in the project. If you wait too long to relay informa-
tion, then the project is moving forward at a pace that will not
allow people who are impacted to keep up, and they may feel like
you are making decisions without them. While you don’t really
need their consent, timing your information correctly will make
them feel like you are seeking, and receiving, their approval. It will
really provide excellent buy-in from the ultimate customers!

Common Definitions

Often certain industries, or even companies within an industry, will
have a unique, set language—MedTech certainly did. It was impor-
tant that Rod, as project manager, made sure any contractors or
consultants he hired to work on
Project Renewal knew the unique
definitions and jargon used within
the company. To make sure he
was prepared, he asked Anne
Garcia to interview internal subject matter experts (such as the
Working Committee) and develop a glossary of terms and jargon
used within MedTech. She prepared a “dictionary” and put it on the
project website so external people could reference it easily until
they learned the lingo.

Feedback Loops

In any communication plan, there will need to be a feedback loop
to assess how the information has been received. Occasionally, there
can be unanticipated misinterpretations or other consequences
based on communications that were not understood they way they
were intended. Stepping back for a moment, it makes sense. Mak-
ing sure everyone involved understands common definitions is one
way to prevent those misunderstandings from occurring. However,
different interpretations of the information can lead people to dif-
ferent conclusions than had been anticipated. Therefore, the only
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Make sure all the key people on
your team are familiar with the
common definitions associated
with your project.



way to know for sure that the communication was understood cor-
rectly is to have a feedback loop.

The way Rod decided to build a feedback loop within Project
Renewal was to develop a relationship with some key people within
various stakeholder groups and contact them after a certain key
communication had gone out. He also asked his key team leaders,
Paul Ryan (business analyst), Joshua Larsen (technical lead), and
Luke Johnson (IT liaison) to develop a similar relationship with
key people within their areas of responsibility within the business.
They were all seeking the same information: what the reaction was
to the message and what people said around the water cooler. That
helped Rod and Anne determine if various communications were
successful or if they needed to refine or even modify the message
next time.

Another benefit of a feedback loop is that it lets you know
what rumors are circulating about your project. Address those ru-
mors as quickly and fully as possible. Nothing will build the cred-
ibility of your project more than having a message delivered about
a rumor that only started a few hours or days ago. The stakehold-
ers will believe you are listening to them, and this will reduce their
anxiety about your project considerably.

Macro and Micro Barriers

As you build your communications plan, think about macro and
micro barriers. Some of these barriers are obvious, others are not
so obvious, but all are important to consider and plan for to be 
effective.

Macro barriers are those large barriers that prevent effective
communication. One such barrier would be simple geography. If
the potential customers are scattered over multiple locations, obvi-
ously the ability to communicate is more difficult. You will need to
consider how to handle the situation and overcome the barrier. An-
other macro barrier would be different languages; different nation-
alities and culture will be a major consideration as you plan your
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communications. Getting a project team member from each lan-
guage, nation, or cultural group to assist in the communications
will be critical to success.

Micro barriers are much more subtle. One obvious example
would be attitudes that people, as a group, have about the ultimate
goals or success of a project. Maybe a similar project was attempted
several years ago and was a complete flop! Now everyone thinks the
business concept is flawed and will never succeed. Other similar
micro barriers may surround the project and will need to be con-
sidered as you figure out how you will communicate to people.

Jargon and Acronyms

When you communicate, use only jargon and acronyms that are
used by the stakeholders of your communication plan. For vari-
ous functional groups, it is easy to slip into using jargon and
acronyms that are common or popular with that function, but are
not familiar to others. A simple example of an acronym might be
the use of AMA. If you were talking to a group of business peo-
ple, they would probably assume you were referring to the Amer-
ican Management Association. However, if you were speaking to
doctors, they would assume you were referring to the American
Medical Association.

Developing Effective Messages

Communicating on a project is an art as well as a science. The bet-
ter you get at it, the smoother your project will flow from begin-
ning to end. You must provide enough information to keep team
members informed without boring them. Every word counts. What
you send, to whom you send it, and when you send it are always is-
sues. If in doubt about a message, always wait. When you decide you
need to say something, however, these guidelines should help you de-
cide exactly what you want to say (regardless of the medium you
choose). Also see Figure 10.4 for a sample communication plan.
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Stakeholder Sensitivities Info Needs Media Who Delivers? Timing Feedback Richness Purpose Power Base Barriers?
Definitions, 

Acronyms, etc

Sponsor - Lise 
Ramsay

Very busy and 
not interested 
in the details

Progress 
against budget 
and schedule

One-on-one
meetings

Paula Dahlberg Weekly In meetings Very rich—
personal

Generally only 
variances

Authority Schedule Careful not to 
use IT acronyms 
or other 
unfamiliar 
jargon

Working 
Committee
Chair - Paula 
Dahlberg

Difficulty in 
balancing
various 
personalities and 
responsibilities

Issues - both 
technical and 
organizational
Potential delays 
in schedule

One-on-one
meetings

Rod Thompson As they occur Immediate Very rich—
personal

Work to prepare 
either the 
sponsor or the 
executive team
if a problem has 
occurred

Expertise Conflicting 
priorities

Careful not to 
use IT acronyms 
or other 
unfamiliar 
jargon

Working 
Committee
Members

Narrow view 
based on their 
function and its 
needs; multiple 
priorities with 
conflicting
priorities

Options with 
enough detail to 
allow them to 
assess pros and 
cons and make 
recommencations

Meetings
called as 
needed—
range from 
meetings to 
emails
depending on 
the size of the 
problem or the 
risk involved

WC Chair with 
the support of 
the Project 
Manager

As needed WC Chair needs 
to check within 
the functions if 
SMEs are 
seeking input 
from their 
colleagues

Can receive 
most
information in 
writing, except 
bad news

Get them 
involved so they 
will advocate 
the solutions 
within their 
functional
teams

Expertise Cross-functional 
needs are 
different

Keep the 
language
oriented to the 
business not IT

FIGURE 10.4 Sample communication plan.



• Always draft the message and then carefully edit it before you
send it. This will help you be more concise in the message and
ensure that you have covered all the required points.

• Think about the audience’s expectations, any actions required
as a result of the message, and your expectations after the mes-
sage is delivered.

• Justify your choice of delivery medium for the message and
the timing of it.

• Clarify the purpose. Start the message with an introduction
that identifies the issue, context, or opportunity of interest.

• Make any required actions clear and specific in the message.
• Be as concise as possible without seeming insensitive or rude.
• Never surprise someone with information, particularly if it is

bad news. For example, if you will be discussing a problem
during a meeting, make sure the right people know what you
will say before they get there.

If you use the same rigor and discipline in planning your com-
munications as you do for developing the work breakdown struc-
ture, schedule, and budget, you will be amazed at the results. Peo-
ple will comment on how well informed they feel and how
comfortable they are with the project. 

Key Points to Remember

• Carefully consider your stakeholders.
• Understand that they will all have certain sensitivities.
• Consider the information they need and how to deliver it to them.
• Factor in the timing of communications.
• Manage all barriers to communications.
• Be on guard against jargon, acronyms, and lack of common

definitions.

Another of the important documents you will develop using
the tips and techniques from this chapter will be the Project Plan
Memorandum. This document goes to the management team and
explains exactly how you have planned to deliver business bene-
fits. That’s what we’ll cover in the next chapter.
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Chapter 11

Writing the Project 
Plan Memorandum 

for the Executive Team

In this chapter, I want to move back to a written form of commu-
nication that is crucial to successful project completion. After all,

the overall plan is what the you and the team members will be im-
plementing to provide the final results expected from the business
executives. Communicating the effort that has gone into the de-
tailed planning phase of the initiative is culminated with the Project
Plan plus the accompanying Memorandum to the executive team
(referred to in Chapter 2: Preparing the Leadership). 

For the purposes of this chapter, I will focus on the impor-
tant communication aspects of the Project Plan Memorandum (re-
ferred to as the memo). Many of these elements, such as the review
of the business case, are often neglected at this phase when mov-
ing into the Execute phase. Finally, this chapter will focus on spe-
cific tips and suggestions for writing a memo such as an executive
summary.
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The key stakeholders within the leadership must approve
the plan, since they are the ones who will guide the project and
give it the correct business direction. The memo should include 

• Revised Business Case: A description of the reasons for the
project and a justification for sanctioning it based on the es-
timated costs, expected business benefits and/or savings, and
an identification of the risks.

• Schedule: The work plan showing the order in which tasks are
to be carried out and the time allocated to those tasks.

• Budget: The total amount of money allocated or required to
accomplish the work within the timeframe outlined in the
schedule.

• Resources: The people and equipment assigned to the project
from both inside and outside the company.

• Final Scope Definition: A definition of the total products
and/or services to be provided by the project plus those ele-
ments that are not included.

• Work Breakdown Structure: The grouping of project results or
outcomes that must be produced during the project where each
descending level represents increasingly detailed descriptions
of the work.

• Subsidiary Management Plans: Supplemental plans that serve
to support the overall management of the project plan.

They need all this information in order to approve the project.
And as the project manager, Rod Thompson needed their agree-
ment to ensure project support for Project Renewal as he moved
into Execute phase.

Review of the Common Elements 
for All Communications 

In developing the memo for Project Renewal, Rod Thompson, our
project manager, went back to the common elements for all com-
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munications covered in Chapter 5: Common Elements for All Com-
munications. Here was how Rod analyzed those common elements.

Audience Analysis

Rod knew that the primary audience for the memo would be the
members of the executive team. These were primarily the senior
managers within MedTech who had a stake in the outcome of Proj-
ect Renewal. Rod also realized these executives were very busy
and would not be likely to dive into the details except where it im-
pacted their area of responsibilities. Therefore, Rod decided he
would develop the Project Plan Memorandum like an executive
summary. The executive summary approach would allow him to
capture the high-level information that all of them would be inter-
ested in. 

Rod also realized there may be additional secondary readers
who are not part of the executive team, such as members of the
leadership team, who may also read the high-level memo but not the
detailed project planning document. Therefore, he had to be sensi-
tive to any concerns they might have about the project. 

Purpose

While the rationale is fairly obvious in the case of Project Renewal,
Rod decided that his purpose really went beyond a simple point
like “accept the project plan and sanction the team to move for-
ward.” Rod decided he wanted to build enthusiasm within the
leadership team, so that became his purpose—not just acceptance
of the project plan, but real enthusiasm for the results Project Re-
newal might bring to MedTech.

Strategy

Rod thought long and hard about the strategy he would use. He
considered big picture/small picture because he wanted to show
how Project Renewal fit into the corporate strategy of MedTech. He
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also considered compare/contrast because there had been a project
the year before that had left a bad taste in people’s mouths because
the communication was so poor during the project. He did not
want his project tainted by the ex-
perience people had with that
project, and he wanted to differ-
entiate Project Renewal. How-
ever, he finally settled on prob-
lem/solution because he felt the
management team was really in-
terested in how Project Renewal
and the Customer Relationship
Management system could solve
the problems MedTech had been
having over the last several years.
In Rod’s mind, these problems had finally caused enough pain to
motivate the management team to do something about it. 

Formal Versus Informal

Rod realized this memorandum was an important document to his
project and required him to be quite formal in the way he both
wrote it and presented it. 

Oral Versus Written Communications

In this case, Rod knew he would be both producing a set of docu-
ments and making a presentation (see Chapter 13: Presenting to
Stakeholders During Project Execution for more details). There-
fore, Rod enlisted the help of Anne Garcia, his communications
specialist, to help him produce sharp, professional-looking docu-
ments and slides. He was not going to look anything but polished
in front of this group of executives.

Others Were Not Required

After reviewing all the common elements, Rod concluded he had
covered all that affected him at this point in time. He did not need
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to consider elements like power base or barriers because he did not
see any relevance. As a final quality step, Rod decided he would
review his analysis with Anne Garcia and Paul Ryan, the lead busi-
ness analyst, to test whether they agreed with his assessment. They
provided him with some feedback, and he incorporated those sug-
gestions into the first draft.

There is one other important element to the review—the busi-
ness case for the project—to make sure the initiative is still viable
to address the business needs outlined in Chapter One: Linking Proj-
ects and Strategy. Rod asked Paul Ryan and Joshua Larsen, his tech-
nical team lead, to carefully review their estimates for costs and
schedule. He wanted to run the numbers again to make sure he had
a business case that made sense and a plan he could comfortably
recommend moving into the Execute phase. 

Writing the Project Plan Memorandum

During his audience analysis, Rod had determined that writing an
executive summary would be appropriate since most of the manage-
ment team would not be interested in delving into all the details.
Therefore, he asked for help from Anne Garcia to help him write
the executive summary effectively in addition to providing all the
detailed information in the project plan. In reviewing his thoughts
with Anne, she suggested the following ideas for developing an ex-
ecutive summary.

Purpose of the Memorandum

In general, a Project Plan Memorandum is an abstraction of the
key points of a larger planning decision support package that de-
scribes to management the planning for the project and the readi-
ness of the team to execute the venture. Although an executive sum-
mary may frequently involve the same process, the memo’s primary
purpose is to apprise or inform the executive team of a plans for the
project, risks that have been identified, issues that have been uncov-
ered that the project team will need to address, and opportunities
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that have surfaced during the course of planning. Consequently,
the memo summary may be used with a larger document (the one
it summarizes), or it may stand alone as the only documentation
that summarizes a project. 

Strategy for the Memorandum

The Project Plan Memorandum, like an executive summary, re-
quires excellent organization. However, the Project Plan Memoran-
dum needs to be the epitome of logic. The logic must be obvious
from the first word to the last word of the memo. The visual organ-
ization (i.e., the white space, format) should complement the logi-
cal organization. Visual organization techniques that are particu-
larly suited to the memo include well-thought-out power headings
and bullets. Good project summaries usually contain a message
within the message. That is, the headings, if they were all that was
read, will provide a primary meaning; the remainder of the sum-
mary would highlight the main points, conclusions, and recommen-
dations that support the primary communication. 

After completing the analysis and reviewing all the deliver-
ables he would need as support materials, Rod began to develop the
memorandum itself. Anne referred Rod to a guidebook she had re-
ceived while attending a training class on business writing. He used
many of the tips from the book to develop the memo using the con-
struction of an executive summary. 

Anne guided Rod in developing the first draft of his memo by
suggesting that he 

1. Keep the members of the executive team in mind.
2. Write his first draft as if he were talking to them.

Anne also guided Rod to edit his work after the draft was finished
and not try to write and edit at the same time. She suggested that
people who try to write and edit at the same time often suffer from
writer’s block. Rod used her suggestions and came up with a rea-
sonable first draft. Now he was ready to edit the draft. 

134 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



However, just as he was ready to dive in and start editing,
Anne suggested he take a rest. She proposed he move away from the
manuscript and if possible, tuck it in a desk drawer for a couple of
days. Anne advised that he not turn immediately from writing to 
editing.

The reason she provided? She indicated to Rod that the brain
selectively forgets things for us. By setting the writing aside, he will
forget some of the reasons why he wrote sentences and phrases the
way he did. If he waits a day or two, he can approach the writing
almost as if it were written by someone else. He will be ready to crit-
icize what he wrote and not necessarily defend his own words. She
convinced him it was the best way to improve his writing.

She also related another interesting writing tip—something
else would happen when he was away from what he had written.
His subconscious will continue to work on the ideas. He would
find problems solved when he returned to the draft. The improve-
ment to that awkward sentence would be right there on the tip of
his tongue. And there, waiting for him, would be the exact word he
was searching for when he wrote the draft.

Editing the Memo

Anne reviewed Rod’s first draft of the Project Plan Memorandum
and gave him some feedback she felt would improve the document.
She pointed out to Rod that it is important to remember that the
memo is a more personalized communication between a project
manager and the members of management. The style of writing,
although not entirely informal, was much less formal than a gen-
eral project decision package that it summarizes. In a general deci-
sion package for a project review, MedTech has adopted a formal
style that is based upon organizational standards and requirements
that are strictly applied when the executive team reviews a project
before execute. In general, for these reports, Anne related, the tone
should be neutral. In Project Plan Memorandum, the tone always
will be positive with subtones that will vary to represent Rod’s
analysis of the project, the overview of the readiness, and Rod’s
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concern for business impact upon the MedTech organization de-
livered by Project Renewal. 

Because the project plan memo and an executive summary are
both a synopsis, they must be efficient. Anne reminded Rod these re-
views represent a digest of a larger document, therefore they should
not be longer than the document they summarize! On the contrary,
the rundown should be very efficient and allow the executive team
to move through information quickly and economically. 

Writing Style

Anne suggested that Rod follow three specific guidelines when ed-
iting his draft:

1. Prefer concrete words to abstract ones.
2. Prefer a single word to a phrase.
3. Prefer short words to long ones.

Anne also reviewed his draft for clichés and jargon to make
sure he had not used any. She asked him to check for accuracy for
elements such as dates, figures, or personnel. Finally, she suggested
Rod use the spell checking feature within the document to identify
any potential misspelled words. 

Finally, Anne asked Rod to work through the draft and cut
out any unnecessary words. She reminded him that short and con-
cise were critical elements in an executive summary document. 

Here is his final product.

Executive Summary
The name Project Renewal was chosen for this project because the im-
plementation of a Customer Relationship Management (CRM) sys-
tem will provide a step-change opportunity for MedTech to have the
system required to support a modern medical equipment manufactur-
ing company with growth potential to reach over $1 billion in annual
sales within five years.

136 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



Problem: The system we have been using for the past seven years
(CTS) is outdated and no longer reliable. It does not allow us to ef-
fectively schedule the manufacturing of our products, forces us to
keep too much inventory on hand, and does not allow our sales rep-
resentatives to respond very effectively to our customers, particularly
when they require either rush deliveries or special orders. We also
have far too many customer returns because we delivered the wrong
equipment.

Solution: The implementation of the CRM system will allow us to 

• Provide just-in-time manufacturing to reduce inventory.
• Improve the speed of delivery of our products to our customers.
• Respond quickly and effectively to our customers’ requests for rush

orders by allowing sales representatives the ability to access inventory
and manufacturing schedules online over the Internet.

• Improve cash flow by reducing accounting errors and the rework
created by logistical errors.

Opportunity: By using the CRM effectively after the implementa-
tion, MedTech management will be able to
• Make quicker decisions based on better knowledge of the value driv-

ers within our product lines.
• Understand our inventory and product mix during times when the

market becomes volatile.
• Create a better view of our customer orders for more effective for-

ward projections of customer orders.

Return on Investment: Based on our planning, the project team cal-
culates the NPV for this project at $14 million over five years after
implementation. All the details of the calculations and assumptions
are contained in the attached project plan.

Recommendation: The project team would recommend that the 
executive team approve the overall project plan for Project Renewal.
We believe the opportunities are well worth the investment and we
also believe we can manage the risks to the project effectively.

In addition to being analytical, the memo as a summary of the
project can also advocate direction, such as the recommendation
that the project move into the Execute phase. In fact, the Project
Plan Memorandum should usually end with next steps or recom-
mended actions.
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Key Points to Remember 

• Review the common elements for all communications and
apply the appropriate ones.

• Write first and then edit—don’t try to do both at the same
time.

• Use an executive summary to communicate quickly and effi-
ciently to management.

The Project Plan Memorandum is a powerful business writing
tool. As a key communication between a project manager and the
executive team or sponsor, it provides information that is on target,
with a purpose, clearly organized, expressive, and efficient.

Now that we have finished the easy part—the planning—let’s
look at how communications can be a valuable skill during the ex-
ecution phase of the project.
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Chapter 12

Using Communications 
to Handle Risks

A risk is defined as a condition or event that, if it occurs, will
have an impact on the outcome of the project. While there are

some positive risks, most project managers focus on those with a
negative influence. 

There are three types of risks most project managers must
manage during the course of a project:

1. Technical risks
2. Business risks
3. Organizational risks

These risks usually come in three categories:

1. Known risks
2. Predictable risks
3. Unpredictable risks

When most leaders think of risks to their project, what comes to
mind first are technical risks. And leaders usually do a very good
job of mitigating those risks because they fall into the categories of
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known or predictable risks. However, they often fail to consider
the two other areas of risk. Business risk and organizational risk are
often just as predictable but are usually not assessed or planned for.
If these hazards are not considered, they can affect the overall ben-
efits delivered by the project.

Business risk occurs when a project is technically successful,
but fails to deliver the economic or other business value that was
envisioned when the project was sanctioned. In this chapter, we will
examine several potential business risks that you can anticipate and
provide ideas for mitigation strategies to reduce the impact or avoid
the threat altogether.

Also, it is important to anticipate organizational perils. These
dangers occur when the company either actively or passively resists
the changes created by the project deliverables. Another conse-
quence may be a reduction of the ultimate business value the proj-
ect should have realized. This chapter will illustrate common com-
pany threats that a project manager might face and provide
strategies for mitigation or avoidance. 

Any discussion of risk must also consider how manageable
these dangers are. Usually, those hazards that have a higher man-
ageability factor require effective communications as part of the
mitigation strategy. 

In the traditional risk matrix shown in Figure 12.1, most often
the items listed are viewed in two dimensions represented by the x
and y axes—impact and probability. When using communications
as a mitigation strategy for these threats, a better way to think
about risks is to view the impact as value × likelihood on the y axis
and then manageability on the x axis. For example, Rod identified
one key danger as the departure of a key individual from the Work-
ing Committee. However, he realized this situation could be man-
aged pretty well to lessen the impact on the project by having a
process in place to identify potential replacements for each com-
mittee member. However, another issue Rod recognized was the
possibility that the vendor delivering a CRM would give him a sys-
tem that was not fully functional. With this kind of problem, it
would be much more difficult to manage the situation because it
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emanates from outside his span of control. The communications
to the various stakeholders within MedTech depends as much on the
manageability as it does on the potential impact to value and like-
lihood. In these two cases, Rod communicated differently. For the
first, regarding the Working Committee, Rod communicated the
need to have a back-up person identified for each function. He
framed the request to senior management as the need to cover for
committee members when they couldn’t make the meetings or they
were on vacation. Regarding the
tardy vendor, he had a mitigation
action in place to identify poten-
tial delays and communicate im-
mediately to Paula Dahlberg, his
champion, and to Lise Ramsay, his
sponsor, through Paula. The pur-
pose of the communication was not only to keep them informed,
but to make sure they understood any delays NOT due to issues re-
lated to his project team.
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There are risks and costs to a
program of action. But they are
far less than the long-range
risks and costs of comfortable
inaction.

President John F. Kennedy



Managing Business Risks 
Through Communications

In another situation, Rod Thompson faced a difficult state of affairs.
He had a status meeting with the project team as usual on Monday
morning. During the course of the review, Joshua Larsen, his tech-
nical lead, reported there were technical problems occurring in the
Singapore location. After the meeting, Rod decided he needed to in-
vestigate what was going on in more detail to assure himself that
Josh was handling the situation correctly.

Joshua and one of his key technical team members gave Rod
a high-level overview of the problem. For an unknown reason (at
that time) the CRM system had some performance issues in Singa-
pore. While the technical group was testing different components,
the Singapore team noticed the application was running consider-
ably slower in Singapore than in other locations. When Rod asked
if the same problem was being experienced by the team in Europe,
the technical players reported that the application seemed to be-
have normally in those European locations where it had been tested. 

Rod asked Joshua and his team to prepare a summary for him
of the issue—when the problem first appeared and what they were
doing to address it. He also wanted an estimate as to how long they
could work on it before it would impact the overall schedule (and
Rod could use that to estimate the impact on the budget). Rod re-
alized that a significant delay in the rollout of the CRM would
badly erode the business value the executive team hoped to achieve
when they sanctioned the project.

Rod wanted to brief Paula Dahlberg, the champion, as soon
as possible, so Rod asked for the report from the technical team,
and he wanted it on his desk by Wednesday afternoon. He chose
that time carefully since he wanted to brief Paula before the Work-
ing Committee meeting, which would be held as usual on Thursday
afternoon.

On Wednesday, Josh provided his report. It had most of what
Rod needed. Josh had given Rod a good set of steps he was pursu-
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ing to uncover and correct the problem. However, Josh had not
given Rod an estimate of time it would take to pursue this course
of action and the tipping point where the problem could affect the
rollout schedule. He asked Josh to go back and develop those esti-
mates. And he needed that information by the end of the day. 

In the meantime, Rod had arranged to meet with Paula at the
end of the day on Wednesday to go over the agenda for the Work-
ing Committee meeting the next day. He had not talked to Paula yet
about the problem, because he did not want to have that conversa-
tion until he was armed with the correct information. Joshua and
his team provided the estimates to Rod in time for the meeting with
Paula, and now he was ready to speak with Paula about the situation. 

Joshua and his team provided Rod with the estimates he
needed. The ballpark figures revealed that they had 3 weeks to un-
cover the problem and fix it. If they could not correct the problem
within that timeframe, they could keep the project on track by ad-
justing the rollout schedule. The project team could rollout the proj-
ect in Singapore last and not impact the overall schedule at all. While
Rod appreciated the positive nature of a change in the rollout sched-
ule, the project team had planned on using Singapore as the first lo-
cation because it was the smallest and its business was the least
complicated. Changing to another
location would be harder and
might be more difficult than Josh
was willing to admit. Armed with
this information, Rod was now
ready to meet with Paula. 

In meeting with Paula about this problem, Rod realized that
she is a person who, when confronted with a problem, generally is
concerned about how others will react to it. Therefore, in anticipa-
tion of that concern, Rod had met with Anne Garcia, his commu-
nication specialist, to discuss how to best frame the issue first with
Paula and then with the Working Committee members. 

In framing the issue, Rod had to start the conversation by
telling Paula there was a problem, but he and the team had a plan
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to fix it. He made sure from the beginning of the meeting that Paula
would not have to deliver bad news to the management team. Then
he went through the performance
issue the team had uncovered and,
at a high level, how they planned to
handle it. Finally, they came to a de-
cision to notify the Working Com-
mittee about the problem. 

Rod’s biggest fear was that potential rumors would start. He
was well aware that people in Singapore knew about the issue, and
he wanted to head off the type of morale-destroying rumors that
had plagued the last big initiative within MedTech. Rod and Anne
discussed the plan to communicate with the Working Committee,
and it mirrored the approach they had taken with Paula. However,
Paula decided she would like to briefly discuss the situation with
certain key members of the Working Committee in advance of the
meeting. The three of them worked through the talking points Paula
would use:

1. We know there is a problem, and we have a plan for fix-
ing it.

2. The project team has a timeline and a backup plan to keep
the project on schedule if the problem cannot be resolved in
Singapore within the allotted time.

3. We will keep you informed on progress, and you will not be
in the dark if you are asked a question about the problem.

4. We need your help in letting the project team know if there are
any rumors circulating within the company about the problem
and what those rumors are if they are circulating.

5. We need your support while we fix this problem properly.

The strategy worked beautifully. The Working Committee ap-
preciated the candor and felt prepared to handle any questions that
might come its way. Committee members decided to use the same
talking points that Paula had used with them should the issue come
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to their attention or as a way to answer any questions people within
their groups might have.

Managing Organizational Risks 
Through Communications

One of the business risks Anne Garcia raised during the planning
phase of the project centered on the scheduling group within
MedTech. Since the old legacy system MedTech had used had very
limited functionality for the schedulers, this group had become very
adept at using spreadsheets to manage their jobs. They had spread-
sheets for managing the scheduling of products, viewing the status
of products in inventory, and managing their own work as best they
could. Even though they knew the new CRM system could be a
great benefit to them, they did not trust the system to provide them
with the correct information to do their jobs, and they were very re-
luctant to give up their spreadsheets. 

The problem with the stance the schedulers had taken was the
redundancy and inefficiency the company would experience if the
schedulers could not be persuaded to abandon their spreadsheets. If
the schedulers could not be convinced to change their minds, some
of the business value gained through greater efficiency would be lost.

Rod Thompson decided to handle the problems specific to the
schedulers by bringing together a working group to address the
issue. He worked with Paula Dahlberg to define and communicate
the problem and the nature of the recommendation they were seek-
ing to solve this problem. They asked Walter Fisher for input on the
three or four people who could handle this working group using
two criteria:

1. The people had to be considered some of the best people work-
ing in the function by their peers.

2. The individuals would stand by the recommendation they
made to the Working Committee if others in the scheduling
group questioned their recommendation.
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The working group took a few weeks to review the problem
and analyzed various options before recommending a phased in 
approach to implementing the CRM within the scheduling group.
They also felt that schedulers would begin to quit using their spread-
sheets once they felt more confident in the CRM. When the Work-
ing Committee accepted the recommendation, they asked this spe-
cial group to deliver the message to the schedulers. Anne Garcia
worked with the three people selected to solve the problem to pro-
vide them with the key talking points they would use to explain
the problem and the recommended solution. They used the Change
Impact Assessment (from Chapter 7: Analyzing Changes to Business
Process) as the way to organize the information and to demonstrate
to the scheduling community the process the working group had
used to arrive at the recommendation. 

Based on the analysis done by the select group and the tar-
geted communications delivered, the schedulers accepted the recom-
mendation and felt like their legitimate concerns had been heard
and addressed. This group realized this project team had really lis-
tened to their concerns (unlike their experience with earlier proj-
ects), and while it was not the perfect solution in their minds, it
was certainly acceptable. You can see part of Rod’s risk matrix in
Figure 12.2.

Managing Risks Through Communications

Risks will always occur during the course of a project. Many of
those occurrences will never arise, and the planning will remain
just that—planning. However, a smart project manager will use
communications as part of the strategy for managing risks when
they do occur. Often people will help in creating the solution if they
are aware of a problem. An overview of the risk management
process is shown in Figure 12.3.
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Instructions:

1. Consider technical risks (e.g., data used by the CRM may not be accurate), organizational risks 
(e.g., a change required by the CRM will be rejected by sales), and business risks (e.g., the 
assumption for cross-selling in the business case may be too high)

2. Assess each risk for both impact and probability
3. Draw the risk tolerance line (see example below) that is acceptable
4. Develop risk management plans for all risks that are identified above the risk tolerance line

5. Complete the risk matrix below as part of the planning process

Risk Description Who controls? Impact Probability Exposure Mitigation Plan

1. Organizational Risk–
    Other initiatives 
    cause a loss of key 
    people for the 
    project

Paula Dahlberg 3 2 6 Communicate regularly to key managers 
who have people working on the project 
and explain the importance of the 
contribution made by their people

2. Technical Risk – 
    CRM doesn’t 
    produce quality 
    data to replace the 
    current system

Project
Renewal Team:
Paul Ryan 
Joshua Larsen

3 2 6 Step 1 – Set up conference room trials 
and run over xmas period to obtain 
data for review and analysis.
Step 2 - Working Committee members 
(SMEs) work together to analyze and 
improve output.

3. Technical Risk – 
    Project Execution 
    requires too much 
    effort by 
    departmental 
    people in the time 
    available

Project
Renewal Team

3 2 6 Front End Load (FEL) key process 
activities early in project execution plan.  
Schedule to ensure the best utilization 
of departmental people.

4. Business Risk – 
    Authorized 
    Resellers won’t 
    sign off for 
    proposed workflow 
    changes

Project
Renewal Team
Paula Dahlberg

3 1 3 No action required at this time.
Monitor for change in status.



Key Points to Remember

• Never surprise stakeholders with a risk—keep them informed
as events unfold.

• Be sure to frame the situation correctly so you influence the
way the stakeholder responds.

• Stay positive, if possible.
• Have a plan for mitigating the issues, particularly those that

are highly manageable.

In conclusion, effective communications can be very helpful in
managing those events and situations that can threaten to derail
your project.

Now we move to one of the hardest types of communication
for many project managers—giving a presentation to stakeholders.
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Chapter 13

Presenting to Stakeholders
During Project Execution

The fear of getting up and talking to others hurts the careers of
many project managers because, as the Harvard Business Re-

view reports, the number one cri-
terion for advancement and pro-
motion for professionals is their
ability to communicate effectively.
Clearly, making a successful pres-
entation, whether to your Steering
Committee, your boss, or other
stakeholders, may play a major
role in your career advancement.
So how do you do it? While this
chapter won’t be a complete guide to presentations, you will 
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receive some ideas for planning a constructive presentation for any
of your stakeholder groups. 

In our MedTech case study, Rod Thompson was asked to make
a presentation to the Steering Committee on how he planed to pre-
pare the end users to utilize the CRM application. Anne Garcia, our
communications expert, guided Rod Thompson through a step-by-
step approach for developing his presentation.

Decide Your Purpose

Anne explained to Rod that the first step in preparing a presenta-
tion for a stakeholder group was to decide the purpose. According
to her, the lack of a clear purpose is one of the two most common
mistakes made in a presentation. The listeners are left scratching
their heads and thinking “So what am I supposed to do with this in-
formation anyway?” Sometimes in a project there is a temptation
to think that the project manager is just “giving an update.” But
more often, the project manager really needs the stakeholders to
do something or must persuade them
to agree with something. So, for Proj-
ect Renewal, Rod might define his
purpose this way—“The purpose of
my presentation is to persuade the
executive team that we will prepare
our employees adequately for their new jobs after the implementa-
tion.” That is quite different than “My purpose is to update the
executive team on the training we will provide the users.” 

There are usually five basic objectives that may be chosen for
any presentation:

1. Advocating: Convincing or selling a point or approach to the
audience (which was Rod’s objective).

2. Instruction: Informing or teaching your target audience some-
thing about your project.
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3. Inspiration: Motivating your audience to act on something re-
lated to the project.

4. Stimulation: Stimulating debate or discussion among the stake-
holders.

5. Gratification: Entertaining or amusing your audience (highly
unusual during a project, but a possible objective nonetheless).

So let’s take a look at the basic objectives and see how they might
apply to a project. 

Advocating

Rod had been asked to present to the sales managers and give them
an overview of his project so that they could understand why the
company was moving in this direction. Here he was selling the idea
to a target stakeholder group who should understand the benefits
a CRM will offer them and their account representatives. This
stakeholder group will be key to the project’s success, so building
the presentation around this objective helps them to provide their
own “sales” support later on.

Instruction

Rod had been asked to give an overview of the project to the exec-
utive committee of the company so they can understand what the
project was all about. He would probably choose instruction as his
basic purpose. He would want them to know the schedule and busi-
ness outcomes of the project as a bare minimum. However, he might
also cover the business case for the project and the overall goals.

Inspiration

Rod had been asked to brief the same executive committee, but in
this situation the need was to make sure they would provide the
support for the project that would be critical for its success. In this
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case, he would choose inspiration as his basic purpose. Rod wanted
to motivate them to assist him in getting the entire organization be-
hind the project, because he was concerned that he would meet stiff
resistance at times. Providing information that convinced the exec-
utive team to back him with their departments would be a key to
a successful presentation.

Stimulation

In this case, Rod had been asked to make a presentation to the
Working Group. He wanted them to consider possible alternatives
to order entry forms (to be completed online) so that the right in-
formation could be captured during the deal entry for later use by
several departments. Obviously, the presentation needed to stimu-
late discussion and get them involved in the solution. The outcome
he desired was to create a situation where the final result came from
the business itself, not as a dictate from the project team.

Remember, if you don’t know what you have in mind, how is
the stakeholder group supposed to figure it out?

Let’s take a moment to review the high points from Chap-
ter 5: Common Elements for All Communications.

Analyze the Audience (Stakeholders)

As Rod Thompson prepares for a presentation, he needs to realize
that different stakeholders create a need for him to alter his infor-
mation so he can meet their needs. For example, he would present
very different material to the management team than he would to
the end users of the CRM. They have different needs for informa-
tion and different understandings about the project itself. There-
fore, the next step was to really think about who he was speaking
to and ask himself a series of questions, including some of the 
following:

• Who are the key people who will attend and influence the 
others?
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• What do they already know about the project?
• Do I know their attitude about my project?
• Do I have the right credibility to speak to this audience or do

I need to bring someone along with me who has more or bet-
ter credibility?

• What concerns or questions will they want addressed or an-
swered during the presentation?

• How do they receive information? For example, do they pre-
fer a lot of facts and data, or will they be more interested in
how it will affect them?

• Do I know enough about this group’s level of commitment?
• Who is likely to dislike my ideas or information and what will

they dislike?
• Who loses power or access to power if my project is imple-

mented successfully?

The answers to these questions are critical to being properly
prepared to present to any stakeholder group. To help answer the
questions, and make sure you do a “sanity check,” I would encour-
age you to get a coach within the stakeholder group who will be
able to tell you how people in that group will respond and react to
your information. You need a coach who is on your side, but who
will also provide you with the unvarnished truth.

Let’s look at our case study and see who the stakeholders
might be. Some of them become obvious right away:

• Account representatives
• Sales managers
• Marketing personnel
• Product development
• Manufacturing 

These people were keenly interested in the project because 
a CRM has direct and immediate impact on the way they do 
their jobs—and it was obvious to them that it does! They wanted
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information about how Project Renewal would affect their jobs
and performance.

However, there were other stakeholders that Rod needed to
consider who had an active interest in the success of the project, but
for a different reason. 

• Project sponsor
• Executive team

These people were the ones who are “paid” for the project. The
project sponsor, Lise Ramsay, was the individual whom the other ex-
ecutives held responsible for the successful implementation of the
CRM, including delivering the value outlined in the business case.
Depending on the internal politics within the group, they may be
willing to actively support the project, but they may also choose to
deliberately distance themselves from it. Why? Too often projects do
not deliver on the promised value, particularly large projects such as
Project Renewal. Executives are very reluctant to be associated with
a project that they fear may fail. So getting the executive team behind
an initiative can be difficult, and any presentations to motivate them
must include a focus on success and reward.

There are other stakeholders who will be impacted by the proj-
ect but are not as easily recognized as stakeholders. Some of these
people are

• Accounting
• Scheduling
• Transportation
• Human Resources

How are they involved? In our case study, here are just a few
examples:

• The accounting people would be responsible for producing in-
voices that will be sent to the customers, and they would de-
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pend on the sales office to enter the customer information cor-
rectly. They would also need to have data on any special re-
quirements or requests that particular customers ask of them.
So they had a definite interest in what happens in this project. 

• The scheduling people would be responsible for scheduling
the manufacturing and delivery of the products from the com-
pany. They would be concerned that they have the orders cor-
rectly entered as well as any special instructions for assem-
bling the products and would rely heavily on the data in the
system. Otherwise, they feared they may disappoint the cus-
tomer and undo all the hard work the front office did in sell-
ing the products.

• Likewise, Transportation will need to rely on the CRM to give
them the shipping instructions for delivery and for data that
is correct.

• Finally, Human Resources was concerned on a variety of
fronts. For example, the new CRM required new training dur-
ing new employee orientation. They realized they would be
tasked to develop new job descriptions that include the use of
the CRM in them. And these are just a few of the examples.
You may be able to think of many more. 

During any project, and for any presentation, the project man-
ager must be able to address any concerns or objections that the
stakeholders may have. Some project managers try to duck the is-
sues, and that usually leads to problems. For example, Rod knew
that both Accounting and Scheduling were concerned that the sales
reps would not be held accountable for entering information cor-
rectly into the CRM. If he tried to duck the questions, or discount
their concerns as trivial, these two groups would be not support
the project. Why? Because they would feel that their departments
would be asked to clean up a lot of the mess made by the sales team
within the system. It would look like more work to them, and they
would not be thrilled at all. Therefore, even before the presenta-
tion, he had a meeting with both Lise Ramsay and Nick Winters,
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the Vice President of Sales, to discuss accountability for entering
data. He asked for, and received, assurances from Nick that sales
representatives would be responsible for entering customer informa-
tion correctly into the CRM. If they did not, he would call them on
the carpet and ask for reasons. Now Rod could answer the ques-
tions with answers that would reassure these key stakeholders. 

As part of preparing the presentation, Anne advised Rod to
brainstorm all the questions the stakeholders may have for him and
prepare to answer them. 

There are also two more or less universal objections stake-
holders will have. They usually come down to two basic concerns:

1. The CRM solution provided by Project Renewal will not
work.

2. They do not see the need for Project Renewal the way others do. 

For example, if the presentation was to Information Technol-
ogy, there is a good chance people may feel that the current appli-
cation for entering and tracking customer data is just fine, and they
do not understand why the company is making this change in the
first place. Rod needed to develop an answer for that concern. He
decided he must either cover it during the presentation or have
backup materials he can refer to as he fields their questions. Think-
ing in advance about the situation and the stakeholder group should
determine when to address these concerns. 

One approach is to just take them head-on during the presen-
tation itself. That was the decision that Rod made in his presenta-
tion to the IT group. He gathered the facts and used them to blunt
the objections. The other way, obviously, was to simply wait and see
if an issue arises and handle it then. However, my experience has
been that this may be harder at times because it may look like the
project manager was trying to avoid this difficult objection. In ei-
ther case, he must be prepared with additional information in case
it is needed for these objections and that may include handouts or
other reference materials. 
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Likewise, when Rod Thompson gave a presentation to the
marketing department on the project, he had to carefully consider
the concerns and objections that this department had. As he thinks
through their concerns, he realized that one of the key factors that
marketing believes drives its success was the ability to watch trends
in purchasing and correctly anticipate where customers were going
in their buying. Then they develop campaigns designed to highlight
that direction and how the company can fill the need. They were
very concerned about whether the CRM would give them the data
that they have mined very successfully from the old system.

As part of the presentation, Rod also realized he needed to
analyze any assumptions he was making as part of his logic. He
took some time to also analyze what happens to his logic if the as-
sumptions were changed. Many times, the concerns expressed by
people are related to starting with a different set of assumptions.
When that happens, a project manager may need to defend his as-
sumptions, or he may need to address issues based on their assump-
tions as part of the risk planning. What gave the stakeholders more
confidence was recognizing that Rod had thought about the issues
and had a plan for addressing them. 

Our project manager has developed a series of questions that
he thinks they would like to ask. He will be prepared to answer
those questions during the course of the presentation with as much
detail as he has at this time.

Strategy

The other critical success factor in pulling together a successful
presentation is to choose a strategy that will match the audience
and the purpose you are trying to achieve. If you watch any of the
many shows on television about the legal profession, you will often
hear the judge ask one of the lawyers, “Where are you going with
this, counselor?” Too often listeners are left with the same problem.
They are having trouble following the logic of the speaker, and it
frustrates them. So what can you do? The best solution is to use one
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of the common strategies (go back to Chapter 5: Common Ele-
ments for All Communications).

As Rod Thompson, our project manager, was building a presen-
tation for the marketing department, so he decided that a Ques-
tion/Answer strategy would fit. He decided that he would address
their concerns head-on and give them the confidence that his project
would fulfill their demands and more. He decided on that strategy
after reviewing the content of his presentation first using a
Problem/Solution strategy and also a Big Picture/Small Picture strat-
egy. And he conferred with his contacts in the marketing department
to sound them out on the strategy. They agreed with his assessment
that the Question/Answer strategy would work well with their group.

The final three thoughts about strategy are these:

1. Keep it simple. This does not mean to talk down to the stake-
holders, but remember that they cannot go back over it if they
miss the point as they can when reading something. So keep-
ing the information simple and practical helps to ensure some-
one does not get lost along the way.

2. Keep it in perspective. That is, their perspective. Always look
at what you are saying from the viewpoint of the stakeholders
you are talking to by referring back to your audience analysis.

3. Use handouts carefully. I usually recommend providing hand-
outs at the end of the presentation. That way, people are not
shuffling through the pages and not paying any attention as
you speak. However, that is not always practical or possible.
Essentially, use the audience analysis to determine when to use
handouts and how much additional detail they will need to
contain.

Build It in Three Parts 

The classic format for presentations suggests dividing a presentation
into three distinct parts: the introduction, the body, and the conclu-
sion. Here is a brief outline of each.
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• Introduction. In the introduction you establish your purpose,
cover the benefits people will receive by listening to you, and
provide them with a roadmap or quick listing of the topics
you will discuss so your listeners can follow along. 

• Body. Follows the strategy you decided earlier and contains
anywhere between three to five main points along with sup-
porting information. It may seem odd to limit the body to only
three to five main points, but research has clearly shown that
this number comprises the limits of what most people can com-
prehend while listening. If you want to think about it in a sim-
ilar context, think about the last time you went to a social
gathering and met a number of new people. How many names
did you remember? Most of us would only remember a few.
As you finish the main points of the body and before you move
to the conclusion, ask for questions (see the next section for
more details on answering questions). 

• Conclusion. After you notify your audience that you are fin-
ishing, start by recapping your purpose, the main points, and
the benefits that you covered during the presentation. Finally,
do not forget to thank them for their time and cooperation
with the project.

Practice

Finally, practice at least a few times to make sure that your timing
and transitions from one part to another are smooth and polished.
And practice the presentation out loud. Surprisingly, your presen-
tation will actually sound different when you say it versus how it
“sounds” in your head. Also, practicing out loud will help you de-
liver it effectively and help you to hear if you have too many “ums”
and “ahs” while you speak. These are called fillers and can be very
distracting if there are too many. You could also practice with a
voice recorder and play it back to listen for fillers as well as to hear
how you sound to others. Make adjustments based on your assess-
ment of the presentation. 
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Look in the back of this chapter for Figure 13.1, which con-
tains templates for preparing a presentation. This guide will help
you think through the ideas and put them in an order as well as
provide an outline of the presentation. 

Questions

Often during a presentation, a project manager will be asked a se-
ries of questions. My experience has been that some project man-
agers address questions better
than others. In researching why
that seemed to be true, one criti-
cal success factor seemed to be
that the project manager recognized that there are different types
of questions and each requires a different type of answer. I would
suggest that these are fairly typical questions and some suggested
approaches for answering them. They are

• Direct Question. This is the type of question we generally think
of. For example, the question is “What can you tell me about
changes there will be in the ways invoices will be processed?”
This person simply wants direct information. 

• Summary Question. In this question the person is trying to
test whether he or she understands your main points. It might
be stated as “So you’re saying that this new system will re-
duce the amount of re-work we must do in accounting?” To
answer this type of question, try recapping what you have said
and clarify what this person has already heard. The key here
is to try to use different words than you used the first time. If
you simply repeat the same words, the listener may still be
struggling to figure out if she is connecting with your ideas
and information.

• Logic Question. This person may be trying to use logic to chal-
lenge the presenter. It might be something like “You are say-
ing that this system is easier to use but then you are showing
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us that there are three more steps for entering information.
How can you say that it’s easier?” Here, the best answer is
usually the experience of the business analysts or other subject
matter experts who have used the system. Always back up by
data or evidence to support your claim. 

• Experience Question. This person is trying to use his personal
experience to dispute the information you are providing. It
might sound something like “I tried what you suggested and
it didn’t work. How do you explain that?” The best way to
counter this type of question is to use the experience of your
team, or yourself, and reinforce that for you and your team it
worked as advertised. Avoid getting into an argument over
their experience—you were not there and you will always lose
that argument!

Visual Aids

In developing the visual aids that
will help you deliver your mes-
sage, here are some suggestions
that should make them more 
effective.

1. Most importantly, do not develop any visual aids until after
you have covered all the earlier steps described. Visual aids
are only developed to enhance the content of the message. Far
too often they are developed first, and their appropriateness to
the audience has been overlooked. The true test of the visual
aids will be if they help you achieve your purpose with the
stakeholder group you are talking to.

2. Keep them simple if possible. Slides that are too busy or com-
plicated cause the listeners to work very hard, and many of
them simply won’t! Also be careful with the colors you use.
For example, if the stakeholder group is accounting, don’t
use a lot of red—red is a negative color for accountants! Also
remember that a significant percentage of the population is
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color-blind and may not be able to easily find the “green” por-
tion of a chart, so address that with words as well as color. 

3. Don’t read slides if they are your visual aids. Most people can
read and will be annoyed if you simply read to them. Let them
read your main points from the slide and augment the key
points with your comments. 

4. Remember that there are a number of different types of visu-
als aids that you can use. For example, if a model or a demon-
stration of the new CRM application or screen shots will
work, use it! Variety will help enhance the presentation of
what otherwise might be considered boring material.

5. Decide whether handouts will help you during the presenta-
tion. You will need to consider the audience and the level of
detail people need to walk away with. A general rule is to wait
until the end to pass them out so the listeners won’t be look-
ing at the handout instead of listening to you. However, that
depends on the stakeholder group and your situation. 

6. The last point is to practice with the visual aids to make sure
they help and not hinder your presentation. For example, if
Rod were thinking of demonstrating the screens for the CRM
in Project Renewal but the room will not allow everyone to
see, it is better to forego the demonstration. Better to make it
available for the stakeholder group to view later, perhaps at a
terminal somewhere conveniently located near their work area.

The templates in Figure 13.1 may be useful in preparing for
your next presentation to a stakeholder group. 
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Key Points to Remember

• Make sure you have a clear purpose in mind.
• Review your stakeholder analysis to target the presentation.
• Use a strategy that will appeal to the key stakeholders or de-

cision makers.
• Practice your presentation so there are no surprises.
• Analyze the type of question before you decide how to answer.

After making presentations, probably the next greatest chal-
lenge for project managers is how to communicate about problems
and issues that have raised their ugly heads during the Execute
phase. Let’s see how Rod Thompson handled those tricky situa-
tions in the next chapter!
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Chapter 14

Communicating 
About Problems

Resolving a project management issue or problem does not really
occur until all the affected parties understand and agree to sup-

port the resolution. An effective solution almost always means
highly effective communications. Not everyone affected will be in
the discussions around the problem, but all will have a vested in-
terest in the solution. 

To begin with, let’s go back to the common elements in Chap-
ter 5: Common Elements of All Communications as a backdrop, but
tailored to the situation and needs related to issues. Figure 14.1
shows a flowchart for the issue process. The common elements to
look at first would be:

• Stakeholder analysis
• Purpose of the communication
• Strategy
• Power bases
• Formal versus informal 
• Barriers to communication 
• Tools and technology 
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In determining how to communicate on issues, all of these are
important to consider. Issues that arise during a project usually im-
pact a select group rather than the entire stakeholder population (al-
though a universal issue does occur if the product you are trying to
deliver just does not work, in which case almost everyone suffers the
same fate).

Rod Thompson, our stellar project manager, faced a difficult
issue brought to his attention by Joshua Larsen, his technical lead.
In briefing Rod, Joshua stated that he believed his technical team
and the IT group seemed to be working on some of the same tech-
nical tasks for Project Renewal. During the course of a meeting
with Luke Johnson, the liaison between Project Renewal and IT,
Josh had understood that the IT group was working on the pro-
gramming of the commissions for sales representatives when the
sales reps had offered the customers large discounts. Josh believed
his team was responsible for handling the programming for that
task. And each group seemed to have been given slightly different
instructions on how to address the situation, which complicated
the issue even more. There seemed to be a clear breakdown in com-
munications somewhere in the process.

Before deciding how to handle the situation, Rod reviewed his
stakeholder analysis and focused on those groups affected by the
issue—namely sales, IT, and Human Resources. There were partic-
ular sensitivities he needed to consider:

• IT would believe it was responsible for any changes in sales
commissions even if Rod’s team believed that area was part of
its mandate.

• Sales was somewhat fragmented in the way it was organized,
so a definite possibility existed that two different people were
involved with one person talking with IT and another provid-
ing instructions to the Project Renewal team.

• Compensation was clearly within the span of control of HR,
so getting that department involved was important to any 
solution.
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Because the issue was both complicated (when you are deal-
ing with people’s compensation, it will always be complicated!) and
involved several functions, Rod immediately requested a meeting
with Paula Dahlberg, his champion. Paula knew many of the key
players in sales and Human Resources, but was not as familiar with
the IT people. Rod did not request any help from Paula, but had a
suspicion that Paula’s help would be required later on—either to
help resolve the situation or to escalate the issue to Lise Ramsay, the
sponsor from the executive team. 

Rod then began a series of meetings to uncover the concern
and understand the status of the programming from each group’s
perspective. His plan was to iden-
tify the right people and get them
in a room together at some point
and resolve the problem. How-
ever, given the sensitivities he had
identified earlier, he knew that 
requesting a meeting too early
would scuttle his chances of re-
solving the issue and he would be forced, by default, to escalate the
issue to Lise Ramsay. His goal was to resolve it and keep Lise out
of the situation and above the fray on this subject. 

Effective Meetings

Rod was painfully aware of the problems with meetings at
MedTech. He scrolled through them in his mind:

• No goals or agenda
• Too lengthy
• Poor or inadequate preparation
• Inconclusive
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Harold Kerzner, Ph.D.1
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• Disorganized
• Started late

He was determined to avoid those traps and run effective meet-
ings so he could resolve the matter as quickly as possible. His team
had enough work to do, and he could not afford duplicate work
within his project, and he doubted IT could afford it either. 

So Rod started with separate meetings with IT, HR, and sales.
His agenda was straightforward:

• Goal: Understand the involvement of each group related to
the issue of responsibility for programming sales commissions

• Agenda items:
1. Understand who requested the work for each group.
2. Status of the effort.
3. Understand how much effort they 

• had already expended on the work.
• would require to complete the job as they understood it.

4. Their perspective on how to best resolve the issue.

He started and ended the meetings on time and had Jessie
Cooper, a business analyst on the project working sales issues, in the
meetings to record the discussion and capture the key points. He
wanted Jessie there in case he needed help in interpreting some of
the sales jargon that might come up during the meeting. Before the
meetings ended, Rod would ask Jessie to review the key points for
clarity and remind anyone who was taking away an action item
that he or she had committed to that action by the deadline for
completion.

As he suspected, the two teams had been given slightly differ-
ent instructions because they had come from two different people.
The variations were minor in Rod’s mind, but it meant that
whichever team ultimately became responsible for the program-
ming would have to go back and do some rework once the discrep-
ancies were addressed. Another result from the meetings was a sense
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that the IT group was actually farther along in the work than the
Project Renewal team was. While the IT group claimed it was ahead
of his team in the programming, Rod was painfully aware that the
IT group was notorious within MedTech for missing schedules and
milestones in its projects. 

Rod decided to work through the options with Paula
Dahlberg. Here is how he framed up the options:

1. Option 1: Project Renewal accepts the responsibility for the
programming. This would give Rod the most control over
both the schedule and the quality of the work. However, this
option would mean the issue would need to be escalated to
Lise Ramsay because the IT folks made it clear they would
not relinquish the work without a fight.

2. Option 2: Let the IT group accept responsibility for the pro-
gramming. Rod could accept this option if his technical lead,
Joshua Larsen, was given a quality assurance role by the IT
team. Rod wanted to ensure the work being done would fit
the requirements for Project Renewal. And Josh could also
give him advance notice if it appeared IT would not make its
milestones.

As he expected by framing
the options the way he did, Paula
recommended Option 2. He cal-
culated, correctly, that Paula
would not want to escalate the problem to Lise. Another reason Op-
tion 2 appealed to Rod was the impact of the rework on his sched-
ule. He was afraid the rework might cause some delays, and he was
not anxious to miss a milestone. However, if the IT group missed its
timeline, it could also impact the project, so Rod would have to enter
this as a risk on his risk register and monitor the situation carefully. 
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Paula agreed to meet with the IT group, and include Rod, to ne-
gotiate the settlement of the issue. She would push the concession by
Project Renewal with an insistence on Josh’s playing a quality assur-
ance role with that team. They would hammer out Josh’s role dur-
ing the meeting so there would be no misunderstandings later on. 

Paula knew that Dan Cohen, the Director of IT, would not be
excited by the prospect of having one of Rod’s people overseeing
the quality of the work within his team, so she met with Dan in ad-
vance. She framed the concessions by Rod and Project Renewal
(and her concession as the project champion) and essentially made
it difficult for Dan to veto the solution. Essentially, Dan was given
the message that if he did not accept the compromise, he would
face a fight that would go to the executive team. Paula realized
that Dan would not want that to happen just as Paula had not
wanted it.

Dan relayed the compromise to his project manager and di-
rected him to arrange several working sessions with Rod’s team to
facilitate the handover of the work and manage the reconciliation
of the requirements. 

By using effective communications on an individual level and
a group level (through the meetings he conducted), Rod was able
to navigate through a difficult subject and arrive at a solution that
everyone could support.

Key Points to Remember

• Review the common elements for communication and apply
them to issue communication.

• Identify the stakeholder(s) affected and target the response
and the communication.

• Involve your champion as soon as possible and practical, and
try to resolve the issue without involving the sponsor if at all
possible.

• Communication around problems will usually involve meet-
ings, so run them effectively and efficiently.
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• Carefully frame the options for solving the predicament so
you end up with a solution that you can deliver.

Another difficult situation for a project manager is when the
customers or users want to “change horses in the middle of the
race”—in other words, change the scope of your project. Just like
problems, there is a way to communicate in those situations and still
control things.
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Chapter 15

Communicating 
Scope Changes

One of the most difficult challenges for any project manager
comes when the scope of the project changes. A few years

back, I was asked by a client to help a young man get his project
back on track. In assessing the situation, this highly skilled profes-
sional had done many aspects of the job very well, but he had not
developed a defined process for handling and communicating scope
changes. As a result, when a request for a scope modification had
been received by his team, he had no way to work with the various
stakeholders on what to do or whether to do it at all. As a result,
the initiative stalled out, missed key milestones, and threatened the
career of this fine young man. I learned some lessons in dealing
with that situation, and dozens of others just like it, and those mes-
sages are in this chapter. First of all, I would encourage all of you
to have a definite process to follow for any similar requests because
the process is important as part of communicating to stakeholder
groups and managing their expectations.
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Basic Assumptions

As project manager, the basic assumption is that you have a scope
statement and have tasked your team to do certain work packages
based on the requirements and specifications. From whatever sources,
there is now a request to change the span or scale of the project.

Rod Thompson, the project
manager for Project Renewal, had
carefully drafted a process for han-
dling requests for scope changes
(Figure 15.1). He had been a part
of projects in the early part of his
career that had gotten completely
out of control, and he had a sense that scope control was a key fac-
tor. He had seen project managers, in an attempt to please all the
stakeholders, who had taken a request and simply built the ex-
panded work into the project. Several things had happened as a re-
sult, but usually the project either ran out of money before it fin-
ished or had blown through the schedule, or both. It had been a
hard lesson, but he had learned it!

The process Rod developed with the Working Committee was
simple but effective. A change request could come from a variety of
sources, but the first part was within the project team. They would

Scope statement—a common
understanding among all stake-
holders about the scope and the
goals of the project. 

Project Management Body of
Knowledge (PMBOK)1

1Project Management Body of Knowledge (Newtown Square, PA: Project
Management Institute, 2003), section 5.2.3.1, p. 110.

FIGURE 15.1 Process for scope changes.



develop a clear description of the nature of the change. Then the
project team would conduct an impact analysis of the request on the
schedule, cost, and quality for Project Renewal. They would also as-
sess how the change might impact the business case by conducting
a high-level cost/benefit analysis. Based on the alternatives avail-
able for the alteration, the project team would recommend a course
of action for the Working Committee with the pros and cons of
any and all options. Figure 15.2 illustrates balance of decision
parameters.

From there, the Working Committee would evaluate the rec-
ommendation along with the analysis the project team provided.
Once there was consensus on the recommendation related to the
scope change, the Working Committee would send that recommen-
dation to the executive team for a decision. At Rod’s urging, Lise
had reserved the decisions on scope changes for the executive team
since nearly any change involved more cost and a potential to alter
the schedule. 

After the executive team made a decision, it would pass it back
to the Working Committee. The Working Committee would be re-
sponsible for communicating the decision to the stakeholders within
the functional areas they represented.

Rod had to use the process described in Figure 15.1 when Dan
Cohen, Director of IT, approached him about a reworking of the
project. Dan learned, from the vendor MedTech has chosen for the

COMMUNICATING SCOPE CHANGES 179

FIGURE 15.2 Integrity of the change.



CRM system, that a new release was coming out in the near future
with many of the functions MedTech had originally wanted, but
could not get with the current version. Dan believed the Project Re-
newal team should immediately
begin to work with the vendor on
the new version and stop work on
the existing version. 

Rod only consented to use
the agreed-upon process and in-
vestigate Dan’s suggestion. How-
ever, Rod was equally clear that he would not commit to the new
version without an investigation on the impact to the project 
and, more importantly, without the explicit approval of the leader-
ship team. 

Requesting a Change

Rod asked Dan to submit a formal change request to begin the
process. Rod also suggested that Dan needed to involve both Luke
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Key Objectives for Change Control

1. To define what the project manager can and cannot do when
a change of scope request occurs.

2. To establish an agreed-upon process for submitting the change
and evaluating its impact on the current project baseline.

3. To show how to approve or disapprove—based on sound
business principles—the time, effort, and money required for
the change.

Joan Knutson and Ira Bitz2

2Joan Knutson and Ira Bitz, Project Management: How to Plan and Man-
age Successful Projects (New York: AMACOM, 1991), p. 97.

Our dilemma is that we hate
change and love it at the same
time; what we really want is for
things to remain the same but
get better. 

Sydney J. Harris, 
American journalist
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PROJECT CHANGE REQUEST

ASSIGNED CHANGE REQUEST NUMBER: 1

APPROVED REJECTED

Date: 1See Change Log for next available sequence number.
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Johnson, the liaison with the IT group, and Paul Ryan, the lead busi-
ness analyst, in the discussions so their input could be considered. 

The form that Dan would need to complete to start the process
for a change in scope is shown on page 181.

Communicating About a Change

Rod’s first communication task was to instruct the project team,
in conjunction with the IT team, to complete an analysis of the
variation in scope. He explained that he needed a thorough esti-
mate from them of any additional work involved. In addition, the
work needed to be broken into high-level work packages with any
dependencies so he can work those dependencies into a revised
schedule. Rod also asked the project team to review the baseline
project plan and give him an estimate of the work eliminated by
the change so he can factor that into his estimates. Ultimately, Rod
was looking to understand the impact on his schedule and his
budget if he goes ahead with the new CRM release. So the analy-
sis wouldn’t become too large a distraction for the team, Rod gave
them a week to complete everything. He would not devote any
more time than that.

Rod also asked Paul Ryan to review the business case for the
project and see how the change would impact the financial return
the executive team expects from Project Renewal. Even though Rod
would do his own analysis of the impact on ROI and the business
case, comparing his estimates and assumptions with Paul’s would
give him a reality check before he presented anything to the lead-
ership team. If there were major discrepancies, he would work with
Paul to sort them out before he provided anything to the group of
executives.

Once the analysis of the work packages for the change was
completed, Rod worked to refine and draft a new schedule. Then
he analyzed the adjustments in the amount of effort and who on the
team would be capable of handling that work so he could assess the
impact on his budget. Finally, he asked his quality assurance lead,
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Marc Newhouse, to review the amendments for any impacts on the
quality of the implementation.

When he had all the information, Rod summarized the trans-
formation to the scope. His work on a revised schedule was com-
plicated by a direction from executive management early on that the
project must not interfere with MedTech’s year-end closing. The
leadership team was afraid of data problems and was not willing to
accept that risk. Therefore, Rod’s team must finish by the end of the
third quarter or extend the schedule to the end of the first quarter
of next year. 

After completing his analysis, Rod had a meeting and reviewed
all the information and his analysis with the project team leads for
a sanity check. After asking for certain clarifications, they agreed
with his estimates.

Presenting the Options and Reaching 
a Decision

In completing his assessment, Rod was now ready to present the
Working Committee with the information. He would communicate
two options for their consideration:

1. Maintain the current plan with no changes since the status
quo is the default position for any changes in scope.

2. Rework the project plan, budget the additional money, and
implement the new version of the CRM.

For both of these options, Rod would present both the ben-
efits and the risks along with any additional issues the project
team had identified. Rod was careful to communicate to the Work-
ing Committee that they cannot make this decision, only the ex-
ecutive management can do that. However, he knew the leadership
group would be relying on the Working Committee to make a
recommendation.

The analysis suggested that Dan Cohen, the IT Director, was
correct in suggesting the additional functionality would be desirable
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for MedTech. However, there would be a schedule slip of six
months due to the constraint around year-end. It would also result
in additional costs representing an increase of roughly 20 percent
to the total cost of the project. So the business decision the Work-
ing Committee was faced with, in simple terms, was a balance be-
tween the benefits delivered by the newer version versus an increase
in the time and cost to complete the project.

Rod also asked the Working Committee to circulate the idea
among key people within the functional groups they represent to see
if any advantages or disadvantages had been overlooked or under-
estimated. He also wanted to make sure the business was provid-
ing input into the recommendation the Working Committee was
making to the management team (as outlined in Chapter 7: Analyz-
ing Changes to Business Process).

One week later, at the Working Committee meeting, the com-
mittee debated the merits of the change in scope. To keep the meet-
ing structured and focused, Rod first asked each committee mem-
ber to report on the discussions with constituents and the general
consensus as each member assessed it. Rod wanted to avoid a sit-
uation where two or three committee members get into a power
struggle, and personalities become entangled with the business de-
cision. By forcing them to articulate their constituents’ views, he
felt he could keep the debate at the right level. His strategy seemed
to work. After debating the situation, the Working Committee de-
cided to recommend that the request for the scope change be re-
jected. They felt that most of the additional functions would pro-
vide additional benefits overall but the need to keep the project on
track and within budget outweighed the advantages presented by
the newer version. 

Rod and Paula Dahlberg, his champion, had alerted Lise Ram-
say, the sponsor, that the Working Committee would be debating the
scope change request. Lise had asked them to get back with her
after the Working Committee had made its recommendation, which
they did.
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Rod had prepared a small set of slides to give Lise an overview
of the request, the process applied to the request, and the ultimate rec-
ommendation from the Working Committee. He had the minutes of
the Working Committee meeting and all the corresponding backup
materials when he and Paula met with Lise. He wanted to be able to
answer any questions she had about the basis for the decision. Sure
enough, Lise wanted to see the project team analysis and some of
the supporting materials the Working Committee had used to make
the decision. After reviewing the materials, Lise asked for certain
pieces to take with her for the next leadership team staff meeting.
She felt confident the leadership team would accept the recommen-
dation of the Working Committee. Before they concluded the meet-
ing, Rod requested that Lise send a formal communication after the
leadership team made its decision. He wanted to be able to use that
document in the communications to the Working Committee and to
the various stakeholders—particularly the IT group, whom he knew
would be disappointed in the decision. 

Communicating the Decision

When the leadership team confirmed acceptance of the Working
Committee recommendation, Rod and Anne Garcia, his communi-
cations specialist, drafted a message for the organization. However,
before anything went out, Rod made sure he communicated with
each member of the Working Committee first. He didn’t want any-
one to hear about the decision in a secondhand fashion. Also, he
met with Dan Cohen, the IT Director, who had first suggested the
scope change. He wanted to make sure Dan understood the process
that was used and could answer any questions Dan might have
about what happened and why. While Dan was disappointed, he
commented that the process seemed fair, and it was the first time he
felt like he had really been heard in these situations. And he appre-
ciated the process even though the answer was not the one he had
hoped for.
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Finally, Project Renewal was ready to communicate to the or-
ganization about this scope change request. They knew that sev-
eral groups were aware of the request, and the IT group was par-
ticularly keen on learning the decision. Rod and Anne decided to
send the message to the organization on the following Monday.
Anne drafted a message, and Paula edited it with the help of Anne
and Rod for distribution. 

Rod had asked Dan Cohen, while they were meeting, if he and
Paula could attend his staff meeting on that Monday morning to an-
nounce the decision and field any questions. Dan agreed and even
coached Rod on some of the questions they were likely to get and
some of the attitudes they might see during the course of the meet-
ing. That information allowed Paula and Rod to be prepared to
meet with the IT group face-to-face with very rich communications.

Paula and Rod had a similar session with the sales represen-
tatives because they were another stakeholder group who would
have appreciated some of the new functionality. They asked Gary
Stiles, the sales manager on the Working Committee, to join them.
Gary might be able to either clar-
ify questions or translate certain
elements of the decision in a way
the sales reps would accept and/or
support.

After they completed all these meetings with specific stake-
holders, Rod and Paula sent Anne’s communication as a broadcast
email message to the organization on behalf of Paula as the cham-
pion. The feedback the project team received contained very little
resentment and anger, which thrilled them!

Key Points to Remember

• Right from the beginning, have a clearly defined process for
scope change—it will make communications much easier.

• Make sure the business is recommending the acceptance or
rejection of a scope change, not the project team.
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• Your first communication is to your project team on how team
members must handle a particular change request.

• An important communication is to the business on the conse-
quences and impact of the change request on the schedule,
budget, and/or quality.

• Once the decision is made regarding the scope change, make
sure you communicate with both the person or people who
requested it and all those who might be impacted by either
the acceptance or rejection.

While all this is going on, the users out there are waiting pa-
tiently, or impatiently, for something to make their work lives eas-
ier. Communicating with them and getting them not only ready,
but excited, is a true art form. However, the good news is that you
can learn how to do that very successfully!
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Chapter 16

Communicating 
with Operations

Very often in projects, project managers lose sight of the fact that
the final product or deliverables will ultimately be transferred to

the everyday operations group within the company. In other words,
it moves from being a project to being the operating procedure or
tool or equipment that people will use every day to help them do
their jobs. While there are many tasks that must be completed be-
fore handing the project deliverables over to the operations group,
one of the most important is the communications that occur to get
the operations group ready to receive those deliverables. 

In this chapter, I want to cover why it is important to focus on
these communications, when the project manager should begin to
concentrate on this aspect of communication, and how to commu-
nicate depending on the nature of the project. It will also hearken
back to Chapter 10: Developing the Communications for the Project.

The first thing to remember in communicating with opera-
tions is risk. The greatest fear most operations managers have re-
lated to projects is that the project team, and the project manager,
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will create problems for their
Run the Business operations.
The concern with business in-
terruptions from a project re-
ally centers on the risk to their
operating performance mea-
sures. It is important to keep in
mind that operations managers
receive bonuses for hitting their operational targets—missing them
puts a portion of their bonus at risk. All projects create risks, and
operations managers know that. Many operations managers have
also had bad experiences in the past with projects that have hurt
them in a variety of ways, so they are not anxious to embrace any
project.

When Rod began to execute the communications plan (see
Chapter 10: Developing the Communications for the Project), Anne
Garcia, his communications expert, gave him some simple guide-
lines to follow when delivering good news or bad news.

Good News—Bad News

Good News 

Anne told Rod that when there is good news to communicate, it is
generally delivered early in the message, and usually with a tone of
congratulations. He should then explain the consequences of the
good news and then follow with any additional details that might
make sense for the group he is communicating with. For example,
if Project Renewal had conducted some user testing with the CRM
system, and the system passed, Rod would start the communication
congratulating both the project team members and the users who
had volunteered for the testing. They had performed a valuable
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service to MedTech, and their contribution was being recognized in
his communication. Rod’s communication would also detail the
consequences of the passed test as it relates to the readiness of the
system to get the other users excited about using the system. 

Bad News

Anne’s advice was that bad news is generally handled differently.
When you are sending bad news, she said, Rod will want to the re-
spect the feelings and previous contributions of those who are re-
ceiving the communication and acknowledge them first. Then the
writer attempts to frame (remember this from Chapter 12: Using
Communications to Handle Risks) the bad news, giving reasons
and facts. For example, Rod will have to deliver some bad news to
the sales representatives about setting up the CRM. When the sys-
tems were reviewed and the current one chosen, one of the features
the vendor promised for setting up the CRM system was the abil-
ity of sales representatives to upload their contact lists into the sys-
tem automatically. However, after several tests, the project team
was convinced that an automatic transfer cannot occur. They had
figured out a workaround using spreadsheets, but it would be much
more time consuming for the sales reps. And Rod knew they would
not be happy about this development. However, he would give them
all the details he had to explain why there was a change and the ad-
ditional work they would have as a result. He was not trying to
“sugar coat” the problem, but he
needed the sales reps to keep this sit-
uation in perspective. He was wor-
ried the sales reps would lose confi-
dence in the system, and his team
would lose support from this criti-
cal stakeholder group. Therefore, he
would also be sure to communicate
that all the other features promised by the vendor seemed to be
working fine. And he would reenforce all the benefits the sales reps
would receive when the system was operational. 
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Dangerous Assumptions

There are three dangerous assumptions that any project manager
will need to manage with operations as you communicate with them
about your deliverables. They are:

Assumption 1: Operations does not “own” the preparation
for an implementation, the project does.

Assumption 2: Operations will underestimate the complex-
ity and difficulty of getting prepared to accept the project 
deliverables.

Assumption 3: Operations won’t appreciate the time required
in creating work process alignment.

Let’s look at each of them and how our model project manager,
Rod Thompson, handled these during Project Renewal.

Assumption 1: Operations Does Not Own 
the Preparation for Implementation

Rod ran into this assumption during the course of a Working Com-
mittee meeting. Anne Garcia, the communications and change man-
agement lead, was outlining the work to prepare the different de-
partments so they would be ready for the CRM system. It became
painfully obvious that Gary Stiles did not believe the management
team was responsible for preparing the sales team for the imple-
mentation of the CRM—in his eyes, it was entirely the responsibil-
ity of the project team. Not only did he not see the point, but he felt
the management team within sales would not really know how to
prepare the sales force. 

Rod and Anne realized they had to develop a response to
Gary’s objections to operations owning the preparation. They de-
veloped a strategy centered on the development of what they called
“management commitment sessions.” This communications effort
would involve a series of meetings, starting with the CEO and the
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executive management team, then cascading its way down through
the management ranks to the first-line supervisors. The goal of the
sessions would be to help each level of managers develop buy-in
with the managers they supervised by communicating a set of spe-
cific actions they could use to prepare the managers for the imple-
mentation of the CRM at the end of Project Renewal. 

Once Rod and Anne completed an agenda and the content of
the meetings, they went to Paula Dahlberg, the champion, to get her
support. They knew this would be a challenge, since they estimated
they would need about two hours to cover the content and get the
buy-in they were looking for. Asking managers, from the top down,
to set aside two hours would raise objections, and they knew it.
The purpose of the meeting was to explain the need for the man-
agement commitment sessions, review the proposed agenda, and
prepare to take the idea to Lise Ramsay for her endorsement and
assistance.

After a review of the workshop and its purpose, Paula agreed
to take the idea to Lise. However, Paula wanted the workshop to
include a demonstration of the CRM. The discussion about prepa-
ration would “wrap around” the demo and be more successful. Be-
cause of the potential politics involved in getting Lise involved with
another department (sales), Paula asked Rod and Anne to let her
handle the discussion alone with Lise. She felt the two of them could
be much more candid without the two members of the project team
present. Paula did ask Rod and Anne to produce several additional
items to help her in describing the problem with Lise, which Rod
promised to deliver before the meeting. 

Several weeks later, Paula requested a meeting with Rod and
told him that Lise had had a meeting with Nick Winters, the Vice
President for Sales, and Nick had supported the project’s conduct-
ing the management commitment sessions. The compromise Lise
had to make was reducing the time to 60 minutes. Rod thanked
Paula for her help, and he sent Lise an email expressing his appre-
ciation to her as well. He knew it would be difficult for Anne to re-
duce the time to 60 minutes, but they had few other options. They
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decided to send out certain information in advance as background
materials, hoping that would reduce the amount of time required
in the meetings themselves. 

During the lessons learned at the end of the project, it was de-
termined that the management commitment sessions had been per-
ceived very positively by the management team—particularly the
sales management team!

Assumption 2: Operations Will Underestimate 
the Complexity and Difficulty of Getting Prepared 
to Accept the Project Deliverables

A different problem arose within the vendor management and con-
tracts group. Chuck Swindle, who ran vendor management and
contracts, was taken aback by the effort required to get his group
ready to accept the project deliverables from Project Renewal. When
he heard about the amount of time and work Anne Garcia was pro-
posing, his response was “This is a ridiculous amount of time to
spend on this. Give the CRM to my people—they are smart, and
they will figure it out!”

Rod and Anne devel-
oped a slightly different plan
for Chuck’s group, although
they also used the manage-
ment commitment sessions
as a basis for getting buy-in
and support. However, the
analysis of the business process changes done earlier (see Chap-
ter 7: Analyzing Changes to Business Process) determined there
would be a significant impact on the vendor management and con-
tracts people for a few key business processes. Some of the changes
to business processes could be built into the communications plan,
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and Anne added them to the plan and the schedule. However, oth-
ers were too complex or significant, and simply communicating
those changes would not prepare the vendor management and con-
tracts people for what they were getting into. For those significant
changes, Anne and Rod agreed the work in this area would need to
be added to the training plan and they completed a Process Docu-
mentation Worksheet Figure 16.1). However, they felt the best peo-
ple to communicate those changes and deliver the training to
Chuck’s team came from within his group. 

With that in mind, Anne worked with Steve Benson, the train-
ing specialist, and Chuck to develop a team-teaching program for
the vendor management and contracts team. Steve would work
with Chuck to pull together the content of the training, and Steve
would make sure it was sound from a training perspective. Then
Steve and Chuck would work together to assign pairs of people to
deliver the training to this group—one training specialist who had
the “stand-up” training skills, and another who was considered
one of the best in the department to answer those difficult and
tricky “what-if” questions that always come up during the train-
ing. The training specialist would be responsible for the delivery of
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the standard content, and the vendor management and contracts
person would be responsible to answer any technical questions that
arose during the training. By being part of the content develop-
ment, it became much more obvious to Chuck that even with smart
people, Project Renewal would require a lot more preparation than
simply rolling out the software. 

Having the department’s “stars” as part of the delivery of train-
ing also worked wonders in developing buy-in from the vendor man-
agement and contracts people. The training was relevant and specific
to their needs, which was critical to its success (more about this in
Chapter 17: Preparing Operations to Accept Deliverables).

Assumption 3: Operations Won’t Appreciate 
the Time (and Therefore Money) Required 
in Creating Work Process Alignment

When Rod first arrived at MedTech a few years ago, one of the
things that struck him was the lack of documentation around how
work processes were actually peformed at the company. Both to
orient himself to the new job of managing projects and to learn
more about MedTech as a company, he had asked for documents
on standard operating procedures and/or process maps. All he got
were policy guidelines, and that was after someone spent the bet-
ter part of a week trying to locate them! Since that time, Rod has
been committed to providing documentation for his projects so he
could do his part in filling that void. 

He faced a similar challenge with Project Renewal, but it was
much larger because of the sheer size of the project. As one aspect of
addressing that challenge, he had included the services of a technical
writer into his project budget estimate. For most manufacturing fa-
cilities, developing Standard Operating Procedures (SOP) was a com-
mon practice. However, he knew the person he hired could only go
so far in developing an SOP. He or she would need the time and ex-
pertise from within the business to complete the documentation. 

Therefore, Rod decided he needed to convince the Working
Committee to offer help from the business to work with the tech-
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nical writer on documentation. To be persuasive, he knew from
his earlier work with Anne Garcia that he would need to come
from a perspective of expertise (see Chapter 10: Developing the
Communications for the Project). He decided to ask Walter Fisher
for help. Walter is the general manager for manufacturing and
oversees the one part of MedTech where process documentation
was routinely done and updated. Walter was highly regarded by
most people within MedTech (although he could be a little too
blunt for some people’s taste) and his perspective on why docu-
mentation was important and why the business needs to embrace
this effort was relevant. Such support would give the effort far
more weight than if Rod tried to persuade the Working Commit-
tee members. 

Rod asked Anne to work with Walter to prepare for his pres-
entation to the Working Committee on the need for documenta-
tion so Rod could ask for their support. Anne gathered Rod’s
thoughts in a separate session so she could include them in the work
she did with Walter. 

Rod also worked with Paul Ryan, his technical lead, and Luke
Johnson, the IT liaison resource, to set up a model office with the
CRM application available for people to play with and try out the
system. As part of the model office approach, people could log into
the project website and provide the project team with feedback and
suggestions. While not too many took advantage of the opportunity,
the project team did get interesting comments and feedback from
those who did. 

Symptoms of Misalignment with Operations

The business may exhibit specific symptoms and warning signs that
indicate that it is not aligned correctly to receive the deliverables
from the project team. Associated communication strategies can
help correct the misalignment.

Probably the most common source of misalignment is when
the business is not clear on the link between the project and the
broader company strategy. Rod became aware of this through one
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of the feedback loops he established to understand the readiness of
the business to receive Project Renewal. 

In one of his monthly lunch meetings with key stakeholders
(this one happened to be with an accounting manager), he learned
the accounting group did not seem to understand the connection be-
tween Project Renewal and the broader strategy of MedTech to ad-
dress the business challenges the company faced. As a result of that
meeting, he requested a meeting with Paula Dahlberg and Anne
Garcia to develop an in-depth communication strategy to address
this problem within the accounting department. Paula was not sure
there was a need to be concerned at first, but Rod and Anne dis-
cussed consequences of what would happen if accounting did not
understand, and therefore support, the efforts of Project Renewal.
Rod’s biggest concern would be an effort by accounting to change
the requirements of the CRM as they worked to move MedTech to
the new accounting standards in accordance with the International
Financial Reporting Standards (IFRS). Rod was convinced they had
considered those requirements, but push-back from accounting
could create schedule delays if not handled in a proactive way. At
the end of the session, they had a game plan for additional commu-
nications for the accounting group. Paula would lead the effort and
inform Lise Ramsay of the concern in case they needed to involve
her later on. 

Build a Storyboard to Explain the Project

The word storyboard was coined by filmmakers in the early days
of the film industry and commonly referred to a large board hold-
ing sketches that depicted step-by-step plot progressions. As with
the Hollywood counterpart, a project storyboard can provide a se-
ries of images that represent key deliverables and significant facts.
Figure 16.2 is an example of the storyboard that Rod and Anne
developed for explaining how Project Renewal was going to change
the way MedTech operated (the Common Operating Model) to a
new way of working.
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In spite of the assumptions that operations might have about
who is responsible for getting them ready, good communications
will allow a project manager to develop buy-in and involvement.
Use a variety of techniques to inform them and prepare them for the
deliverables your project is providing!

Key Points to Remember

• Never make assumptions about what people know and don’t
know.

• The bigger the group, the more attention must be given to
communication.

• When left in the dark, people tend to dream up wild rumors.
• Operations managers are very averse to risk, so your commu-

nications will need to reflect that sensitivity.
• Deliver good news and bad news differently.
• Operations will make assumptions about how easy, or hard,

it is to prepare for your project deliverables, and your commu-
nications must manage those assumptions.

• Use a storyboard to explain a long-term project or program.
• Monitor potential misalignment within operations and man-

age stakeholder expectations with effective communications.

One of the greatest challenges in project management is over-
coming the resistance to change that a project will deliver. Com-
munications are a key tool, and you will see the benefits in the next
chapter.
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Chapter 17

Preparing Operations 
to Accept the Deliverables

In defining a project, the Project Management Institute reminds us
that all projects have a distinct beginning and end. Starting from

that description, we are reminded that much of the work completed
during a project becomes incorporated into the day-to-day func-
tions of the business. Therefore, as project managers, we must care-
fully plan and prepare for the day when the project ends and oper-
ations take over. That will be the focus of this chapter.

First of all, let’s review three key requirements for preparing
operations that we learned from earlier chapters. They are

1. Communicating how operations will look after the project is
completed using a well-developed Case for Change (see Chap-
ter 6: Writing the Case for Change).

2. Analyzing and communicating the changes in work process
that will occur (see Chapter 7: Analyzing Changes to Business
Process).

3. Understanding the principles of the adoption of project de-
liverables best illustrated by Napoleon’s thirds (the idea that
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approximately one-third of the people will quickly accept the
project, one-third will immediately reject the project, and the
remaining one-third will take a “prove-it-to-me” attitude)
(from Chapter 9: Developing an Operations Integration Plan).

In addition to these absolute requirements, there are two more:

1. Providing operations with any training that will be needed to
be successful.

2. Communicating how personnel will be evaluated on perfor-
mance after implementation.

In actual fact, you could almost think of them as two separate
projects that run on parallel tracks until the end (Figure 17.1).

Providing the Training Operations Needs 
to Be Ready

Very often project managers take a superficial look at training and
ask the question, “What will people need to know to make the proj-
ect work?” I would suggest that executing the training plan should

202 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS

FIGURE 17.1 Dual perspective on operations readiness.



focus on this question instead, “What will people need to be able
to do to make the project successful?” Focusing on doing rather
than knowing is a critical difference. It changes the paradigm from
a learning solution to a job-related solution. Basically, people do
work, hence the focus on doing rather than knowing (see Chap-
ter 7: Analyzing Changes to Business Process). Follow the plan for
functional training and competency training during the project 
execution.

Rod Thompson used another successful tactic for delivering
the training. He worked with Steve Benson and his champion, Paula
Dahlberg, to identify people within the key stakeholders to act as
co-trainers with Steve. Where possible, they wanted to use people
who had the platform skills to actually conduct the instruction with
Steve’s support. For these employees, Steve conducted a series of
workshops to train the trainers and give them additional skills to
deliver the workshop—they already had the technical job skills.
These train-the-trainer sessions also gave this group of subject mat-
ter experts the experience with CRM to answer most of the ques-
tions that might come up during the lessons. All of the people iden-
tified were vetted with the appropriate Working Committee
members so they would support these experts too. 

Where the group could not identify a person with the poten-
tial platform skills within a particular group, it devised another
approach. Steve would assume the lead instructor role for deliv-
ering the training. To support Steve, the group identified a sub-
ject matter expert within the key stakeholder group who would
attend the class to answer those “tricky” technical questions that
might be beyond Steve’s ability to answer. Steve conducted a sep-
arate workshop for this group of SMEs to explain how the train-
ing would be conducted, review the content of the materials, and
hand out the script for how they would support him during the
training.

In line with the use of modules as outlined in Chapter 7: 
Analyzing Changes to Business Process, the Working Committee
worked with Steve Benson and Paula Dahlberg to identify which
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modules each of the job title groups within their area of responsi-
bility should complete to prepare for the CRM at the end of the
project. They developed a matrix that allowed supervisors to
quickly identify which modules would be required for each of their
people. The matrix also convinced various operations groups that
the training would not be a waste of time and would be targeted di-
rectly to their work.

The final step was to address the issue of certification with
the Working Committee. Rod’s experience in the past was that day-
to-day activities always seemed to get in the way of the courses.
People would use excuses to either miss the training or try to avoid
it altogether. He was determined to make sure everyone was ready. 

Rod wanted to make the training mandatory and make sure
no one would be allowed to log on to the CRM system without
being properly prepared. He discussed the idea with Lise Ramsay
and Paula Dahlberg in advance to make sure he had their sup-
port. He wanted to not only have training that counted atten-
dance, but that ensured that people could properly use the sys-
tem. He wanted Steve Benson to develop a simple but effective
test for this purpose. The question arose “What if someone fails,
what then?” To address that concern, Steve Benson developed a
process of allowing individuals to take the test a second time in
case there was a simple mistake that caused the problem. However,
if someone failed again, Steve would arrange one-on-one coach-
ing by the subject matter expert for that individual. After the
coaching, the person could take the test again. If he or she failed
again, the issue would be turned over the manager of that area for
resolution.

With that process in place, the Working Committee approved
the certification and actually became enthusiastic about the idea.
After all, mandatory requirements had become somewhat standard
in other situations within MedTech, particularly related to intellec-
tual property and security issues. People would also know how to
find the help needed when they either forget or the CRM project de-
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liverables do not behave as they expected after the training was
completed.

Anne Garcia then developed
a comprehensive communication
for the organization regarding the
training plan. It explained how the
workshops would incorporate in-
formation from the process changes
as well as technical portions in the
use of a software application. She worked with Steve Benson to de-
velop a detailed schedule as well as the modules that each key stake-
holder group would be expected to attend. Before the communica-
tion was released to the broader organization, the Working
Committee reviewed and approved it. This served as a way to make
sure nothing was overlooked and as a way to keep the Working
Committee informed in case its help was needed later to get reluc-
tant people to the seminars. 

Rod also decided to use another idea to prepare operations
and keep people connected to the project deliverables. The idea was
to identify people at various locations within each stakeholder
group to support the project. These people would be recruited by
the Working Committee members and identified as a Single Point
of Accountability (nicknamed by a wag in the Working Committee
as “Spocks” after the Star Trek
character because of the abbrevia-
tion SPOC). 

These people would serve as
the vehicle for preparation with
various stakeholder groups. The
SPOCs would be people within
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various parts of the business who would use a checklist Rod and his
team developed to monitor if everyone in each location was ready.
The checklist included such items as:

• Has everyone attended training?
• Are all of them certified?
• Does this location have the backup materials developed for

answering go-live questions?

If there were any missing entries, the SPOC would contact his
or her Working Committee member and alert him or her to the sit-
uation (for example, not everyone was trained or certified). Finally,
Rod had to work with Luke Johnson, his liaison with IT, and Dan
Cohen, the Director of Information Technology, to ensure the
proper support was in place for the project deliverables after the
CRM moved into general operations. In Rod’s experience, too many
projects could not properly close out because the ongoing support
was not prepared to accept its responsibility at the conclusion of the
project. It led to scope creep and eroded both the project budget and
schedule if not handled correctly. And inevitably the project repu-
tation suffered, even though it was not the project’s responsibility
to provide operations support. 

Performance Evaluation and Project Deliverables

One of the biggest obstacles Rod faced in preparing operations for
the deliverables from Project Renewal centered on getting manage-
ment to agree to hold users of the CRM system accountable. Rod
believed in the basic principle of accountability—if you want peo-
ple to use the system properly, their managers must expect that
from them. However, Rod realized that getting management to
agree to the accountability was easier said than done. 

His first step was to work with Paula Dahlberg as champion
on a strategy for gaining approval from the executive team. Both of
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them realized they would need Lise Ramsay’s help, but they would
need to come to her with a plan.

The first element in the plan centered on the training certifi-
cation. If they could get the agreement of the senior management
to demand a passing score on the simple user test after training, it
would be a small step to a broader accountability. Since the Work-
ing Committee had recommended the certification and the process
for remediation if required, Rod and Paula felt confident they could
get senior management to the next level. 

They also realized they were treading into the responsibility of
Human Resources. They would need to engage George Maxwell,
the Vice President for Human Resources at MedTech. Without
George’s buy-in, the executive team would never approve any
changes to the performance appraisal system used at MedTech. Rod
and Paula were certain that Lise’s first question would be George’s
position on the issue. As a result, Paula requested a meeting with
George to discuss Project Renewal and the implications to HR.

As expected, George agreed to the meeting but was initially un-
clear why he would be involved in a discussion related to project de-
liverables from the CRM system. Rod and Paula anticipated this
question, so they prepared a small presentation (based on the prin-
ciples of identifying the purpose, preparing according to a strategy
most likely to be successful with George, and anticipating his ob-
jections as outlined in Chapter 13: Presenting to Stakeholders Dur-
ing the Project Execution) to provide George the background on
the issue and the support they
were hoping for. They came out
of the meeting with an action to
work with one of George’s direc-
tors, Annette Springer, on the de-
tails of what implementation
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would require. They all agreed to come back in three weeks to dis-
cuss the results of the work and the feasibility of changing the per-
formance evaluation system.

Rod and Paula knew they would have to tread carefully with
Annette because Annette was the person primarily responsible for
the current performance evaluation system. She would not take
kindly to any hints the current system was not working (a sensitiv-
ity as discussed in Chapter 5: Common Elements for All Commu-
nications). Their approach was to frame the changes as a refine-
ment of the current system, which they viewed as working well for
MedTech. The approach worked, and Annette helped them work
through the details of implementation. Rod also briefed the Work-
ing Committee on the work being done with HR so members would
feel informed—and he invited them to provide any input to the re-
vised process as it was designed.

When the follow-up meeting with George Maxwell occurred,
Annette was there supporting the new performance evaluation ap-
proach related to Project Renewal. As they expected, after asking
some questions and challenging several points, George agreed to
support the changes and would do so with the senior management
team.

Rod and Paula were now ready to go to Lise Ramsay. Again,
using the principles outlined in Chapter 13: Presenting to Stake-
holders During the Project Execution, Rod and Paula prepared a
brief presentation for Lise, giving her the background on the issue,
the agreement achieved with HR, and the action they required from
her—namely, bringing the issue before the executive team for its
agreement to support an expanded performance evaluation based
on the project deliverables from Project Renewal. After requesting
a few additional items as backup and scheduling a meeting with
George Maxwell to discuss the recommendation, Lise was ready
to put the item on the agenda of the leadership team meeting. Paula
also recommended to Lise that she socialize the idea with some of
the key leaders such as Nick Winters, VP of Sales, in advance of the
meeting.
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To no one’s surprise, Nick had already become aware of the
recommendation by Gary Stiles, the sales manager on the Working
Committee. Therefore, he was not surprised when Lise requested a
discussion. More important, he was quite willing to support the
idea with several minor changes based on input from his sales 
managers.

When the issue finally made it to the agenda of a leadership
team meeting, the outcome was a foregone conclusion. There were
some questions, but overall, the executive team lined up in support
of the new performance evaluation scheme. 

The final step in the process was to determine how to best
communicate the decision to the company personnel. Rod and
Paula worked to Anne Garcia, the communications specialist, on a
variety of options. They considered 

1. Sending an announcement.
2. Including it in the training.
3. Making it an element of the management commitment ses-

sions (see Chapter 16: Communicating with Operations).

After considering the pros and cons of each, they decided it really
would make the most sense to pull it into the management commit-
ment sessions. After all, these were the communications meetings
where people at all levels were discussing Project Renewal with
their immediate supervisors. All agreed it was the appropriate venue
for this type of decision. 

Anne was then given the action to go back and rework the
agenda for the management commitment sessions to include the
decision and details related to the change in performance evaluation
for MedTech employees using the CRM system.
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Readiness Assessment Checklist (Figure 17.2)
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Communicating with Managers

Managers have different orientations (the way they look at the
world), creating different needs for communicating with them.
There are positive and negative aspects to each orientation and that
orientation, which can often be situational. However, here are some
tips on what each style of manager needs from you as the project
manager.

People-Oriented Managers

Positive characteristics include their genuine concern for others;
they are usually nonjudgmental. For the people they work for, they
generally provide clear verbal and nonverbal feedback and will no-
tice others’ moods quickly. They are also interested in building re-
lationships, including with people on the project.

However, there can be a negative side to these same managers.
For example, they may get overly involved with others’ feelings and
internalize their emotional states. That can be a problem if your
project creates stress or anxiety within their people. Also, they are
prone to avoiding seeing the faults in others. They may become
overly expressive when giving feedback and may not be discrimi-
nating enough in building relationships. 

Given these characteristics, what do they need from you? First
of all, give them facts and use logic when you communicate with
them. When you speak to them personally, you must be direct and
concentrate on the tasks or commitments you need from them. You
must respect their sincerity and, above all, demonstrate individual
follow-through when you make promises to them.

Action-Oriented Managers

Another distinct group are those who are action-oriented. Their
positive characteristics include the ability to get to the point quickly
and give clear feedback. They will be very good at concentrating on
understanding the task at hand and can help people who might be
seconded to your project focus on what is important. They will en-
courage others to be organized and will identify inconsistencies in
communications you have with them, so beware!
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On the negative side, this group of managers will tend to be
impatient. They may have a tendency to jump ahead and finish the
thoughts of others. They can get distracted by unorganized speak-
ers or disorganized communications. In situations such as the man-
agement commitment session, they may be prone to ask blunt ques-
tions and may appear overly critical. Also, they may minimize
relationships and the personal concerns of their staff. 

Given these characteristics, what do they need from you? They
will need you to be flexible in your work procedures and be clear
about the priorities for them and their team. You will also need to
appear very organized, or they will dismiss you out-of-hand and
create a poor environment for your project deliverables.

Content-Oriented Managers

This group of managers will value technical information. They will
constantly test your communications for clarity and understand-
ing. They have a tendency to encourage others to provide support
for their ideas, so they will expect the same from you. Overall, they
will welcome complex and challenging information and can analyze
all sides of the issue.

On the negative side, this group of managers may be overly 
detail-oriented and, in fact, get bogged down in detail and miss the
big picture. Be aware that these people may intimidate others by
asking pointed questions, so be prepared when you communicate
with them. Also, they may very well minimize the value of non-
technical information and/or discount information from non-
experts, so keep that in mind when you communicate with them.
Finally, this group can take a long time to make decisions because
they do have a tendency to go to the details and feel the need to an-
alyze everything from all the angles. 

Given these characteristics, what do they need from you? You
will need to let them know if any actions on their part are time sen-
sitive or if they need to make quick decisions. If you can, try to com-
promise with their opposition on some of the details of the project.
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Be sensitive in communications with them by using recognized experts
(these can be respected internal people) to deliver messages to them. 

Time-Oriented Managers

This group of managers is very conscious about managing their
time and others. You may need to set time guidelines for meetings
and conversations by letting them know in advance about any time
requirements they may have. When people are speaking to this
group of people, they will discourage “wordy” speakers and will
often give cues to others when time is being wasted. 

The negative side for this group is the tendency to be impatient
with time. They are prone to interrupt when others are speaking or
not really “read” written communications sent to them. They can
also let time affect their ability to concentrate on tasks and rush
others working with them by frequently looking at watches or
clocks. This can create an artificial limit on the creativity of others
by imposing time pressures. 

Given these characteristics, what do they need from you? To
communicate with this group you will need to analyze the risks be-
cause of their “rush” to complete work. I would advise you to use
caution in dealing with this group and be deliberate before decid-
ing how to communicate with them. And be sure to research your
facts before you communicate with this group!

Metaphors

In communicating to managers, you should also pay attention to the
metaphors different managers use. You will notice that most peo-
ple will draw verbal pictures of the world around them and their
place in that view of the world. These vivid figures of speech are
drawn most commonly from the sports world, literature, television,
religion, or other areas of common interest. These images will give
you clues as to what these people value and fear, as well as their
“rules” of behavior. These metaphors will also reveal an optimistic,
pessimistic, or confused outlook on the situation. With that in mind,
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as you communicate with managers, be aware of the metaphors
used by this group, whether individually or collectively. 

Preparing operations for the project deliverables is both diffi-
cult and time consuming (Figure 17.3). However, the effort and
time invested in preparing operations properly will be critical to
how the project is ultimately judged. 

Key Points to Remember

Training will need to include how people will actually complete
their work once the project is turned over to operations.

• Get the business to make a decision on whether certification
is appropriate for preparation within operations.

• Provide a complete communication package on the training
using SPOCs to deliver the communication.

• Include how people will be evaluated on the job after the proj-
ect deliverables are moved into operations.

• Remember the importance of middle management and recog-
nize the best way to communicate with them effectively.

Now we’ll look at how to overcome the resistance to change as
part of planning for any project.
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Chapter 18

Overcoming Resistance 
to Change

This chapter will look at the
usual causes for resistance to

change and how to deal with
those issues effectively. Also, I will
detail the types of people who
may be encountered during the
execution of a project and how to
respond to their behaviors, either
personally or through the leader-
ship of the organization. 

This chapter will also help
the project manager to distinguish between those people who are
relatively harmless (e.g., a group I will identify as the “fence sitters”)
and those who are really dangerous to the success of the project

215

The individuals who will succeed
and flourish will also be masters
of change: adept at reorienting
their own and others’ activities
in untried directions to bring
about higher levels of achieve-
ment. They will be able to ac-
quire and use power to produce
innovation.

Rosabeth Moss Kanter, 
author and Harvard 

Business School professor1

1Glenn Van Ekeren, Speaker’s Sourcebook II (Upper Saddle River, NJ:
Prentice Hall, 1994), p. 58.



(e.g., a group I will call the “sabo-
teurs”). I will show how the com-
munication plan combined with a
leadership plan and a comprehen-
sive training plan all contribute ele-
ments to helping the project manager overcome resistance to
change. I will also refer back to preparing the management team in-
troduced in Chapter 2: Preparing the Leadership.

Here’s what we will cover in this chapter along with strate-
gies to address them:

• Reasons for resistance
• Types of resistors
• Overcoming resistance

Reasons for Resistance

Fear

People who operate out of fear of projects and the products and
services they deliver are usually seeing only the worst case scenario.
During the course of Project Renewal, the Working Committee re-
ported that they were hearing statements like “They aren’t going to
need all of us after the change, and we’re the ones who will be out
of a job.” “I used to be considered an expert in this area. Now I
won’t understand the new environment any better than anyone else.”

Rod understood this perception often arose from a deeply held
belief that people feared they wouldn’t be personally competitive
after a project was delivered. He answered those concerns with a
strong message delivered by the Working Committee members to
reassure the business people that the project team would make sure
they were well prepared for the CRM system. As well, the message
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included a detailed description about the training being offered that
provided specific guidance for using CRM in their job roles within
MedTech. He made sure there were job aids developed—whether it
was a help desk phone line dedicated to CRM questions or actual
“cheat sheets” distributed right to people’s desks with common in-
structions and information—that MedTech’s people could use when
they had questions. Another concern surfaced by the Working Com-
mittee—a belief that mistakes would be punished when the new sys-
tem was rolled out. It came out like this: “MedTech spent a lot of
money on this change. The first person to mess up is the first one out
the door.” To address this fear, Rod worked with Paula Dahlberg and
Anne Garcia to build the correct message and incorporate those key
points into the management commitment sessions (see Chapter 16:
Communicating with Operations). Rod wanted to overcome this
particular fear by having everyone hear, directly from his or her boss,
that there would be no retaliation for mistakes. 

Feelings of Powerlessness

At times when projects create significant changes within the com-
pany, such as what Project Renewal was doing for MedTech, there
can be a feeling that people’s ideas are not valued. The Working
Committee reported hearing statements like: “The last time we went
through a project like this, I told them how to make it work, and
they didn’t listen.” Or “Management cares only about themselves;
the rest of us are in here as laboratory rats. We’re not being in-
cluded in any of this.”

To counter this fear, Rod spent part of a Working Committee
session explaining to the members that a key function of their role
was to address just this type of fear. He explained it was one of the
fundamental reasons he wanted to make sure they were seeking
input from their groups before making various decisions. He also
wanted them to actively advertise the fact that they were soliciting
input from key people (not necessarily everyone) so that this type
of perception did not occur again. The Working Committee began
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to see the wisdom of the way Rod was asking them to handle the
business decisions affecting their people.

Absence of Self-Interest

Often, overcoming resistance can result in people not perceiving
the benefits of the project. This can be particularly true when the
benefits are much more long term in nature or primarily benefit
others. Rod knew this was a common problem, and he knew how
he wanted to address it through communications. 

He worked with Anne Garcia to take the Case for Change (see
Chapter 6: Writing the Case for Change) and modify it to make it
more meaningful for each level of management within MedTech.
His goal was to complete the adaptations prior to each manage-
ment commitment session (see Chapter 16: Communicating with
Operations) so it would be targeted for the group attending that
workshop. Within each seminar, the managers would review the
document in a way that people could really see how the changes
would impact them. He made sure to direct Anne not to change
the overall direction of the text, but supply a little more granular-
ity as the management commitment sessions progressed through
MedTech. It was a way to address not only the standard questions
within the Case for Change, but also specifically these questions:

• “What’s in it for me?”
• “What are the benefits in the future?”
• “Is this fair or just one more change inflicted on the workers

who are doing all the work?”

Types of Resistors

Various types of resistors will pose challenges to the project man-
ager and the project team. They tend to fall along a continuum
from those who are not too dangerous to those who are very 
dangerous.
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Our model project manager, Rod Thompson, worked with
Anne Garcia, his change management and communications spe-
cialist, to identify various key stakeholders and put them into the
various camps. They also knew about the continuum, so they de-
cided to rank them accordingly from harmless to those who would
destroy the project if they could. 

1. The first group they identified was those people who just try
to ignore the project and hope it goes away. They typically will qui-
etly oppose the outcome of the project, but not in any overt way.
The way Rod and Anne spotted them was based on observations
that their actions usually don’t match their words when they are
asked to do something related to the project. For example, one of
the key players in marketing would say, in public, that the CRM
was important and everyone needed to support it. However, each
time she was invited to attend a meeting related to the system, she
would accept the meeting invitation, but not show up at the sched-
uled time. Rod did not consider this group too dangerous, but he
recognized that anyone who was insincere about opposition to the
project was a potential problem. Where they were key stakehold-
ers, Rod made sure they received regular visits from the appropri-
ate member of the Working Committee or Paula Dahlberg, the
champion. He wanted to make sure they had regular, personal com-
munications so he could confirm they would not turn into resistors
that could be more troublesome.

2. Another group on the continuum Rod and Anne identified
were those people who won’t make up their mind. Rod knew these
people were usually very cautious and wanted to be on winning
side. They were very political in their orientation. They were usu-
ally not too dangerous, but he made sure the members of his proj-
ect team were aware of these people because they were always look-
ing for the project team to make a mistake, which might give them
an excuse to pull back on their support. He knew that he would
have to be cautious with this group and make sure he never be-
came overly confident in any of his communications with them.
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The exception within this category were those middle-level man-
agers who could have become blockers for the project. Just like the
earlier group, he assigned a member of the Working Committee to
each of those managers to provide them with frequent, personal
communications to win them over.

3. The next group Rod and Anne identified they labeled Dis-
senters. This group was quite open in their opposition to either the
direction of the project or some of the business decisions made by
the Working Committee. Rod knew they were strong in their beliefs
and in their reasons for opposing certain aspects of Project Re-
newal. This group would be much harder to control, let alone win
over. However, Rod was also careful to recognize these people were
knowledgeable, and they might actually identify either a risk or a
shortcoming within the details of the project that the project team
or Working Committee had missed. Therefore, he was careful to
make sure these people were not ignored, but that their comments
were carefully evaluated and not just dismissed out of hand. The
communications with this small group of people might need to con-
tain a message that contained both a “carrot and stick.” To that
end, the Vice President of Sales sent out a note that was a classic ex-
ample of how to achieve that effect. It read:

The MedTech leadership team is behind this new CRM system 100%.
We want to emphasize to everyone our personal support and the im-
portance we give to the project. Going forward, you will be meeting
with your direct supervisor to get prepared for supporting and using
the new system.

Also Rod assigned some of these people to Paula Dahlberg,
his project champion. While that would not change their basic dis-
sent, he knew that Paula had the respect of a broad audience within
the company. She also had the political connections with the sen-
ior management to make things uncomfortable if these individual
managers started to impede the progress of the project. And these
dissenters knew that too! While Paula was not excited with the as-
signment to communicate one-on-one with these people, she did
understand why she needed to be the point person and agreed. 
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4. The last group Rod and Anne identified were the most dan-
gerous. This group was identified as Saboteurs. Rod recognized this
group was usually silent to senior management and would not be
recognized as such. His experience with these people was they could
be especially aggressive and would stab you in the back if they got
half a chance. He realized this small number of people, they iden-
tified two, must be controlled at all costs. If they were left
unchecked, they would spread dissension and discord through ru-
mors and misinformation. He reviewed his assessment with Paula,
his champion, to see if they agreed. When Paula concurred with
the evaluation Rod and Anne had made, they developed a plan to
rein in these individuals. 

The plan would be to alert Lise
Ramsay of the concern with the idea
of an intervention later if required.
Paula also identified the immediate
supervisors for these two individu-
als, and she agreed to provide those
people with personalized one-on-
one communications. The strategy
was to keep the record straight with those supervisors as well as
keep tabs on the types of gossip the Saboteurs might be formulat-
ing to damage the success of the project. 

Overcoming Resistance

• Ensure all senior managers are on board. Use your champion
and sponsor to make sure the senior team is on board with
your project in word and deed.

• Communicate very clearly and make sure all communications
are directed a specific people—don’t fall into the trap of broad-
cast emails. Make sure you describe the nature of expected

OVERCOMING RESISTANCE TO CHANGE 221

When people help design new
processes, they will be much
more likely to use them. The
more people contribute to an-
swering the “how” questions,
the more they will buy into
making the “how” work.

Steve Robbins3

3Steve Robbins, Communication as a Change Tool: Written Communica-
tions That Inform and Influence (Cambridge, MA: Harvard Business
School Press, 2006), p. 93.



changes brought on by the project and provide a clear ration-
ale for those changes. When necessary, use the Case for Change
to explain the business case and the potential risks if the proj-
ect fails.

• Ensure all mid-level managers/supervisors are on board with
the initiative. Don’t forget that these people are the ones who
supervise most of the work completed within the business.
You will need their support. If they are part of the resistance,
develop a strategy for overcoming that resistance. 

• Ensure employees are engaged. Use your Working Commit-
tee as a way to give employees the opportunity to provide
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1. Can I explain the benefits of the project and what is at 
stake for the company?

2. Do I know the project timeline and when each group will 
be impacted? Have I communicated that to operations?

3. Do I know the changes that will occur as the result of the 
CRM and how each team and functions will have to do 
work differently? Have I shared those changes with 
operations?

4. Have I referred people to the right website location where 
they can find the latest information?

5. Am I routinely communicating with operations people to 
share project updates? Am I routinely seeking feedback 
from operations as the project progresses?

6. Am I proactive and anticipating where there might be 
bottlenecks or other problems during implementation? 
Have I suggested alternatives to my Working Committee 
to address those concerns?

7. Am I talking with various operations groups to understand 
what they are hearing about Project Renewal?

8. Have I identified and had conversations with people who 
are negative about the project and asked to understand 
why they are not supporting the project?

9. Do I know how to get answers from the project team 
when operations raises issues or questions that I can’t 
answer?

10. Have I identified peak workload times and communicated 
those to the Training Coordinator? Have I offered 
scheduling alternatives to ensure that all of my colleagues 
receive the required training without compromising the 
performance of the company?

Champion Questions
Readiness

Assessment
Follow-up Actions

This checklist was developed to help guide you through the implementation of Project Renewal.

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

FIGURE 18.1 Champion implementation checklist.



input and then provide feedback on decisions being made as
part of the project.

• Ensure key influencers are on board. Key influencers do not
always have a grand title, but they can help you in selling the
deliverables from the project. To engage them, first you will
have to find out who they are (see Figure 18.1). Then meet
with them informally to seek out their views and engage them
without emotion (or use appropriate members of your project
team in this role). Afterwards, communicate with them regu-
larly and use them as feedback vehicles for broader commu-
nications to the company.

• Not all resistance to change comes from the same motivation
(for example, fear or helplessness), nor is it always bad (don’t
forget our dissenters who are technically very good). 

• People are much more likely to accept changes from projects
if they have been part of designing those changes.

In conclusion, there are a variety of ways to make people more
comfortable by keeping them informed and engaged. The old story
about treating people like mushrooms (in the dark) until the last
minute just does not work. 

Key Points to Remember

• There are a variety of reasons for people to resist changes your
project will initiate.

• Resistors tend to fall into four distinct groups; some are more
dangerous to your project’s success than others.

• Use communications to overcome resistance to the changes
brought about by your project.

Another source of problems, including opposition, occurs
when various initiatives collide into the company at the same time—
often impacting the same people. The next chapter will look at how
to handle that situation and the role of communications.
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Chapter 19

Handling Competition 
with Other Initiatives

Every project manager has probably faced the situation where
his or her project was suddenly, and unexpectedly, impacted by

other initiatives that are going on in the company at the same time.
The frustration can mount when your project people are pulled
away, causing a slippage in your schedule, and increase when that
same program also diverts attention from your very important
work. These circumstances may impact the

• Availability of project team members.
• Political climate where all projects live.
• Accessibility to other people as the business prepares for the

project deliverables.

The sense of being orphaned without management support or even
interest can cause severe morale problems. Communications are a
critical success factor in managing the competition from other 
initiatives.
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That’s the bad news—the good news is that using appropriate
communications can alleviate that situation to keep your work front
and center with management. And you can minimize the negative
influence on your efforts.

In this chapter we will look how to overcome the problem and
then examine specifically how Rod Thompson handled this classic
situation during Project Renewal.

There are some key principles that all project managers 
must adhere to if they are to be successful in managing internal
competition:

1. Maintain situational awareness (defined as the awareness of
other initiatives that may create potential conflicts over prior-
ities and resources that impact the success of the project). 

2. Plan communications that are horizontal as well as vertical.
3. Address potential conflicts quickly.

Maintain Situational Awareness

A project manager must pay particular attention to other initiatives
going on within the business during the project. Many businesses
will suffer from “initiative fatigue” because of the large number of
plans in progress at the same
time. And they are very often not
linked together very well. As a re-
sult, people feel overwhelmed by
the sheer volume of work and
changes they are asked to assume.
While program management is
not an objective for this chapter
or this book, some readers will no doubt see some of my suggestions
as a part of program management. 

You might well ask, “How can communications help that sit-
uation?” In truth, you will not change the situation by communi-
cations. However, you can keep your project within people’s con-
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sciousness by faithfully executing your communications plan, in-
cluding continually repeating the Case for Change, and making ad-
justments to the communication plan when other initiatives might
start to get in the way of your project’s success. 

For example, if a Six Sigma project requires training for the
shipping department within the organization, the project manager
must be aware of any other initiatives that shipping has underway
because other initiatives may have training requirements also. Most
organizations will not be receptive to taking their key personnel off
the job for extended periods of training, regardless of the impor-
tance and requirements. 

In communicating to stakeholders, you must understand how
the initiatives fit together and if there are any potential impacts to
the critical path for your project and adjust accordingly. This hap-
pens very often when the project resource structure has project team
members seconded from the business in a matrix structure. Their
operational responsibilities will usually trump the work they are
assigned for the project. Also, the best individuals will often be sec-
onded to more than one initiative because they are the best! You will
probably have to help them manage their priorities, and the answer
cannot always be that your project is priority #1 or you will lose any
credibility with the team members. 

Horizontal and Vertical Communications

In your communications plan, most project managers think (quite
rightly) about vertical communications to stakeholders. That is, in-
dividuals in the management ranks above them and those who have
a significant stake in the success of the project. However, they do not
always consider the horizontal communications required. By hori-
zontal, I am referring to the organization chart and to those man-
agers who might be on the same level of authority as the project
manager. You must communicate with them, particularly when they
have other initiatives underway that might impact your project. Fi-
nally, don’t forget diagonal communications to other managers from
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other departments who might not be directly impacted by the proj-
ect, as well as vendors who might be interested or impacted by the
project deliverables.

In communicating, al-
ways keep in mind the relation-
ships of these multiple layers of
leadership and management
within the business. That will
help you populate some of the
sensitivities (Chapter 5: Com-
mon Elements for All Commu-
nications) required for various
communications. Also, be sensitive to the boundaries of others’ au-
thority so you do not inadvertently communicate in a way that
shows you do not understand those boundaries. An example might
be to ask a group of managers to implement a certain policy or pro-
cedure that is important to your success but is clearly beyond their
ability to enforce. A mistake like that will cause them to discount
any information they receive from you from that point forward.
They will be left with the impression, quite rightly, that you don’t
understand their situation.

Address Potential Conflicts Quickly

When potential conflicts arise, do not ignore them in the hope they
will go away. Address them as quickly as possible after you have 
assessed:

• Responsibility
• Authority
• Political climate
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Responsibility

You will need to be very clear about who is responsible for the sit-
uation and begin the exchange of ideas. This is the person you will
need to work with to resolve the situation (hopefully). Look for the
minimum requirements you have for the situation and be prepared
to negotiate within those conditions should the need arise.

Authority

In some situations, you will not be able to successfully negotiate a
solution, and you will need to determine who has the authority to
make a decision that both you and the other party can live with
after it is made. 

Political Climate

When you are communicating, always consider the political situa-
tion before you act. Keep in mind that whether the message is writ-
ten on paper or as part of an email, it will tend to be seen by oth-
ers for a variety of reasons. Always keep in mind those “secondary
readers.”

How would they receive the
information and react to it? And
remember for situations of a po-
litical nature, keep those messages
brief and to the point. Be careful
and make each message count. If
you are ever in doubt about the wisdom of a written note, then 
do not send it! Better to call someone on the telephone or meet in
person.

Project Renewal

Rod Thompson had a difficult situation that reflects the dilemma
most project managers face. During the course of the regular
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Thursday afternoon Working Committee meeting, Rod learned
about a potential conflict with a sales initiative. Gary Stiles, the
sales manager on the Working Committee, told the Committee there
was concern within the sales department about the amount of time
the sales representatives would be required to spend preparing for
the CRM system. Rod was aware of a sales initiative related to
sales, but he did not see how it could impact his project. He now
learned the answer. Research and development had developed a
new product line that would be going into production very soon.
There were big expectations for the sales team to deliver orders for
the new products. The training would take two days of intense
work by the sales team to understand the features of the products
and the potential target market for them. They were expected to
leave the training with a draft plan and revised sales targets for the
remainder of the year. 

Steve Benson, Rod’s training specialist, had already estimated
it would take three days of training to properly prepare the sales
team to use the CRM system effectively. Taken together with the
new product workshops, the sales representatives would be “off
the street” for a week! And for the sales team, this was significant
since they were paid on commission, and they made no money when
they were in training. Plus they would now have additional sales
quotas and less time to spend on reaching them. A real revolution
was brewing within the sales team, and Rod knew it.

After he had time to think through the situation, he requested
a meeting with Paula Dahlberg, his champion, to consider what to
do. This could be a highly charged political situation because the
leader of the sales team, Nick Winters, was very politically con-
nected with the CEO. However, the risk of not getting the sales rep-
resentatives trained properly was enormous. 

After discussing the situation with Paula, Rod requested that
Steve meet with the training people who were preparing the content
and timing of the product training. Rod asked Steve to find out
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when the training was potentially scheduled. He also wanted Steve
to determine if there was any way they could combine the CRM
training with the product training to save time and still get every-
one trained properly on both projects.

In the meantime, Rod and Paula had a meeting with Lise Ram-
say, the sponsor, to brief her on the situation. They explained the
options they were exploring and said they would come back to her
if they needed help. The risks that Rod outlined were primarily as-
sociated with the schedule and the associated costs incurred if the
schedule slipped. Rod was careful to explain to Lise that the proj-
ect team was well aware of the importance of keeping the sales
team focused, since they are at the front end of the value chain.
However, the risks in not having the sales representatives properly
trained could lead to the old problem of “garbage in, garbage out”
relative to the CRM system. 

After considerable work,
Steve Benson returned with
good news. He and the prod-
uct rollout team had deter-
mined a way to combine the
training into the week the sales
team had devoted to an offsite
meeting that was already
scheduled. The only problem
was they had not cleared this
idea with Nick Winters and
without his approval, it would
be a non-starter. 

HANDLING COMPETITION WITH OTHER INITIATIVES 231

Most successful business people
have a keen sense of what is appro-
priate when talking to others, but
many fail to apply this judgment to
their writing. Often their writing is
far too stiff and formal or too re-
laxed and colloquial. For an appro-
priate tone, you need to monitor
two attributes of your writing—the
degree of motivation required and
level of formality.

Richard Bierck2

2 Richard Bierck, Find the Right Tone for Your Business Writing: Written
Communications That Influence and Inform (Cambridge, MA: Harvard
Business School Press, 2006), p. 86.



Rod then sent an email to Lise since he knew she was out of
the office for several days on travel. It read:

To: Lise Ramsay

CC: Paula Dahlberg

Subject: Potential Training Conflict for Sales Reps

Lise,

We have a potential solution to the training conflict we alerted you
to earlier, but we will need Nick Winter’s approval. It involves using
the week of the offsite sales meeting and would require Nick to
change his agenda. I would like to discuss the situation in more de-
tail with you and Paula. Please let me know when you are available
to talk by phone and we can plan the approach to Nick.

Regards,

Rod Thompson

Notice how clear but concise Rod was in the email. It starts
with a positive tone and lets Lise know immediately what it would
take to solve the problem—and motivates her to take the recom-
mended action. It was also worded in such a way (the right level of
formality) that a secondary reader (for example, in sales) would
not be upset or concerned, since it clearly followed the lines of au-
thority within MedTech.

Using the approach to presentations established in Chap-
ter 13: Presenting to Stakeholders During Project Execution, Rod,
Paula, and Lise used a draft presentation prepared by Anne Garcia
with the help of Gary Stiles, the Working Committee member from
the sales department. They worked to refine it for a discussion with
Nick Winters. Then they decided how they would present the op-
tion and how it might work into Nick’s offsite agenda. They then
had a brainstorm session about the questions Nick might have and
any objections he might raise along with a strategy for answering
them. After some discussion about the pros and cons of having Rod
or Paula (or both) attend the meeting with Lise, it was decided that
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Rod would attend since he would probably be the best one to an-
swer the detailed questions they had outlined during the brain-
storming session. 

Based on thorough preparation, they received the approval
from Nick Winters to use part of his weekly offsite for the CRM
training. His only provision was the ability to approve the final
agenda after the adjustments required to include the CRM training.
Lise was happy to oblige: Another crisis to the schedule averted.

Key Points to Remember

• Recognize that your project is not the only initiative going on
in the company and you will need to monitor others for im-
pact on your project.

• Plan for horizontal, as well as vertical, communications to
manage competition from other initiatives.

• Handle conflicts quickly and use your champion and commu-
nications to manage those conflicts.

If you will follow these guidelines, and keep an eye on other
projects vying for attention, you will keep your project front and
center with management, and you will receive the support you need
to be successful.
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Chapter 20

Writing the Close-Out Report

A s Rod Thompson began to organize the close-out report for
the project, he remembered a PMI1 local chapter meeting he at-

tended where the speaker focused on writing effective close-out
reports. The speaker pointed out that most standard close-out re-
ports are a boring description of statistics related to the project
such as:

• Cost report
• Schedule
• Other project data

The speaker talked about the final report as both a history of
the project and a final evaluation of performance by the project
team members. While the final report for a small project may be no

235

1See Project Management Book of Knowledge (Newton Square, PA:
Project Management Institute, 2003).



more than a two-page memo, the report for a large project may be
ten or twenty pages in length. Rod realized his project would fit
into the latter category. The speaker reminded the audience to ref-
erence the project diary that almost all project managers keep and
the usual logs suggested as standard practice within project man-
agement by the Project Management Institute. With all of this data
readily available, the speaker contended, producing the final report
should be relatively easy.

The speaker proposed instead that the close-out report be
viewed as almost a marketing document on the goals of the proj-
ect and the achievements accomplished by the project team. It
should be a narrative of the project that can be read by business
leaders to determine how successful the project was from a business
perspective.

The speaker suggested that project managers keep in mind
that in writing a project close-out report, there are usually two dis-
tinct audiences for the report. 

1. Business stakeholders who are concerned with the business
benefits and who had the problem or issue the project ad-
dressed in the first place.

2. Project managers, whether they sit in a project office, program
office, or are colleagues who want to understand some of the
details surrounding the project.

Before starting to draft the project close-out report, Rod went
back to the common elements for all communications he learned
from Anne Garcia, his communications specialist, at the beginning
of the project (see Chapter 5: Common Elements for All Commu-
nications). As he reviewed the common elements, he realized he only
really needed to pay attention to three elements for the close-out re-
port: the stakeholder analysis, the purpose, and the strategy for de-
veloping the information. All the other elements did not really apply
to his report, although he could see some of them applying in a sit-
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uation that was different from his.
He started with the stakeholder
analysis and realized he had two
groups to address with his close-out
report—business stakeholders and
project stakeholders.

Business Stakeholders

Rod realized that the stakeholders on the business side were gener-
ally the ones who had a problem to solve using the Customer Re-
lationship Management system. In addition, they had either funded
the costs of the project or pushed someone else to pay for it. They
are most interested in the business benefits being delivered by Proj-
ect Renewal. For this group, he decided to use a high-level format
with these topics:

• Situation
• Business benefits
• Major accomplishments
• Communications with stakeholders
• Lessons learned for future projects
• Punch list of items left outstanding as the project closes
• Very basic project information 

Here’s how each of these areas looked in more detail. 

Situation

In this section, Rod needed to lay out the situation that existed
when Project Renewal was being sanctioned. Since these were busi-
ness people, he reviewed the key goals the business was trying to
achieve with this project and what problems they were trying to
solve.
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Business Benefits

This portion essentially restated the business benefits Project Re-
newal was asked to achieve and how Rod believed the project had
positioned the business to actually achieve them now that the proj-
ect was finished. Rod included what many project managers recog-
nize—many business benefits will take time to track and record.
However, there were some quick wins that were identified right at
the beginning. Rod was anxious to claim those quick wins imme-
diately, such as improved process documentation and improved
communications between various functional teams. He was also
careful to include the expected benefits against each goal outlined
in the Situation section of the report. And he identified those ben-
efits that could be reflected in quantitative benefits (real dollars)
and then identified qualitative benefits (for example, making order
entry easier or more efficient).

Major Accomplishments

This section was fairly short in Rod’s report, but he wanted to
emphasize some of the key accomplishments of the project such
as meeting the schedule and coming in within the projected
budget. Another accomplishment was a simple one: overcoming
skeptical user groups. Rod realized it was important to remind
the business that Project Renewal had indeed made significant ac-
complishments. Without the reminder, Rod was afraid they might
be overlooked. 

Communications with Stakeholders

The rationale for this section of Rod’s report was simply to reinforce
the significant use of communications as the project progressed. He
even included some examples of success in overcoming resistance
to changes introduced by the project within the operations group.
Rod also worked with Paula Dahlberg, his champion, to write a
high-level analysis of the quality of the work performed by the proj-
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ect team on behalf of the key stakeholders and match it against the
expectations of those stakeholders. He wanted to enlist Paula’s help
since he wanted to be able to defend the quality from any nay-
sayers, and Paula would provide credibility for those statements.

Rod also included special acknowledgment of business people
who had been seconded to the project. He wanted to make sure
the business stakeholders knew their contributions were both ap-
preciated and critical to the success of Project Renewal.

Lessons Learned 
for Future Projects

In documenting the lessons
learned during the course of
the project, Rod was trying
to provide feedback to the
stakeholders about what his
team had learned during the
project and how they might
apply those lessons in the fu-
ture. He also decided to include some lessons the project team
learned in dealing with certain stakeholder groups as they were im-
plementing the CRM system.

Punch List 

In this section Rod wanted to provide the business leaders and the
management team of the operations group with a list of items that
are still outstanding as the project concludes. Rod identified some
items that were determined to be out of scope for the project team
to handle, but tasks that operations must still complete even though
the project was officially over. He carefully went over this list in
advance with Walter Fisher as the representative of the manufactur-
ing group to make sure Walter did not have any objections to the
items Rod included. That way, Walter could be called on to help
Rod defend the items if the list became an issue later on. 
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Basic Project Information

In this section, Rod was just reminding the readers of the report of
the basic information surrounding the project such as schedule,
budget, and quality requirements of the project. He reviewed an
analysis of achievements compared to the business case objectives
for the project to illustrate how they had achieved those objectives.
He would also provide a high-level financial accounting with an
explanation of the few large variances from the budget with an ex-
planation of why they had occurred. 

Final Observation

As Rod finished his draft for the business stakeholders, he realized
this portion of the report would be shorter than the portion he was
preparing for the project stakeholders.

Project Stakeholders

For project stakeholders, Rod recognized this group had an entirely
different viewpoint regarding what they wanted from the project re-
port. In this portion of the close-out report, Rod would cover all the
topics included in the business report, only the level, and type, of
detail would change. In each section of a final report for a project,
Rod tried to illustrate an

• Analysis of the procedures used in the project.
• Acknowledgment of things that worked and explanation for

things that didn’t work.
• Recommendations for improvements in future implementa-

tions of the project methodology.

He decided to organize the information in the project stake-
holder section like this:
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• Detailed summary of the project (primarily schedule and
budget), including the number of revisions to the original proj-
ect plan.

• Summary of the business case for the project and how the team
had accomplished those benefits.

• Summary of major accomplishments. 
• Summary of performance issues, conflicts, and resolutions

from the issues log, the risk log, and the change control log. 
• Results of each phase of the project, including actual versus

forecast dates and the budget versus actual expenses (budget
use, additions, and so on, require thorough documentation).

• Total number of approved changes to the scope of the project
and the impact of those changes to the accomplishment of the
business case as well as the schedule and budget.

• Description of a punch list of items related to transitioning
the project to operations that will require further work after
the project has been completed.

• Recommendations for changes to future projects (Rod focused
on enterprise-wide software projects) so they will run more
smoothly and be more compatible with the business.

• An in-depth analysis of reporting procedures and recommen-
dations for improvements.

• An analysis of the project management process as a whole.
• Team’s performance (he decided to keep a portion of this sec-

tion confidential since he recognized that he wanted to iden-
tify specific individuals and their performance).

• Special acknowledgments to team members. 
• Scheduled date for the after-implementation review. 

Expectations of Stakeholders

The rationale for highlighting this section of Rod’s report for the
project managers was simply to reinforce the significant use of com-
munications to manage stakeholders as the project progressed. He
wrote about how successful Project Renewal was in overcoming

WRITING THE CLOSE-OUT REPORT 241



resistance to changes introduced by the project within the sales and
manufacturing groups in particular.

Rod wanted to have input from all core team members since
he felt they should either contribute to the report or review its con-
tents for accuracy before it was finalized. As one example, he had
Anna Garcia, his communications specialist, write and submit her
relevant portions of the final report since he knew she had the cor-
rect skills. Then, after editing, and considering the comments of
others, he finalized the document.

Packaging the Report

Rod kept all this advice in mind as he chose the framework for the
final report. He decided he would break the report into four parts
since it would be quite large. Here is the framework for the report:

• Part One: Executive summary. This would be a one- to two-
page document summarizing the report’s content for key stake-
holders who need a quick briefing and do not have time or
are unable to digest the entire document (see sample Executive
Summary in Figure 20.1).

• Part Two: This part contains information that Rod recognized
can be disseminated to all team members, managers, and other
interested stakeholders. It includes a detailed review of the
project data and an assessment of the project’s success in meet-
ing the business case for the project (see details in the next 
section).

• Part Three: Rod decided this part would address the concerns
of the project managers within MedTech. They would be far
more interested in some of the detailed mechanics of what the
project team did and how they did it to meet their schedule and
deliverables. This group would also be looking for lessons
learned from Rod’s team that could help them complete their
projects successfully in the future. 

242 COMMUNICATIONS SKILLS FOR PROJECT MANAGERS



• Part Four: This part was where Rod would include informa-
tion for management or the executive team only. This part had
information related to Project Renewal that was confidential
in nature. Rod recognized that confidential reports are the
most difficult to manage. By making it a separate part of the
report, he felt he could control access to this information and
manage the security that would be important to MedTech. In
working on this part of the report, Rod talked with Paula
Dahlberg, the champion, and they agreed to provide the fi-
nancial reports for the project and highly confidential material
and determined the select few people who would be allowed
to review this information. Both of them realized this part of
the report also contained information that would not be ap-
propriate for team members’ eyes; for example, pay rates and/
or salaries, team-member performance, and recommendations
for future projects. 
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Executive Summary

Situation
MedTech’s legacy system (CTS) did not support the busi-
ness under current market conditions. The company was
finding it more and difficult to respond effectively to cus-
tomers’ orders. CTS made it difficult to schedule the man-
ufacturing process to supply customers with the correct
quantities; therefore, the company had to maintain a larger
inventory to meet demand. Finally, if MedTech did not re-
place CTS, the order entry system would have become more
and more expensive and difficult to support. The reliability
of the system also continued to get worse and caused a lack
of efficiency.

Expected Benefits
MedTech will now be able to track the inventory in near
real-time. When customers request rush orders, our ac-
count representatives should be able to access the inven-
tory and know immediately what products are readily avail-
able for shipment. Account representatives will also be able
to create “what-if” scenarios prior to entering an order to
help the customer maximize discounts and take advantage
of promotions.

Our marketing team will be able to easily retrieve cus-
tomer orders and allow better projections of customer re-
quirements, including new products and services. The CRM
will also allow the marketing department to more accu-
rately pinpoint the value drivers within our product lines.

1
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The order entry system will be much easier and will 

• Remove the need for multiple manual entry points
between sales and manufacturing.

• Replace the numerous individual spreadsheets cur-
rently used.

Financial Benefits
Based on calculations the following financial benefits are 
expected:

• Net Present Value (after 5 years) of $39.2 million

• Internal Rate of Return (after 5 years) of 216%

The project team has developed key input and output
metrics for all the key stakeholder groups to track benefits
and document the benefits as calculated.

Basic Project Information
The project was scheduled for completion at the end of the
first quarter of 2008 and was completed on time. The au-
thorized budget was $6 million, and the project came in at
$6.3 million with slightly higher costs for licensing when
MedTech decided to add some functionality that was not
included in the original estimate. As for the quality of the
Customer Relationship Management (CRM) system, the
help desk is reporting only a slight increase in requests for
support vis-à-vis the old system. 

2



With this summary, Rod Thompson was able to close out his
project and allow all the key stakeholders access to the critical in-
formation they needed for the project. 

However, his job was not done yet. He still had to communi-
cate with his project team and provide them with feedback on their
performance.

Key Points to Remember

• Use the close-out report as a marketing document about the
achievements of the project and the project team.

• Determine which common elements for communications are
appropriate as you plan to write the report.

• Keep in mind that there are at least two sets of readers—busi-
ness stakeholders and project stakeholders. Each group will
want different information and detail.

• Consider the best way to package the report to convey infor-
mation and maintain the appropriate level of security.

• Always develop an executive summary when the report is of
substantial length.
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Chapter 21

Providing Feedback 
to Your Project Team

One of the final pieces of communication for any project man-
ager is to sit down with the project team members as they are

either moving back to their “day job” or leaving altogether if they
are contractors. This form of communication may be limited to
core team members or may apply to all team members and even
outside vendors, consultants, and suppliers. This very special com-
munication should happen in a one-on-one meeting and should
cover the performance of the team members. 

Since Rod Thompson had people involved in Project Renewal
that came to him from other departments or functional groups, the
practice within MedTech called upon him to provide an evaluation
of the performance of each of those people to his or her direct su-
pervisor. Rod was well aware that within MedTech the evaluations
could be used for anything ranging from promotions to new as-
signments or even layoffs. 

He had learned that during a project like Project Renewal,
people would be rolling off the project at different times. He knew
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that he would have to make time to review each team member’s
contribution before the project terminated and hold a review as the
team member departed rather than waiting for project closure.
Why? Because he recognized that on a really large project like this
one, the time between an individual rolling off the project and the
actual time for the review may be a considerable amount of time.
He realized from experience that it might be hard to remember ex-
actly what points he wanted to emphasize if too much time had
passed before he got around to it. He was also concerned that an
individual might not benefit very much personally if the gap be-
tween his or her departure and the meeting with Rod was too great.

Another tip Rod had learned over the years in communicating
the quality of work to team members was to use concrete examples
to illustrate the points he was trying to make. For example, he
would say to a team member, “The financial model you built for
marketing has been very useful in the analysis of data” versus “The
marketing guys really liked the work you did.” He had learned the
hard way that vague generalities will not have the desired effect of
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Involving Others in the Process

In corporations, some companies have standard evaluation pro-
cedures that must be followed, and the people from the human
resources (HR) department may also insert themselves into the
evaluation process. If that situation occurs, chances are HR will
provide standard evaluation forms for both you and the em-
ployee to fill out. In a situation where team members worked
extensively with managers from other stakeholder groups, you
might ask managers who worked with those team members to
make a contribution to the written evaluations as well. I would
not recommend asking individuals who are not managers for
their input. Often they are unfamiliar with the process and may
create political problems for you later on with insensitive re-
marks or comments that might be construed as a personal 
attack. 



helping his team members grow in their professional careers and/or
become even more valuable as team members on future projects.
They needed to know specifically what they did well and what they
need to do differently to improve. 

Finally, during an evaluation, Rod remembered from his own
experience to provide both positive and negative feedback to peo-
ple as he was talking to them. Too often in the past, he had seen
project managers focus on areas where people need to improve
without mentioning the many things they did correctly or even quite
well. (If they didn’t do many things well, they would have been
fired!)

Here are the basic criteria Rod decided to use for appraising
each team member’s performance:

• Quality of work
• Timeliness and consistency in meeting deadlines
• Creativity 
• Administrative performance
• Ability to work as part of a team
• Attitude
• Communication skills
• Technical ability
• Cost consciousness
• Recommendations for improvement
• Developing a matrix
• Celebrate

Quality of Work

Rod knew the classic definition of quality from the Project Man-
agement Institute’s Project Management Body of Knowledge
(PMBOK), which defines quality as “the degree to which a set of in-
herent characteristics fulfill requirements.” He also realized there
were a whole host of definitions regarding quality, and people some-
times used different terms when communicating to someone who

PROVIDING FEEDBACK TO YOUR PROJECT TEAM 249



worked on a project. Rod believed that a more pragmatic approach
would be more helpful. In determining the quality of the work pro-
duced by a team member, he decided to base his assessment on the
answer to these three questions:

1. How many times did someone else have to correct or com-
plete the tasks given to this team member? The frequency of
these situations requiring rework was a judgment call, but ob-
viously it was an important consideration. 

2. How useful was the work produced by this individual to oth-
ers as they worked to complete the project? While this may
seem the similar to criterion number one, it was not. Rod had
seen a consultant, on an earlier project, produce a large vol-
ume of work that did not require rework because the output
was useless and was simply filed away.

3. Finally, how valuable was the work produced by this team
member to him as the project manager and to the stakehold-
ers of the project? Again, this is a subjective matter, but clearly
some members of the project are responsible for critical work
that was also usually very difficult. Rod decided he needed to
take that into consideration when judging the quality of the
output of work.

All of these questions helped guide Rod to an informed and clear
judgment about the quality of work produced by the various team
members. He also used these questions as a basis for discussing his
evaluation with the team members.

Timeliness and Consistency 
in Meeting Deadlines

In this area, Rod focused on the individual’s ability to work to the
schedule. He felt this was a critical feedback area for project team
members. He wanted to be able to give them his feedback, as well
as feedback from their team leads, on how timely and consistent
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these team members were in meeting deadlines. Rod was operating
on the assumption that most tasks during a project have dependen-
cies linked to them, and the most valuable team members are those
who work to meet those schedules. And they usually told him when
they could not meet the schedule and gave a reasonable explanation
for missing any deliverable deadlines. 

Creativity

Rod recognized that not all project roles need to be creative. He
decided that since an evaluation in this area may not be appropri-
ate for all team members, he would identify those for whom creativ-
ity was important. He believed that most projects require people to
be creative in coming up with solutions to the myriad of problems
that occur during a project. Recognizing that fact and communicat-
ing it during a project review can be very important to members of
the project team in his opinion. He tried to capture examples of
creativity by different team members in his project diary so he could
refer to them later on as he completed these reviews.
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Just remember that timeliness can have different meanings for
different people. I remember a project when a key stakeholder
complained that the team was not timely in response to his ques-
tions. Many of the team members took that to mean they should
respond as soon as they had the answer. Others took the atti-
tude that his questions fell into their personal priorities, and they
would respond as quickly as they could within the constraints of
those priorities. The key stakeholder, however, had a definition
that a timely response meant some sort of call or email by the
close of business that day—even if the answer might come later!
I am convinced that nearly everyone on the project team (myself
included) sought to be responsive, but we had a different defini-
tion than this particular stakeholder. The lesson learned here for
me was to clearly define and communicate to my project what I
meant when I told them I needed something in a timely fashion.



Administrative Performance

This portion of the review pertains to those elements that all proj-
ect managers usually do not care for but must be done such as time
sheets, project updates, and all the myriad details of an adminis-
trative nature. While most people are not keen to complete these
duties, they are nonetheless critical to the project, and Rod be-
lieved he needed to communicate that criticality as part of a proj-
ect review. For those who were regularly punctual and consistent
in handling these items, he felt it was important that he, as the
project manager, acknowledge that contribution. Too many proj-
ect managers he had seen in the past took this effort for granted
with an attitude of “that’s their job.” However, he knew how dif-
ficult and time consuming it could be when a project manager or
administrator had to constantly chase people to complete these
administrative tasks. 

Ability to Work as Part of a Team

Teamwork is at the true core of a successful project. Most project
managers Rod had talked to over the years believe the old adage
that “two heads are better
than one.” However, that can
only happen when members
of the project work together
as part of a team. 

Rod’s experience taught
him that if he had two candi-
dates to choose from to fill a
slot on his project team and
one was very smart and tal-
ented but behaved like a
prima donna, that person
would require coddling and work poorly with others on the team.
If he had another candidate with less ability or experience but a
reputation of working effectively with other members of the team,
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vey, HOW-FAIR (part of the Level
Playing Field Institute at the U.S. De-
partment of Commerce), revealed
that Americans think that “being a
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place. This was ranked higher than
several factors, including “merit and
performance,” leadership skills,” “in-
telligence,” “making money for the
organization,” and “long hours.”
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he chose the second candidate every time. It was not worth the ef-
fort to keep the prima donna, regardless of how talented he or she
was. Therefore, Rod strongly believed that the willingness of team
members to collaborate should be communicated as part of every
project review. 

Attitude

Rod had a quote on the wall of his office that accurately summa-
rized his view about attitude. It is from Charles Swindoll, and it
reads:

Attitude is more important than the past, than education, than
money, than circumstances, than what other people think or say or
do. It is more important than appearance, giftedness or skills. It will
make or break a company, a church or a home.

He believed that to be absolutely true and therefore he always
spent a portion of the project review session with team members dis-
cussing their attitude. Rod was careful to make sure the team mem-
bers realized he was not evaluating them as a person or communi-
cating to them about their beliefs or values, but only about their
attitude toward work, people, and the choices they make every day
about how they will behave as part of a project team. 

Communication Skills

Rod believed that communication skills in team members was one
of the most important skills a person can possess. (Remember back
to Introduction of this book, I told you about a global survey we
did that showed the number one predictor of success in a project
was the communications between the project team and the key
stakeholders and among the project team members.) Therefore, he
felt it was very appropriate to cover communication skills as part
of the evaluation of all team members. He also considered that 
communications encompassed a broad spectrum, including writing,
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presentations, and simply speaking clearly and articulately. He
hoped to use this discussion as a point for coaching team members
for future projects. He believed it would certainly serve them well
in the future if he took the time to discuss it thoroughly.

Technical Ability

This portion of the evaluation concerned a team member’s work
that most people would think of immediately. Since this book is
primarily focused on communications, I will not spend too much
time in this area. However, one tip I would give you is to go back
to Chapter 5: Common Elements of All Communication and review
the section on sensitivities. You may also want to review Chapter
12: Using Communications to Handle Risks and look at the infor-
mation on how to frame this type of discussion. If you keep vari-
ous sensitivities in mind and frame the situation properly, even if
you are going to be critical, you may not upset the team member.
If you do not frame the discussion properly, you will likely provoke
an explosive situation because most people will become quite de-
fensive if your approach feels to them like a personal attack. 

Cost Consciousness

Rod recognized that this issue is another that may not be appropri-
ate for everyone. However, for those on his team who had a re-
sponsibility for managing a budget, he believed this was an appro-
priate communication to have. He believed this same discussion
would be appropriate for members of his project team who had re-
sponsibility for managing vendors. He framed up the questions in
his mind as:

1. How well did they manage the budget within their control?
2. Did they have a good grasp of their rate of expending their

funds?
3. How well did they estimate the amount of funds required to

complete their area of responsibility?
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These questions provided a practical approach to help him as-
sess their performance as well as provide him with specific exam-
ples to support the assessment he had made. Rod’s attitude was to
not spend a significant amount on this subject since the results (how
close they came to their budget targets) are concrete and most peo-
ple would be aware of how well they did in this area. However, if
an individual’s performance was significantly off-track, he would
spend more time discussing the performance and coaching him or
her to improve in the future. 

Recommendations for Improvement

When communicating to project team members, Rod believed it
was most appropriate to start with the positive aspects about peo-
ple’s job performance. He wanted to be sure that he communicated
how much he appreciated the good work they did during the course
of the project. Just like the earlier in the section on feedback re-
lated to the quality of the work, Rod wanted to be specific in pro-
viding praise. He believed it was important that individuals know
specifically what they did well in his opinion. They also needed to
be congratulated on these areas of their performance. They knew
there would be other negative feedback, but starting with the pos-
itive helps them to keep the recommendations for improvement in
perspective.

In communicating negative feedback, the first thing Rod did
was to share that his purpose in providing this type of feedback
was a concern he had to make them more successful in the future.
He was careful to focus on direct observations with specifics. He
used words like “I’ve noticed. . . ,” “I have seen (or heard) . . . ,” 
“I have had reported to me” as ways to begin the discussion. Other-
wise, it would look like he was focusing on the person and not the
issues or behaviors. He sought to keep the recommendations very
specific and associated with either information or issues or both
that Rod was sharing with them. 

Rod had a self-imposed rule that if something a person did
upset him greatly, he would be very careful to keep his emotions in
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check when he communicated on this topic. In the past, he had
found himself getting upset all over again and realized that strong
emotions during the discussion could sabotage his best intentions.
For that reason, he would carefully script out what he wanted to say
and how he would say it—and then stick to the script and not suc-
cumb to the temptation to start to ad lib. 

Developing a Matrix

Rod decided to use a matrix of each criterion and grade the indi-
viduals based on the priority he placed on each one (Figure 21.1).

As you can see from Figure 21.1, he has divided his assess-
ment to total 100 percent so he can weight various areas as more
important than others. In the evaluation, which he did not show
anyone else, some of the items were intertwined, and he knew he
would have to communicate the linkage. For example, Jessie Cooper
had a few issues with her work that required rework on the part of
others. That in turn, caused some of her work to miss the scheduled
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Value of the
Criterion 15 15 20 20 10 10 10

Team Member       

Anne Garcia 15 12 18 15 10 5 10

Paul Ryan 12 10 15 15 10 7 10

Joshua Larsen 14 15 20 15 10 10 7

Luke Johnson 12 10 15 12 8 5 8

Steve Benson 15 15 20 10 10 7 8

Jessie Cooper 10 15 10 7 5 10 7

Marc Newhouse 15 15 15 20 10 10 5
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Performance

Creativity
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10%
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15%
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FIGURE 21.1 Performance criteria.



completion. Therefore, he graded her lower on both quality of work
and timeliness. That also impacted his assessment on her working
in the team, since he had the impression she did not appreciate the
impact she had on her team members when she slipped in quality
and timeliness. Using his thoughts about being specific, he was
going to provide specific examples for her and coach her on those
issues.

For both Paul Ryan and Luke Johnson, his feedback on atti-
tude was their tendency to be negative and complain, which affected
their team members. As leaders, he felt they needed to be more cog-
nizant of their influence on the team when they went negative. 

Rod liked the tool, even though he knew some could criticize
it as subjective, because it forced him to really think about, and
evaluate on a scale of one to ten, his team members. In his mind,
that more than made up for its shortcomings.

Celebrate

Now that Project Renewal was successfully completed, Rod worked
with Paula Dahlberg to plan for a team celebration. They decided
to present fun awards to people who performed above and beyond
the call of duty. It would mark the official end of the project in
everyone’s mind. 

Paula Dahlberg, the champion, was meeting with Lise Ram-
say, the sponsor, to review the celebration plans when Lise an-
nounced a surprise. Lise and the leadership team had been very im-
pressed with how well the project team had handled Project
Renewal. And the leadership also knew how important the project
was to the future of MedTech. So behind the scenes, Lise had been
promoting a special celebration for the project team members. At
the last leadership team meeting, it had been agreed that MedTech
would pay for a weekend in Las Vegas for the entire project team!
Paula and Rod were overwhelmed. When they announced what the
leadership team was doing for the project team, the response was
amazing. They were receiving phone calls and emails by the dozens
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asking them if this was some sort of April Fool’s joke! No one had
ever heard of a company’s leadership rewarding a project team in
this fashion. It made quite a statement about the appreciation of the
leadership team for the good work the project team had done. So
one last communication to the team came from Lise and Paula to
confirm the details—and the broader planning began for the Las
Vegas celebration.

Key Points to Remember

• Have the feedback session at the time of a team member’s de-
parture and don’t wait until later.

• Use concrete examples when explaining your evaluation,
whether the point is a compliment or a criticism.

• Provide praise, not just suggestions for improvement.
• Involve other managers and human resources if that is appro-

priate for your company.
• Determine the criteria that fit each individual and plan what

you will say and how you will say it.
• Don’t forget to celebrate!

Now you have nearly all the points tidied up and you are ready
to cross the finish line.
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Chapter 22

Crossing the Finish Line

This final chapter will be devoted to a how to demonstrate the
business value you have created and to complete the whole so-

lution to the premise that began the entire book. I will look at the
way to establish sustainable changes in the way the people within
the operations group work. One of the greatest problems with the
deliverables from projects is the lack of sustainability. Once the
project team begins to disband and operations is on its own, peo-
ple begin to fall back into their old habits. I want to stress how to
ensure that operations will continue to track the benefits over the
long term.

Communicate with the Business 
on the Value Created

At the end of the project, when the operations group has taken 
control of the project deliverables, Rod Thompson realized it is
time to communicate with the business to explain the benefits it
will receive from the new project. He sat down with Paula
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Dahlberg, the champion, and Anne Garcia, his communications
specialist, to create a communication. Rod wanted to make sure
both Paula and Anne understood that in the Close-Out Report,
Rod was writing for the senior management team of the company
and the key stakeholders. Much of the Close-Out Report highlights
the expected Return on Investment for the project. However, that
expected ROI will not happen if operations does not use the CRM
that the Project Renewal team delivered. That’s why Rod is anxious
to communicate with the broader organization.

Anne advised Paula and Rod that for the broader audience, the
message needed to be centered on the benefits they would person-
ally or collectively receive from the project. To draft the informa-
tion, the three of them turned again to the Case for Change. It was
there the benefits to the people who will use the project deliver-
ables were captured. There was an additional motive in communi-
cating to the broader audience—to remind them of how successfully
the implementation went because they participated in the work of
the project through their Working Committee and their Change
Leaders. Anne felt this communication was a way to congratulate
the company for its contributions—with an eye to receive that type
of cooperation the next time they were asked to manage a project. 

Rod, Paula, and Anne decided to draft two communications
and space them out by a week. The first was the congratulatory
message to the team and the company for successfully implement-
ing Project Renewal. The second message would be to circulate the
new performance measures for operations that come out of the
project team’s work. The target for this audience would be the man-
agers within MedTech who would find some of these new measures
on their performance contract and needed to understand them a
little better.

Performance Measures in Operations

The next key to making the results of the project sustainable over
time would be to remind the business people that now that the proj-
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ect is finished, it is their turn to take those project deliverables and
use them correctly to deliver the return on the investment made by
the company. 

The first part of message the managers would be to explain the
need for quantifiable measures help to justify the investment made
by MedTech in buying and implementing the CRM. Only by track-
ing measures to results can a real justification occur.

The message would explain the two types of measures—out-
put and input.

• Output measures: The process metrics results to monitor the
value generated. For the CRM, examples of the output mea-
sures would include growth in sales to existing customers and
customer satisfaction and growth in the number of new cus-
tomers from within the prospect group.

• Input measures: Process metrics to monitor the use of the
process such as a decline in the inventory stored, reduced cycle
time from contract to delivery, and others.

For the message around performance measures, Rod wanted
them to also appreciate that measures can also provide compara-
tive benchmarks against some of MedTech’s competitors as well as
an early warning signal of suboptimal performance. Input and out-
put comparisons will act as pointers to improve performance by
working to improve the processes across MedTech. An important
point in the communications around metrics was the involvement
of the Working Committee. Rod and his business lead, Paul Ryan,
worked with various members of the Working Committee to es-
tablish the correct measures for MedTech. 

In choosing measures he and the Working Committee com-
municated to managers, Rod wanted to be sure they included those
measures (dollars, time, number of errors) carefully to give these
managers real insights into how the project deliverables are really
working once they go into day-to-day operations. Paula Dahlberg
pointed out that the project team would also need to clarify the 
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assumptions made in recommending those measures, since the man-
agers would probably question them unless they knew the assump-
tions the project team and the Working Committee used. 

Finally, Lise Ramsay, the sponsor, was very keen to make sure
that the managers understood they were clearly accountable for
collecting and reporting on the measures in the eyes of the senior
leadership team. Lise was of the opinion that if no one clearly re-
sponsible, no one will sign up for doing this work after the fact. 

Communicate with All Team Personnel

Rod began to instruct all team personnel in writing as to when the
project would end. This put pressure on the stragglers who needed
a little more time to complete their tasks. Rod had a suspicion that
more time was needed for some people, so he set the end date sev-
eral weeks into the future and started giving then weekly reminders
of the drop-dead date. For real problem people, he began to visit
them daily to assess their progress and remind them of the date.

Rod also asked Paul Ryan, his lead business analyst, and Josh
Larsen, his technical team lead, to notify all outside suppliers and
vendors that the project would completely close down in the com-
ing weeks. Since the project is ending, he wanted them to get the
message that Rod and MedTech would not accept bills from any of
those vendors received 30 days after the close-out date. (Rod real-
ized, of course, that he would have to be flexible on this one. How-
ever, he also realized it is really a tactic to get the bills coming in the
door from vendors as quickly as possible.) It also saves Rod and
MedTech some interest charges, and really prompt payment may
knock a percentage off the total project bill. He asked Marc New-
house to check purchase orders to see what was still outstanding
and report back to him.

Rod also asked his team leads to inform managers of tempo-
rary employment agencies and contractors, in writing, that the proj-
ect’s termination date was near.
He hoped this would provide the
managers in those companies
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time to find other opportunities for these people or to move them
back into their usual job responsibilities.

The After-Implementation Review

A common practice among experienced project managers, partic-
ularly on large projects, is to conduct an after-implementation 
review. Rod reviewed his reference books on how to conduct an
after-implementation review as one way to ensure that operations
continues to use the project deliverables correctly and in a sus-
tained way. 

Rod noted that an after-implementation review meeting is usu-
ally scheduled between three to six months after the project is closed
out, with the key team members and some of the stakeholders. The
review is a discussion about what has happened since the project
was turned over to operations. Because of other commitments and
initiatives on the horizon, Rod decided to conduct his session about
ten weeks after the project closed. 

In reviewing his reference
materials, Rod recognized the
value in getting a little distance
from the project to help everyone
gain some insights on what went
well and what they would do dif-
ferently in the future. Also he realized that any problems or sur-
prises that are likely to occur will happen in those first few months.
That information would be very helpful in crafting the lessons
learned.

Finally, Rod worked with Paula on a briefing to the opera-
tions management team. They were very keen to communicate the
value delivered by Project Renewal. He also want to brief the ex-
ecutive team, so he and Paula included Lise in the preparation. All
of them felt the importance of this presentation was to set the cor-
rect expectations within management about the sustainability of
the rewards from the project (refer to Chapter 13: Presenting to
Project Stakeholders During Project Execution). The assumption
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they operated under was if the management team expected the proj-
ect deliverables (namely the CRM and the associated business
processes) to be used, they are much more likely to be used and
used correctly.

In Conclusion

Throughout the book, the emphasis has been on the importance of
communications in a successful project. Remember back to the be-
ginning and those global project managers who said the best pre-
dictor of a successful project was how well the project team com-
municated with their stakeholders and among themselves.

There are common elements for any type of communication,
and they should be either applied or considered, whether the mes-
sage is written or oral. If you will follow those principles faithfully,
they will never let you down.

All the way through the book, I have tried to demonstrate that
conveying information to your stakeholders is vitally important in 

• Managing their expectations.
• Keeping leadership engaged and supportive.
• Handling risks to prevent or control issues.
• Preparing operations for your project deliverables.

And always prepare your communication plan with as much
care and thought as you do your Work Breakdown Structure and
your schedule. It will pay dividends from the beginning.

Finally, one last piece of advice—always target any communi-
cation to a distinct audience with a specific purpose in mind. Do
that, and you will be considered a genius among your peers and
your customers!
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communications)
role descriptions and, 

71
of sale, 46–48
with stakeholders,

238–39
with team personnel,

51–55, 262–63
working committee and,

25–26
working groups and,

26–29
Competency training, 91,

92
Competition, handling,

225–33
horizontal and vertical

communications,
227–28

potential conflicts,
228–29

situational awareness,
226–27

Contract, 33–34
Covey, Stephen, 6
Culture, defined, 75
Customer relationship

management, 2, 5, 15,
26, 37, 38, 39, 47, 63,
66, 79, 84, 85, 94,
155, 156, 157, 192,
193, 203, 204, 219,
230, 261, xvii–xviii

E
Enterprise resource plan-

ning (ERP), 9
Executive summary,

244–45

F
Fairness factor, addressing,

97–98
Feasibility study

conducting, 7–8
defined, 7
developing for Project

Renewal, 8–9

Feedback, providing to
team, 247–58

administrative perform-
ance, 252

attitude, 253
cost consciousness,

254–55
creativity, 251
deadlines and, 250–51
developing matrix,

256–57
quality of work, 249–50
recommendations for

improvement, 255–56
technical ability, 254

Formal communication,
66–67

Framing, defined, 143
Functional training, 91, 92

G
Gantt chart, 27
Goals

level of knowledge of,
49–50

project, 9–12
of Project Renewal,

35–36
Governance model, 18
Groups, working, 22–25

I
Informal communication,

66–67
International Financial Re-

porting Standards
(IFRS), 198

Issue process, 170

L
Leadership

backsliding of, 98–99
involvement of, 13–17
preparing, 13–29
script for, 17–20

Leadership plan, building,
93

Listening, 55–56

M
Meetings

communicating during,
52–53

effective, 171–75
minutes, 53

Message
delivering, 68–72
developing effective,

125–27
Minutes, meeting, 53
Missing requirements

model, 112

O
Operations

performance measures
in, 260–62

preparing, 201–14
Operations, communicat-

ing with, 189–200
assumptions, 192–98
good news-bad news,

190–91
symptoms of misalign-

ment, 197–98
Operations integration plan

developing, 105–14
project deliverables,

110–11
timetable for, 111–12
tools and templates for,

109–10
Oral communication,

70–71, 132
Organizational risks, man-

aging, 145–46

P
Parallel communications,

48
Perception, 76–78
Performance evaluation,

deliverables and,
206–9

Politics, communication
and, 65–66

Preliminary performance
measures, developing,
94–95

Presentation templates,
163–68

Problems, communicating
about, 169–76

Problem/Solution strategy,
158

Process change impact
analysis, template for,
87

Project charter
assumptions and con-

straints, 37–38
benefits and risk assess-

ment, 38–40
budget and schedule, 

40
building understanding

in, 41
contract, 33–34
elements in, 32
inputs into, 33
for Project Renewal, 42
scope, 36–37
statement of business

problem, 34–35
writing, 31–43
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Project communications
ignoring, xiii–xiv
importance of, xii–xiii

Project deliverables,
110–11

performance evaluation
and, 206–9

Project management, xi–xii
business, xv–xvi
defined, xvi

Project Management Book
of Knowledge
(PMBOK), 19, 31,
249

Project Management Insti-
tute (PMI), 13, 201,
xvi

Project managers
action-oriented, 211–12
communicating with,

211–14
content-oriented,

212–13
people-oriented, 211
technology for, 68–69
time-oriented, 213

Project plan memorandum
editing, 135–36
purpose of, 133–34
strategy for, 134–35
writing, 129–38
writing style, 136–37

Project Renewal, 1–12
Case for Change for,

79–81
competition and,

229–33
developing feasibility

study for, 8–9
primary goals of, 

35–36
project charter for, 42

Projects
champion role, 20–22
changing business with,

4–6
developing communica-

tions for, 115–27
goals and objectives for,

9–12, 35
linking strategy and,

1–12
objectives of, 63
predictors of successful,

56
presenting to stakehold-

ers, 149–68
roles in, 18
scope of, 36–37
sponsors of, 19–20

Q
Question/Answer strategy,

158
Questions, 160–61

R
Readiness assessment

checklist, 210
Resistance to change, over-

coming, 215–23
absence of self-interest,

218
fear, 216–17
feelings of powerless-

ness, 217–18
Risk

defined, 139
handling with communi-

cations, 139–48
matrix, 141
organizational, 145–46

Risk assessment
incompatibility with 

climate, 38
lack of user acceptance,

38
loss of political support,

38–40
project charter and,

38–40
Risk management, 11, 16,

25
process, 148
working committee and,

24
Role descriptions, commu-

nications and, 71
Rule of Emotion, 69, 70
Rule of Frequency, 69–70
Rule of Primacy, 69, 70
Rule of Recency, 69, 70

S
Sale, communicating, 46–48
Schedule, project, 40
Scope changes, communi-

cating, 177–87
assumptions, 178–80
process for, 178
requesting change,

180–82
Single Point of Account-

ability (SPOC), 205–6
Stakeholders, 48

analysis, 60–62
analyzing, 152–57
close-out report and,

237–40
communications with,

238–39

expectations of, 241–42
presenting to, 149–68
project, 240–42

Standard operating proce-
dures (SOP), 110

Storyboard, building,
198–200

Strategy, linking projects
and, 1–12

T
Target, analyzing, 60–64
Team

building, 51–52
communications within,

51–55, 262–63
credibility of, 50
establishing, 45–57
information or tech-

niques to gain accept-
ance, 50–51

providing feedback to,
247–58

relationships in, 48–49
Technology, for project

managers, 68–69
Training

competency, 91, 92
functional, 91, 92

Training plan, building
changes into, 91–93

V
Visual aids, in presenta-

tions, 161–62

W
Working committee

communications with,
25–26

decision making process
in, 89

developing, 22–25
process changes and, 86
risk management and, 24

Working groups
communications and,

26–29
developing, 22–25

Writing
Case for Change, 

73–82
close-out report, 

235–46
Project charter, 31–43
project plan memoran-

dum, 129–38
style, 136–37

Written communication,
70–71, 132
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