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How to Complete This Course 
How to Complete the Guide and Exercises 
This course is broken down into course modules.  In order to develop a better understanding of 
the content of this course it is recommended that the student complete the work as follows: 

 Complete a reading and a study of the information contained in each module for 
understanding and comprehension. 

 The student is encouraged to make notes as they work through the course guide.  
These notes can assist the student in assignments following each module.  
Notes may be related to key ideas the student wishes to remember as well as 
personal insights the student may have. 

 Complete all corresponding assignments (see Completion Checklist, located on 
the following page).  Ideally, the student should keep a student journal (separate 
notebook or file) with his or her answers to all assignments. 

 Check off assignments on the Completion Checklist as they are finished. 
 Work through the course guide one module at a time, completing all work 

associated with the current module before advancing to the next module. 
How to Contact the Instructor 
Prodevia Learning course instructors are available via email.  All course correspondence will be 
returned promptly. 
Contact your course instructor at support@prodevia.com 
How to Submit Course Completion and Report PDUs 
When you have completed working through this course guide, return to the Course Completion 
page at www.prodevia.com and follow the instructions there to formally complete your course 
with Prodevia Learning. You are required to formally complete your course in order to receive 
your Certificate of Completion and be awarded 15 Professional Development Units. The Course 
Completion webpage also includes instructions and a link for you to submit your PDUs directly 
to the Project Management Institute (PMI)® online. 
Course Detail: 
PMI Provider ID: 1945 
PMI Activity ID: Printed on your Prodevia Learning Certificate of Completion 
 
Note: PMI is a registered mark of the Project Management Institute. 
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Course Objectives 
This course is designed to provide the project manager with the tools, techniques, and 
awareness necessary to execute successful project communication among various 
stakeholders.  The scope of this course will include the development and implementation of a 
project communication plan.  It will also explore the importance of a project manager’s 
interpersonal communication with others, examining strategies to become a more effective 
communicator. 
By the end of this course the student will be able to: 
 Articulate project communication as both a strategic and a tactical responsibility of the 

project manager. 
 Explain how to create an action plan to identify project stakeholders, analyze their 

impacts upon the project effort, and determine appropriate communication strategies for 
each. 

 Describe the ways in which a project manager should communicate with other project 
stakeholders in a manner that is professional, clear, and effective. 

 Describe methods for managing communication surrounding the more challenging areas 
of project management including: 

o Setting and managing expectations 
o Sharing difficult information 
o Facilitating stakeholder conflict 

 Explain how to successfully document key project data, including issues, changes, 
decisions, actionable to-dos, and lessons learned. 

 Define a method for project reporting and determine the best approach for a given 
project. 

 Interpret earned value analysis metrics for performance reporting and forecasting. 
 Define the actions to both lead and facilitate project teams and stakeholders through 

project meetings.  
 List the elements of a practical, working communications plan for a project 
 All course objectives can be measured through end-of-module review questions and an 

end-of-course assessment. 
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Module 1 - Introduction to Project 
Communication 
Good project communication is nothing short of critical.  Without it, a good 
project is susceptible to un-needed difficulties and struggles.  For a challenged 
project, poor communication can mean the difference between recovery and 
demise. 
It seems that communication should be easy enough since we are interacting 
with professionals in our project work.  But, stakeholder literacy and skill-set does 
not always translate into a project implementing good communication.   
And, the complexities of geographical distance, technology, multiple stakeholders 
who must interact with each other, and corporate politics create additional strain 
on project communications. 
How many of these problems have confronted you on a project? 

 A team member didn’t provide correct information for reporting 
purposes, and the reports to management did not accurately reflect 
the project’s true performance. 

 There are so many meetings that it is difficult to get any real work 
done. And, the meetings aren’t accomplishing much. 

 Documentation is not well-managed, and version-control can be 
tricky. 

 Information is falling through the cracks; stakeholders are caught off-
guard by news about the project when they get it. 

 The project team is scattered across so many different locations that 
problem-solving and decision-making is challenging. 

 We can’t get the information in a timely way from the vendor that is 
contracted to a key deliverable in the project. 

 Conflict seems to be a primary mode of operation among project 
stakeholders, and it doesn’t look like it’s going to resolve itself. 

 The project has been having some difficulties, but that information 
isn’t getting shared to the right people.  Only the internal team knows 
just how bad things really are. 

 The customer acts as if he has no idea what is going on. 
 The sponsor isn’t engaged, and there is no participation. 
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 The project team doesn’t seem to understand why we are even doing 
this project. 

If you consider the challenges that are listed above, you will see that troubles in 
project communication occur because of two conditions; 

1. Process does not support the flow of communication to stakeholders, 
and 

2. No matter how much process is in place, there will always be a 
human element to project communications that requires management 
through relationship. 

Let’s talk about each of these components more fully. 
Sound Process 
This course is designed to help you mitigate the 
real risk of poor project communications in your 
projects.  And, frankly, that is exactly what a 
communication plan is – it is a mitigation – a risk 
response and method of risk reduction.  In this 
case, the risk to be reduced is poor communication 
leading to project failures.   
We create and use communication plans not 
because we want more documentation, but 
because projects are regularly fraught with 
communication difficulties. Have you ever 
participated in a project that didn’t have challenges 
in this regard?  Likely, not. 
The primary goal of any communication plan should be to reduce the risk 
of communication problems in your project.   
This course will help you to think through the best method for implementing a 
project communication plan that will balance efficiency for your stakeholders 
while also facilitating proper information sharing and decision-making.  A thought-
out process for communication can ease difficulties and reduce confusion.  
Many ideas will be presented within this course.  Some of these ideas may be 
more or less appropriate for any one particular project.  As you move through this 
course, always consider ideas in the context of these two important qualifiers: 

1. Will this process/method/suggestion help my project effort do a better 
job of sharing information and getting things done? 

communication plan: a 
document that contains 
the policies and 
procedures for how a 
project will share 
information across the 
various people and 
groups that are involved.  
This may be formal or 
informal, as the project 
requires. 
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2. Will this process/method/suggestion be productive for my 
stakeholders without over-burdening their already heavy workload? 

If both of these questions can be answered in the affirmative, then consider 
implementing the idea in your own project.  Otherwise, always consider the 
potential negatives of a process that might not be beneficial.   

Process for process’ sake or for the sake of appearance isn’t helpful.  
Process should always deliver true benefit to stakeholders. 

In some cases, those benefits may be different for various stakeholders.  So, 
understand that if a process benefits some and not others then you may need to 
share (and sell) the reasons that necessitate it – or modify it to work better for 
everyone.  Stay ever-aware of the resource drain a potential process can bring to 
bear on a project’s people. 

Helps the project 
do a better job of 

sharing 
information and 
getting things 

done.

Is productive for 
stakeholders 
without over-

burdening heavy 
workloads.

Good process…

Helps the project 
do a better job of 

sharing 
information and 
getting things 

done.

Is productive for 
stakeholders 
without over-

burdening heavy 
workloads.

Good process…

 
Figure I.1 – The Two Qualifiers of a Good Communication Process 
So, the good news is that a communication plan will reduce risk of 
communication problems on a project.  The bad news is that the plan cannot 
completely eliminate the risk.  That is why an additional mitigation must also be 
implemented – your ability as a project manager to build relationships with your 
stakeholders. 
Sound Stakeholder Relationships 
This course will cover the more structured, planned 
for components of communication such as reporting, 
documentation, and meetings.  It will also cover 
many of the extemporaneous components of 
communication such as ad-hoc stakeholder 
interactions, your own ability to listen and craft a 
message to others, and ensuring that conflicts are 

stakeholder: a person, 
group or organization 
that has a vested 
interest or concern in 
the outcome of a project 
initiative. 
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constructively dealt with.  To be an effective project manager, you will need to be 
competent in both the planned components of project communication as well as 
the impromptu elements that are strongly influenced by well-developed 
stakeholder relationships. 
Projects, Politics, and People…Oh, My! 
Some of the best professional lessons I’ve 
received have come from my father – here’s 
one that has stuck with me through the years.  
I’ve seen it replayed over and over again in 
my own experience: 

The implementation of information 
technology projects is less likely to be a 
technological problem and more likely to 
be a political one.   

What he meant by this is that even the complexities of technology seem 
manageable compared to the challenges from the human beings that will 
implement and use that technology.  Where there are stakeholders there will be 
politics.  And, there will always be stakeholders.  Thus, project politics is always 
part of the equation and something that will influence communications. 
People bring to bear on a project expectations, assumptions, experiences, 
judgments, emotions, and concerns.  Even the people who embrace your 
project’s solution are still bringing this political influence into your initiative.   
The Mitigation for Politics 
An important way for you as project manager to mitigate the risks resulting from 
project politics is to ensure that you are constructing solid working relationships 
with your project stakeholders and that you are also a good caretaker of these 
relationships. How well you both build and manage relationships with 
stakeholders will influence the success of your project’s communication (and, 
much more).   
This dual focus that we will be discussing is what will make this project 
communication class a bit different from others you may have participated in.  
Our course objectives aren’t strictly dedicated to building a process.  It also puts 
strong focus on building the relationships to support the success of that process. 
Throughout this course you will be presented with many methods for building 
good working relationships with all of your stakeholders.  For some stakeholders, 
you will find this task an easy one.  For others in your project, it may seem that 
your working relationship is in a constant state of construction and re-

Project Politics 
The inter-relationships 

between people, groups, and 
organizations especially 
where power influence, 

and/or conflict are involved. 
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construction.  For every productive working relationship that you build you will 
have another where a good working relationship seems elusive.   

The Stakeholder Relationship
•Constructing
•Care-taking

Communication 
Plan

Communication 
Plan

Communication 
Plan

Communication 
Plan

(The Process)

The Stakeholder Relationship
•Constructing
•Care-taking

Communication 
Plan

Communication 
Plan

Communication 
Plan

Communication 
Plan

(The Process)Communication 
Plan

Communication 
Plan

Communication 
Plan

Communication 
Plan

(The Process)

 
Figure I.2 – Process and People –The Right Communication Strategy 

Respect and Resonance 
Your relationship-building will always be a work in progress; it will never be fully-
finished.  And, there are a couple of important elements going forward in this 
class and in life that you should always remember when building and maintaining 
your business relationships: 

1. Respect - Your goal in relationship-building should always be about 
establishing reciprocated respect, and 

2. Resonance - Be ever aware of who you are ‘in sync’ with and who you 
aren’t. 

Let’s discuss these two qualities a bit more and what they mean for your working 
relationships.   
Respect refers to your ability to hold another in 
regard, to value the contribution an individual 
makes, and to treat another with courteous 
intention.  For some people you interact with, 
respect comes easily because you value their 
abilities, and they reciprocate respect to you.  
Resonance refers to the way in which you 
harmonize with other people’s working styles, goals, 
and points of view.  When you have a high 
resonance with another, there is an easy sense of 
cooperation between you.  
Some working relationships have both strong respect and strong resonance – but 
more of your working relationships are likely to exist in that state of ‘construction 

respect: the state of 
holding another in 
regard; showing 

consideration for; 
treating courteously  

resonance: relation of 
mutual understanding 
or trust and agreement 

between people 
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and reconstruction’ we spoke of earlier.  Going forward in this class you will come 
across ideas that will likely bring to mind particular individuals that you work with.   
When this happens, consider the level of both respect and resonance that the 
relationship contains.   
It is possible that you have a high level of respect for someone’s abilities and yet 
you haven’t taken the time to develop more resonance with them – an 
understanding of who they are – that helps you to begin to understand their 
motivations and – eventually – trust them.  Or, you may work with someone that 
you have a higher level of working resonance with, but you don’t respect their 
current value or contribution to the effort.  Both of these scenarios require you to 
do some soul searching to determine how to increase respect and/or resonance 
with the stakeholder under consideration.  And, if you have low respect and 
resonance for someone you work with – well, you have some work ahead of you.   
Your bottom line is to be ever aware of who you interact more effectively with and 
who you don’t.  For those people who in the figure below would fall into Quadrant 
2, 3, or 4 – you should consider what you can do to improve the condition of the 
working relationship.  What you do not want to do is spend all of your time 
engaging in Quadrant 1 relationships at the expense of developing better working 
relationships with the others. 

Remember! 
Effective interpersonal communication cannot occur when using short emails 
and brief interactions with stakeholders as your sole communication model. 
Good communication is the result of sound working relationships.   
Good relationships are slowly developed through consistent interaction and 
honest behavior. 
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Figure I.3 – Respect and Resonance 
Take the time to always assess which of your working relationships could use 
some attention and seek to improve both respect and resonance in all of your 
interactions with stakeholders.  Your projects and your day-to-day 
communications will be rewarded as a result of the time and focus that you put 
into relationship management.  
 
Review Questions  
The following review questions will assist you in developing comprehension of 
the material contained in this course module.  Answer the following questions in 
a separate notebook.  
1. Why is good project communication nothing short of critical?   
2. What are some of today’s project complexities that place additional strain 

on project communication? 
3. Troubles in project communication usually occur because of two 

conditions.  What are they?   
4. What is a project communication plan?   
5. How is a communication plan a risk mitigation strategy?   
6. As you evaluate a new process for introduction into a project 

environment, what are two important qualifiers to consider?   
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7. Process for process’ sake or for the sake of appearance isn’t helpful.  
Process should always deliver _____. 

8. What is the definition of a project stakeholder?  
9. Why is the stakeholder relationship an important component of a project’s 

manager’s communication success?   
10. What type of risk does developing sound stakeholder relationships 

mitigate?   
11. Define respect and resonance.  Why are these two qualities important?   
 
Self-Reflection Exercise 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Consider a current project you are engaged in.  What communication 

activities are working well?  What could be improved? 
2. Review Figure I.3 – Respect and Resonance from this chapter.  Name 

two stakeholders in your present project(s) that you would place into each 
quadrant of the grid.  Ask yourself how much time and attention you give 
to your Quadrant 1 people.  How much time and attention to you devote 
to developing better working relationships with those in Quadrants 2, 3, 
and 4? 

3. Define one action that you will take in the coming days to better develop a 
working relationship with each of those individuals in Quadrants 2, 3, and 
4. 
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Module 2 – Communicating Vision 
When we think of project communications, we tend to think of the more obvious 
components such as meetings, reports, and documentation.  These are core 
components of information exchange within initiatives and are important tactical 
tasks.  But, in my opinion, they are not the most critical communication tasks that 
project managers must execute.  The crucial project communications are 
strategic in nature.   
Strategic project communications have more to do with the broader goals and 
purpose of an initiative whereas the tactical components focus much more on the 
day-to-day exchange of information.  Strategic communication concerns itself 
more with “The Why”. 
The Necessity of the Why 
My own personal experience has solidified for me the necessity of “The Why” as 
an integral component of the human condition.  And, anyone who has children of 
their own or who has spent any time around them has experienced it, too.  
Almost as soon as a child can understand cause and effect, they seem to 
constantly ask the question, “Why…?” 
We are wired to search for this three-letter word, and it drives the ways that we 
think, decisions we make, and actions we take.  Many years ago I learned of a 
study conducted by researchers from the City University of New York that made 
me realize just how important “The Why” is for people. 
In this experiment that is sometimes referred to as The Copy Machine study1, a 
study participant was stationed at a graduate school office copy machine.  The 
goal – to ask to move ahead of someone else in line to use the machine and test 
standard requests; measuring success rates. 
When the request was a simple “May I cut ahead of you in line to make five 
copies?” their requests were granted about sixty percent of the time.   
                                                
 
 
 
 
1http://www.nytimes.com/1997/09/23/science/scientist-at-work-ellen-j-langer-a-scholar-of-the-
absent-mind.html?pagewanted=all&src=pm 



Mastering Project Communication 
Module 2 – Introduction to Project Communication 

www.prodevia.com 
 16

However, when the requests included a reason behind the statement such as, 
“May I cut ahead of you in line to make five copies because I am running late for 
a meeting?” their requests were successful 95% of the time.   
Here’s the curious part of this study.  The researchers also tested another – and 
much less meaningful – question.   

“May I cut ahead of you in line because I need to make five copies?” 
Read the request above once again.  Notice that it provides no more information 
than the first tested question.  But, it was as successful as the second question 
tested.  So, what do the more meaningful and the less meaningful questions 
have in common? 

Question 2: “May I cut ahead of you in line to make five copies because 
I am running late for a meeting?” 

and 
Question 3: “May I cut ahead of you in line because I need to make five 
copies?” 

What they have in common is the word because.  Both questions attempted to 
fulfill the need for “The Why” via the word because. Though the last question 
doesn’t provide a more meaningful why, the study demonstrated that people 
were still listening for one.   
People are always listening for “The Why”.   
And, they are certainly listening for it from you and your project. 
A Project’s Vision 
This is where project vision comes into our discussion.  Essentially, a project’s 
vision statement is what articulates “The Why” of a project, and since we have 
already learned that people need a why – well, to this point we have learned that 
every project better answer that question.   
One of my favorite analogies for explaining why a project vision is so important is 
to use the story of Noah and the Ark.  For this example, Noah is our project 
manager.  And, he clearly had deliverables – his scope included a boat and an 
animal collection.  But, his scope isn’t his vision.  Imagine him going to his project 
team (his family) and telling them, “I’ve talked to God, and we are going to build a 
boat nowhere near the water.  And, then we are going to round up pairings of 
animals and put them in the boat.”  Well, that wouldn’t be very compelling, now 
would it? 
Instead, Noah would need to approach this meeting with his team differently – 
not tactically – but strategically, discussing the higher vision of the project.  What 
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is his project’s vision?  To save life from complete destruction!  Now, that is much 
more compelling – and inspiring. 
Your own projects aren’t likely part of the “Save the World” variety that Noah’s 
was.  But, your project has a purpose, a reason(s) for being.   And, one of your 
first communication challenges will be to get your arms around your project vision 
and ensure you can clearly and successfully articulate it to others.  It’s a critical 
task for you that is easy to ignore, diminish, and devalue when the heat of getting 
a project started is upon you.  But, you do not want to skip this step. Project 
vision provides the project’s context for people, and everything a project manager 
and team engage in should be in alignment with project vision. 
The Project Visioning Document 
As a new project falls into your lap, one of the first things that you will do is meet 
with a client or sponsor to determine the high level objectives for a project.  
Sometimes, this information will be written down for you.  This high-level, project 
visioning document can be referred to as a project charter, high-level scope 
document, or even an approved business case.  When this document is 
available, it’s something that you will want to review with your sponsor and client 
to ensure that you understand the direction they have in mind for the project.  
This initial document will usually contain the following items: 
Business Vision – This statement represents the specific business strategy that 
the project must align with.  The vision statement is a guiding directive for an 
organization and necessary for the project to maintain. 
Problem or Opportunity Statement – The current state of the business.  This 
section should define the present conditions that make it appropriate to engage 
in a project.  In a nutshell, this section explains why a change in the 
organization’s current operations should occur. 
Project Mission Statement – This statement represents the future state that the 
business would like to attain.  This statement is more about end results, not the 
means to get there.  So, instead of deciding upon the specific detail of a solution, 
the mission statement will represent what the business believes would be a 
sound high-level solution.  This mission statement will generally describe what 
the end would look like if a successful solution is implemented.  This could be in 
terms of the customer experience, cost reductions, obtained operating 
efficiencies, improved employee work, regulation compliance regulations, as 
examples.   
Success Criteria – Success criteria are constraining factors upon the project 
and usually are defined in terms of cost, time, and particular performance factors.  
The business usually has some idea of what they would prefer in terms of end 
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dates and budgets, and these preferences should be documented.  While these 
numbers aren’t contractual, they do provide clarity for the project manager and 
team as to what the business expects.  These expectations may be feasible or 
not, but they need to be articulated in the document so that the project manager 
knows up front if the business is expecting more than can be reasonably 
delivered. 
It’s also helpful if the success criteria are prioritized so that the project manager 
and team understand the greatest constraint upon the client and business.  For 
some projects, the client may be most sensitive to cost.  For other projects, the 
client is most sensitive to timing.  For other projects (usually regulatory 
compliance initiatives), performance factors must be met (even to the detriment 
of time and cost).  When the success criteria are prioritized, the project team will 
have a better understanding of how to build a project plan that aligns with a 
client’s priorities. 
High-Level Scope – In some cases, a project may be standardized enough to 
where a high-level scope can be drafted.  The scope defines deliverables that 
are expected.  For example, in software development projects, the software itself 
is only one deliverable in a project.  The client may also be expecting additional 
deliverables such as a training curriculum.  And, out of scope items should also 
be defined.  For example, perhaps training extends to all current employees, but 
new hires would be considered out of scope for training under the project’s 
schedule and budget. 
Assumptions and Constraints – There are always unknowns in a project.  For 
our low-risk unknowns, we make assumptions about how the future will unfold.  
For example, an assumption that might be found in a project visioning document 
would be that the business will provide the necessary SMEs for a solution to be 
developed in alignment with current business processes (if this is a high-threat in 
your own experience, it should be documented under risks).  All assumptions 
should be evaluated to determine if they are really just placeholders for possible 
threats – if they are then they should be documented as a risk, not an 
assumption.  Assumptions are those things that we can feel confident to hold to 
be true during planning of a project. 
Constraints are impositions that are placed upon the business, and as a result, 
on the project.  For example, a project may have an environmental constraint 
placed upon it as it executes work.  Constraints can sometimes also represent 
risk for a project and so they should be evaluated for threats after a project team 
is formed and project planning gets under way. 
Risks – Threats to the success of a project should be identified.  In many cases, 
this section of a project visioning document is written from the perspective of the 
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business, so the business risks should be defined here.  In some cases, the 
project risks that are easily identified may also be documented here.  This 
section of the document is followed up with more risk planning later. 

 
Figure 1.1 – Elements of a Project Visioning Document 
Many more times, the initiation of a project does not come with a formal project 
visioning document, or charter.  In this case, in your initial communications with 
clients and sponsors, it’s a good idea to begin crafting with them a project 
visioning document to detail the information provided above.   
An example of a project visioning document can be found in the Appendix at the 
back of this course guide, Figure 1.2. 
The project visioning document is a core communication document for your 
project because it defines how the business’ strategy and a project’s tactical 
solution connect.    This visioning document will likely go through a few iterations 
of re-writes before it is finalized and signed-off by sponsorship.  However, this 
working document should be one of the first pieces of information you provide to 
new stakeholders as they are introduced to the project.   
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Developing Your Elevator Speech 
As a project manager, one of your roles is that of a public relations representative 
for your projects.  This means that you need to have something called an 
elevator speech (referred to as such because it should be short enough to share 
during an elevator ride) prepared for when you need to concisely represent your 
project to someone in two minutes or less.  
The elevator speech is your method for being able to clearly communicate what 
your project is about and why you are doing it.  It should be short and designed 
to be delivered at casual moments when you might encounter a stakeholder 
during the course of a day.  It can be used to quickly help people understand the 
project, to gain buy-in and support from upper level management, and even to 
gain funding for projects that need to pitch for financial backing. 
Since your elevator speech is used to communicate information and to educate 
others, take the time to be clear and stay away from technical jargon.  That can 
always be added in the moment for the right audience who knows what you are 
talking about.   
The goal of your elevator speech is not to impress others with the complexities of 
your project!  The goal is to help them to understand your project.  Quickly. And, 
simply.   
Components of the Elevator Speech 
Let’s discuss the components of a good elevator speech.  The good news is that 
if you have done your work on the project visioning document, crafting an 
elevator speech should be simple work.  Ensure your elevator speech always 
aligns with the direction set forth in the project’s visioning document so that your 
message is consistent. 
Your elevator speech should serve to fulfill four key purposes.  It should: 

1. Provide “the why” to the listener 
2. Construct a picture of the future state of the business once a solution is 

implemented 
3. Promote (sell) the project to stakeholders at all levels 
4. Create clarity of direction for a project team 

With these purposes in mind, here are the three elements of a good elevator 
speech: 

1. Our project is about… 
2. It’s essential we do this because… 
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3. When we complete, the business will be able to (what does success look 
like?)… 

Here’s an example of what an elevator speech might sound like for a project that 
is implementing a scheduling system for resource management. 

I’m working on the SchedulCom Project.  Our project is about helping the 
company leadership do a better job of increasing operating efficiencies by 
actively managing how we are using our people.  It is essential we do this 
because right now resource planning for our projects isn’t being done with 
the entire portfolio in mind. Poor resource allocation is a challenge, and a 
lot of projects get stalled out simply because people are being spread too 
thin across too many projects.  When we complete SchedulCom, we will 
have a simple, easy-to-use platform to see in real time the projects our 
resources are working on plus show the administrative time they need for 
the operational components of their jobs that don’t usually get planned 
for.  It’s a simple solution that’s thoughtful of the people, the projects, and 
the organization’s priorities.  We’re expecting a twenty-percent 
improvement in meeting time commitments as a result. 

The example above incorporates the three elements for a good elevator speech.  
It can be delivered in less than a minute.  And, it doesn’t contain technical jargon 
that would keep a layman from hearing the message.  When delivered with 
enthusiasm and confidence (how you say it is as necessary as what you say), 
your elevator speech can be a way for you to help someone quickly grasp the 
reasons and goals for your project.   
There is one additional element you may also decide to add to your elevator 
speech.      

You can help us reach our goals by… 
 
This optional element is used when addressed to a specific individual/group and 
where you need support or buy-in.  This element should be delivered to craft a 
connection between your listener(s) and your message.   
Here are some examples of how you might add it to your speech: 
“…You can help us reach our goals by…” 

 Joining our team to manage and direct (specific activities or 
deliverables). 

 Keeping a positive message about our project going within your 
department. 
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 Formally sponsoring this initiative and promoting our project to the 
leadership team. 

 Adding your expertise to our planning and solution approach 
 Allocating some departmental funding to the effort. 
 Encouraging (key stakeholders) in supporting the endeavor. 
 Coming to our monthly status meetings to stay abreast of our progress 

along the way – and its impacts on you and your operational division. 
 Strengthening our requirements team, helping to define the specific 

functionality we should think about including in the final solution. 
An elevator speech can be crafted from a thought-out project visioning document 
in a very short period of time - even during your lunch hour.  It doesn’t take a lot 
of time to create, but it will save you time (and perhaps even gain you support) 
when you need to quickly communicate your project’s goals and benefits to 
others.  Construct one and commit it to memory.  Over time, it will become 
instinctive for you to have one and to share it.   
I’m working on… <Project Name> 
Our project is about… Alignment to the business strategy 
It is essential we do 
this because… 

Current state 

When we complete, 
the business will be 
able to… 

Future state 

You can help us reach 
our goals by… 

Selling, getting-buy-in, or a promotional message for 
the listener. 

Figure 1.3 – The Four Elements of an Elevator Speech 
For When the Vision Changes 
Change happens.  In theory, a project’s vision doesn’t change.  But, since the 
business must adapt to changes in the marketplace, sometimes the vision will 
change (and the project right along with it).   
Recognize that while a project vision is written in ink, it’s not written in stone.  
Things can and will happen in the business environment that can cause a vision 
to lose its relevancy.  
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When your project’s vision is changing, it is important to meet with management 
stakeholders (i.e. clients, sponsors) to determine if the project is still in alignment 
with the business’ needs.  In some cases, a vision may need to be updated.  In 
other cases, a change in vision may require a complete re-work of the project’s 
objectives and deliverables.  It may even be appropriate to kill a project as a 
result of vision changes.   
So, while communicating vision to your project’s stakeholders, make sure you 
are also regularly asking for feedback from your sponsor that the project is still in 
alignment with the business’ vision. 
In the next chapter, we will discuss sponsor and client communication in greater 
depth. 
 
Review Questions  
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. The most crucial project communications are _____ in nature. 
2. What is the difference between strategic and tactical communication for 

projects?   
3. Define the importance of “The Why”.  
4.  What articulates “The Why” on a project?   
5. What is perhaps your first communication challenge on any new project?    
6. What is typically contained within a project visioning document?   
7. How is prioritizing success criteria a type of communication between the 

business and the delivery team?   
8. How is a project visioning document a communication tool?   
9. What is an elevator speech?  Why is it important for a project manager?   
10. The elevator speech should fulfill four key purposes.  Name these.   
11. What three elements are in a good elevator speech?  Why is it important 

for a project manager? 
12. What should a project manager do when it seems as if the vision might be 

changing? 
13.  
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Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
Jonathan had just finished a meeting with his project sponsor about a new 
initiative for his company’s latest client.  It was Jonathan’s first high-profile project 
lead position, and he was eager for the challenge and advancement 
opportunities this new role would provide for him.  He’d been named project 
manager not two weeks ago, and the project’s Phase 1 team was already mostly 
defined and soon to be formally brought together for planning work. 
He’d been chosen because he was knowledgeable of the scope of work that 
would be delivered to this client and because he was a consistent performer 
having led quite a few key, internal initiatives in the last two years he’d been 
employed at the company.  Now, he was being put into a position of greater 
visibility.   
As Jonathan headed back to his office he came across Usha, a fellow project 
manager who had earned a reputation in the organization for running some of the 
company’s more strategically significant projects with minimal hiccups.  Usha 
was well-respected, and Jonathan was sure she’d prove to be some help to him 
going forward. 
“Hi, Jonathan; it’s nice to see you. I heard you were going to be working a 
contract with a new client,” Usha said as she stopped Jonathon in the hall.  “I 
don’t know much about the project, but the grapevine says that the revenue 
potential for the organization is considerable.”   
“Yes, it’s going to be a great opportunity,” Jonathan confirmed.  He proceeded to 
explain to Usha the people who were going to be a part of the team and discuss 
the timeframes that the team had to work with to complete deliverables.  He 
wanted to give her as much detail as he possibly could.  “I think that the timing of 
everything is a bit aggressive, but it should be doable.”  
He continued to provide additional details when Usha stopped him mid-sentence 
and replied, “I really need to get to a meeting, but I want to hear more about your 
project.  Maybe we can schedule a lunch to talk about it?” 
Questions 

1. How might Jonathan have approached this interaction with Usha 
differently? 

2. What should Jonathan’s next conversation with Usha include? 
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Self-Reflection Exercise 
The following self-reflection exercise will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s). Complete the following in a separate notebook.  
1. Pick a project that you are working on.  What is “The Why” for this 

project?  Is this in alignment with “The Why” that would be articulated by 
your project’s sponsor?  Client?  

2. What additional elements, if any, do you feel are appropriate for a 
visioning document within your project environment?   

3. Craft an elevator speech for a present project that you are working on.  
Utilize your project’s visioning document and the table in Figure 1.3 to 
assist you in developing this speech.  Once you are confident that the 
elevator speech is sound, memorize it and share it with two other 
individuals who need to hear it. 
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Module 3 – Communicating with Sponsors 
and Clients 
Projects are all about bringing solutions to organizations.  Project managers 
become a critical component of leading efforts to a successful conclusion – 
driving results and ensuring scope delivery in a timely, budgeted manner.    It’s a 
difficult job to juggle the many components of projects, and PMs have their work 
cut out for them!  Of course project managers, as leaders, generally don’t have 
the luxury of formal power to get things done.  Much of a PM’s ability to move a 
project forward incorporates his ability to influence and engage the interactions of 
other stakeholders.   
How well you succeed in your career as a project manager depends strongly 
upon your ability to build strong, working relationships with your sponsorship and 
clients.  Your communications with these stakeholders will be both challenging 
and rewarding.  How well you interact with them will affect how well you will be 
able to accomplish the other aspects of your job. 
The Beginning Project Manager 
Many PMs find themselves thrust into a role of 
project management after having completed projects 
as team members or team leads.  As such, the 
tactical, technical components of project 
management (e.g. project plan development and 
solution development), are more intuitive for them.   
With time and experience, project managers usually 
learn that tactical, technical skill alone won’t get the 
job done.  Much of their job involves being able to 
successfully interact with stakeholders who usually 
reside at higher levels within an organization and 
who have a different perspective of projects and 
solutions.   
Sponsor and client interactions are sometimes more 
tedious for project managers, but it is necessary for a 
PM to become proficient at interacting with them, communicating project goals, 
outcomes, and challenges as the effort proceeds through its lifecycle.   
Sponsors and clients need your expertise for the details of tactical project 
delivery.  But, they also need to you think about the project from their 
perspective, because you are the bridge between them and a final result.  If you 
want to be successful in the eyes of sponsorship and clients, then you need to 

project manager:  the 
person responsible for 

ensuring that the 
project delivers the 

defined solution. 
sponsor: the person 
who holds the purse 
strings for a solution 

and who will champion 
the project within the 

organization. 
client: the receiver of 

the solution. 
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look at the project from their professional point of view and communicate with 
them in ways that they understand.   
The Project Manager As Project Steward 
When we think of managers or leaders we typically get a 
mental picture of someone at a higher level of an 
organization who directs the tasks of people below them.  
When people think of an organizational chart, they will 
tend to think of it in terms of company leaders at the top 
followed by one or more layers of management in the 
middle before finally reaching the bottom of the chart 
where the “do-ers” – the worker bees in the organization 
– are represented. 
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Figure 2.1 – The Traditional Organizational Chart Hierarchy 
Most project managers, however, don’t operate in the traditional organizational 
chart hierarchy in the same way that an operations manager does.  PMs rarely 
have true, formal power to direct the actions of others.   
One of the staples of good leadership is recognizing that simply directing people 
to do their jobs doesn’t always get the best out of people.  Great leaders 
recognize that while formal power is necessary in organizations, it is their ability 
to support and inspire their subordinates that brings about a greater quality of 
results.   

steward:  a 
person who 
administers 

something on 
behalf of 
another.  
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If we were to visualize the organizational chart in reverse, it would represent that 
those in leadership positions really have the responsibility to serve and support 
those who are subordinates.   
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Figure 2.2 – How Leaders View Their Role to Support Subordinates 
This is a representation more in alignment of the project management role in a 
project effort.  Project managers don’t usually have the formal authority to direct 
people to action.  Project managers are really servants to the project.  They 
serve the interests of the project by serving to ensure that stakeholders get what 
they need to do their work and for the end users to receive their solutions. 
If we were to represent the project manager’s role to stakeholders, it would look 
more like this: 
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Figure 2.3 – Project Managers Support Other Project Stakeholders 
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According to the Prodevia Learning course, PM/COR – the Project Management 
Client-Oriented Results Model1  a project manager should consider himself a 
steward of the project.  A steward administers the goals of his sponsor and 
client, looking out for their best interests and concerns.  The project manager’s 
primary responsibility is to represent sponsorship and clients as the project 
proceeds, and this can’t be done without good communication and a sound 
working relationship.  Regularly remind yourself that this is your first job as a PM 
– to be a steward.  
Establishing Expectations 
Sponsors play important roles within projects.  Just as project managers are 
critical to ensure that work gets done and the right solution is delivered, sponsors 
are in place not only to provide funding, but also to “campaign” for the project 
across an organization.  Sponsors can be the external clients themselves 
(sometimes also termed sponsor-client).  For other engagements, sponsors may 
be someone other than the end client who is employed by the delivery 
organization.  These internal sponsors champion an external client’s interests 
within a program or portfolio (often found in internal projects for an organization 
where there are multiple business units) and they tend to have the primary 
relationship with the external client.  This relationship between sponsor and 
external client should be respected; a good project manager should not 
circumvent this relationship unless the sponsor requests the PM to develop a 
direct relationship himself.   For the purposes of our discussion, we will assume 
that roles of sponsor and client are fulfilled by one individual.  Realize, however, 
that where there are multiple individuals, you will need to defer to your sponsors 
as how best to interact with external clients. 
Your relationship with your sponsor will be very important throughout the life of 
the endeavor you are about to participate in together.  Very shortly after a project 
falls into your scope of responsibility, it is important to start building that 
relationship with him or her by making sure that you have covered some critical 
conversations together. 

1. Confirm Initial Project Information 
                                                
 
 
 
 
1 The Project Management Client-Oriented Results Model, Prodevia Learning, ©2003-2016. 
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2. Review Your Roles as Project Sponsor and Project Manager 
3. Discuss Communication Needs 
4. Talk About Change 

Confirming Initial Project Information 
As soon as a project is assigned to a project manager, he or she should set a 
meeting with sponsorship to review any solution documentation developed thus 
far.  This might include a business case, a high level scoping document, or even 
a formal charter.  The project manager should go through the elements of a 
visioning document to ensure that he or she has a clear understanding the 
project’s vision and objectives as the sponsor understands it.   
Additionally, the project manager should take the time to ask the sponsor about 
the priorities of time, cost, and project performance (a combination of the 
deliverables to be produced in combination with quality components that are 
required for success).  As mentioned in Chapter 1, your sponsor should know 
which of these three factors are most critical for success.   
Of course, many sponsors could respond that time, cost, and performance are all 
important.  However, to say that all are “priority 1” is the same as saying that 
none are a priority at all.  Take the time to explain to your sponsor that prioritizing 
the time/cost/performance criteria allows the project team to build a project plan 
that will be customized to fit the needs of the business.  How a project plan will 
be built for a customer most sensitive to cost might look very different from a 
project plan for the same type of solution for a customer more sensitive to time.  
Priorities can change, but make sure you know both at the beginning of the 
project and throughout the project’s life what the sponsor (and client) consider 
the highest priority.  This will also serve you to suggest how best to incorporate 
changes to the project plan should change be asked for in the future. 
And, also communicate with your sponsor about the possible business risks that 
could impact project success.  They will understand their business risks better 
than the project team, and a communication of these risks can serve you and 
your team in building a better plan and solution. 
Reviewing Roles 
Typically, sponsors have the following responsibilities for a project effort: 

 Represents the project to senior management, communicating his 
or her personal commitment to the project as a stepping stone 
toward business sustainment and/or development. 
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 Cultivates organizational commitment to the project effort – 
influencing support from other key stakeholders and stakeholder 
groups that are needed for success. 

 Maintains the alignment of the project’s goals and the strategic 
goals for a business. 

 Manages escalations that cannot be solved by the project 
manager.  The types of challenges to be solved by a sponsor are 
more strategic in nature such as implementing new changes to a 
solution that would include budget/schedule revisions, determining 
the appropriate risk tolerances for the business client, and 
resolving conflicting priorities and objectives. 

 Provides resources - beyond the obvious financial resources that 
the sponsor must provide, he must also provide business 
expertise (himself or someone else) who can educate the delivery 
organization in the development of a solution that will fit the 
business need.  Further, he must define representatives from the 
business side who can play the role of advocates for the solution 
to the end-users. 

 Provides support to the project manager on business or 
operational matters that cannot be dealt with otherwise. 

Ideally, a sponsor has the formal power that a project manager often doesn’t.  
When the project manager has exhausted his own influential power, the 
project sponsor is the individual who steps in to lend support where it is 
needed.   
Some project sponsors have quite a bit of sponsorship experience, and they 
intuitively understand how their authority and influence is needed for a project.  
Others may not.  If your sponsor is new to the responsibility, then it is helpful to 
give them an idea of the ways in which they can help to give formal and 
influential support to an effort. It can even be helpful for individuals new to the 
sponsor role to provide them a document that defines a list of ways in which they 
can fulfill their role.  The bullet points provided above would be a great starting 
point for preparing a Roles and Responsibilities document for your own sponsor.   
Since sponsors are responsible for the success of the solution’s business and 
the project manager is responsible for the success of project delivery, it’s 
important for a sponsor to let a project manager execute work at the same time 
the sponsor is staying involved to ensure alignment between project outcomes 
and strategy.  Take the time to sit down with a sponsor and go through both of 



Mastering Project Communication 
Module 3 – Communication with Sponsors and Clients 

www.prodevia.com 
 33

your roles together including where your own ability to make decisions should 
appropriately end and defer to the sponsor.   

 What thresholds should reasonably be set around schedule, 
budgetary, risk, and scope decisions appropriate for the project 
manager to make?   

 What scenarios should always be deferred to sponsorship for a 
decision?   

Explain to sponsors that you wish to find the right balance between keeping them 
involved in the project while also not consuming their time with decisions they 
feel comfortable with the project manager making on behalf of the project.  This 
balance of decision-making authority will be different for every project. 
Also, ask the sponsor how you can best help him.  Make note of his expectations 
for your role.  It can be helpful to communicate to a new sponsor that as the 
project steward you believe that your role is to always consider the project’s best 
interest.  Explain that you believe your role is to help the delivery team develop a 
solution in alignment with the business’ goals, to manage problems before they 
happen, and to help the sponsor and client anticipate problems so they can make 
better decisions. 
In fact, it can be helpful to explain to a sponsor/client that a successful project 
isn’t one that has no problems, but one where problems occur and are actively 
managed.  As such, explain that this current project is going to have problems – 
not if, but when.  Have you ever known a project that didn’t?  Likely, not.   
Explain that when a problem presents itself you and your team will first approach 
the project to prevent problems where possible (this is where good risk 
management comes in) and second to quickly address problems and ensure you 
will communicate frequently, early, and regularly to the project sponsor/client so 
that decision-making and problem-solving can occur efficiently and time and 
money isn’t wasted. 
It may seem that addressing the topic of potential problems right away with a 
sponsor carries a negative slant to your conversation.  On the contrary, in order 
to be an optimist, one must also be realist.  And, the reality is that problems are 
going to come up.  Your sponsor will be more comfortable and confident with you 
when it’s clear that you are both optimist and realist. 
Get sponsors engaged with other project stakeholders right away!  Introduce 
them to stakeholders they may not yet know, and encourage them to promote the 
project to those they do know.  Everyone – from team members to executive-
level stakeholders – should be communicated with in some fashion by the 
sponsor as a project begins.  A sponsor’s presence can go a long way in gaining 
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support from the surrounding organization and encourage cohesiveness on a 
team.  Actively involve your sponsor in early kick-off meetings and events to the 
degree that it is appropriate and can be scheduled.     
Discussion of Sponsor’s Expectations for Standard Communication 
It’s also important to understand the sponsor’s expectations for communication 
throughout the project.  Some sponsors may wish to have more frequent 
communications early on as they become more comfortable with your leadership 
of an initiative.  Others may have a different expectation.  Make note of sponsor 
expectations and incorporate his or her requirements into your communication 
plan (to be discussed in detail in Chapter 7). 
At minimum, the sponsor should let a project manager know his expectations for 
both the frequency and nature of reports he will receive as well as how often he 
will expect to meet with the project manager during the course of the project.   
Talking about Change 
An initial sponsor meeting is a good time for a project manager to introduce the 
change process to the sponsor if it’s not already a familiar tool.  It should be 
explained that the change process will be instituted once the project plan is 
approved and baselined.  And, the change process will be used as a way to 
protect the business investment by ensuring that time and money isn’t spent on 
additions or amendments that have not been formally approved.  Provide the 
project sponsor a copy of the change procedures and help him to understand 
how it is to be used.  Explain that you as a project manager recognize that 
project solutions are a work in progress and that changes are an expected and 
natural part of developing a better solution.  The key in making change work 
within a project is to ensure that changes don’t suck away time and money which 
could leave the business with a partial, failed solution in the end.   
Maintaining the Relationship 
Throughout the remainder of the project, communication with your sponsor will 
be improved if you continue to do the following: 

1. Stay in touch.  Talk with your sponsor as defined within your 
communication plan.  Also, take the time to ad-hoc check in from time to 
time to see if there are any questions or other ways to be a good steward 
for the project.  Don’t just call when there is an escalation requiring 
sponsor help. 

2. Get to know the person.  Sponsors are people.  Take the time to get to 
know them, learn about their interests, and understand their life outside of 
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work.  While it is most important to have your sponsor’s respect, you will 
find that communication will be easier when your sponsor also feels you 
understand him or her 

3. Ensure your conversations are both direct and transparent.  Your 
sponsor deserves your honest communication.  While it is important for 
you to maintain a positive attitude, don’t ever hold the truth from him or 
her.  When things go wrong, make sure your sponsor is informed in a 
timely and upfront manner.   

4. Stay in agreement on goals, metrics, and process.  Keep the 
discussion going where expectations are concerned.  Ensure that the 
components of the visioning document are still in alignment with the 
business.  And, keep change management in the conversation when new 
ideas are thrown around.  

5. Remind the sponsor that you are the steward…and advisor, too.  
Sponsors need to know that you are looking out for their interests.  
Remind them that your role is to serve the project by protecting the 
interests of the business.  As such you are both the project’s steward and 
the sponsor’s advisor.  Sometimes, this might mean you have to say 
things that won’t always be well-received, but you will always be honest 
about what you believe will be best for the business. 

6. Listen deliberately!  Your sponsor needs to know that you are paying 
attention and that you take his or her concerns seriously.  Deliberate 
listening is covered in greater depth in Chapter 3 of this course.   

7. Ask for help.  If you need the sponsor to help with roadblocks that you 
cannot manage alone or if you need his support for stakeholder buy-in, be 
sure to ask for it. 

8. Ask for current worries or concerns.  Risks change.  As the business 
adapts over time, so will their risks.  You and your team need to know 
them. 

9. Ask for change!  Ask sponsors how projects can be improved.  In some 
cases, they may have procedure changes that can be implemented easily 
and gives them the experience of good customer service from you and 
your project team.  Sometimes, changes will be solution-based.  In this 
case, implement your process for change control (which has already been 
introduced to your sponsor at the beginning of your project).  Asking for 
change reduces the risk of surprises and assists you in proactively 
managing what your sponsor and client are probably thinking about 
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anyway.  Asking for change gets you into that conversation earlier than 
you might be otherwise. 

Your project management career will be rewarded should you do a good job 
developing strong, working relationships with your sponsorship and clients.  
While communication to the management stakeholder level is not always easy, it 
ensures that you and your project can be more successful.  And, as said at the 
outset of this chapter –   how well you interact with sponsors and clients will 
absolutely affect how well you will be able to accomplish the other aspects of 
your job. 
 
Review Questions  
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. Sponsors and clients need your expertise for the details of tactical project 

delivery.  But, they also need to you think about the project from____ 
perspective. 

2. How is the relationship of a project manager to his stakeholders different 
than the traditional hierarchical organizational structure?   

3. Explain the concept of the project manager as a steward.   
4. What is a project sponsor?   
5. What four critical conversations should you have with a project sponsor at 

project origination?  
6. How should a project manager respond to the sponsor that articulates all 

three project constraints are ‘first priority’?   
7. Name at least five responsibilities that a project sponsor has within a 

project.   
8. When should a project manager escalate a project matter to a project 

sponsor?   
9. Sponsors are responsible for the success of the _____ ______ and the 

project manager is responsible for the success of _____ _____. 
10. When determining where a project manager’s decision-making ability 

ends and escalation begins, the project sponsor and project manager 
should answer two questions.  What are they?  
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11. A successful project isn’t one that has no problems, but one where 
problems occur and are _____ _____. 

12. A project manager should talk about change during initial conversations 
with the project sponsor.  How should it be introduced?     

13. How should a project manager stay in touch with a project sponsor during 
the project? 

14. Why is it important to regularly communicate with the sponsor about 
agreement on goals, metrics, and process? 

15. Sponsors need to know that you are looking out for their interests.  
Remind them that your role is to serve the project by protecting the 
interests of the business.  As such you are both the project’s _____ and 
the sponsor’s _____.   

16. Why should the project manager ask for a sponsor’s worries and 
concerns?   

17. Why should a project manager ask for change?   
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Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
Jonathan took a deep breath as he hung up the phone with William, his project 
sponsor.  William was the assigned internal sponsor for the project and was 
ultimately responsible for the overall success of the contract and the business 
relationship with the external client.  Jonathan hadn’t had a chance to work with 
William before, but knew that he was well-regarded in the organization.   
Recent conversations between Jonathan and William had seemed strained to 
Jonathan, and he was unsure how best to proceed.  He didn’t have a good idea 
what William expected, but it was obvious to Jonathan that William was 
becoming increasingly frustrated with him.  He knew he needed to put the 
relationship on a better course.  But, how? 
Jonathan picked up his phone and dialed Usha’s number.  Maybe she’d have 
some advice about the next steps that Jonathan should take. 
Questions 

1. Given the information above, what problem is Jonathan likely 
experiencing with his sponsor? 

2. If you were Usha, what advice would you have for Jonathan? 
3. How should Jonathan maintain a relationship with William going 

forward? 
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Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Consider a project where your relationship with your project sponsor is 

strong.  What contributes to this stronger relationship?  Describe your 
experience of communication with this sponsor. 

2. Consider a project where your relationship with your project sponsor is 
challenging.  What contributes to this relationship?  Describe your 
experience of communication with this sponsor.   

3. What can you learn from your answers in question 1 that could assist you 
in developing a better working relationship and stronger communication 
with the sponsor in question 2? 

4. Consider a project you are working on.  What are the priorities of 
constraints for the sponsor/customer?  Is there a common understanding 
of constraint priorities among stakeholders?   

5. Which sponsor conversations from this chapter are you currently having 
with sponsors? Which ideas are you not currently having with sponsors 
but will begin to include in projects going forward?   
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Module 4 – Communicating with the 
Important Stakeholders 
Projects are people creating solutions for people.  Success depends upon a 
project manager’s ability to ensure the right people have been brought together 
to create sound solutions for the right people.   
A project stakeholder is someone who will – in some way – touch or be touched 
by the solution of a project.  Possible project stakeholders include:  
 Client 
 End user(s) 
 Sponsor 
 Delivery team 

 Subcontractors and vendors 
 Government entities 
 Communities 
 Other impacted persons, groups, 

entities  
Of the list above, who do you consider to be the “important” stakeholders? 
Upon initial review, it might be said that clients, end users and sponsors are the 
important stakeholders in any project.  While this is an expected assumption, the 
reality is that all of the stakeholders in your project are important.  While it is true 
that you prioritize the interests of some stakeholders over others (clients and 
users, for example), each and every one of your stakeholders can influence the 
success or failure of your initiative – this makes it critical that you are 
demonstrating a stakeholder’s importance through the way in which you engage 
with them.  As project manager, it is incumbent upon you to effectively 
communicate and interact with all of your stakeholders.   
In order for project communications with stakeholders to be effective we must: 

 Know who our stakeholders are, and 
 Have a method for effectively interacting with them 

We will discuss each of these in greater depth throughout the remainder of this 
chapter.   
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Defining Your Stakeholders 
Many a project has become troubled because a key group of stakeholders were 
not identified and represented in a project.  You may be aware of projects 
yourself where the interests of a stakeholder group were not defined or 
incorporated with the result being a project solution was practically or politically 
derailed by the very same group.  Stakeholders unidentified represent a project 
risk! 
Project stakeholders will generally fall into one of the following four categories: 
 Receivers – those who will live with a solution long after the project is over: 

 Client 
 End users of a solution 
 The end maintainers of a solution 
 End consumers of a product 
 Your clients’ customers 
 Sponsorship 

 Builders – those who develop a solution and who may or may not maintain it 
through its operational life: 
 Internal delivery sponsors 
 Program managers 
 Project managers 
 Project teams and team leads 
 Sub-teams 
 Resources 
 Contractors and vendors 

 Internal Influencers – those who may not directly participate in a project but 
who can carry some influence on its success or failure within a larger 
organization.  These stakeholders hold either formal or influential power 
within the following organizations: 
 Customer organization 
 Developing organization 
 Sub-contracting organizations 
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 External Influencers – those who are external to project delivery and client 
organizations but who carry formal or influential power: 
 Regulatory bodies 
 Immediate community and/or greater community at large 
 Professional and trade organizations 
 Industry standard practices and the organizations that institute them 
 Competitors 
 Media 

When your project begins, the list of receivers has usually already been identified 
and may only require a few additions or changes.  And, the list of builders is a 
growing list.  Internal and external influencers, however, are not always well-
represented in early project initiation documentation.  They do need to be 
identified and represented in the stakeholder list as these individuals can play a 
role in whether or not your project is successful.   

External Influencers

Internal Influencers

Builders

Receivers

External Influencers

Internal Influencers

Builders

Receivers

 
Figure 3.1 – Categories of Stakeholders 
Once a project has been formally assigned to a project manager, stakeholder 
identification should begin.  Together with the project sponsor, the project 
manager should set in motion a process to define the various individuals (or, a 
role if an individual name cannot yet be defined) who are stakeholders of the 
project.  The stakeholder identification process can begin by utilizing the four 
categories listed above, in Figure 3.1  
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Stakeholder Identification 
Receivers 

Those who live with 
a solution 

Builders 
Those who develop a 

solution 
Internal Influencers 

Those with formal or 
influential power in the 

receiving and/or building 
organizations  

External 
Influencers 

Those with formal or 
influential power outside of 
the receiving and building 

organizations 
    
    
    
    

Figure 3.2 – Categories of Stakeholders 
 
Figure 3.2 represents a brainstorming tool for you to use and share with 
sponsors and other project stakeholders to develop a final list of project 
stakeholders.  Each new stakeholder brought on board the project should be 
presented with a list of stakeholders and asked if he or she is aware of additional 
stakeholders that are not yet currently defined.   
A final set of stakeholders should be formally documented on a stakeholder 
register.  An example of this tool, Figure 3.3, can be found in the Appendix at the 
back of this course guide. 
The Stakeholder Analysis 
A stakeholder analysis is completed as stakeholders are identified. The purpose 
of a stakeholder analysis is to determine how a stakeholder’s interests should be 
engaged during a project.  The strategy for involvement and communication is 
developed after an analysis is completed.  It takes a little time and effort to do, 
but a stakeholder analysis is a good practice because: 
 It creates the opportunity for more and better ideas  
 It provides a better picture of the challenge and the project as more 

perspectives will be evaluated 
 It encourages buy-in and support because it demonstrates that 

stakeholders are not being overlooked for your project 
 It manages risk and time because stakeholder concerns will be 

uncovered earlier and a resolution can then be pursued 
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 It will strengthen your position in case there is project opposition.  You will 
be viewed as both proactive and inclusive of all stakeholders  

 It increases credibility for your project because you are considering all 
stakeholders – not just “key” ones 

 It increases the opportunity for a successful project. 
A project manager together with the sponsor (and other stakeholders can also 
contribute as the list grows) begin to evaluate each stakeholder and the group he 
or she represents.  An analysis of stakeholders can be completed considering 
the following attributes: 

1. Impact – How direct of an impact does this stakeholder have upon the 
project’s deliverables and outcomes? 

2. Influence – What is the level of influence that this stakeholder has upon 
the actions and opinions of others? 

3. Inclination – What is this stakeholder’s expected view of the project?  
Will they support the initiative or will they see the project as an 
impediment to themselves and/or a larger organization?  Do they have a 
neutral opinion of the project?   

Each stakeholder should be measured for these three attributes as a method for 
developing a strategy for their inclusion into the project effort.  Figure 3.4 
provides an example for how these three attributes might be used.  
If a stakeholder is represented as an unknown for any category, a project 
manager and sponsor should decide how to elicit more information about a 
stakeholder group and determine how the stakeholder should be included into a 
project’s final stakeholder register (see Stakeholder Register, Figure 3.3, found in 
the Appendix at the back of this course guide). 
 
Stakeholder Management Strategy 
As stakeholders come on board the project initiative, they are added to the 
stakeholder register and an analysis of their interests is completed.   
Depending upon the scores for impact, influence, and inclination, the project 
manager will provide communication, manage expectations, and build rapport at 
different levels.   
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Notes:

Impact
What is this 

person/group’s level 
of direct impact on 
project deliverables 

and outcomes?

 STRONG
Critical to 

success of project

 WEAK
Not significant to 
project outcomes. 

 Unknown

Inclination
What is this 

person/group’s 
tendency to support 
the project and its 

goals?

Influence
What level of 

influence does this 
person/group have 

upon the actions and 
opinions of others?

 Unknown

 Positive View 
of Project

 Neutral View 
of Project

 Negative View 
of Project

 Unknown

Stakeholder Name:

 STRONG
Influences one or 

more key 
stakeholder 

groups.

 WEAK
A low level of 

influence on others

Strategy:Notes:

Impact
What is this 

person/group’s level 
of direct impact on 
project deliverables 

and outcomes?

 STRONG
Critical to 

success of project

 WEAK
Not significant to 
project outcomes. 

 Unknown

Inclination
What is this 

person/group’s 
tendency to support 
the project and its 

goals?

Influence
What level of 

influence does this 
person/group have 

upon the actions and 
opinions of others?

 Unknown

 Positive View 
of Project

 Neutral View 
of Project

 Negative View 
of Project

 Unknown

Stakeholder Name:

 STRONG
Influences one or 

more key 
stakeholder 

groups.

 WEAK
A low level of 

influence on others

Strategy:

 
Figure 3.4 – Stakeholder Analysis 
Figure 3.5 represents an example of a strategy for stakeholders who have been 
measured for the three stakeholder attributes discussed earlier.  This tool is used 
as a beginning guideline for a project manager to consider how to begin to 
approach both communication with a stakeholder as well as developing a 
working relationship with him or her. 
From this information the project manager, and in some cases with the 
involvement of the sponsor, develops a strategy for how these individuals will be 
communicated with through the project.   
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Things to consider include: 
 Stakeholder Communication 

 How much project information does this stakeholder reasonably need 
to perform his or her role for the project? 

 How should this stakeholder be incorporated into information 
distribution lists? 

 What reports should this stakeholder receive?  Be responsible for 
creating/distributing? 

 Are there standard meetings that this stakeholder must attend?  
Meetings that he or she must receive minutes from? 

 How should sensitive and/or confidential project documentation be 
made available to this stakeholder? 

 Is this stakeholder the necessary owner of particular project 
documentation? 

 Stakeholder Relationship Development 
 What are the motivators for this stakeholder? 
 Can this stakeholder be used to promote the interests of the project to 

the larger organization? 
 Should the project working relationship with this stakeholder be further 

developed? And, if so, how? 
 Does this stakeholder relationship require a more proactive approach 

to expectation management? 
 What is a reasonable method(s) for keeping this stakeholder satisfied 

as a member of the project? 
 How might communication with this stakeholder be 

developed/provided to build toward a positive inclination toward the 
project? 

As more information is learned about a stakeholder regarding his or her impact, 
influence, and inclination, then a stakeholder strategy can be revised accordingly. 
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Impact Influence Inclination Actions to Involve 

Weak Weak Positive Provide project information updates 
Weak Weak Neutral Provide project information updates 

Weak Weak Negative 
Provide project information updates 
Manage expectations, where needed 
Build rapport with these individuals, when possible 

Weak Strong Positive 
Provide project information updates  
Utilize these individuals to sell the project vision, develop excitement about the project, and drive efforts 

Weak Strong Neutral Provide project information updates  
Build satisfaction levels with the project, where possible 

Weak Strong Negative 
Provide project information updates  
Actively manage expectations 
Build satisfaction levels with the project. 
Build rapport with these individuals 

Strong Weak Positive Maintain regular detail communication 

Strong Weak Neutral Maintain regular detail communication 
Build satisfaction levels with the project, where possible 

Strong Weak Negative 
Maintain regular detail communication 
Actively manage expectations 
Keep satisfied, where possible 
Build rapport with these individuals 

Strong Strong Positive Maintain regular detail communication 
Keep satisfied, where possible 

Strong Strong Neutral Maintain regular detail communication 
Build satisfaction levels with the project 

Strong Strong Negative 

Maintain regular detail communication 
Actively manage expectations 
Build satisfaction levels with the project 
Build rapport with these individuals 
Discuss detail strategy with sponsor 

Figure 3.5 – Stakeholder Response Strategy 
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Your High-Power Stakeholders 
Stakeholders who have strong impact, influence and inclination scores are useful 
advocates for a project effort.  These stakeholders are extremely invested and 
should be considered constructive and useful members of a team.   Utilize them 
to help drive solutions and communicate the project to the broader organization.   
Stakeholders who have strong impact and influence scores but who have a 
negative inclination toward the project are likely to initially work against the 
project efforts.  They should be respected as constructive opponents, whose 
opinions can make for a better solution.  Work to engage them, address 
concerns they may have, and build a stronger working rapport with them.  
Because these individuals have such power to aid or injure the project’s success, 
it is a good idea to discuss with sponsorship the best way to strategically 
incorporate them and, if possible, to convert them to project supporters. 
It is less likely that any particular stakeholder will be completely neutral in their 
inclination to a project effort.  But, when you do have neutral stakeholders, the 
goal should always be to both maintain their current satisfaction regarding their 
involvement in your project as well as grow their inclination into a positive one. 
Your Low-Power Stakeholders 
Stakeholders with weaker impact and influence usually require less project 
communication and interaction.  However, do not ignore them.  They should be 
involved in some manner, and they will need information as the project proceeds.  
Consider the best method and frequency for keeping them updated and also for 
them to fulfill their roles for the effort.  If you don’t do this, you risk turning those 
with positive or neutral inclinations to negative ones.  Manage their expectations, 
and build better working relationships as it is reasonable for you to do so. 
High Influencing Stakeholders 
These stakeholders may play a smaller role in your project initiative; however, 
they have much influential power that can either work for your project or against 
it.  Consider how your project may impact their organizations, and communicate 
with them advantages your project may offer them that they have not considered.  
If their inclination can be grown to a positive one, they can be powerful allies in 
promoting your project to the broader organization.  Keep them informed, and 
utilize them when reasonable and appropriate. 
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High Impact Stakeholders 
High impact stakeholders have a big role to play in making sure your project is a 
success.  And, they all care about how the project progresses because the 
project’s success will reflect upon them and their work.  Whether or not they are 
supportive of the project’s vision can be a different matter, however.       
These individuals need a communication plan that will support the detail that they 
need to do their work.  Ensure you understand their communication needs and 
concerns.  And, build a communication plan that will be supportive of them.  
Make sure that you are actively working to grow their levels of support for the 
project.  Though these individuals may not have the high influence of others, they 
are usually the first-line soldiers of an effort that get things done.  Their 
satisfaction with the project will have a significant role to play in how heavily they 
invest themselves in being part of a solution, not simply performing a job. 
Initial Stakeholder Interactions 
As stakeholders become identified and added to the stakeholder register, a 
project manager will begin the process of meeting with these individuals.  A good 
project manager will work to make sure that every stakeholder has had a face-to-
face interaction with him at least once.  While this may not always be 
achievable, it should always be an expectation that a PM puts into practice for 
each initiative he is engaged in.  
Whether you perform these initial interactions through one-on-one meetings, kick 
off meetings, or some combination of both will depend upon the size, timing, 
geographic limitations, and complexity of your project effort. 
When you first meet with stakeholders they should be provided with project 
documentation that is reasonable for them to have and that is available to that 
point.  Additionally, take some time to go over the expectations for the project’s 
management and communication administration activities that will be used in the 
project effort.   
In Chapter 7 of this course we will discuss what a complete communication plan 
looks like, and our discussions from Chapters 1-6 will be incorporated into that 
plan.  This project communication plan should be provided to stakeholders as 
they come on board to a project so that they have an understanding of how 
information will be provided back and forth among the various stakeholders that 
they will interact with. 
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A Word about Vendors 
Vendors should also be considered active stakeholders of a project.  Whether 
part of a contract between you and external vendors or not, a plan for 
communication should be developed that is agreed to and implemented.   
You should also perform a stakeholder analysis for vendors.  It is good to know 
what motivates them, how their organizations reward them, and any political 
influences unique to their organizations that might impact your project.   
Stakeholder Interpersonal Communication  
The project management role isn’t as much of a supervisory role as it is a 
leadership role.  Because this is the case, good project managers don’t believe 
the critical project communications occur in front of a computer screen sending 
an email or reviewing a status report.    Instead, they spend most of their time 
interacting with stakeholders to keep a project progressing forward.   
In order for communication to succeed in a project, it must be supported by 
sound, successful interpersonal communication between project managers, team 
members, clients, sponsors, users, contractors, and other individuals who will 
have some influence and impact upon the initiative.  
Interpersonal communication is best defined as the methods we use to relay 
our ideas, facts, opinions, and feelings to another person or persons. It also 
includes our ability to receive this same information from those around us.   
Interpersonal communication is more an art than a set of procedures, and some 
individuals seem to have a natural ability to execute it effortlessly, knowing how 
to craft a message that others will be able to understand while also interpreting 
correctly the communications from those around them.  
Good Communication Begins with You 
For most people, interpersonal communication is something that must be 
cultivated and refined over time and with experience. Here’s the great news – 
anyone who wants to be effective at interpersonal skills can achieve that goal 
provided you have two important pre-conditions: 

 It has to be important to you – Do you want to be a good 
communicator and will you take personal responsibility for it?  

 You must commit yourself to it – Do you have the will and 
discipline to put forth effort, practicing regularly toward better 
communication? 
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Your want and your will becomes the fuel for implementing three important 
elements needed for successful interpersonal communication – trust, a well-
crafted message, and deliberate listening. 

 
Figure 3.6 – Three Elements of Interpersonal Communication 
We will cover each of these three components with actionable to dos for you to 
develop your interpersonal skills. 
Trust 
Good communication with other project stakeholders has its foundation in how 
well you and others are able to establish and maintain trust.  Someone’s trust in 
you equates to knowing that you can be relied upon and having confidence in 
your integrity in word and deed.  In effect, trust is a confidence builder – it 
cultivates others’ faith in you and what you say. 
Further, your trust of others gives you either more or less confidence in the 
communications that they provide to you whether it be full-disclosure of problems 
they may be experiencing as they complete deliverables or simple, everyday 
communications such as status reporting.  Trust is critical. 
How to Build Trust 
Trust takes time to build with others.  Each project will have its own challenges 
with regard to trust-building with stakeholders.  But, in every case, the project 
manager really does set the tone for how trust will be developed and 
implemented both within a project team as well as interacting with sponsors, 
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clients, and users.  It’s important to begin building trust with others right away 
and continue developing it over the life of a project.   
Further, demonstrating your trustworthiness must always be given priority in your 
interactions with others, for loss of trust is challenging to overcome.  Once you 
have lost the trust of someone, it is much more difficult (and a much larger effort 
on your part) to restore.   
Below are suggestions to get started with establishing yourself as a trust-worthy 
project manager. 
Trust is Ongoing and Operational (Not a Project) 
Projects are temporary devices used to create some type of change within an 
organization.  Projects have beginnings and ends and (in theory and, hopefully, 
in practice) are discrete and defined.  Projects will cease to exist at some point in 
the future even though their solutions can live on.   
It’s easy in the project environment to think of everything as temporary, including 
the relationships that we have with other project stakeholders.  Unfortunately, this 
‘temporary’ mindset can influence the way that we interact with others.   
Trust is more of an ongoing, operational activity.  Trust will exist (or not) after the 
project is over.  So, when developing sound working relationships with others, 
you must engage with them as if your working relationship will proceed long after 
the project is over.  And, you don’t just do this with the team member that you 
know will likely be assigned to a future project, the sponsor or client that you 
know you will serve again, or the contractor representative that you always sub-
contract to.  You should interact with everyone as if the working relationship 
won’t end.  
Interacting with people as if they are not just temporary fixtures in your life 
ensures that you will invest more of your attention to the working relationship.  
And, that goes a long way toward helping others develop trust and faith in you. 
Trust is Enhanced by Demonstrating Concern for All of Your Stakeholders 
Human beings are self-interested creatures.  People consider situations in 
context of how it will (or won’t) benefit them.  This is certainly true where 
developing trust is concerned.  Individuals trust people who they believe will 
promote, and not injure, their own personal and professional interests.   
For project managers, this means that stakeholders will develop a greater trust in 
you when they believe that you make it a priority to act in such a way that will 
promote their own goals.  While this may not always be practically possible in the 



Mastering Project Communication 
Module 4 – Communicating with the Important Stakeholders 

www.prodevia.com 
 53

project environment, the project manager who looks to frame situations to find 
mutual benefit will over time develop the feeling of trust in others.   
If you are always looking for ways to add value to your stakeholders, they will – 
through reciprocity – be more open to adding value for you and trusting your 
motives.  Behaviors that will demonstrate your interest in others includes such 
actions as supporting the needs of others, delegating decisions when possible, 
and sharing leadership and control where appropriate. 
Trust Develops through Honesty and Transparency 
Trust also develops as a result of the manner in which you share information with 
others.  Your project stakeholders depend upon timely and accurate information 
in order for them to make better decisions and to take appropriate actions toward 
their project responsibilities.   
As project manager, you are the communication hub for everyone else, and it’s 
important that you demonstrate you are relaying information in such a way that 
you wish to help people better perform their jobs.  This means that you 
communicate with honesty and transparency in all of your interactions. 
 

Honesty: Providing timely, truthful information in a candid way 
Transparency: Operating in such a way as to proactively disseminate 

information you know with others. 
 
In some cases, information that you know may not be appropriate to share with 
others, and it’s important that you also are transparent enough to offer 
explanation when you can’t communicate information.  You are better off saying, 
“That’s information that I can’t share right now, but I do expect to let you know 
more about it after I speak to the project sponsor.”  A statement such as this 
does more to build and maintain trust than an outright half-truth, omission of 
information, or worse. 
Using information as a control device or as a way to maintain some form of 
power over others is detrimental to your perceived integrity.  And, to use 
information to this end will only serve to keep trust from developing between you 
and the people that you work with.  Expect that stakeholders will be tempted to 
reciprocate by holding information from you. Instead, your honesty and 
transparency sets an example of what you expect from others and breeds an 
environment where they will feel more confident in sharing information with 
others and with you. 
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Trust is Improved by Providing the “The Why” 
In the previous chapter, we introduced the concept of “The Why”.  Remember 
that “The Why” provides context for information.  It helps people to better 
understand the reasons for decisions, for opinions, for choices, and for the facts 
being what they are.  Even project work begins with “The Why” via the Vision-
Problem Statements in a business case and/or project charter. 
Understanding “The Why” allows your project stakeholders to better respond to 
situations.  For example, a project manager emails to ask a project team member 
for information about a particular deliverable he is working on.  The team 
member isn’t provided the context that the PM 
needs the information to provide an ad hoc 
status update to the client and, therefore, 
spends more time than necessary to provide 
detailed data the PM really didn’t require for a 
client audience. The result?  Time lost from 
direct project work on administrative work that 
wasn’t necessary.   
Providing “The Why” is actually another way 
of providing transparency to your 
communication with others.  When you give 
others context for your communication it lets 
them know that you are dedicated to their 
complete understanding of a situation you are 
relaying, a request you are making, or 
information you are providing.   
Always consider whether or not the person(s) 
you are communicating with understands “The 
Why” of your communications.  If you suspect 
someone may not understand the context, be 
sure to communicate it along with your 
message. 
Trust is Enhanced by Doing What You Say 
You Will Do 
Words mean things.  And, in the case of trust, 
your ability to deliver on things you commit to 
will either build trust or injure it.  Make sure 

Considering Cultural 
Diversity and 

Communication 
Cultural differences 
absolutely do impact 

interpersonal 
communications.  Take the 

time to learn about the 
cultural diversity that is 

present within your 
stakeholder groups.  

But, be careful judging people 
simply based on a group 

identity!  The persons you 
engage with each day are 

individuals, not just members 
of a cultural group.   

Regardless of cultural 
differences, you should 

always treat people as valued 
individuals worthy of your 

respect and professionalism 
– this consistent behavior 

from you will go a long way to 
building strong working 

relationships with others. 
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that if you make a commitment to do something – even if it’s as simple as 
ensuring a stakeholder that you will return a call within the day – make sure that 
you do everything in your power to fulfill the commitment.   
People look for congruence between word and action as a determinant of your 
trustworthiness.  Doing what you say you will do for others is the cornerstone of 
demonstrating your integrity, and this is always a necessary ingredient for others 
to put their trust in you. 
Keeping Trust Going 
Trust is a quality that is built over time.  And, once you have it you must 
continually take care to maintain trust with stakeholders.  You can suspect that 
trust has been injured when you see a reduction in information sharing, people 
seem to suddenly avoid conversations and communication, work performance 
declines, and people begin to withhold their cooperation. 
Do not put yourself in the situation to have to rebuild injured trust – instead 
always maintain honesty and doing what you say you will do – whether large 
commitments or small ones.  If you have breached trust with a stakeholder, begin 
to rebuild it by taking immediate responsibility, make a sincere apology, make 
some type of appropriate effort to restore the damage, and reaffirm a 
commitment to the relationship that you have with your stakeholder. Going 
forward, you may need to re-establish new expectations for the relationship and 
communication together.   
Crafting a Message 
During the project you will be delivering many messages to various stakeholders.  
Let’s begin this discussion by reviewing through a typical model for 
communication. 

Sender

Crafts idea into a message to…

Interprets message & crafts 
feedback message to…

MODE OF COMMUNICATION

MODE OF COMMUNICATION

ReceiverSender

Crafts idea into a message to…

Interprets message & crafts 
feedback message to…

MODE OF COMMUNICATION

MODE OF COMMUNICATION

Receiver

 
Figure 3.7 – A Model for Communication 
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Communication occurs then a sender (or speaker) has an idea that must be 
delivered to a receiver (or listener).  A mode for communication is chosen (face-
to-face, written, formal, informal) and the message is delivered.  The receiver 
then interprets that message and provides feedback through a chosen mode of 
communication back to the sender.   
When you must craft a message to someone, you need to consider the following: 

1. Who needs to get the information? 
2. What is the main point of the message to be sent? 
3. What details should also be shared to provide better understanding and 

context? 
4. What is the best method for sending this information? 

The key to crafting a message is to do so with 
thoughtfulness.  Here are some key guidelines for 
crafting typical project messages: 

 Anytime the message involves a 
contract and an external stakeholder 
such as a third-party vendor, the 
communication should always be 
delivered in a written form for 
documentation purposes.   

 A face-to-face exchange is always best 
when the message is difficult or 
complex. 

 Email is better used for routine 
exchanges of information.  Email is not 
suited for communications that are 
challenged such as disagreements or 
problem-solving.  People misuse email 
primarily because it’s easier to send a 
message this way.  Don’t let email make 
you lazy.  Pick up the phone or, if 
possible, speak face-to-face with anyone 
when the message is challenging. 

 Make sure that all communications 
incorporate “The Why” when it will help 
provide context to your receiver. 

Social media can be a 
great secondary 

communication vehicle 
to push project 

messages out to 
stakeholders.   

But, be careful.   
Don’t post anything that 

you don’t want in the 
public arena.  Some 

projects can leverage 
social media.  Security 
concerns won’t make it 

appropriate for all 
projects or all 

messages. 
Hold a discussion with 

your sponsor if you 
would like to utilize 

social media.   Have 
plan for when and how 
you will use it, and get 

sponsor buy-in 
beforehand! 
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 Try to send an efficient message.  Give your receiver exactly the 
information you believe that they need.  Be as succinct as possible. 

 Show your respect in all communication – your demonstration of 
respect will encourage reciprocity in your receiver to also provide 
respect back to you. 

 Recognize that anytime you send 
written correspondence you run a risk of 
misinterpretation.  Sometimes, a 
conversation should be paired with 
written messages to reduce the risk of 
misunderstanding. 

 When there are language barriers 
among stakeholders, written 
communication should be sent to 
support verbal conversations that have taken place.   

 Technology is wonderful, but it still limits us and our ability to 
communicate completely with one another.  Use it, but recognize that 
communication risks are still present.  Technology such as tele-, 
video-, or web-conferencing should be used only when a face-to-face 
interaction is impractical or not possible. 

  
Employing Deliberate Listening Skills 
Perhaps one of the most important components of being an effective 
communicator is the ability to listen deliberately.  Listening is a critical skill.  But, 
it isn’t easy, and it does take some effort and dedication to develop the skills of a 
deliberate listener.  In order to be a deliberate listener it is important that we are 
ever-aware of: 

 Our individual challenges related to listening effectively, and 
 Our commitment to demonstrate our deliberate listening expertise. 

The Scarcity of Deliberate Listening 
In your own work and personal experience you have likely met your share of 
individuals who weren’t great listeners, and you may have only a select few that 
you would term deliberate listeners.  
Why are deliberate listeners so scarce?  Humans seem to have the ability to 
comprehend at a much greater speed than the rate most people can speak.  This 

deliberate listening: 
Listening with intention.  
A deliberate listener 
focuses on the sender 
and the message while 
also limiting distractions 
and a focus on self. 
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creates extra “brain bandwidth”, allowing bad habits to creep in and undermine 
our ability to deliberately listen.  Let’s look at the most common poor listening 
habits.  Perhaps you suffer from some of these habits yourself. 
Waiting-to-Talk 
An easy habit to fall into that of waiting-to-talk.  It looks to the speaker as if you 
are listening, but deliberate listening is not occurring at all.  When you are in the 
mode of waiting-to-talk, you might find yourself forming a response in your head, 
creating an argument to counter the speaker’s point, or mentally focused on 
some other task that you may need to accomplish.  Instead of listening to what 
the speaker is saying and attempting to understand the content of his message, 
the receiver displays the guise of listening when really they are only waiting for a 
turn to speak.  The consequence of this is that selective listening is happening, 
and information that may be important could be missed.   
Allowing Distractions  
It is all too easy to allow distractions to take attention away from the speaker.  
Deliberate listening is not happening when you allow distractions to steal your 
attention away from a speaker.  Actively manage distractions where you can 
such as turning off electronic devices or closing the door in a busy office setting.  
Recognizing that you may not always be able to remove yourself from 
distractions, pay attention to where your focus is located and make sure it is 
concentrated on listening to your speaker. 
Multi-tasking 
Multi-tasking is a common practice in today’s business organizations.  It involves 
performing two or more activities at the same time, switching back and forth from 
one task to another, or completing a number of activities in rapid succession.  
Multi-tasking, while a common practice, has the negative impact of lost 
productivity time jumping from one thing to another and back.  Research backs 
up the conclusion that multi-tasking is not as productive as we believe it to be1.  

                                                
 
 
 
 
1 Rogers, R. & Monsell, S. (1995). The costs of a predictable switch between simple cognitive tasks. Journal of Experimental 
Psychology: General, 124, 207-231. 
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Attempting to multi-task while listening is no more productive.  Taking a phone 
call in the middle of a conversation or working on the computer while listening to 
a co-worker isn’t deliberate listening and often becomes a form of selective 
listening.  
Defensive Listening 
Instead of listening with intention to learn and understand, people can default to a 
system of listening where they are filtering content to determine where they may 
need to defend their side of the conversation.  Defensive listening, another form 
of selective listening, doesn’t allow the listener to hear all of the information that a 
speaker is giving.  Its focus is based on self, not on understanding another.  A 
defensive listener can never fully become a deliberate listener until he or she is 
willing to remove the primary focus from self and place it upon the speaker. 
Poor Listening Injures Working Relationships 
Poor listening suggests to others that you are either: 

 uninterested in their contribution to communication, or  
 self-absorbed.   

Poor listening doesn’t assist you in developing strong working relationships when 
others are left to believe that you don’t value them and their contributions.  While 
we may not mean to be disrespectful, the simple fact is that poor listening is 
disrespectful.  Pay attention to how deliberately you are listening; don’t let poor 
listening skills speak ill of you!   
Developing the Habits of the Deliberate Listener 
Deliberate listeners utilize their extra “brain 
bandwidth” differently than the typical listener.  
Here are some habits commonly found in a 
deliberate listener. 
An Attitude of Empathy and Awareness 
The deliberate listener’s attitude makes the 
speaker a priority by considering the conversation from the speaker’s perspective 
(empathy) and paying attention to the non-verbal cues that also may be offered 
up such as eye contact, posture, tone of voice, and other body language 
(awareness).   
When a deliberate listener is giving his ear to a speaker, the focus is on the 
speaker.  A deliberate listener will pull out of the world as he understands it and 

The most important 
thing for you to 

remember as you 
display poor listening 

habits is that is speaks 
poorly of you. 
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attempts to experience the world as the speaker understands it.  This doesn’t 
mean that the deliberate listener values his own point of view less.  Rather, the 
deliberate listener is eager for as much information and understanding as 
possible.  Shifting to the speaker’s point-of-view, the deliberate listener can learn 
more than he would by simply focusing on himself.  For the deliberate listener, 
the ability to extract information is a valued skill that he works to improve 
constantly.   

Deliberate Listening 
What it is… What it isn’t… 

Takes a proactive approach to listening Passively engaged in listening 

Takes notes, as appropriate Does not take notes and/or attempts to multi-task 

Utilizes eye contact to manage attention Allows for visual distractions to remove focus from 
the speaker 

Retains focus on the speaker Keeps focus on self 

Paraphrases the ideas of the speaker to ensure 
understanding and focus 

Fails to provide feedback 

Manages the need to share questions or areas of 
disagreement until appropriate points in the 
conversation 

Interrupts the speaker or engages in waiting-to-talk 
behavior 

Listens to the content of the speaker’s message Becomes distracted by the speaker’s delivery or 
listens defensively 

Listens for facts and opinions – and differentiates one 
from the other 

Selectively listens 

Looks for new information  Assumes that the speaker has nothing new to 
provide 

Figure 3.8 – Deliberate Listening 

Discerning Facts from Opinions 
Facts are things known with certainty to have happened, to be true, or to exist. 
Opinions, on the other hand, are generally things believed to have happened, to 
be true, or to exist.  Opinions and facts are usually presented together, and 
deliberate listeners will be paying attention to what is fact versus opinion when 
listening to a speaker.  If you are listening deliberately to your speaker, you are 
paying attention to: 

 The facts that are being presented – “The hardware was delivered 
last week.”  Are you confident in the fact?  Or, could it be a false 
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factual claim?  “The world is flat.”  These can be tricky.  False factual 
claims suggest that a fact exists, but there is no evidence that makes 
them so.  If you aren’t sure if a fact is a supported statement, ask 
questions! 

 The opinions that are being presented, supported with fact – 
“Based on the current resource workload, the networking team should 
be finished with this set of activities on schedule.”   

 The opinions presented that are based more on a feeling, not on 
facts – “I don’t feel that this option is most efficient way of doing the 
work.”   

By learning to separate fact from opinion, a deliberate listener will be able to 
more clearly express feedback to the speaker. 
Feedback - Paraphrasing and Asking Questions  
Feedback is defined as relating back to the speaker your understanding of what 
he said.  Feedback is communicating to the speaker your understanding of their 
point-of-view.  
Feedback is not you communicating your point of view or making your argument! 
Before you make your own contributions to the conversation and shift focus back 
to ‘self’ it is important to make sure that feedback is provided.  So, feedback 
maintains the aforementioned attitude of empathy and awareness -  it’s based 
on the speaker’s perspective. 
Deliberate listeners do this through paraphrasing their understanding of the 
speakers points, or asking questions if there is a lack of understanding.   
If you suffer from a bad habit of waiting-to-talk, allowing distractions, multi-
tasking, or defensive listening, you will have been selectively listening and not 
likely able to provide good feedback.  Your inability to provide effective feedback 
to your speaker should be an indication to you that you were selectively listening 
and have likely missed valuable pieces of information.   
Responding, not Reacting 
Part of being a deliberate listener is based upon how you respond, or react, to 
your speaker.  It will set the tone for how your speaker will then listen to you as 
the roles of speaker and listener switch. 
Reacting to a speaker’s message suggests a more emotional, less-thoughtful 
delivery as the roles shift.  Instead, a deliberate listener prefers a deliberate 
response that continues to reflect respect for both self and others.  Make sure 
that all of your responses to those you communicate with are done thoughtfully.  
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It’s not advisable to allow a reaction that will be driven by emotion as it will only 
shut down your listener as you begin to shift to your own point-of-view in the 
conversation. 
Final Considerations 
Good project managers engage with their stakeholders.  Take the time to know 
your stakeholders, value all of them, create an environment of trust, craft 
messages that serve their needs, and listen deliberately.  These are all 
necessary components to ensuring that communication occurs effectively and is 
productive for your projects. 
 
Review Questions 
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. What is a project stakeholder?   

2. Who are the important stakeholders of a project?  

3. Name the four categories of project stakeholders. Which categories are 
not always defined as well as they should be in early project 
documentation?   

4. When does stakeholder identification begin in a project?   

5. What is the purpose of a stakeholder analysis?   

6. Why is a stakeholder analysis a good practice for a project manager?   

7. What are the three stakeholder attributes to consider when conducting a 
stakeholder analysis?  

8. Depending upon the scores for impact, influence, and inclination, the 
project manager will provide _____, manage _____, and build _____ at 
different levels.   

9. What strategy should be used with high-power stakeholders?   
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10. Which of your stakeholders do not require project communication?   

11. A good project manager will work to make sure that every stakeholder 
has had a face-to-face interaction with him at least _____.   

12. What initial project information should stakeholders receive from a project 
manager?   

13. True or False.  A project manager should also perform a stakeholder 
analysis for vendors.  Vendors should also be considered active 
stakeholders of a project.  Whether part of a contract between you and 
external vendors or not, a plan for communication should be developed 
that is agreed to and implemented.   

14. Define interpersonal communication.   

15. What two pre-conditions must exist to be effective in interpersonal 
communication?   

16. Name the three elements of interpersonal communication.   

17. How should you interact with everyone you come into contact with on 
your project efforts?   

18. Project managers develop trust through honesty and transparency.  
Define honesty and transparency.   

19. True or False.  Using information as a control device or as a way to 
maintain some form of power over others is detrimental to your perceived 
integrity.   

20. How is trust improved by communicating “The Why”?   

21. People look for congruence between _____ and _____ as a determinant 
of your trustworthiness. 

22. When you must craft a message to someone, you need to consider what 
four questions?   
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23. What is deliberate listening?   

24. What types of bad habits impede your ability to be a deliberate listener?   

25. What are the habits of the deliberate listener?   

26. What is the difference between a fact and an opinion?  Why is it important 
for a project manager to know the difference?   

27. What is feedback?  What is it not?  

28. Deliberate listeners provide feedback through _____ and _____ _____. 

29. What is the difference between reacting and responding to others 
communications?   

30. True or False.  Good project managers engage with their stakeholders.   

Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
Usha decided to stop by Jonathan’s office to see how things were going on his 
project.  Jonathan had held a successful expectation-setting meeting with 
William.  Jonathan had given Usha much credit for helping him to put that 
relationship on a better path.   
In fact, Jonathan had even asked the corporate project management office 
(PMO) if they could assign Usha to him as a project mentor during this project as 
he wanted to make sure that he did the best job he could.  William had seen this 
request from Jonathan as demonstrating real initiative, and so William had 
strongly urged the PMO director to formalize the mentoring relationship between 
the two.   
Usha didn’t mind.  She liked Jonathan and wanted him to succeed.  It would also 
be a great way for her to earn a promotion at some point in the future.  Her goal 
was to one day manage a larger portfolio of project work within the organization.  
This experience would be a great way for her to practice how to grow the skill set 
of others. 
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The door to Jonathan’s office was open, and when Usha looked inside she saw 
Jonathan on the phone.  Rob, a technical subject matter expert in the 
department, sat in a chair across from Jonathan.   
“I’ll come back later,” Usha mouthed to Jonathan as she started to exit his office.  
Jonathon stopped her. 
“No, stick around,” Jonathon whispered as his hand covered the mouthpiece of 
his phone, “I’m almost finished up, and I’d like to talk to you.” 
Usha smiled at Rob as she sat down in empty chair beside him.  “Hi, Rob, how’s 
it going?” she asked quietly. 
“It’s not,” he replied.  Rob looked frustrated.  Usha watched as he sighed and 
opened his tablet to check email during his wait. 
“I’m sorry; I didn’t catch that,” Jonathan replied into the phone.  Usha looked up; 
Jonathan was shouldering the phone to his ear while he multi-tasked between his 
project scheduling application and his email on his computer.  “But, that doesn’t 
have anything to do with what I need from you!” 
Suddenly, Rob stood up and quietly said to Usha, “Tell Jonathan I have to go. I 
have an urgent email and a fire to fight right away.”  He left the office just as 
Jonathan ended his call. 
“Where’s Rob?” Jonathan asked Usha.  “I needed to talk to him about a question 
for a new requirement that the client wants added to the original scope.”  
Jonathan pushed away from his desk and turned his chair to face Usha.   
“I really am having difficulty with some of my team leads.  I was talking to Sarah 
(another subject matter expert) on that phone call, and she doesn’t seem to 
understand the information I need from her.  I just don’t know what is going on 
with everyone.” 
Usha shook her head at him.  It was time to have an important conversation with 
Jonathan. 
 
Questions 

1. What do you thing Usha wants to discuss with Jonathan? 
2. How can Jonathan do a better job of communicating given the 

scenario in the case study above? 
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Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Name a project in your experience that experienced problems because a 

stakeholder(s) wasn’t properly defined in the project.  How many of the 
problems could have been mitigated by preparing and implementing a 
stakeholder management strategy?  Would the time to complete 
stakeholder analysis and strategy been less than the time to manage the 
problems associated with this stakeholder? 

2. Name the internal and external influencers in one of your current projects.  
Is there a communication management strategy in place for these 
stakeholders?   

3. Consider a current project.  Where in your stakeholder group do you 
enjoy strong trust with others?  Is there a lack of trust with particular 
stakeholders?  How might you develop a working relationship that has a 
stronger condition of trust? 

4. Which, if any, of the poor listening habits do you demonstrate more often 
that you would like?  How do you think this is impacting your working 
relationships with your stakeholders?  (You may decide that you wish to 
query your stakeholders to determine how you are or are not listening 
deliberately.) 

5. Pick one characteristic of deliberate listening that you would like to 
develop further.  Incorporate this characteristic into your day-to-day 
communications for one work week.  At the end of the work week, journal 
the advantages you believe this characteristic provided you.    

6. Pick one characteristic of deliberate listening that you believe that you 
already use in your listening skills.  How can you demonstrate greater 
proficiency in your expertise of this deliberate listening quality? 
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Module 5 – Communicating Data through 
Reporting and Documentation 
Project reporting is a critical function of project management as it generally 
serves two end results: 

1. It is the way in which project performance is communicated to those 
stakeholders that own the strategic impact of a project solution, and 

2. It ensures the regular status of the project in order to make necessary 
corrections to get back on course.   

In order to have a solid understanding of the best way to report on a project, it is 
first necessary to discuss the role of a project plan. 
The project plan is the guiding document in the project and what allows a project 
team to stay on course toward a defined outcome.  The project plan includes 
many elements incorporating a schedule, a budget, and a defined scope of work.  
These elements are further facilitated through supporting sub-plans that include 
items such as risk planning, procurement plans, and resource plans, as 
examples.  These planning documents provide a map and compass for the 
project.  What is important to remember, however, is that it is a representation of 
how the future is expected to occur.   
Here is one of my favorite analogies to represent how a project plan is used: 
Boat captains prepare what is known as a float plan which defines his course 
through multiple “way points” (GPS-defined locations) along the course to one or 
more destinations.   Weather and wind are evaluated in order to determine an 
ideal course and the “speed over ground” (speed of the boat along with the 
impact of wind and current upon the speed of the boat).  This information assists 
to define timing of arrival along the way points to destinations. 
Both weather and water conditions influence how closely the float plan can be 
followed.  A boat usually must navigate around the debris that naturally floats in 
the ocean – a large log or floating drum can damage a boat – forcing the captain 
to route around it.  Also, weather can change as can wind and current such that 
the conditions defined in the float plan are no longer relevant.  Even when 
conditions are calm, there are always the continual adjustments that must be 
made to a boat to stay on course.  A boat’s executed course of travel (actual 
performance) doesn’t match up with the float plan (project plan),  
Instead, the executed course would look more like a series of corrections to 
guide the boat back to the various way points defined in the float plan.  A boat 
captain’s primary task is to be ready for responding to changing conditions in the 
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moment and making course adjustments to stay as close to the float plan as 
possible.  Course adjustment to the float plan is a constant process of 
correction and re-correcting.  A captain always relies on his float plan, 
regularly, checks his equipment to status him where he is at, and manages 
conditions to adjust back to course, always considering risk versus reward. 

The Float Plan
The Float Plan

 
Figure 4.1 – The actual course is a series of corrections back to the float plan 
A project’s execution looks much the same – the actual time and cost of a project 
rarely – if ever – exactly matches the plan.  The plan is a guiding document that 
allows the project manager and the team to consider where they are actually 
located versus the project’s ‘way points’ and to make an adjustment to get back 
on course. 
This is what project management is all about – determining status and 
progress and making corrections. 
This process of making regular corrections is what tracking and status a project’s 
performance is all about.  In fact, if you receive status information from the team 
that ‘exactly’ matches the project plan, you should start asking more questions.  
Because reality rarely, if ever, matches the project plan’s estimates.   
Further, status isn’t about looking over team members’ shoulders to make sure 
that they aren’t slacking on their responsibilities.  Status on a project is about 
trying to catch plan deviations early so that corrections can be made as quickly 
as possible.  Consistent status is a way to protect the work and the resources 
downstream in the project’s timetable from the impacts that problems upstream 
can create for them. 
Tracking and Reporting Progress 
Project managers oversee two types of reporting: 

 Status reports from the project team that are sent to the project manager 
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 Progress and performance reports that the project publishes to higher-
level stakeholders such as the sponsor and client 

Status reports are inputs to progress and performance reports which are then 
provided to the stakeholders who hold the purse-strings and who own the 
success or failure of the project solution.  
A project manager should develop a reporting formula that won’t overwhelm 
resources doing the work while also providing accurate information to 
sponsorship, management, and clients.  Status and reporting should be defined 
in the project communication plan and documented in a Communication Matrix 
so that all stakeholders understand both the reports they will be expected to 
develop as well as the reports they can expect to receive.  An example of the 
Communication Matrix is found in the Appendix at the back of this guide, Figure 
4.2. 
Status Reporting 
When considering status reporting needs, consider the following concepts: 
The Perils of Percent Complete 
Project managers must consider how resources will report completions on project 
work.  One method to do this is utilizing a model of ‘percent complete’.  But, this 
can be a tricky method.    Consider the following exchange: 

Project manager to resource: “How is work coming along on the 
software install?  It’s scheduled to complete week after next.” 
Resource: “I’d say we are about 80% done with it.  Everything looks 
good so far.” 

What does the project manager know at this point?  Does this resource provide a 
meaningful status?   
If the deliverable can be defined discretely (i.e. 80% = 40 of the 50 components 
of the install are complete), then percent complete is meaningful.  Otherwise, not 
much information was really exchanged.  What does 80% really mean?  How did 
the resource arrive at this number?   
When should a project manager use percent complete as a way for resources 
to report the status of deliverables?  If the deliverable can be discretely 
measured, then it can be useful.  Else, a status of percent complete is usually the 
result of a “guesstimate” with no substance to back it up. 
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A rule for percent complete can be a better method for calculating completion.  
Here’s an example: 

0% - Work not Started 
50% - Work in Progress 

100% - Deliverable Complete 
This is a better way to use the status method of percent complete and will work 
fine if the deliverables being reported on are smaller pieces of work that will not 
extend across multiple reporting periods.  This is a quick method for getting a feel 
for work starting and ending.  If you are planning on using percent complete in 
your project for resource status reporting, then be sure that you either have 
discrete units to count or a formula for percent complete like the one above. 
Tracking Work Effort and Dates 
Another method of reporting is that of work effort and end date.  This method will 
require a bit more work on the part of the resource, but it provides the project 
manager with better information.   
Consider the following status report: 

Deliverable Baseline 
Work Effort 

Baseline 
Completion 

Date 
Hours 

Complete 
Hours 

Remaining 
Can the 

completion date 
be met? 

Design Document 100 hrs 3/20 50 50 yes 
User Guide 150 hrs 4/8 80 80 yes 

Figure 4.3 – An Example of a Status Report with Work Effort and Completion Dates 
Notice that the resource responsible for these work elements has been given the 
deliverable name, the baseline work effort, and the baseline completion date as 
defined in the master project schedule.  The individual has reported three items: 

 How many hours are completed to date? 
 How many hours remain for the deliverable? 
 Can the completion date be met? 

Given the information that has been provided we see that the deliverable Design 
Document looks to be on schedule as the work effort completed and remaining is 
consistent with the baseline work effort.  Further, the status date can be met.   
The second deliverable – User Guide – has hours completed and remaining 
totaling 160 hours, 10 hours more than the 150 hours in the baseline estimate.  
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But, the individual responsible for completing this report has identified that the 
end date can still be met.  The project manager should, in this case, ask how the 
10 additional hours will be accommodated in the remaining time (i.e. overtime, 
additional resource, etc).  The project manager can then consider the cost and/or 
quality impacts of these possibilities and re-plan the work accordingly (course 
correction).   
Regardless of the method used for tracking status, a project manager must 
consider finding a balance between making sure he has the detail he needs to 
keep the plan on target while also being considerate of people’s time.  A status 
reporting methodology that slows everyone down won’t be utilized consistently. 
Additionally, an effective status report will also ensure that resources are able to: 

 Confirm that any work they have coming up for the next reporting 
period will start on time.  This will give you the advanced heads-up that 
there may be scheduling problems in case they say “No”. 

 Report any issues or new risks that should be addressed.  This gives 
you the opportunity to consider both potential and realized problems as 
soon as they are recognized. 

Weekly Status from Resources 
Each project will have its own ‘reasonable’ status period.  For most projects, a 
weekly status is acceptable because it allows a project manager to review data 
and update the master project schedule effectively.   
With experience and through the first few reporting periods you will discover 
where you may have trouble getting prompt, useful status reporting from 
members of the team.  If you are having trouble getting information from the team 
members, take the time to talk with them about whether or not the process is 
cumbersome to them, invite them to make suggestions that would help them to 
report in a more timely way.  If, after implementing their recommendations, you 
find that you are still having trouble getting the project data needed, sit down with 
them, ensure that they understand why you are using the data. 
Explain to resources that the goal isn’t to micro-manage their work or monitor 
their hours for payroll (as example).  Instead, status is used to ensure that you 
have a handle on how work is progressing and if there are problems you can 
make adjustments to other activities that start in parallel or begin downstream.  
Because there are so many dependencies within the project, early information 
helps everyone make proactive course corrections.   
Already mentioned earlier, you shouldn’t expect that the hours that resources 
have worked and the new estimate of hours that remain will exactly match the 
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original work effort estimate.  If you see that these numbers are always being 
reported equal, then you need to determine if resources are reporting correctly or 
if they are simply trying to manage your expectations through their status reports.   
When status reports are submitted, enter the actual data into the scheduling tool 
you are using and allow the project scheduler to tell you how these changes may 
impact work downstream.  
This scheduled time to post data and evaluate the impacts should occur as close 
as possible to the submission deadline for status reporting (i.e. Monday morning 
for data provided end of business Friday).  The more quickly that you review the 
status, the more time you have to consider correction alternatives. 
The standards for status reporting are defined in a project’s communication plan.  
An example of a status report is available in the Appendix at the back of this 
course guide, Figure 4.4. 
Progress Reporting 
Data from status reporting is used to monitor progress for the project as well as 
forecast future performance. 
Most sponsors and clients want progress reports that are simple to understand 
and focus on deliverables.  Sponsors (and especially clients) care less about 
what you have to “do”, and they care more about what they are going to “get”.   
Because this is the case, progress reports should focus on deliverables 
completed instead of tasks or activities.  While your team must focus on the 
“verbs” of the things to do, your management really have a stronger focus on the 
“nouns” of products and solutions. 
Make sure that your progress reports have them in mind!  When you begin your 
relationship with your sponsor at the outset of a project you should sit down to 
determine with him the best way to report progress with him.  Some sponsors will 
want more detail.  Others will want less.  While you will always be armed with a 
quick ability to drag out the detail, don’t assume that progress reports should 
always show it.   
Provide your sponsor with an example of a progress report template that you 
would like to use and ask for feedback as to whether it will provide them the 
information they will need.  Once you have together determined the final format, 
all reporting procedures and templates should be defined in the project 
communication plan. An example of a progress report can be found in the 
Appendix at the back of this course guide, Figure 4.5. 
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Reporting Progress through Earned Value Management 
Earned Value Management, EVM, is a method for progress reporting.  It can be 
used internally for the project manager as well as provided to sponsor and clients 
(so long as they understand the concept of earned value.  If they do not, it is not 
advisable to provide performance reports to them including this information). 
Earned Value measures how the project is performing in relation to the project 
plan.  As work is completed, it is considered ‘earned’ in the project.  EVM 
measures two components of the project plan – schedule performance and cost 
performance.  
Consider Figure 4.6 below which utilizes a Gantt chart view to show how costs 
are estimated across activity durations in the schedule.   
Notice that the costs per day are shown below the Gantt chart. The cumulative 
costs are also shown.  If we were to graph these costs, they would look like the 
chart in Figure 4.7. 
The cost per day shows that the project spends a little in the beginning with 
higher spending during the middle of the project’s timeline before spending levels 
off at the end of the project. 
The second curve – the cumulative cost curve – shows the total that the project 
is expected to have spent at the end of each time period.  This curve using 
cumulative costs is the Budgetary Baseline (or Cost Baseline).  If the project 
proceeds to schedule, then the project would ‘earn’ each time period’s planned 
cost.  The budgetary baseline is one important component of the EVM metrics, 
and it is known as the Planned Value. 
The Planned Value (PV) represents the planned cost of the work scheduled.  
This is sometimes also referred to as the Budgeted Cost of Work Scheduled. 
(BCWS).   
The second component of Earned Value Management is the Budgeted Cost of 
the Work Performed.  This figure represents the planned amount of the work 
complete.  It is the ‘Earned Value’ metric of the EVM method. 
The Actual Cost of the Work Performed (sometimes also just called Actual 
Costs) is the true cost of what has been completed. 
In review, the EVM method uses the following three defined metrics: 

 Planned Value – defined via the budgetary baseline 
 Earned Value – the budgeted amount for work completed 
 Actual Cost – the actual cost for the work completed 
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1 2 3 4 5 6 7 8 9 10 11 12 13 14

Phase I Design
1.1 EWP 1.1

1.1a Activity $20 $20
1.1b Activity $25 $10
1.1c Activity $20 $20

12.1.2 EWP 2.1.2
2.1.2a Activity $20
2.1.2b Activity $15 $10

Milestone 1 Phase I Complete 
Phase 2 Construction

1.2 EWP 1.2
1.2a Activity $30 $30 $30
1.2b Activity $30 $30
1.2c Activity $20

12.1.1 EWP 2.1.1
2.1.1a Activity $25 $25
2.1.1b Activity $50 $50

2.2 EWP 2.2
2.2a Activity $25
2.2b Activity $25
3.0 EWP 3.0

3.0a Activity $10 $10 $10 $10
3.0b Activity $10 $10 $10 $10

Milestone 2 Phase II Complete 
Milestone 3 Project Complete 

Cost Per Day 40$   35$   35$   60$   75$   85$   90$   80$   35$   35$   10$   10$   10$   10$   
Cumulative Cost 40$   75$   110$ 170$ 245$ 330$ 420$ 500$ 535$ 570$ 580$ 590$ 600$ 610$  

Figure 4.6 – Project Cost across a Gantt Chart 
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Figure 4.7 – A Budgetary Baseline 
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In Figure 4.8 below we see that we have an actual 
cost and an earned value amount for each of the 
completed and in progress work elements.  The 
actual cost was derived from the actual bill received 
for the work.  The Earned Value metric was calculated based on the percent 
complete of the activities – completions are noted by diagonal hatch-marks.   
We can see that there are some activities which have completed (100% of the 
budgetary value is earned) and some are in progress (50% of the budgetary 
value is earned).   

1 2 3 4 5 6 7 8 9 10 11 12 13 14
Phase I Design
1.1 EWP 1.1
1.1a Activity $20 $20 
1.1b Activity $25 $10 
1.1c Activity $20 $20 
12.1.2 EWP 2.1.2
2.1.2a Activity $20 
2.1.2b Activity $15 $10 
Milestone 1 Phase I Complete 
Phase 2 Construction
1.2 EWP 1.2
1.2a Activity $30 $30 $30 
1.2b Activity $30 $30 
1.2c Activity $20 
12.1.1 EWP 2.1.1
2.1.1a Activity $25 $25 
2.1.1b Activity $50 $50 
2.2 EWP 2.2
2.2a Activity $25 
2.2b Activity $25 
3.0 EWP 3.0
3.0a Activity $10 $10 $10 $10 
3.0b Activity $10 $10 $10 $10 
Milestone 2 Phase II Complete 
Milestone 3 Project Complete 

Cost Per Day $  40 $  35 $  35 $  60 $  75 $  85 $  90 $  80 $  35 $  35 $  10 $  10 $  10 $  10 
Budgetary Baseline -

Budgeted Cost of Work 
Scheduled (Planned Value) $  40 $  75 $110 $170 $245 $330 $420 $500 $535 $570 $580 $590 $600 $610 

The Budgeted Cost of Work 
Performed - (Earned Value) $  40 $  75 $110 $130 

The Actual Cost of the Work 
Performed - (Actual Cost) $  30 $  60 $100 $120  

Figure 4.8 – Calculating the EV and the AC 
The dotted line in the figure above represents the point of completion that was 
expected by present date – time period 4. 
Take a moment to familiarize yourself with Figures 4.8 and 4.9 before continuing 
in your reading. 

Refer to the Appendix at the 
back of this course for a larger 
view of Figure 4.8 
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New Terminology Old Terminology 

Planned Value – PV Budgeted Cost of Work Scheduled - BCWS 
Earned Value – EV Budgeted Cost of Work Performed - BCWP 
Actual Cost – AC Actual Cost of Work Performed - ACWP 

Figure 4.9 – Terminology for Earned Value 

Schedule Progress 
Two of the three measures discussed above are used for measuring schedule 
performance.  They are: 

 PV (also known as the Planned Value, the Budgeted Cost of Work 
Scheduled, and the Budgetary Baseline).   

 EV (also referred to as Earned Value or the Budgeted Cost of 
Work Performed).   

These metrics help us see the difference between what was scheduled and what 
was performed.  These numbers use a metric of dollars for our example; 
however, work effort could be used if the project is completely service-driven and 
currency isn’t tracked. 
Schedule Variance 
The schedule variance measures the difference between what was scheduled 
to be done at a point in time and what is actually done at that point in time.  The 
formula for the SV is the EV (Budgeted Cost of Work Performed) less the PV 
(Budgeted Cost of the Work Scheduled).   

SV = EV – PV 
If the resulting number is positive, then the project is performing better than 
expected related to schedule.  If the number is negative, then the project is not 
completing work on time.  A schedule variance of zero would mean the project is 
performing exactly to plan.  But, trying to ascertain how good or bad the project is 
performing requires a number that puts into perspective what the dollar figures 
mean. 
Schedule Performance Index 
The schedule performance index is an easier indicator of schedule 
performance because it considers performance dollar-for-dollar.  The formula for 
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the SPI is the EV (Budgeted Cost of Work Performed) divided by the PV 
(Budgeted Cost of the Work Scheduled).  The output of this formula is an index. 

SPI = EV/PV 
If the project is on-target, then the number will be 1 or very close to 1.  A project 
that is performing ahead of schedule will have an index that is above 1.  A project 
that is behind schedule will have an index that is less than 1. 
One shouldn’t expect that the SPI will always be 1.  Typically, a project manager 
will look for the SPI to remain around 1; .95 to 1.05, as an example.  An SPI that 
falls outside of a tight range is an indicator that a course correction is necessary.   

Schedule Measures Cost Measures 

Schedule Variance 
SV = EV – PV 

Cost Variance 
CV = EV - AC 

Schedule Performance Index 
   SPI = EV/PV 

Cost Performance Index 
CPI = EV/AC 

Memory Tips:  
 The EV will always be the first number for all equations 
 A schedule equation will also contain the number for PV 
 A cost equation will also contain the number for AC 

Figure 4.10 – The Formulas for Earned Value Management 

Cost Progress 
Cost progress is determined using the two metrics: 

 AC (also referred to as the Actual Cost).   
 EV (Earned Value, the same metric that was also used in 

calculating the scheduling metrics)   
Cost Variance 
The cost variance measures if the project is over- or under-spending based 
upon the project plan.  The formula for cost variance uses the EV (Budget Cost 
of Work Performed) less the AC (Actual Cost of Work Performed).   

CV = EV – AC 
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The difference between the budgeted amount and the actual amount gives us a 
variance.  If the number is negative, then the project is overspending.  If the 
number is positive, then the project is spending less than planned for the given 
work.  If the cost variance equals zero, then spending is on target. 
Cost Performance Index 
Suppose your project has a cost variance of -$10,000.  Is this a large overage?  
The answer is – it depends.  For a project that is spending $35,000 in total this 
amount represents a sizable percentage.  But, for a project that is spending in 
the millions, the amount of $10K is small by comparison.   
Providing perspective regardless of the size of the numbers being used in the 
project is the purpose of a Performance Index.  It tells us our level of efficiency in 
spending based upon the plan.  The cost performance index is calculated by 
taking the EV (Budgeted Cost of Work Performed) divided by the AC (Actual 
Cost of Work Performed).   

CPI = EV/AC 
The project is on target if the number equals 1 (Earning $1 of work for every $1 
spent).  If the number is less than one, then the project is under-performing by 
over-spending (i.e. a CPI of .9 means that the project is earning 90-cents of value 
for each $1 spent).  If the number is more than one, then the project is over-
performing by spending under the budget (i.e. 1.15 means that the project is 
earning $1.15 of value for each $1 spent).   
Typically, the CPI is considered ‘on-target’ if it stays within a range established 
by management, a PMO, or by the project manager in the cost management 
plan.  An example of an acceptable range might be .9 to 1.1. 
Let’s look at an example. 

Planned Value $  40 $  75 $110 $170 
Earned Value $  40 $  75 $110 $130 
Actual Cost $  30 $  60 $100 $120 

     
Schedule Variance $   - $   - $   - $ (40) 

Schedule Performance 
Index 1 1 1 0.76 

     
Cost Variance $  10 $  15 $  10 $  10 

Cost Performance 
Index 1.33 1.25 1.10 1.08 

Figure 4.11 – Schedule and Cost Performance 
We can see from Figure 4.11 that the project is currently behind schedule and is 
operating at 76% of efficiency of the planned schedule.  If the project continues 
to operate at this level of efficiency, the project will be late.  The project is 
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performing within range related to cost.  The project is slightly under budget.   If 
the project continues to operate with this level of efficiency related to cost, then 
the project will end slightly under budget. 
Estimate at Completion 
A new Estimate at Completion (EAC) can be calculated based on the information 
provided above.  There are multiple ways this can be accomplished. 
If you believe that you will continue to spend in the same manner in which you 
are currently spending, then you can apply the CPI to the total project budget 
(the last number of the Budgetary Baseline).   

EAC = BAC/CPI 
If our project’s total budget at completion is $610,000 and we are performing with 
a CPI of 1.08, then our adjustment for a new Estimate at Completion would be 
610,000/1.08 = $564,815.  Of course, the CPI may not remain stable, and you 
and your sponsor may not wish to publish a reduced estimate at completion at 
the risk of losing important funding.  This number is only as stable as is the CPI! 
If you believe that the project will not spend in alignment with the current CPI 
then your EAC may look like this: 

EAC = Actual Cost to Date + Remaining Planned Value  
The formula above simply adds the actual costs to date with the budget that is 
remaining for work left to complete.  The remaining planned value can be 
calculated by subtracting the project’s earned value (the planned amount of the 
work actually completed) from the budget at completion (the end number of the 
budgetary baseline) 

EAC = Actual Cost to Date + a New Estimate to Complete 
In some cases, the project may be re-estimated and baselined again.  This 
occurs in projects where work is planned and budgets are committed to in 
phases or iterations.  This approach – known as a rolling-wave approach – will 
baseline in stages of the project.  This is appropriate when the work is not able to 
be clearly defined at the outset of a project because the project involves 
determining the best solution or is a learning initiative.   
An estimate at completion is usually used as the revised goal for project 
performance when it becomes obvious that measuring against the original 
budget at completion is no longer a reasonable measurement for project 
completion. 
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To-Complete Performance Index 
In forecasting the future, a project team may wish to know how they must 
perform going forward in order to reach the expected completion budget.  The 
To-Complete Performance Index gives an indication of how the project must 
spend for the remaining work in order to meet budgetary expectations.  The 
formula is simple – divide the work remaining by the funds remaining.  It looks 
like this: 

TCPI = BAC – EV/BAC – AC 
Let’s create an example.  Let’s assume that we have a project that budgeted to 
spend $200K (BAC = $200K).  Currently, it has completed $50K worth of work 
(EV=$50K).  The project spent $65K for that work (AC=$65K).   
The cost performance index for this project is 50/65 = .77.  This means that the 
project is earning 77-cents of value for each dollar that is being spent.  It is 
overspending.   
If we wish to stay on track for our budget of $200K, then how must be perform 
going forward?  What would our CPI need to be from this point on?   

TCPI = (200 – 50)/(200 – 65) = 150/135 = 1.11 
This number represents how the project must spend going forward.  From the 
present on, it will need to produce $1.11 of value for every dollar spent.  This 
may or may not be achievable.   
One thing is certain; this project will need to be more efficient in its spending to 
meet the BAC of $200K.  If the TCPI is not attainable, the project will go over 
budget.   
It may be appropriate to develop and approve a new Estimate at Completion if 
the BAC can no longer be met.  Should you develop a new EAC, the TCPI is 
then calculated in the following manner: 

TCPI = BAC – EV/EAC – AC 
Earned Value provides us a way to view the project’s current performance and 
forecast its future.  EVM is a great tool to be used when stakeholders understand 
what it means and can use it to guide decision-making. Always remember, 
however, that the numbers are only as good as the inputs.  Therefore, your 
calculations are very dependent upon factual activity/deliverable completion data 
and correct actual costs for that completed work. 
If your project is to use EVM for performance reporting, then this should be 
defined within the project communication plan. 
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Formalizing Change Requests 
As discussed earlier in this course, change is an anticipated occurrence.  
Projects evolve over time because their solutions will likely be refined in some 
fashion as the sponsor and client learns what will best serve their business.  As 
the business needs change, so must projects adapt to remain in proper business 
alignment.  The process for change management is an important one to 
communicate with all stakeholders from those who will initiate the requests to 
those who will respond to them.   
It is easy to allow changes to be inserted into a project without a formal process 
for acceptance, but this is a slippery slope in terms of stakeholder expectations.  
It may be easy to incorporate a small change here or there in a solution, but it 
sets a stage that any change will be inserted.  Not only is this not a realistic 
expectation to set, it can actually injure the client’s end solution!  Changes 
consume resource and time.  Too many changes can cause a project budget to 
seemingly evaporate.  And, what good is a project solution half-complete and 
dead in the water for lack of funding and no more time? 
This being said, as a project manager you should embrace change on your 
project.  Most project managers would balk at this idea; however, if you consider 
that projects themselves are devices of change for a client, then our goal should 
be to provide clients the best solutions possible that they can both reasonably 
afford and commit to. 
There is a way to assist in managing expectations which accomplishes both your 
goal of controlling change and your sponsor/client goals of ensuring the solution 
adapts appropriately to business needs. 
The best manner to do this is to have a process for change management and to 
communicate how it protects the interests of the project to the sponsor and/or 
client. As expressed in Chapter 2, some sponsors will already have an 
understanding of this; others won’t.  Take the time to have the conversation with 
them that changes do have cost, time, and performance impacts.  The change 
procedure ensures that money and time will be spent upon what the decision-
makers deem is best for them and the business.   
In terms of a process, your PMO or IT organization may provide change 
procedures for your project to align with.  If there are no defined change 
procedures, you should develop one and then communicate the procedure to 
both the business stakeholders (sponsors, clients) and the delivery stakeholders 
(development team, vendors).  In cases where there is much interdependency 
between departments, business units, and/or systems there may be a need for a 
change control board to make decisions about what should be approved or 
denied.   
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The change process should be mapped out such 
that everyone understands how changes are 
reviewed and approved.  There should be a 
standard template for submitting individual change 
requests and a method for logging each request.  There are example templates 
in the Appendix at the back of this course guide.  Take a moment to review the 
following: Figure 4.12 – A Process for Change Management, Figure 4.13 – 
Change Request Template, and Figure 4.14 – Change Log. 
Your communication plan should reference your change procedures and 
templates. 
Managing Documentation 
How will stakeholders have access to project and solution documentation?  Will 
there be different levels of accessibility for different stakeholders?  How will 
privacy and security be maintained?   
These are questions that you must answer when considering how documentation 
will be archived and managed.  Whether project documentation resides on a 
project intranet site or some other information management system, your 
stakeholders need to know how to access information they need through the 
project.  Your PMO or organizational department may already have established 
standards for this.  Keep in mind; however, that all stakeholders need to have 
easy access to documentation relevant to their deliverable responsibilities.  End 
users, external stakeholders, and vendors may need access to documents that 
are held on private drives.  Make sure they have real-time access to the 
information that they need while also managing security and intellectual property 
concerns.   
What you want to be careful of is project documentation that is scattered across 
multiple data repositories.  Instead, work to consolidate as much documentation 
as possible in one centralized repository. 
However, you determine that a documentation library and repository be available 
to project stakeholders, it should be defined in the project communication plan. 
Documenting Lessons Learned 
Most people think of lessons learned as a task that is conducted at the end of a 
project – and in practice, it is often considered a low priority task as resources 
and team members are engaged on new initiatives. However, lessons learned 
isn’t a project closure activity, but an ongoing continuous improvement activity 
that should be occurring throughout the life of a project.   

Change management 
protects the client and 

the business. 
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Lessons learned – when completed with the mindset for continuous improvement 
– can provide wonderful opportunities for project teams to recognize ways of 
doing things better, make adjustments while the project is underway, and 
document these lessons so that they can used for other project either running 
concurrently or at some point in the future. 
Like most processes, what will be successful in one organization is not always 
going to be successful in another, but the simpler and integrated your lessons 
learned process is, the more likely that it will be useful and utilized. 
The goal of any lessons learned is to capture and implement wisdom and 
understanding that has been gained.  When lessons learned are actively 
documented, it builds a growing repository of best practices (and worst practices, 
too) that can be used to help do things better and more efficiently.   
Ideally, a system for lessons learned is employed across an organization where 
the format can be consistently documented and easily retrieved.  In organizations 
that have more formalized project management, a lessons learned report may 
already exist and can be adopted into the project’s communication processes.   
If no such standard exists, a lessons learned system to capture and track lessons 
during the project should be developed.  An example of such a log is available in 
the Appendix of this course, Figure 4.15. 
Lessons learned usually will include the following items of information: 
 ID 
 Category and/or searchable keywords so that information can be more easily 

retrieved from a database 
 Originator of the entry and the date the entry was created 
 The lesson learned including detailed information that describes how any or 

all of the following - people, process, product, protocol, approaches – worked 
to improve or injure the project.  The “why” should also be incorporated into 
the lesson learned to provide context to a reader. 

 Is there a required action?  Does the lesson learned require a formal change 
or informal adjustment to the project?  And, has this been implemented? 

Lessons learned are informally documented as the project proceeds and can be 
a regular, short component of a team’s ongoing status updates and meetings.  
More complex initiatives (especially those that are using the more current “learn 
as we go” project methods such as iterative development and agile 
management) should hold more formal lessons learned sessions at the 
conclusion of each project phase or iteration.   
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When a lessons learned meeting is held, an agenda should be created to keep 
focus of participants.  A meeting can begin with a brainstorming session where 
each attendee can identify the top five things that were successful lessons for 
them in this project’s iteration/phase as well as the top five things that could have 
been better/improved.  The remainder of a meeting can work toward clarifying 
the lessons and offering suggestions for improvement, where necessary. 
You may also determine that geographic distance and time limitations make it 
more appropriate to send questionnaires or surveys to stakeholders.  Online 
tools make this process easier for stakeholders to respond to, and this is useful 
as questionnaires and surveys are generally not as successful in generating 
lessons learned.  When lessons learned is a component of regular status and 
when generated through meetings, there is usually more information produced 
for a lessons learned repository 
If you decide to incorporate surveys and questionnaires within your lessons 
learned protocol, here are examples of questions that you may wish to consider: 

1. What went well for this phase/iteration of the project? 
2. In reviewing the project’s issue log, what top five lessons have we learned 

in this phase/iteration? 
3. Do you have a lessons learned (either an opportunity for improvement or 

a success) for any of the following categories? 
a. Scope 
b. Time 
c. Budget 
d. Resources 
e. Change 
f. Risk 
g. Communication 

h. Internal processes 
i. Teamwork and cross 

team integration 
j. Final deliverables 
k. Customer relations 
l. Regulatory and 

compliance 
m. Business/Industry 
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4. Do you have a personal lesson learned to share that may benefit other 
stakeholders in the project? 

5. Are there lessons that should be shared immediately with other projects 
who will benefit and which are operating concurrently? 

6. Can any of the lessons learned you have previously mentioned be 
incorporated into this project as a continuous improvement item at this 
time?  If so, what are your recommendations? 

Lessons learned can receive contributions from all stakeholders, but at minimum 
the project manager, project leads, project contributors (SMEs, vendors, etc.), 
sponsorship, and client representatives should have an opportunity to contribute.  
It is up to a project manager (and, perhaps also sponsor) to determine how these 
individuals will provide their feedback. 
 
Review Questions 
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. Project reporting is a critical function of project management as it 

generally serves two end results.  Name these.  
2. True or False.   A project manager should assume a project is on track if 

status information exactly matches the expectations of a baseline project 
plan.   

3. True or False.  Status reporting on a project is about trying to catch plan 
deviations early so that corrections can be made as quickly as possible.   

4. What is the difference between status reports and progress reports?   
5. When should percent complete be used in a status report?  What is the 

danger of reporting a percent complete?  
6. What method of status reporting is a bit more time consuming for 

resources but offers a stronger method for tracking against the baseline 
project plan?    

7. In addition to deliverable status information, what other vital components 
of information are useful to include in a status report?  
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8. What is the “why” that should be communicated to resources when you 
define the information needed on their status reports?   

9. Most sponsors and clients want progress reports that are simple to 
understand and focus on deliverables.  Why is this their focus?   

10. True or False.  EVM is a method of determining how the project will add 
value to the business once a solution is implemented.   

11. What two metrics does EVM measure?   
12. What is a cumulative cost curve?  
13. How is the Earned Value determined?    
14. What does the Cost Variance define?   
15. Why is a performance index sometimes a better indicator of project 

performance?   
16. A project progress report shows that the CPI is .95. Is this project 

performing well thus far?   
17. If you believe that your project will continue to spend at the same level of 

budget efficiency that it has demonstrated to date, what formula might 
you use to calculate a new estimate at completion?   

18. What is a rolling wave approach?   
19. What is a TCPI?   
20. A project manager should _____ change on his or her project.   
21. When planning for documentation management, what are the two 

concerns to consider?   
22. Lessons learned isn’t a project closure activity, but an _____ _____ 

_____ activity. 
23. Lessons learned usually will include what items of information?   
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Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
Jonathan had taken Usha’s advice that deliberate listening was a better strategy 
for communicating with project team members and stakeholders.  He’d been 
practicing doing a better job of removing distractions and being fully present to 
listen to those around him.  This had proved to be a great help to him in more 
quickly understanding problems, addressing issues, and leveraging opportunities 
during the course of the project so far.   
But, he was having difficulty with one of his team members, Kevin, each time that 
he needed to collect actual completion information from him.  First, Kevin wasn’t 
always good at accounting for his time, and preferred to estimate his completions 
with what Jonathan referred to as an “ocular inference” (an “eyeball estimate”) 
that didn’t seem to have any evidentiary support.  In fact, the last time that 
Jonathan had spoken to Kevin, the deliverable was 90% complete – and this had 
been his report for the last three status reporting periods!  The next status report 
was soon due, and Jonathan knew that a deliverable that wasn’t progressing was 
a deliverable in trouble.  Kevin’s deliverable was due to be complete at the 
month’s end, and Jonathan was losing confidence that the end date would be 
met. 
Usha and Jonathan had scheduled a standing mentoring meeting over an 
afternoon coffee.  It would be a good time to bring this situation to Usha’s 
attention to see what she might suggest.  Jonathan knew he couldn’t let this 
challenge with Kevin go any further. 
 
Questions 

1. What reporting problem is occurring in this scenario? 
2. If you were Usha, what would you suggest to Jonathan as a method 

to bring this reporting issue back on track? 
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Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  

1. Consider a recent project that you worked on or have a vested interest in. 
What method(s) of tracking and progress reporting was utilized?  Was it a 
useful process?  Why or why not?  What would you have changed about 
this process? 

2. In your experience, how has change been most efficiently implemented?  
Do you believe that an open discussion with stakeholders about change, 
the process, and the potential impacts is useful in your work 
environment?  Where is the change process not as understood as it 
should and could be?  What can you do to further a conversation about 
implementing productive change? 

3. What is the best example you have seen for managing project 
documentation?  Did the method consider both the ease of access for the 
stakeholders while also addressing security concerns?  What ideas do 
you have for improvement? 

4. For your project environment, what is the most effective way to collect 
and document lessons learned?   
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Module 6 – Communicating through 
Meetings  
Meetings. 
The very word can inflict dread and doom in the hearts and minds of a project 
team.  The harsh reality is that meetings in projects are one of those necessary 
evils.  They are important because they help us move forward with the work that 
needs to be completed.  But, dysfunction is rampant in most meetings we attend. 
Project meetings are an essential tool for us to: 

 Share important information 
 Plan our work 
 Solve problems 
 Make key decisions 

So, if they are such a productive activity, then why do people have such a 
negative view toward them?  It comes down to a few simple issues: 

 Opportunity costs 
 No or poor preparatory work has been done to organize goals and 

tasks for the meeting’s execution 
 No or poor facilitation to manage the attitudes, politics, and 

personalities that are at the meeting 
 Lack of good follow up, and  
 Lack of outcomes. 

Let’s consider each of these challenges in greater detail and consider some 
guidelines to address them. 
Meetings and their Opportunity 
Costs 
As a project manager you should always 
be considering the opportunity costs 
associated with holding a meeting.  
Meetings consume real time that every one 
of your participants must spend in a room 
together (real or virtual) instead of doing 
something else – real work on real 
deliverables.  And, for most of the 

Opportunity Cost 
The cost of an alternative that must 

be forgone in order to pursue a 
certain action. The benefits that 

could have been received by taking 
a different action. 
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“developers” in your project – the resources who actually build your product or 
solution – this is a problem because building something doesn’t usually happen 
successfully in one-hour increments.   
The obvious example that comes to the author’s mind is the development of the 
course that you are reading right now.  The content for this course was 
developed in larger time blocks than an hour here or an hour there (minimum of 
half-day increments).  Attempting to build a course just can’t be reasonably done 
for an hour – then, go to a meeting – and expect to come back to development 
immediately picking up right where I left off.  More work gets accomplished (with 
higher quality in less time) when there is a solid block of time dedicated to 
development without interruptions, distractions, and multi-tasking.   
“Developers” versus “Management” 
The same is true for many of the “developers” on your projects.  To place a 
meeting right in the middle of their half-day time blocks used for developing 
project deliverables doesn’t mean they will lose one hour of development time to 
attend your meeting.  They also lose the momentum that they would have 
otherwise had if the half-day time block hadn’t been interrupted.   
Now, you might be thinking that no one has the luxury of uninterrupted, half-day 
time blocks.  In today’s professional environments, this is often true.  But, that 
reality doesn’t change the math that a one-hour meeting is still costing your 
project more than an hour of development time in opportunity costs. (Read that 
last sentence again.) 
The “management” talent on your projects operate differently.  These 
stakeholders usually do block their working time in hourly appointments.  And, 
they don’t always empathize with the developers’ need for larger blocks of time to 
build.   Many meetings get planned this way – a manager wants to set up a 
“quick” meeting with key developers in the project team, and your developers are 
loathe to go.  It’s because they intuitively understand that the impact will be far 
greater to their work effort than an hour of lost time.  In the meantime, the 
manager’s opportunity cost will likely be only the one hour. 
With this concept in mind, it’s easy to see how a 2pm meeting can really hurt.  
And, a 2pm meeting added to a developer’s schedule each day – well, it could be 
a big contributing reason why a lot of projects you know are always behind 
schedule!  Of course, geographic dispersion with teams spread across different 
time zones only exacerbates this problem! 
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Is it a Necessity? 
So, your lesson here is to heed the warning that one meeting is taking a toll on 
your project schedule that is greater than what you might think.  Don’t hold a 
meeting unless you must. 
If you find yourself entertaining the idea of holding a meeting, always ask yourself 
the following questions first: 

1. What is the needed outcome or goal for the meeting? (Remember, all 
meetings exist to either share information, plan, make a decision, or solve 
a problem) 

2. Can I reasonably achieve this outcome using a different communication 
method (and can I live with the risk of not holding the meeting)? 

3. If a meeting is the only reasonable way to obtain the needed outcome, 
who should be on the attendee list? 

4. Is there any way that we can achieve the needed outcome without the 
required attendance of a “developer” on my attendee list? 

5. Will quality of the needed outcome unreasonably suffer if this person isn’t 
in attendance? 

6. Is there any “management” in the attendee list that is not needed for the 
outcome to be achieved? 

7. Considering all of the above, does the needed outcome warrant the 
opportunity cost associated with “management” plus the greater 
opportunity cost of “developers”?  Needed Outcome > O.C.m +O.C.d 

These questions are a good starting point for determining if a meeting must 
occur.  Using your own experience and good judgment, these questions will help 
you make a more thoughtful decision. 
Determining How Meetings will Occur in Your Project 
As the project begins, the project manager is developing the communication plan 
which articulates to the stakeholders what the communication expectations will 
be.  Part of this process is determining the standard meetings that should 
reasonably be held on a project, documenting their scheduling in advance.  
Within an overall communication plan, the communications matrix (see Appendix, 
Figure 4.2 – Communication Matrix) is a useful tool for documenting the 
meetings that will be regularly scheduled for the project.  The communication 
matrix will define the scheduled meetings, their frequency, and the expected 
attendees to attend.   
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Most projects will contain the following types of meetings: 
 Kick-off meetings Introduce stakeholders to one another and to the project 

goals.   This meeting occurs at the outset of a project.  In some cases, there 
may be one large kick-off meeting where the sponsor presents to the larger 
stakeholder group or multiple meetings that may vary by date or location.  
This is based upon the limitations of geographical dispersion and where a 
team cannot be fully brought together at one time.  Kick off meetings ideally 
include a representative from all key stakeholder groups. 

 Planning meetings Determine how we are going to reach project goals.  
These meetings occur at the outset of a project and also at key points in a 
project where there may be phases or iterations of work.  Planning meetings 
include the project manager and the developing/delivery team.  Users or 
customer SMEs are also usually involved in these meetings.  Management 
has less direct involvement in these meetings.  Planning meetings are most 
successful when they can be completed in a face-to-face environment and 
with groups of seven to ten (this number is reasonable sized group for idea 
generation without having too many cooks in the kitchen).  Because complex 
projects incorporate many more stakeholders than ten, planning meetings 
may be designed to have a larger, broader planning session followed by 
multiple break-out planning sessions for sub-teams to complete more detailed 
planning activities. 

 Status meetings Share information across stakeholder groups about the 
project’s current state and its progress.  Status meetings usually begin as the 
project begins execution of work on the first deliverable.  These meetings 
continue on a regularly scheduled basis through closure.  Depending upon 
the size and complexity of the project, a project manager may break the 
project into appropriate deliverable groupings where several, smaller status 
meetings are held more frequently (e.g. - weekly) and where an overall 
project status meeting to include all stakeholder groups across the entire 
work breakdown structure are held less frequently (e.g. - monthly).  Status 
meetings relay information across stakeholder groups and allows everyone to 
ask questions or provide thoughts.  Status reporting alone doesn’t give this 
advantage. Too many status meetings will only keep the team away from 
deliverable work.  You must use your judgment of the individual project 
scenario to determine the best way to incorporate status meetings into your 
stakeholders’ schedules. 

 Issues meetings Explore how we are going to solve problems, challenges, 
roadblocks.  Make decisions going forward.   Projects always experience 
challenge. Issues meetings can be scheduled and/or ad hoc occurrences to 
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help stakeholders resolve problems and make decisions to move forward. 
Issues meetings tend to require strong facilitation from a project manager or 
an outside facilitator, depending upon the severity and the urgency of the 
issue(s) to be discussed.   

Getting Prepared 
If you have determined that a meeting is necessary, preparations will help the 
meeting go more smoothly. Fortunately, if you have gotten this far using the 
questions provided above, you have already considered your needed outcomes 
for your meeting. 
Of these standard types of meetings, the most straight-forward and expedient are 
status meetings.  As a rule, status meetings are designed to share information 
only, so they are easier to facilitate and complete on time.  They will likely require 
a little less planning than the other types of meetings you will hold.  However, all 
meetings should have some preparation beforehand. 
The Mini Project Plan – The Agenda 
Your meeting preparation will begin with developing an agenda.  While most 
people know that an agenda is important, it still isn’t implemented as regularly as 
it should be.  As a project manager, it’s incongruent to your profession to meet 
without one.  Consider that the agenda is really nothing more than a mini project 
plan.  It has one or more goals (project charter), deliverables to be accomplished 
(scope), topics with time frames for discussion and action items to complete 
(schedule).  A project manager without an agenda is a project manager without a 
plan!  Figure 5.1 represents a simple agenda that contains the necessary 
elements: 

 Project name and meeting type 
 Date, time, and location (real or virtual) information 
 Scope  

 In scope – what we must accomplish 
 Out of scope – what is expected to come up in 

conversation that is expressly not to be included in the 
meeting 

 Topics to discuss, timings, topic discussion leader, and notes 
related to the topic 

 Attendees (this can also include role designations for facilitator, 
time-keeper, and information recorder). 
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Consider the time you have for your meeting and do not schedule more than 
what can reasonably be accomplished.  While a topic for a status meeting may 
take five minutes, a topic that must result in a decision will likely require 
brainstorming, analysis of ideas, and a method to decide upon the best of 
alternatives.  Make sure that you plan enough time for problem-solving and 
decision-making meetings.   
When determining the correct amount of time for a topic, consider these ideas: 

 Count the number of participants.  If everyone in a meeting of 5 
persons made a one-minute comment to a single agenda topic, then 
the minimum topic time would be five minutes.   

 If the topic is to arrive at a decision or determine a solution to a 
problem, more discussion and decision-making techniques will be 
involved – thus, more time. 

 If a topic will also include a presentation or document review, add 
additional time for this.    

 If there is likely to be contention or disagreement over an agenda 
topic, plan for additional time 

 You may also decide to build in a little contingency time (e.g. 5 
minutes) to mitigate going past the meeting end time.  This is simple 
risk management for meetings. 

Expect that a discussion will generally lose momentum if an agenda topic lasts 
longer than 20 or 30 minutes as most adults cannot sustain attention for longer 
than about 40 minutes.  People need a mental shift to keep focus; make sure 
your meeting agenda facilitates this.   
Do not schedule a meeting for an entire hour (or half-hour) if you do not need it.   
Meetings that are expected to last longer than an hour (e.g. planning meetings) 
should include short breaks at appropriate breaking points between agenda 
topics, where possible.  A meeting longer than 60 to 75 minutes that doesn’t offer 
without a short break will risk your losing the attention of your participants.  So, 
longer planning or problem-solving meetings should incorporate them.   
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Agenda 

Project Name: Archipelago Meeting Goal: Project Status for Week of 
3/18 

Date/Time: 3/25; 9:03a EST 

Location: HQ, Conference room 101A 
Bridge # 888-234-5678;  http://app.meetingking.com/meetings/#####/topics 

In Scope: Current progress since last reporting period for 
deliverable families 2.0 & 3.0 

Out of Scope: Resolution of any open items to the working logs 

Topic Lead By Time Notes 

Introduction PM 2m See project website for updated Working Logs 

Status 2.1 J. Miller 5m  

Status 2.2 T. Turner 5m  

Status 3.0 M. Perez 5m  

Updates to Working Logs – Action, Issue, 
Risk 

W. Bursten 10m Next steps, if any, will be defined for follow up.  

Attendees 

PM J. Miller T. Turner M. Perez W. Bursten P. Patel 

Figure 5.1 – A Simple Agenda 
Distribute your agenda at least a business day in advance of the event.  For ad 
hoc meetings (those not already pre-defined, standard events within the project 
communication plan) schedule meetings five days out, when possible.  If a last-
minute meeting must be scheduled, try to provide as much time as possible 
between the meeting notification and agenda and the meeting start so that 
attendees have time to respond to the agenda if they have amendments or 
concerns about what is included.  It is always better to make changes to an 
agenda before the meeting starts! 
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Facilitating Project Meetings 
Meeting facilitation is one of those necessary roles to 
ensure that things stay on track.  Most people dislike 
meetings because there is a lack of strong facilitation 
provided.  A facilitator is responsible for making sure that 
the meeting stays on track and manages participants 
throughout.  The project manager usually performs this 
role, though sometimes an outside facilitator (a peer 
project manager, someone from the PMO, or an outside 
vendor) can be useful if it is expected that the meeting 
will be particularly complex or conflicting. 
Start and Finish on Schedule 
When meetings run overtime, agenda topics can 
suffer.  Items at the end of an agenda may not be 
adequately discussed or covered at all.  Here’s why 
meeting timing is difficult: 

1. The meeting did not start on time in the first 
place and thus it’s already behind schedule 

2. The meeting timing is not managed 
3. There’s too many topics for the allotted time 
4. The sequence of topics was not based on 

priorities therefore too much time is spent on 
things that are lower in significance. 

Hire a Timekeeper 
The easiest method to manage time is to designate 
a timekeeper to; 

 Begin a meeting/topic discussion 
 Provide a warning just prior to reaching the end of time (a 1- to 5-

minute warning is reasonable depending upon the time allotted to the 
topic)  

 Communicate when the time has ended for a topic/meeting 
Usually, the project manager performs this role.  In some cases, it can be useful 
to delegate this activity to someone in the meeting.  When a project manager first 
brings a team of people together, he can ask them who among them are 
frustrated with meetings that don’t run on time.  Every individual who raises a 

Facilitator 
Keeps the meeting on 
track with the agenda 

and manages the 
interactions of 

participants 
Time Keeper 

Ensures that start and 
end times for the 

meeting are adhered to 
as well as start and 

end times for agenda 
topics. 

Information Recorder 
Records meeting 

minutes that include 
decisions, issues, 
actionable items 

In practice, project 
managers usually 

perform all roles, but 
they can be performed 

among meetings 
participants. 
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hand is a great candidate for the timekeeping responsibility through the 
remainder of the project.   
Organize Topics 
If there are topics that require more discussion or have a higher priority for 
resolution, place these items at the beginning of the agenda when possible.  
Consider the items that are included in the agenda and ask yourself if the allotted 
time is reasonable.  You may wish to discuss with topic leaders the timing 
requirements.  It may be necessary to break the topics into multiple meetings to 
fully complete the discussions.     
Facilitate Resolution 
Once a meeting begins, table a topic if it cannot be resolved with actionable to 
dos within one or two additional minutes of its allotted finish time. This is 
especially important if attendees to a meeting don’t have a contribution until later 
within the agenda.  Their time is spent awaiting completion of prior agenda items, 
and there is an opportunity cost of running over.  Not only do they lose time away 
from their “developer” roles, but they will likely also have to attend yet another 
meeting to finally arrive at the discussion of their agenda item. 
Making Decisions 
The path to project completion usually means that project managers, teams, and 
other stakeholders face one or more crossroads – different paths – different 
perspectives – different solutions that can be chosen.  Decision-making meetings 
help projects to move through these crossroads.   
Meetings that are held to arrive to decisions can struggle.  Some typical reasons 
why these meetings can get off track include: 

1. The needed outcome isn’t expressly defined for the agenda topic. 
2. One or more participants pull away from the discussion on tangents and 

peripheral topics 
3. The consequences for failing to make a decision aren’t great enough to 

motivate the participants to a conclusion 
4. Participants have conflicting opinions 

So, what can you do as the leader (and also the facilitator) to help participants 
reach consensus and make decisions more efficiently?  
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Utilize the Agenda 
A meeting agenda should expressly define that a topic requires a decision.  This 
can be communicated in the Topic Notes column of the agenda.  The leader of 
this topic is usually the person who will lead the discussion, and the project 
manager facilitates to ensure that everyone stays on track.  When participants 
attempt to take the meeting on a tangent that isn’t relevant to getting to a 
decision on the topic, then it may require placing the topic on the issue register 
as a separate item to resolve or as an actionable to do.  If you find a possible 
tangent in play during the meeting, ask how it relates back to the topic to be 
decided.  If there is no strong relationship to the agenda, then re-focus the group 
on the decision that needs to be made. 
Determine Who Should Reasonably have Final Word 
Participants should also be made aware if they are expected to make the final 
decision or simply to make recommendations to another decision-maker.  This 
should be noted on the agenda topic so that expectations are set among the 
participants. 
Define a Decision Method 
For decision-making meetings to be successful, participants need to know the 
process that will be used for managing alternatives and making decisions.  
Without a defined method, it will sometimes seem that the discussion is in a loop 
with no resolution in sight.   
A facilitator should allow for a healthy period of discussion.  Then, where multiple 
choices exist, he or she should provide a process for narrowing choices and 
coming to a final decision.  Let’s discuss some methods to do this. 
Using a criterion based voting can be useful.  In this method the group would 
define characteristics of a solution that are necessary and then assign a weight 
to each characteristic.  Then, different solution alternatives can be evaluated 
across each characteristic.  Participants then determine which of the various 
alternative solutions scores the most across needed characteristics. 
Multi-voting is another method that allows teams to narrow many options to a 
smaller set that can be decided upon.  This is a simple way for participants to 
choose either to show support for more than one alternative or to cast multiple 
votes to a single alternative. 
Here is how it works.  First, a group brainstorms various possibilities for solving a 
problem.  When there many ideas produced there is usually some discussion to 
ensure that everyone understands the various ideas.   
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Then, each participant is provided a number of votes (10, for example).  They 
may spread these votes across multiple ideas that were generated through the 
brainstorm, or they may place all votes on a single idea (you may also vary the 
rules of the vote to allow no more than half the votes for one idea).   
Once voting is complete, the number of votes are counted.  This will usually 
represent a few well-regarded solutions.  The other ideas are parked to the side, 
and the group begins to focus on the higher-prioritized ideas.  The voting process 
can be completed again, if needed.  This method can also not only for decision 
making on project but also to establish priorities in a team. 

 Weight Solution A Solution B Solution C 

Established software 5 X  X 

Affordable 1 X X  

Customizable 2  X X 

Simple Implementation 2  X X 

Total 6 5 9 

Figure 5.2 – Criterion based voting 

Separate Fact from Feeling 
When a team is in discussion over alternatives during a decision-making 
process, it is useful for a facilitator to distinguish between what is supported by 
fact and what is offered up as an opinion supported by a feeling.  Educated 
opinions are important.  But, is critical for a facilitator to keep a team focused on 
evidence, data and facts that support conclusions.  
As discussed in Chapter 3, facts are things known with certainty to have 
happened, to be true, or to exist.  Expressed feelings are things believed to have 
happened, to be true, or to exist.  Project communications in all forms will have 
feelings intermingled with facts.  Can you extricate one from the other?  The goal 
in the case of decision-making (and all communication) is to analyze opinions by 
asking “Is this opinion based upon factual evidence or is it based upon 
participants’ feelings about the topic?”  Open ended questions from the facilitator 
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will help to bring out into the open those ideas that have facts as their basis and 
those that do not. 
Deal with the Dominators 
Personalities always show themselves when people get together, and this is 
certainly true in meetings.  In every group it always seems that there are one or 
two individuals who will have a stronger voice or will tend to dominate 
conversations.  This doesn’t make these folks – the dominators – necessarily a 
nefarious force in a meeting.  But, it can seem like it.  
Dominators are good at participation, but when they overwhelm the participation 
of the rest of attendees, then collaborative problem solving can suffer.  Where 
dominators exist, facilitators need to be prepared to help them be better 
contributors. 
Redirect to Agenda, Keep the Conversation Focused 
Dominators tend to focus the conversation on what is important to them, and this 
can cause a meeting to go off course.  A good facilitator will ensure that the 
conversation is always staying in alignment with the goal(s) of the agenda.  If the 
conversation begins to veer away, then direct, specific questions can be a good 
way of taking the floor from a dominator and sharing it among the rest of the 
group. 

“Henry, you have raised a lot of important points about the 
approach we could take and expressed some good strengths of 
that alternative.  Thank you for bringing it forward.  I’d like to hear 
the top three strengths of the other solution that has been 
proposed.  Ben, what are the strengths of going forward with the 
alternative solution?” 

Add a Ground Rule or Two 
Consider adopting ground rules that will limit the amount of time a person can 
hold the floor, or a device (e.g. a hat, a microphone, or some other 
physical/virtual token that demonstrates who has been given the floor) that 
ensures one person at a time is speaking and which can be passed from one 
party to another. 
Divide and “Conquer” – Increase Participation 
If the dominating behavior continues, a facilitator may attempt to regain control 
by breaking a larger group into smaller ones as a way to get others to participate 
separate from the dominator’s influence.  You might choose to take 10 minutes 
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for this activity and then come back together to discuss what was developed 
during the break-out sessions.  
Expect Better of your Dominator 
In many cases, dominators simply want to contribute and believe they have the 
expertise to do so.  My own experience suggests dominators want to feel heard 
and that their suggestions are valued.  You may choose to take a dominator to 
the side either before a meeting (if you anticipate the behavior) or a break.    

“Henry, you are one of our most knowledgeable resources on this 
particular topic.”  Pause.  Do not use a negative conjunction 
such as however or but.  “The other members of the team have 
deliverable interdependencies that make it important for us to 
hear their concerns moving forward on this suggestion.  Could 
you help me encourage the others to bring their concerns to the 
table after the break?  Their feedback is also useful to me as the 
project manager to help look for additional risks to the client.” 

As a facilitator, your best approach to manage dominators is to ensure that 
others have both the opportunity and your encouragement to participate.   
Getting the Silent to Speak 
The whole purpose of meetings is to share information and ideas.  So, when 
there is a lack of participation we don’t get the best out of the participants.   
Lack of participation occurs due to different reasons.  Some people by 
personality don’t engage quickly or easily with others.  Some people are fearful 
that their participation will engender a negative response from fellow participants.  
Still, others will not engage if they don’t feel comfortable with the people in the 
meeting with them.  And, then, there are the people who don’t want to be at the 
meeting in the first place and refuse to participate out of a passive-aggressive 
protest.   
A facilitator’s main job is to ensure that everyone is engaged.  A good facilitator 
will try to uncover why someone is quiet and address the participation more 
specifically; but, you aren’t always able to sort this out ahead of the meeting.  So, 
let’s look at some strategies to help get everyone communicating. 

 Ensure that introductions are made.  Name tents (for face-to-face 
meetings) can be helpful for new groups.  For virtual meetings, the 
facilitator should reference names often so that participants can put a 
name to a voice or a video-conference face. 
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 Begin with a question that will allow each person in the meeting to 
have a quick response.  Continually use specific, directed questions to 
bring out those individuals who aren’t participating.   

 Allowing short periods of silent brainstorming or problem-solving so 
that people can consider their ideas prior to verbalizing them. 

 Break large groups into smaller groups for a discussion period and 
then bring everyone back together to share. 

 Hold one-on-one, private discussions with the perpetually quiet to get 
their feedback.  “I’ve noticed that you don’t seem to be engaged in this 
meeting.  Is there anything that you think we haven’t thought about 
that we should discuss?”  Their answer can then be used as a way to 
bring them into a topic, say, after a break.  “Susan shared a great idea 
with me at the break. Susan, can you tell us a bit more about it?” 

Stall the Rehashing 
Topics sometimes resurface in subsequent meetings, especially if there was 
conflict or difficulties in decision-making, problem-solving or personalities that 
occurred in earlier communications and/or meetings.  Or, these topics may have 
some ambiguity around them where a decision point wasn’t effectively 
communicated or recorded previously.  These topics are then inserted back into 
the present conversation even though they hold no true value going forward.   
What is a facilitator to do? Keep good records of decisions in the meeting 
minutes and keep them available in case you need to refer to them.  Record the 
decision on a flip chart to keep it visible to the participants during the meeting.  
And, keep everyone focused on the agenda.  If the rehashed topic isn’t on the 
agenda, ask how it relates back to a specific agenda topic.  If a connection 
cannot be made, then the rehashed topic should be tabled for a discussion after 
the meeting.  It might be that simply giving people information about the final 
decision made will be enough to solve the rehashing tangent.  In other cases, 
you may have a lack of buy-in for a decision.  Asking questions to learn more will 
assist you in the project management role.  Is the rehashing due to failure to 
communicate the end result of a topic previously?  Or, is the rehashing occurring 
because there is still conflict or lack of buy-in regarding its resolution?  Keep 
participants on the agenda during the meeting.  Make sure you learn ‘why’ the 
rehashing is happening after the meeting. 
Fire-Fighting 
Meetings (and projects) can sometimes be de-railed because a larger problem to 
solve gets circumvented by a smaller – but more immediate – problem that must 
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be dealt with.   This urgency sidetracks the focus of a team (and their meetings) 
on things that may not have strategic significance. 
The problem with this method of operation is that a team can get into fire-fighting 
mode allowing more significant issues to fester without a prompt solution.   And, 
it could be said that allowing a small problem to blow up might be worth the pain 
if that time is used to prevent a larger, more significant issue from exploding! 
To ensure that larger issues are not automatically prioritized behind smaller, 
immediate problems, a facilitator should do the following: 

 Prepare the meeting agenda to focus on at least one item for 
discussion that focuses on something strategically significant, even 
though it’s not presently urgent. 

 Stick to the agenda.  And, keep to your schedule.  Any contingency 
time that remains at the end of the meeting can be used for ad hoc 
topic discussions.  If immediate small problems always seem to be 
cropping up, have a placeholder topic to discuss them at the end of 
the agenda. 

 Invite leaders who own the larger issues to the meeting so that they 
may provide context of the issue and also confirm its priority 
strategically. 

Attendance Problems 
Without the right people at a meeting, decisions can’t be made.  If those 
decisions are made, then they may not be implemented as hoped because buy-
in isn’t there.  How can you increase the likelihood of good attendance to your 
meetings? 

 Start asking questions.  Find out ‘why’ your meetings aren’t well-
attended.  “Hi, Jon.  We really missed your input in the last 
meeting.  I thought I’d give you a call to find out if the meeting 
timing is a problem, or to see if something else is going on.” or “Do 
you have any ideas how I can encourage better participation to 
the strategic planning meetings?” And, then deliberately listen.  
Get creative about how you can use their input to solve their 
problem, and then you will have someone much more willing to 
reciprocate by trying to solve yours. 

 Ask yourself a question.  “Is this meeting really needed?  Can I 
reach the needed outcome without a meeting?”  Meetings should 
be used because it is the best way to achieve needed outcomes.  
(refer back to the course section titled, Is It A Necessity?)  
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 Involve your sponsor if you cannot successfully use your influence 
to overcome the problem.  In some cases, knowing that 
“management” will be participating in the meeting is enough to 
ensure that others will make the time to attend. 

Ensuring Follow Up and Following Through 
A meeting is only as effective as its delivered outcomes. This means that 
participants must follow through on their actionable items and task assignments.   
The best way to ensure that follow through is happening is to document one 
person to own an action and then follow up with people to ensure those actions 
are being carried out.  In regularly scheduled meetings, updates from previously 
recorded actionable items can be requested.  If participants know that it will be 
asked for in the meeting, then they have more incentive to ensure they have a 
report to make to the group.   
Meeting minutes are useful for capturing this information.  Sometimes, project 
managers choose to keep logs for these items.  Here’s a list of some logs that a 
project manager may use for project meeting updates: 

 Issues Log – tracks current problems that are occurring on the project, 
prioritizes them, assigns one owner to lead a solution path, records 
updates to the problem, and keeps track of open and closed items.  This 
log is not to be confused with a defects tracking log (in some 
organizations this can also be referred to as an issues log).  A product 
defects tracking log will document specific functionality problems to be 
addressed as part of development and testing and is usually owned by 
the development manager or lead.  A project issues log will document 
other problems that are occurring within a project (i.e. vendor has not 
delivered component as contract specified…) and is authored by the 
project manager.  Make sure that you are tracking defects (product-based 
problems) separately from issues (project-based troubles).  If your 
organization commonly refers to product defect tracking as issues, you 
may need to change your nomenclature for the project issues log in order 
to differentiate it.  For example, you may determine that another name 
such as “Project Trouble Log” or “Project Challenge Log” might be better.   

 Risk Log – tracks potential problems that have not yet actualized on the 
issue log.  Any item that isn’t dealt with on this log has the potential to 
show up on an issue log later.  When a risk does actualize into an issue, 
its corresponding Risk ID can be linked to the issue log.  This linking 
allows a team to track which identified risks have actualized into issues, 
which risks did not actualize, and which issues were not previously 
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identified as risks.  This can be useful from a lessons learned perspective 
for determining a project’s success at risk identification, assessment, and 
response. 

 Actionable To Dos – tracks the administrative tasks that a team must 
manage but doesn’t reasonably belong in a project plan or an issue log.  
These items aren’t things which would directly impact a team’s ability to 
deliver upon project objectives.  Actionable to dos are typically internal 
administrative or ‘housekeeping’ items that need to be completed.  An 
example might be: “J. Thompson is responsible for ensuring A/V and 
computing is in place for the next monthly sponsor meeting.” 

 Decision Log – tracks all key project decisions that have been 
determined throughout the course of the project.  A decision log can be 
useful when remembering why particular paths or options were chosen 
from the past that have led to a present situation.  Decision logs are 
particularly important in environments where resources are often pulled 
off of projects and new resources are assigned to take over the work in 
the middle of a project’s execution. 

With these logs and a project schedule, a project manager may find that meeting 
minutes aren’t as necessary.  You can find examples of these logs in the 
Appendix at the back of this course guide, Figure 5.3 through Figure 5.6. 
The Virtual Meeting 
Technology provides us the ability to bring people together virtually through 
teleconferencing and web conferencing.  Geographically dispersed teams make 
virtual meetings a necessity for today’s projects.  The planning and execution of 
a virtual meeting requires the same tools as face-to-face meetings.  However, 
they also require much more facilitation and ground rules.  Here’s some ideas to 
employ in your teleconferences. 
Preparing for Your Meeting 
 Have a needed outcome, just as you do for face-to-face meetings.  Make 

sure that it is expressly stated on the agenda and throughout the meeting. 
 Keep your agenda simpler.  You won’t be able to accomplish the same 

number of topics in the same time frame.  If there are many topics that need 
to be discussed, they may need to be address in separate meetings. 

 Keep your meeting at a length of no more than thirty minutes or risk losing 
your audience.  
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 Don’t plan for too many people to participate.  Keep attendance to eight or 
fewer persons.  Large groups are very difficult to facilitate in a tele- or video-
conference.  Only add more people if the communication is one-way (from 
management to team, for example).   Invite only those who must be involved. 
Avoid inviting others – use meeting minutes to those who need to know 
meeting results. 

 Get needed meeting materials out to everyone in advance of the meeting. 
 Define a facilitator and ensure that it is someone who can provide strong 

structure through the course of the meeting. 
Executing the Meeting  
 Begin by stating the needed outcome for the meeting and reviewing the 

agenda. Thank your group for their attendance and commit to using their time 
efficiently. 

 Ask meeting participants to each provide a 10-second introduction including 
name, role, and location. This gives everyone a chance to put a name to a 
voice. 

 Have some ground rules.  Here are some examples: 
 Ditch the speakerphone.  It comes with background noise and 

distortion, making it difficult for others to hear and understand.  It 
causes repetition and eats up time in the process of saying things 
more than once.  Bottom line - using the handset or headset is more 
respectful. 

 Actively manage your background noise. 
 Stay focused on the meeting conversation; don’t multi-task.   

When someone is checking email, surfing the web, or muting the call 
to have a face-to-face conversation he or she has effectively walked 
out of the meeting when others think listening is occurring.  This 
makes it necessary to repeat information – a time waster and 
disrespectful of other meeting participants. 

 One person at a time.  Have a method to hand a conversation from 
one person to another – for example, when someone has completed 
their thought he or she may finish with, “The end” or “I’m finished”.   

 Use technology to record and display meeting notes to meeting participants 
in real time, when possible.  Ideally, the recorder is not the meeting leader. 
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 Keep the conversation focused through utilization of the agenda and strong 
facilitation. 

 If someone is referencing information, make sure they are directed to identify 
the document name and the location of the information within the document. 

 Document issues, actionable items, decisions, and results.  Publish these to 
the participants as soon as possible after the meeting is over. 

Final Considerations 
Regardless of how you decide to hold your meetings – face-to-face or virtual – 
always remember to have a needed outcome, keep structure, and remember the 
opportunity costs.  The result?  Your meetings will be better attended and more 
productive for your stakeholders. 
 
Review Questions 
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. What is an opportunity cost?  How does this relate to holding project 

meetings?   
2. Why does an hour meeting time sometimes have an opportunity cost of 

many more hours for developers on your projects?  
3. Why does management have a difficult time empathizing with the 

opportunity costs that developers experience?   
4. What questions should be asked before you decide to hold a meeting?   
5. What are the four common types of meetings within projects?   
6. True or False.  A meeting agenda is really a mini project plan.   
7. What are the minimum necessary elements of an agenda?   
8. Expect that a discussion will generally lose momentum if an agenda topic 

lasts longer than _____ or _____ minutes as most adults cannot sustain 
attention for longer than about _____ minutes.   

9. What is the purpose of a meeting facilitator?   
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10. Why do meetings often not end on time?   
11. Why do decision-making meetings usually become derailed?   
12. How is criterion based voting implemented?   
13. How can a facilitator manage dominators within a meeting?   
14. How can a facilitator manage rehashing?   
15. What is wrong with fire-fighting within meetings?   
16. How can a project manager manage meeting attendance problems?   
17. What tracking logs which can – in some cases – take the place of meeting 

minutes?   
18. How is an actionable to do different than a project issue?   
19. The planning and execution of a virtual meeting requires the same tools 

as face-to-face meetings.  However, they also require much more _____ 
and _____ _____. 

20. What is the maximum number of attendees that should be incorporated 
into a virtual meeting?   

Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
Jonathan was pleased that he was able to solve his reporting dilemma with 
Kevin.  It turned out that Kevin had been working toward the deliverable and all 
was on track to complete on time.  Jonathan sat down with Kevin and developed 
a reporting strategy that was going to be unproblematic for Kevin and useful for 
Jonathan’s reporting requirements to develop progress reports for William and 
the client.   
Though it was good news that Kevin’s deliverable was on track, the project 
wasn’t without some problems.  Increasingly, issues were starting to pop up 
during Jonathan’s weekly status meetings with his team leads, and meetings 
were starting to become a challenge.  The last one had run over its time by an 
hour when two of Jonathan’s team leads tried to work out how best to fight the 
last fire that had cropped up.  It had become such a problem that one other team 
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lead in the meeting became visibly angry and interrupted the flow of solving the 
first issue by bringing up one of her own to address.  This caused a verbal 
disagreement over which issue should be discussed first, and then a fourth team 
lead – Rob – got up and walked out of the meeting without even providing his 
status briefing to the team!  
Jonathan knew he needed to get some control over the situation.  It was time to 
give Usha another call and buy her another coffee. 
Questions 

1. What went wrong in the status meeting above? 
2. What advice to you believe Usha will have for Jonathan going 

forward? 
 

Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Consider the current meetings that are presently established for a project 

you are managing.  Are they all necessary?  Utilize the questions under 
the heading Is It a Necessity in this chapter.  What meetings might be 
removed from your developers’ schedules in order to reduce opportunity 
costs? 

2. What three meeting management ideas did you learn from this chapter 
that you are currently not using?  How do you believe that these 
facilitation skills will benefit the participants in the meeting?  How will you 
implement them going forward? 

3. What suggestions from this chapter would you like to implement in your 
virtual meetings going forward?  How do you believe these suggestions 
will benefit you and your participants? 
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Module 7 – Difficult Communications 
Projects have troubles.  Have you ever known one that didn’t?   Things rarely go 
as planned, scarcity usually necessitates hard choices, and resource skill sets 
come with humans who also have what others view as challenging 
idiosyncrasies.   
One of the few things we can depend on as project managers is that at some 
point along a project’s way we will have to deliver a difficult message to 
someone.  Likely, we will have to deliver a few difficult messages.  To some 
extent, we should embrace these difficulties.  If they didn’t exist, then our job 
might not either!  The biggest influence a project manager can make on a project 
is how he or she communicates and manages the difficulties that every project 
experiences! 
The focus of this chapter is to discuss difficult communications that project 
managers will participate in and to discuss the best methods for delivering a 
message that is both honest and productive. We will also discuss that dreaded 
concept – conflict – and methods for facilitating stakeholders through it. 
Difficult Messages that Project Managers Must Deliver 
When it comes to difficult conversations that project managers must have with 
stakeholders it usually comes down to one of two things: 

1. You are relaying bad news 
2. You must deliver criticism 

Sometimes, you have to give both to the same person!  The message must be 
delivered; it is neither professional nor productive to avoid the conversation.  Yet, 
because it is difficult, it is worth taking a little time to consider the right approach 
in relaying the news.   
Delivering Bad News 
It’s never enjoyable to be the messenger when there is bad news to deliver.  
And, there is certainly enough bad news that can happen on projects from the 
typical “We won’t make the deadline or stay within budget.” to the “Our primary 
vendor just declared bankruptcy.  The entire project will have to be re-evaluated.” 
If the message is sent poorly, the focus can move away from what is most 
important – the message.  Here are some suggestions for delivering bad news 
when it occurs (and, it will). 



Mastering Project Communication 
Module 7 – Difficult Communications 

www.prodevia.com 
 112

Keep the surprises to a minimum.  Manage expectations. 
When you have bad news to deliver, it shouldn’t be a complete surprise.  A good 
project manager has already set an expectation with stakeholders that bad things 
can happen to good projects.  You might remember from Chapter 2 that when 
setting expectations with sponsors and clients, project managers should discuss 
that projects can and will have problems.  Further, regular status reports, 
reviewing issues,  and a review of risks should keep most of these potentialities 
in front of stakeholders.   
Still, unexpected bad news will still surface on projects.  Make sure that when 
you do have to deliver some surprising bad news that it wasn’t because you 
weren’t managing expectations beforehand. 
Don’t delay bad news. 
The following quote is attributed to Colin Powell: “Bad news isn't wine. It doesn't 
improve with age.” And, this is very true!  It’s easy to procrastinate the delivery of 
bad news looking for the “right time” or the “right circumstance”.  But, a delay of 
bad news should only be done because you must also develop alternatives for 
discussion.  Don’t wait to tell bad news to others who must have the information.  
Stakeholders require information to make better decisions and this is particularly 
true for stakeholders who hold a business interest in a project!  Delaying bad 
news will only injure your project, stakeholders, and your credibility as a 
professional. 
Always have a policy of honesty and transparency. 
Don’t spin the truth.  Make it a habit to give an honest and transparent 
accounting of the situation.  It’s not a wise choice to hide facts or only provide 
partial truths.  Eventually, the remainder of the truth will find its way back to 
everyone.  And, others’ trust in you will suffer as a result.  In the long run, a lack 
of honesty and transparency will only serve to injure your professional reputation. 
Give “The Why” 
Providing the reasons for why things aren’t going well can also be important.  
Providing the why to others gives them context for understanding the entire 
situation and will mean that they can make better choices or offer up alternatives 
for a solution to a problem. 
Focus on benefits and opportunities. 
It is said that when a door closes, a window opens. In some cases, bad news on 
a project might mean that the team might scramble to find a new solution.  And, 
in some cases, it might end up being a better solution.  
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When you do have to give bad news, make sure to include the positives of the 
situation.  Of course, make sure any advantages that you do offer up are based 
in reality! 
Make a plan with alternatives and a recommendation. 
The last thing that a client wants to hear is “It can’t be done.”  If you must deliver 
news that will significantly change or injure a project’s current path, make sure 
that you also offer up recommendations for how the client may go forward.  In the 
end, decisions to adjust, to cancel, or to start over aren’t left up to a project 
manager and his team.  But, offering options shows that you are looking to get 
back on a path if your project has fallen off of it. 
Show respect. 
Don’t ever let another person’s bad behavior incite bad behavior in you.  It is not 
professional, and it will only escalate matters and cause friction in your working 
relationships.  Always show respect for another even if you – the messenger – 
are getting shot. 
Communicate with everyone who needs to know. 
If the bad news impacts multiple stakeholder entities, make sure that everyone 
who needs to know does.  Keep everyone in the loop. 
Keep communicating! 
As your project proceeds through challenges, make sure that updates are done 
frequently and regularly until a problem is managed.  A good project manager will 
ensure that problems are actively being managed and that communication of 
problems is actively occurring as solutions are identified and implemented. 
Delivering Criticism 
Sometimes, it is not bad news to deliver, but 
criticism that must be provided.  Along with 
resources come people who bring difficulties.  Team 
members who are not getting things done on time.  
Others who might not be showing to meetings.  
Vendors that aren’t staying in touch.  When criticism 
must be given, consider some of the following 
guidelines. 

“Remember not only to 
say the right thing in 

the right place, but far 
more difficult still, to 

leave unsaid the wrong 
thing at the tempting 

moment.” 
– Benjamin Franklin 
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Have a plan. 
If you must offer up feedback that you know could be received critically, don’t just 
rush into it.  Think about what you are going to say and if the criticism is 
important it should be planned, not extemporaneous. 
Consider the timing and logistics. 
Criticism should be offered in a circumstance that is appropriate.  A project 
manager should always consider how best to respect an individual and also to 
encourage a constructive outcome.  Therefore, an email sent in a ‘reply all’ with a 
critical suggestion to offer up to one individual isn’t likely to meet with success.  
Give people the respect of your time and attention by giving praise in public, but 
criticism in private.  And, do it face-to-face when possible so that they have the 
benefit of experiencing your sincerity and respect that just won’t come across as 
well in an email.  If you can’t meet with a person, then make a phone call.  If you 
must document follow up actions, do it subsequent to a face-to-face or phone 
interaction. 
Highlight positives and negatives. 
You have a team member who is returning status information late.  And, you 
need to discuss that he or she starts taking status reporting more seriously 
because the sponsor is paying close  attention,  and he’s noticed that the last two 
updates related to this deliverable aren’t current.   
Also, this team member’s work product is always delivered on time.  As you talk 
about more timely status reporting, make sure that you are also acknowledging 
him or her for the good work completed and the focus that is placed on quality 
work.  When criticism must be offered, it’s best if it can be delivered along with 
the strengths that the person brings to the team.  
Watch the communication undercurrent. 
If you have reached the point that you need to offer criticism, you have likely 
already experienced frustration over the situation.  But showing this frustration 
will not serve your larger goal – to change the behavior of another.  Showing 
frustration, or worse, anger, will only keep your listener from hearing your 
concern and instead put him in a position of feeling he must defend himself and 
his actions.  Keep as neutral a tone as possible when offering criticism, and don’t 
let your feelings take over the conversation! 
Focus on behavior. 
How you offer the criticism is important.  Earlier in this course we discussed the 
difference between facts and opinions.  It plays an important role here, because 
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opinions are more difficult to argue over.  Instead, focusing on facts is a better 
approach.  First, it keeps the focus off of a person, and places it on the actions of 
a person – their behavior. 
As an example, if you have a team lead that you feel isn’t taking the customer’s 
concerns seriously because they aren’t showing up to requirements meetings or 
responding to communications – focus on behavior and its impacts upon other 
stakeholders.  Consider using the following three-part approach: 

Scenario: the situation that presently exists 
Behavior: the actions to be considered 
Affects: the manner in which behavior impacts others 

In the case of the example above, your criticism may sound something like the 
following: 

Scenario: “Yesterday at the client’s requirements meeting, 
Behavior: “You showed up late and then did not participate in the Q&A… 
Affects: “This creates an impression with our client that we aren’t 
invested in coming up with a solution for them that is going to meet all of 
their needs.” 

Incorporate “The Why”. 
Provide context for the criticism where it helps your listener understand the 
problem.  They may not always be aware of how their actions can affect those 
around them, and having this information makes for a greater willingness to 
change. 
Ask for solutions and suggestions. 
When there is criticism to offer, instead of directing the solution, bring your 
listener into the problem-solving process to come up with a way to solve the 
problem.  In the case above where status information isn’t timely, perhaps your 
resource has problems accessing status systems or is so overloaded that 
administrative activities are taking a back seat to completing deliverables.  
Perhaps status reporting can be completed in a different manner that will suit 
both your needs and his.  When you invest him in suggestions and solutions, he 
is more likely to make good on the correction. 
While you focused on solving problems, you might also consider asking if there is 
anything you can do for them.  Try to solve a problem for your listener.  The 
simple act of trying to help a person will encourage them to reciprocate by 
changing an action for you! 
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Say thank you. 
Don’t ever offer a criticism without also offering up a ‘Thank You” in the 
conversation.  Even if the thank you is as simple as:   “Thanks for taking the time 
to listen to this.  I really appreciate that you are someone who can hear 
constructive feedback and maintain his professionalism.”   Showing your 
appreciation is a sign of respect and will more likely engender positive action 
going forward to make needed changes in behavior. 
Receiving Difficult Messages from Others with 
Professionalism 
While you may spend time delivering bad news and criticism, it is possible you 
will also receive it.  How you receive difficult messages will say a lot about you 
and can either strengthen or weaken your working relationships with others. 
Receiving Bad News 
No project manager wants to be in the position to be the last to get bad news 
from a team member – and when it is received it’s too late to do anything about 
it.  Therefore, it’s important to communicate with others that lets them know you 
are open to bad news – that you anticipate getting it from time to time – and that 
your door is open to any and all information.   
Here are some suggestions for cultivating relationships that demonstrate you 
want the bad news and that you can be trusted when it is delivered to you. 
Use preventative action. 
Keep in touch with people.  Project management doesn’t happen in front of a 
computer screen.  It occurs by walking around and talking to people.  Pick up a 
phone instead of shooting off a global email.  Keep your finger on the pulse of 
what is going on so that surprises are not a commonplace thing.   
Stay Calm 
Don’t be reactionary when bad news hits your office.  Stay in control of your 
emotions.  Don’t panic.  Don’t become angry.  Don’t allow your frustrations to 
show.  Anyone who presents you with bad news should be able to describe you 
as someone who responds in a calm, focused manner.  
Appreciate the messenger.  Don’t shoot him. 
Thank individuals for coming to you with information.  Did they bring it to your 
attention in a timely way?  Thank them for that too!  Always appreciate your 
messenger, and they are likely to be willing to be the messenger the next time 
bad news needs to be communicated. 
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Look for “The Why”. 
When bad news is given, start asking questions.  Try to learn the circumstances 
which exist that create the problem.  Who is involved? What conditions are 
exacerbating a situation?  Focus on understanding the entire picture.  Think 
about the questions that your sponsor and client will ask, and make sure you 
understand the answers to those questions, too! 
Solutions trump finding fault. 
Don’t focus on who is at fault for a problem.  Instead focus on understanding it 
and searching for a solution to it.  If your messenger spends time on placing 
blame, redirect him or her back to the problem at hand and alternatives for 
solving it.  If the messenger doesn’t have alternatives, then create next steps for 
getting others involved to finding alternatives. 
Get moving. 
Make sure that the problem is addressed quickly.  This also means making sure 
that others who need to know are communicated with as soon as possible.  What 
you wish to avoid is giving a problem more time to escalate further. 
Receiving Criticism 
You may find that your own work habits are frustrating to others.  In some cases 
sponsors will have criticism to give to you.  Or, it may be another member of your 
delivery team.  Here’s what you should pay attention to in yourself: 
Listen Deliberately.   
When someone offers a criticism to you or about you – don’t interrupt.  If you 
must speak, only ask questions for clarity.  Don’t use your questions to lead the 
speaker down a path you prefer.  Take the time to listen to the criticism and 
make sure you clearly understand it.  Try to identify behaviors within the criticism 
that are creating the problem. 
Consider the possible advantages. 
Consider it an opportunity to learn and grow both personally and professionally.  
There is also the possibility that the project and solution could end up stronger as 
a result of paying attention to the criticism.  There’s always room for 
improvements, and you should be open to listening for these opportunities when 
they present themselves. 
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Respond, don’t react – but take your time. 
When criticism is received,  don’t take it as a personal attack.  Stay as objective 
as possible.  Listen to the criticism in the third-person and try to keep your 
feelings out of it.   Actively manage your attitude! 
Reciprocity isn’t appropriate in the moment. 
Listening to criticism shouldn’t turn into a reciprocated effort.  In other words, 
don’t start offering up “While you are on the subject of constructive criticism, I 
have some I’d like to give to you…”  the goal is not to escalate a situation but to 
resolve it.  While you may have valid constructive criticism to provide, this isn’t 
the right time to be giving it.  It will fall on deaf ears.  Focus on what you might 
need to change – don’t deflect the conversation away from where it is currently 
directed – at you. 
Consider the facts and opinions. 
It’s easy to write off a criticism as irrelevant.  But, it’s more useful to ask yourself 
the question, “Is any part of this feedback useful?”  Though you may not agree 
with every element of the person’s critique, there may be some elements that are 
true and that do require a tweak, correction, or resolution. 
Stay focused on the facts that are presented to you.  If someone has an opinion 
of what your actions mean – note it.  But, stay focused on the facts that they offer 
up and the behaviors that they are frustrated by. 
Offer up “The Why”. 
Sometimes, your providing “The Why”  is relevant to the other person’s 
understanding the context of a decision you made or a reason for why you have 
done something a particular way.   
But, if you are offering a why simply as an excuse for work not being up to snuff, 
don’t bother – to do so would be unprofessional and won’t be well-received. 
Ask for recommendations. 
Keep the speaker engaged in the communication by asking them for 
suggestions.  It will demonstrate your respect of their opinions.  It will also build a 
better working relationship and stronger communications downstream. 
Show gratitude for the feedback. 
Finally, you may not always feel like saying thanks for the feedback, but a 
professional will do so anyway. 
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How you manage both giving and receiving bad news and criticism will speak to 
others about who you are as a professional.  Make sure that your actions during 
difficult conversations speak well of you.  It will develop your reputation as a 
person who can be trusted.  It increases your credibility as well as your 
communication! 
Navigating Through Stakeholder Conflict 
Project teams and stakeholders are vital for the health of a project because they 
bring together diverse skills, ideas, and abilities.  Solutions are stronger when 
they are developed through a shared responsibility of multiple people working 
together.  But, with multiple interests, ideas, and skills comes an additional 
likelihood – conflict. 
Conflict is not always an easy situation to navigate.  And, because it is not 
always comfortable to move through, people tend to first try to ignore it and hope 
that it will eventually go away.  While it may be appropriate for some conflicts to 
simply overlook them, most project conflict needs to be addressed and dealt with 
otherwise conflict may only escalate as time proceeds.   
Typically, project conflict occurs because of one or more of the following: 

 Communication problems such as poor information sharing, not 
listening to others, and misunderstandings 

 Methods and work product problems such as resource allocations, 
roles and responsibilities, and differences in approaches to work 

 Interpersonal problems such as individual’s conflicting self-interests, 
values, personalities, and work habits 

The Value of Conflict 
Conflict will happen.  And, it isn’t always comfortable.  But, this doesn’t make 
conflict a negative situation by default.  Conflict can be productive within the 
project to the degree that it is managed as a positive force.  Productive conflict 
can result in stronger solutions, more productive work methods, and healthier 
business relationships.   
Conflict only becomes negative when it is allowed to injure trust among 
stakeholders, reduce a team’s ability to interact respectfully, and brings about a 
sense of dread and defeat.  Like it or not, a project manager should always be 
aware of the conflicts that are occurring within a project and be a role model for 
actively dealing with them – engaging in a process for conflict management that 
will more likely produce a positive outcome for the project effort. 
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The Use of Good Communication as a Tool to Manage Conflict 
An effective mitigation of project conflict is simply to ensure that good 
communication is flowing to project stakeholders.  While this won’t remove all 
conflict, it does tend to keep conflicts from festering and growing to the point that 
resolution is painful.  Here are some suggestions for better communication to 
reduce conflict: 

 Stay in touch!  Keep communication flows up, down and across teams 
and sub-teams frequent and consistent 

 Maintain as much information transparency as possible across work 
teams 

 Incorporate face-to-face interactions when it is possible and reasonable to 
do so.   

 Encourage all team members to display the professionalism associated 
with deliberate listening, acknowledging others’ positions (even if one 
doesn’t agree with them), responding instead of reacting to others, and 
remaining committed to project goals as well as maintaining good working 
relationships. 

Risk Planning to Reduce Conflict 
Your risk planning will help you to uncover areas where potential conflict among 
people will arise.  The list below is typical for projects: 

 Resource constraints – there is a scarcity of resources to get the job 
done easily.  Expect the result of this scenario to be a sense of being 
overworked, a sense that responsibilities are not being reasonably 
shared among the team members.  Resentment and fatigue can build 
to the point that team member interactions can suffer. 

 Schedule constraints – when timelines are tight, stakeholders will 
often feel rushed to do adequate work and may become frustrated 
that quality is reduced or things are being missed.   

 Budget constraints – the need to maintain a cost baseline without 
overruns can put pressure on team members to complete work in less 
than ideal ways.  If budgets do overrun, stress can run high in a team. 

 Procedures – part of every project is the administrative work that must 
be accomplished.  Team members can have conflicts over the 
methods that are being used and the impacts those methods may 
have on their ability to get production work (deliverables) complete.   
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 Differences of Opinion – some people just have a difficult time 
working with others.  Or, there may be individuals on a project team 
who have a poor past experience with each other and this carries over 
into the current project.  Further, people may have different 
approaches for how to tackle problems. 

Consider you own project and look for potential risk of conflict among the 
stakeholders.  Attempt to address them proactively – mitigate them –  before an 
active conflict occurs by keeping communication open, asking for the help of 
others to keep things positive, and putting into place procedures/assistance to 
reduce negative impacts upon the project’s people.   
Addressing Conflict 
When conflict does occur on the project, a good project manager will recognize it 
early on and determine the best way in which it should be addressed so that it 
does not become a negative for the team.   
Confront the Problem – A Collaborative Approach 
Most conflicts should be dealt with directly.  A good project manager will confront 
a conflict head on using honest, direct communication with those who are 
involved.  He should introduce the topic of the conflict to the parties involved and 
keep everyone focused on the end goal for the project.  He should also remind 
everyone that conflict can and should be dealt with constructively and everyone 
should be treated respectfully as the conflict is addressed.  If the project manager 
productively facilitates conflict, the advantage is that everyone comes out on the 
other side of a conflict more committed to the effort with better ideas going 
forward. 
Here is an example of a simple process for a collaborative approach to 
confronting conflict: 

 Bring conflicting parties together and directly address that the conflict 
is present. 

 Determine some ground rules for how conflicting parties are expected 
to interact with one another through the conflict resolution process – 
mutual respect being a first requirement of any set of ground rules. 

 Articulate where conflicting parties have common ground and 
common goals.  The aim here is to always relate the conflict at hand 
back to the goal of attaining a successful project for the business.   

 Focus on the problem at hand; avoid making the conflict about the 
people involved.  Facilitate back to the issue to be dealt with and do 



Mastering Project Communication 
Module 7 – Difficult Communications 

www.prodevia.com 
 122

not allow personal attacks.  Regardless of whether or not a personal 
attack is “justified” in the mind of a conflicting party, the bottom line is 
that it is unprofessional. 

 Remind all parties that they should try to deliberately listen (see 
Chapter 3; Employing Deliberate Listening Skills) to all viewpoints, 
including those that do not agree with their own.  As a facilitator you 
should avoid defensive listening from yourself and others.  Point out 
possible defensive listening when you see that it might be occurring 
during discussions. 

 Have conflicting parties share information relevant to the conflict – 
facilitate the conflict by ensuring that respect of others is maintained 
and also differentiating facts from opinions (refer to Chapter 3; 
Discerning Facts from Opinions).  To facilitate, here are some 
questions that can be presented: 
 What do you believe to be the core problem within this 

conflict?  
 What is the other party’s contribution to the conflict? 
 How might you be contributing to this problem? 
 What do you need for this conflict to be addressed from your 

point-of-view? 
 What steps do you believe you can take to assist in resolving 

this conflict? 
 Will you remain open to listening to the conflicting party’s 

response to these same questions? 
 Summarize the points made on each side of the conflict including 

reviewing where there are areas of common ground. 
 Generate alternative solutions; collaboratively evaluate solutions 

based upon shared values and goals.  Don’t permit a better 
alternative to be the enemy of a good and reasonable solution that 
everyone can support.   

 Come to agreement on the best solution going forward and 
communicate it outward to other stakeholders, as needed. The best 
solution will ideally be measured based upon what is best for the 
success of the project.  Be sure to thank concerned parties for their 
professionalism and commitment to reaching a solution that will best 
serve the project effort. 
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 Develop and document actionable to dos, when needed. 
The key to successful confrontation and collaboration is to remind conflicting 
parties that they are working jointly to resolve a problem with one another, not in 
spite of each other. 
Compromise 
When common ground and consensus cannot be found through confronting the 
conflict, sometimes a compromise must occur.  Compromises can mean multiple 
sides of conflict comes away with something, but dissatisfaction is also likely to 
occur.  A project manager will probably find that he will have to continue to 
encourage strong working relationships after a compromise because there can 
be hard feelings as a result. 
Directing 
Sometimes, a project manager should manage a conflict by directing the 
outcome without the conflicting parties to resolve it themselves.  Directing should 
be reserved for occasions where a resolution is obviously the correct one for the 
project’s best interests and where a resolution must occur quickly.  A project 
manager who continually resolves conflicts in a directing style will likely injure 
working relationships with others, so it should be used only in situations of 
necessity to protect the project’s interests.   
Accommodate 
If the conflict is inconsequential, sometimes it is best to accommodate a person 
whom you are in a perceived conflict with.  If it doesn’t injure the project’s 
interests to let the other party “win”, then let them “win”. 
Ignore 
Sometimes, people have a bad day.  And, the resulting conflicts that can occur 
just aren’t worth the time it might take to address.  If you suspect that the conflict 
is of low priority and is not likely to fester, it might be best to ignore it for the 
moment. 
Final Considerations 
Projects will always be presented with difficult conversations and conflict that 
must be addressed.  How you as the project manager move yourself and 
stakeholders through these difficult communications have important ramifications 
upon a project’s overall health.   
It’s really why the role of project manager exists – to deal with problems and 
communicate our way through them.  Project managers who cannot successfully 
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navigate difficult communication will not likely find success or long-term 
happiness in this profession. 
However, when you can demonstrate the leadership to step up to the challenge 
of difficult communications in a manner that is respectful of others, honest, and 
focused on improvement and solutions, you will be a sought-after leader and 
manager that stakeholders trust and want to work with time and again. 
 
Review Questions 
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. True or False.  One of the few things we can depend on as project 

managers is that at some point along a project’s way we will have to 
deliver a difficult message to someone.   

2. What are the two types of difficult messages that project managers must 
deliver?  

3. Surprising bad news should not be the result of not managing _____ 
beforehand.   

4. What is the only reason to delay bad news?   
5. Why should your policy for bad news always be honesty and 

transparency?  
6. Bad news should always be followed up with recommendations.  Explain 

this statement.   
7. Why is allowing another’s bad behavior to influence yours a bad idea?   
8. When providing criticism to another, make sure that the negatives are 

delivered together with _____.  
9. What is wrong with allowing emotion to show when delivering criticism?   
10. When delivering criticism, what three-part approach should be used?   
11. What should one ask for when offering criticism?  Why?  
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12. How can a project manager do a better job of receiving bad news?   
13. How should a project manager receive criticism?  
14. Why does project conflict typically occur?   
15. What four steps can a project manager take through communication to 

reduce conflict?  
16. How can risk planning minimize conflict?   
17. What is the most collaborative approach to addressing conflict?   
18. The key to successful confrontation and collaboration is to remind 

conflicting parties that they are working _____to resolve a problem with 
one another, not in spite of each other. 

19. When is it appropriate to ignore a conflict within a project?   
20. When should accommodation be utilized?  

Case Study 
The following case study and corresponding questions will assist you in 
developing application of the material contained in this chapter.  Answer your 
case study questions in a separate notebook.  
“Jonathan, slow down and tell me the entire story,” Usha urged as she watched 
Jonathan pace back and forth across her office.  He was obviously concerned.  
He walked over to the door of Usha’s office and began to reach to close it.  He 
didn’t want this conversation to reach to those outside of Usha’s office. 
“I am really not sure how to handle this situation with Rob, Usha,” Jonathan 
commented as he sat down in a chair across from her desk. “He left me a voice 
mail saying that he was very frustrated with my leadership – or lack thereof – on 
the project thus far, and some of the things that have happened while on my 
team was impacting some of his other responsibilities.”  Jonathan took a deep 
breath and let it out with a slow sigh.  “He wants to sit down to talk about it.  I 
know that he’s been frustrated, but I had no idea that it was me that he had a 
problem with!” 
Usha nodded her head in empathy.  This conversation wasn’t going to be easy 
for Jonathan to hear, but she knew that it was time for him to hear it from her so 
that he could better handle the upcoming meeting with Rob.   
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“Well, Jonathan, the good news is that Rob is professional enough to want to sit 
down and work this through with you.  Now, you just have to show him that you 
are professional enough to accept whatever feedback he has for you and work 
with him to resolve this problem.” 
Questions 

1. What suggestions do you think that Usha will have for Jonathan? 
2. What style of conflict management do you believe Rob will use to 

have this meeting with Jonathan? 
 
Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Consider a difficult conversation that you need to have with a stakeholder 

in your project.  What actions will you take after considering the 
suggestions contained in this chapter? 

2. How do you currently receive criticism from others?  Do you listen 
deliberately, or are you waiting to talk? Do you see it as an opportunity to 
grow?  Do you ask for recommendations?  Do you listen for both facts 
and opinions?  Do you say thank you?  How can you change your 
responses (with less reacting) going forward?   

3. Consider a recent conflict on a project that you have a vested interest in.  
What occurred?  Was the conflict handled well?  If not, how could it have 
been handled more constructively?  What steps will you take going 
forward to handle conflict on your projects? 
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Module 8 – Assembling a Communication 
Plan 
This course has covered a number of topics related to project communication.  A 
project’s communication plan is a method for documenting how these types of 
communications will occur for a given project.   
What a communication plan will encompass depends upon many factors: 

 Who are the stakeholders and what are their needs for information 
during the course of the project?   

 What is the level of complexity for this project, and does this higher 
complexity require more frequent, standard communications as a 
result? 

 What constraints will this project have that could impact the way in 
which communication is planned?  Some common constraints could 
include: 
 technology 
 geographic limitations and stakeholders across multiple time 

zones 
 language and cultural influences 
 regulatory conditions 
 organizational and/or PMO standards 

The development of a communication can begin with a standard template, but it 
should be tailored to fit the needs of the stakeholders, the project, and the larger 
organizations.   
Elements of a Communication Plan 
Typically, communication plans will incorporate common elements, including: 

 Stakeholders and their communication needs 
 Reporting expectations 
 Meeting expectations 
 Documentation management and online repository 
 Process for the use of informational logs – issues, decision, 

actionable to dos, lessons learned 
 Change management process 
 Glossary of terminology 
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Refining Your Communication Plan 
Each stakeholder group represents an important working component of the 
overall machine of a project, and so a communication plan must be developed 
that balances information needs and administrative overhead for all.  You may 
remember the two qualifiers for a good communication process mentioned in the 
Introduction for this course.  They are: 

1. This process/method/suggestion will help my project effort do a better job of 
sharing information and getting things done. 

2. This process/method/suggestion will be productive for my stakeholders 
without over-burdening their already heavy workload. 

Your communication plan should be built-to-serve, and in a fashion that will 
easily be utilized by your developing stakeholders (those that are doing the work, 
building deliverables) as well as function to provide information that is required by 
management-level stakeholders (clients, sponsors, steering committees, PMO 
executives, change control boards, etc.). 
The is a hefty expectation.  Therefore, a communication plan should be (1) 
crafted by a project manager to ensure management-level stakeholders get what 
they need,  and then (2) refined by development and delivery stakeholders who 
need an efficient process that won’t overburden their workload.  The more you 
can create this plan through a collaborative effort with your stakeholders, the 
more likely that it will be utilized and serve project communication.   
As additional stakeholders are identified and analyzed, consider how they should 
best be communicated with.  The final communication plan should be completed 
that will be workable for all high priority stakeholders – Sponsor, Client, Core 
Project Team, Resources, and others.   
Expect that initially the communication plan will be more of a living, dynamic 
document.  Stability of this document should occur once a project’s initial 
planning is well-under way and some early deliverables are in an execution 
stage.  Over the course of a project, the communication plan can be occasionally 
re-versioned to update the frequency or manner in which standard commutations 
are delivered.   
Have a Virtual Presence 
When appropriate, it is strongly encouraged for you to utilize some type of virtual 
workspace that is appropriate for your project whether this be any or all of the 
following: 
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 A corporate enterprise content and records management site or PMO 
repository that provides a place for your project’s data and documentation 
including online, real-time status and progress reporting 

 A project web-site 
 A project wiki and blog 
 Online collaboration tools that can keep all of your important project 

communication content in one place while also providing the additional 
functionality of online team collaboration through chats, virtual meeting 
spaces, and collaborative document development   

There are a plethora of technology and online applications that will allow project 
teams and stakeholders to communicate more collaboratively.  And, no longer 
are teams chained to a physical work station to be able to access information; 
some communication solutions also have mobile applications that support more 
convenient information exchange.   
Keeping up with communication through a series of documents can sometimes 
be a more difficult option when wanting to keep information current, convenient, 
while also managing version-control.  But, technology can have its 
inconveniences, too.  It’s easy to think that technology will make communication 
better. The seduction of a nifty technology solution is compelling.  But, are the 
stakeholders “actively” using it?  Is the technology serving the project’s 
communications?  Do stakeholders feel comfortable using it?  Do they know how 
to use it?  Or, are they ignoring it?  You may have heard the phase that quality 
does not equal elegance.  And, this is true in this case – quality project 
communication won’t happen simply because you have employed an elegant tool 
for communicating.   
Implementing the Communication Plan 
As each stakeholder comes on board to the project he or she should be provided 
with a communication plan.  This plan may be as simple as a one-page 
document to give guidelines for how the project team will communicate.  In the 
case of a more complex initiative, the communication plan may be a more 
detailed document or set of documents that are located in a project’s online 
workspace or repository.  Keep in mind that it is easy for a process to be 
overlooked or ignored unless it is directly introduced and consistently 
implemented by you as the project’s manager and leader. 
One of your biggest challenges of implementing a structured communication plan 
in your project may well be your ability to sell the process to others who must use 
it.  Keep in mind that when you implement any new process, you must be ready 
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to show others how the process will benefit them and ask for their buy-in and 
participation.   
A communication plan is effective when the focus is on the content of the 
message – neither the processes themselves nor the technology employed.  
Throughout the project, project managers should query stakeholders for 
feedback about how the communication plan is either helping or hindering their 
work and ask for suggestions for improvement.  These ‘communications lessons 
learned’ may happen on an ongoing basis or at the conclusion of each 
phase/iteration/key milestone so that the communication plan can be adapted 
throughout the project. 
When changes are made, make sure that stakeholders are alerted to changes, 
and keep the latest version of the communication plan in a common repository in 
which everyone has easy access.  Beware, however, of completely changing 
your processes to the point that stakeholders no longer know what expectations 
are.  The more stability you can maintain in the communication plan through 
project execution, the more likely that it will be consistently utilized. 
Some Final Thoughts 
Our entire goal for this course is to thoughtfully approach communication in a 
way that serves the project and its stakeholders.  It is incumbent upon project 
managers to take the time to think about the stakeholders and lay out an efficient 
plan that will serve them. 
But, with all of this said – I cannot stress enough that your success as a 
communicator requires that you maintain one key quality throughout any plan, 
process, procedure, meeting, report, or ad-hoc conversation with a fellow 
stakeholder.  This quality is respect.  If every communication you engage in is 
grounded in respect, you will find that any communication mis-steps can usually 
be addressed constructively and corrected.   
I am reminded of a time many years ago of my first professional job after college.  
For me to complete my own work I had to interact and communicate with a 
particular individual, and this interaction was a daily event.  This particular person 
was not well-regarded by others in the organization, and she often proved difficult 
to work with.  In some cases, it seemed as if she deliberately tried to impede the 
work of others.   
The ways in which others dealt with her obviously wasn’t working.  So, I decided 
to try an experiment by interacting with her differently than everyone else did – 
instead of complaining about her work, reacting with a poor attitude of my own or 
– worse – trying to avoid her, I gave her the one thing that no one else seemed 
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willing to give her – my professional respect.  I went out of my way to treat her in 
strong regard and to express gratitude for the good work she did.   
At first, she continued to engage with me in her old pattern of difficulty.  But, I still 
continued to engage with respect.  After some time, her behavior neutralized to a 
more constructive interaction.  And, eventually, she became easy to work with, 
even going out of her way to help me on the occasion I might need it.   
Others noticed that I seemed to get the “special treatment” from her.  But, really, 
she was just reciprocating.  It was because I first gave her special treatment – my 
respect for her role and appreciation for her efforts – that she reciprocated 
respect back to me.  Work and communication with her became much more 
productive! 
It’s a lesson that has served me well over the years. And, it is one that I hope you 
use as a guiding principle for each and every communication that you engage in 
– professional and personal.  Your career and your life will absolutely benefit as a 
result. 
 
Review Questions 
The following review questions will assist you in developing comprehension of 
the material contained in this course chapter.  Answer the following questions in 
a separate notebook.  
1. What are some common constraints that will impact the way 

communication is planned for?   
2. What are the elements of a communication plan?   
3. In what fashion should a communication plan be built-to-serve?   
4. A communication plan should be crafted and refined by whom?   
5. When does stability occur in a communication plan?   
6. When considering using technology for project communication solutions, 

a project manager should remember that elegance does not equal quality.  
What does this mean?   

7. True or False.  Keep in mind that it is easy for a process to be overlooked 
or ignored unless it is directly introduced and consistently implemented by 
you as the project’s manager and leader. 



Mastering Project Communication 
Module 8 – Assembling a Communication Plan 

www.prodevia.com 
 132

8. How does a project manager sell the communication plan to others?   
9. A communication plan is effective when the focus is on the _____ of the 

_____ – neither the processes themselves nor the technology employed.   
10. Your success as a communicator requires that you maintain one key 

quality throughout any plan, process, procedure, meeting, report, or ad-
hoc conversation with a fellow stakeholder.   What is this quality?   

Self-Reflection Questions 
The following self-reflection questions will assist you in considering application of 
the material contained in this course chapter to the circumstances in your 
project(s).  Answer the following questions in a separate notebook.  
1. Consider a project that you had a vested interest in that did not have a 

communication plan.  What challenges do you believe the project 
experienced as a result? 

2. Do you currently have a defined communication plan for your projects? 
3. Are your stakeholders participants in its development? 
4. Have the stakeholders been introduced to the communication plan and its 

processes? 
5. Take a moment to review the Figure 7.1 – Communication Plan template 

in the Appendix of this course.  What elements do you feel would be 
useful for you to incorporate into your project communication plans? 

6. Considering all of the tools provided in the Appendix of this course, which 
one could be useful for you to adopt going forward? 
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Appendix – Tables and Figures 
Figure 1.2 – Project Visioning Document 
Project Visioning Document for : [Project Name] 

Business Vision 
 

[Define The Why] 

Problem or 
Opportunity 

Statement 
[Define the current situation that exists that requires a project to be undertaken] 

Project Mission 
Statement 

[Define the project’s objectives to achieve a solution] 

Success Criteria 
Prioritization:  

[Insert priority order 
for T, B, P] 

Time: [Requested end date] 
Budget: [Business defined budgetary expectations] 
Performance: [Solution features, quality metrics, functionality…] 

High Level Scope In scope: [Deliverables to be produced] 
Out of scope: [Deliverables expressly to be excluded from the project] 

Assumptions [Define those items that will held to be true for the purposes of proceeding through the project] 
Constraints [Define known limitations that the project must acknowledge and address, where necessary] 

Risks [Define possible business and project threats to success] 
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Figure 3.2 – Stakeholder Identification Template 
Stakeholder Identification 

Receivers 
Those who live with a solution Builders 

Those who develop a solution Internal Influencers 
Those with formal or influential power in 

the receiving and/or building organizations  
External Influencers 

Those with formal or influential power 
outside of the receiving and building 

organizations 
[Name] [Name] [Name] [Name] 
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Figure 3.3 – Stakeholder Register 
Name Project 

 Role 
General 

Responsibilities 
Home 

Group/Department 
Primary 
Contact 

Stakeholder 
Classification 

Communication Strategy 

[Name] [Role on the 
Project] 

[Project 
Responsibilities] 

[Home 
Department 
within the 
Organization] 

[Contact 
Information] 

[When utilized, 
assign a 
priority or 
classification 
to the 
stakeholder] 

[Define how communication 
should occur with this 
stakeholder to provide 
needed information and to 
increase buy-in.] 
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Figure 4.2 – Communication Matrix 
Communication Matrix 

Reporting 
Report Title Timing Owner Author? 

Reviewers? 
Approver? 

Distribution List Archive Location 

[Report Name] [When distributed] [Name of person 
who leads creation] 

[Names of persons and 
roles] 

[Stakeholders who must 
receive 

[Link to location] 

      

      

Meetings 
Meeting Title Timing Leader Attendee List Agenda/Meeting Minutes Repository 

Location 

[Meeting Name] [When] [Name of person who leads 
meeting] 

[Stakeholders who must 
attend 

[Link to location] 

     

Project Documentation 
Document Name Location Owner Authors)? 

Reviewer(s)? 
Approver? 

Notes 

[Document Name [Link to location] [Name] [Stakeholders who must 
review documents as 
amendments are made] 

[Additional Notes] 
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Figure 4.4 – Status Report 
Team Member Status Report to Project Manager for Project: [Project ID; Name] 
Prepared by: [Author/Owner Name] Status for the Work Period from [Date] to [Date] 

Deliverables Baseline Work 
Effort 

Actual Work Effort 
as of this Reporting 

Period 
Revised Estimate for 

Work Remaining 
Baseline Completion 

Date 
Will the 

deliverable be 
completed on 

time? 

Revised Estimate for 
Completion 

[WBS Work Packet or Activity] [Hours] [Hours] [Hours] [Date] [Yes/No] [Date] 

       
       
       
       
 
Define the deliverables under your ownership that will 
begin work within the next two weeks: 

Newly Identified Issues Newly Identified Risks Lessons Learned for this Reporting Period 
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Figure 4.5 – Progress Report 
Sponsor Progress Report for Project: [Project ID; Name] 

Prepared by: [Author/Owner Name] Status for the Work Period from [Date] to [Date] 

Overall Progress for this Project: [Executive Summary that defines objectives, successes, challenges, budgets, etc.] 

Deliverables Completed 

Deliverables Baseline 
Completion Date 

Actual  
Completion Date 

Notes 

[Deliverable] [Date] [Date] [Additional Notes] 

    

Deliverables Started 

Deliverables Baseline 
Completion Date 

Estimated 
Completion Date 

Status 
 

Notes 

[Deliverable] [Date] [Date] [Current Status] [Additional Notes] 

     

Deliverables In Progress 

Deliverables Baseline 
Completion Date 

Estimated 
Completion Date 

Status 
 

Notes 

[Deliverable] [Date] [Date] [Current Status] [Additional Notes] 

     

Issues/Risks/Concerns Going Forward: [Specifically address items that are of concern going forward and how these are to be addressed.] 
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Figure 4.8 – Calculating the EV and the AC 
1 2 3 4 5 6 7 8 9 10 11 12 13 14

Phase I Design
1.1 EWP 1.1
1.1a Activity $20 $20 
1.1b Activity $25 $10 
1.1c Activity $20 $20 
12.1.2 EWP 2.1.2
2.1.2a Activity $20 
2.1.2b Activity $15 $10 
Milestone 1 Phase I Complete 
Phase 2 Construction
1.2 EWP 1.2
1.2a Activity $30 $30 $30 
1.2b Activity $30 $30 
1.2c Activity $20 
12.1.1 EWP 2.1.1
2.1.1a Activity $25 $25 
2.1.1b Activity $50 $50 
2.2 EWP 2.2
2.2a Activity $25 
2.2b Activity $25 
3.0 EWP 3.0
3.0a Activity $10 $10 $10 $10 
3.0b Activity $10 $10 $10 $10 
Milestone 2 Phase II Complete 
Milestone 3 Project Complete 

Cost Per Day $  40 $  35 $  35 $  60 $  75 $  85 $  90 $  80 $  35 $  35 $  10 $  10 $  10 $  10 
Budgetary Baseline -

Budgeted Cost of Work 
Scheduled (Planned Value) $  40 $  75 $110 $170 $245 $330 $420 $500 $535 $570 $580 $590 $600 $610 

The Budgeted Cost of Work 
Performed - (Earned Value) $  40 $  75 $110 $130 

The Actual Cost of the Work 
Performed - (Actual Cost) $  30 $  60 $100 $120  
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Figure 4.12 – A Process Example for Change Management 
  Origination Analysis Approval Tracking and 

Communication

Change request template 
initiated.

Originator

Idea for change

Approval for analysis
Management of 

Originator

Submitted to Project 
Manager for Analysis

Management of 
Originator

Maintain in Project 
Record as Not Approved

Project Manager

Not accepted

Submit to appropriate 
SME/Component Change 

Reviewer
Project Manager

Review Request
Change 

Reviewer/Manager

continue

Conduct Impact 
Analysis

Dev. Team/Impacted 
Depts.

Maintain in Project 
Record as Not Approved

Project Manager
Not accepted

Impact Analysis 
Review

Change Reviewer

Not accepted

Impact Analysis 
Recommendations 

from all Groups
Project Manager

Circulate consolidated 
change impact analysis

Project Manager

Review impacts
End Users and Other 

Stakeholders

Recommendations made 
to approve/reject
Change Manager

Notify parties of change 
request approval or 

denial
Project Manager

Consolidate 
recommendations into 

change request
Project Manager

Determine whether to 
approve or reject

Management/Change 
Control Board

rejected

approved

Record 
to 

project 
records
Project 

Manager

Update project 
documentation and 

systems
Project Manager

end

end end

Change implemented
Dev. Team and Impacted 

Depts.

Change accepted
Approving Parties

end

continue

continue

Origination Analysis Approval Tracking and 
Communication

Change request template 
initiated.

Originator

Idea for change

Approval for analysis
Management of 

Originator

Submitted to Project 
Manager for Analysis

Management of 
Originator

Maintain in Project 
Record as Not Approved

Project Manager

Not accepted

Submit to appropriate 
SME/Component Change 

Reviewer
Project Manager

Review Request
Change 

Reviewer/Manager

continue

Conduct Impact 
Analysis

Dev. Team/Impacted 
Depts.

Maintain in Project 
Record as Not Approved

Project Manager
Not accepted

Impact Analysis 
Review

Change Reviewer

Not accepted

Impact Analysis 
Recommendations 

from all Groups
Project Manager

Circulate consolidated 
change impact analysis

Project Manager

Review impacts
End Users and Other 

Stakeholders

Recommendations made 
to approve/reject
Change Manager

Notify parties of change 
request approval or 

denial
Project Manager

Consolidate 
recommendations into 

change request
Project Manager

Determine whether to 
approve or reject

Management/Change 
Control Board

rejected

approved

Record 
to 

project 
records
Project 

Manager

Update project 
documentation and 

systems
Project Manager

end

end end

Change implemented
Dev. Team and Impacted 

Depts.

Change accepted
Approving Parties

end

continue

continue
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Figure 4.13  – Change Request Template 
Change Request Project Name:                                                  Request ID:  

Originator Information 

Date of Origination: [Date] Originated by: [Name] 

Contact Information: [Contact Information for Originator] Owner: [Who owns the change] 

Change Description 

Description: [Specifically define the scope of the change being requested] 
Reason for the Change: [Specifically define why the change is being requested] 

This is a:   
 New Feature      Clarification/Correction to Existing Feature      Feature Deletion 

Analysis 

Date Approved for Analysis: [Date] Date Analysis Complete: [Date] 

Effects on Cost: [List Impacts] Effects on Resources: [List Impacts] 

Effects on Schedule: [List Impacts] Risks: [New Risks; Changes to Presently Identified Risk; Removed Risk] 

Effects on Performance: [List Impacts] Interdependencies Affected: [List Impacts] 

Additional Comments: [Notes] 

Approvals 

Approved?   Yes    No  Main Basis for Approval: [Specifically define the approval or denial] 

Development Project Manager Approval and Date: [Signature and Date] Business Unit Manager Approval and Date: [Signature and Date] 

Tracking of Approved Changes 

All pertinent baseline and planning documents updated?   Yes    No Date: [Date] Date Change Implementation: [Date] 
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Figure 4.14  – Change Log 
Change ID Origination Date Short Description 

of Change 
Open? 

Approved? 
Disapproved? 

Status Comments 
and Notes 

Baseline 
Docs  

Updated? 
Change 

Implemented & 
Accepted? 

[ID] [Date] [Define the 
change 

condition] 
[Open/Approved/Disapproved] [Define the 

current state 
and next 
steps.] 

[Yes/No] [Yes/No] 
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Figure 4.15 – Lessons Learned Log 
ID Related to Deliverable or 

Category 
Originated by Date Lesson Change 

Required? 
Implemented? 

[ID] [Deliverable/Category] [Name] [Date] [Describe in detail the lesson learned and suggestions for 
improvement.] 

[Yes, No, 
Implemented] 
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Figure 5.1  – A Simple Agenda 
Meeting Agenda 

Project: [Project ID; Project Name] Meeting Goal: [Define the needed outcome9s)] Date/Time: [Date; Time] 
Location: [Physical location] 
Teleconference and/or Web Conferencing Information: [Teleconference Bridge Number; URLs] 
In Scope: [What will be covered during the meeting] Out of Scope: [Items that will not be covered during the meeting] 

Topic Lead By Time Notes 
[Topic] [Name] [Beginning and 

End Time] 
[Additional Notes for Participants] 

    
    
    
    

Attendees 
[List of Attendees] 
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Figure 5.3 – Issue Log 
Issue 

ID 
Mapped 
to Risk 

ID 
Origination 

Date Issue to Resolve Open? 
Date Closed? Priority Current Status Owner 

[ID] [ID] [Date] [Describe in detail the issue and 
its impacts] 

[Is the issue 
still active?] 

[High, 
Medium, 

Low] 
[Describe the current status 

of the issue] 
[Name] 
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 Figure 5.4 – Risk Log 
Risk 
ID 

Origination 
Date Risk Event Impact of Threat 

Upon 
Project/Business 

Probability of 
Occurrence 

Consequence Risk 
Response 
Strategy 

Open? 
Closed? Owner Additional Notes 

[ID] [Date] [Describe in 
detail the 
potential 
event] 

[Describe in 
detail the 
impacts of 
the event 
condition] 

[High, 
Medium, 

Low] 
[High, 

Medium, 
Low, or 

Currency 
Value of 
Threat] 

[Describe 
in detail 

the 
response 
strategy] 

[Is the risk 
still active?] 

[Name] [Additional 
Notes Here] 
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Figure 5.5 – Actionable To Do Log 
To Do 

ID 
Origination 

Date Action To Do Open? 
Closed? Current Status Owner 

[ID] [Date] [Define the actionable to do] [Is the task 
complete?] 

[Describe current status and next 
steps] 

[Name] 
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Figure 5.6 – Decision Log 
Decision 

ID 
Origination 

Date Decision Point Open? 
Closed? Current Status Lead By Agreed to By 

[ID] [Date] [Define the decision that has 
been made within the project 

including impacts] 
[Has the 

decision been 
implemented?] 

[Describe current state and 
next steps] 

[Name] [Name] 
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Figure 7.1 – Communication Plan Template 
 
 
 

 
 
 
 

[Project Name] 
Communication Plan 

 
 

Version [n.n  Month, Day, Year] 
 
 

Project Sponsor: [Name] 
Project Manager: [Name] 

Project Control ID: [Control ID] 
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Communication Plan Document History 
Date Version Name Description of Change 
[Date] [vn.n] [Author’s 

Name] 
[Describe the 

updates/changes/modifications that 
have been made to the document 

since the prior version] 
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Purpose and Scope of this Document 
The purpose of this Communication Plan is to structure a method for using 
communications for this project to ensure successful execution of the initiative.  
The audience for this plan includes all project stakeholders defined in the 
stakeholder register attached to this plan and available at [define online location 
of soft copy document].  The latest version of the stakeholder register can be 
found at [define online location of soft copy documents].  This plan covers the 
entire time period of the project from initiation to closure. 
Specifically, this Communication Plan includes: 

 The methods that will be utilized to gather, document, and store 
project information 

 Distribution methods and structure defining who will receive what 
information 

 Standard information documents that will be distributed including 
production schedules 

 
Communication Assumptions and Constraints 
This project contains the following assumptions and constraints as they relate to 
communication across stakeholder groups: 
 
Assumptions 
For the purposes of this project, we will assume that: 

 Stakeholders have access to email and the common network drive 
 Stakeholders have access to… 

Constraints 
The constraints that can impact successful communications include: 

 The core project team is not co-located 
 Key stakeholder groups are spread across three time zones 
 [Language barriers or language requirements for the project – e.g. 

all project communications must be delivered in a particular 
language] 

 [Technology constraints] 
 [Confidentiality or Security constraints] 
 [Constraints unique to the organization] 
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Communication Responsibilities  
The following table identifies the possible communication roles that will be 
performed during the project  

Role 
Responsibility 

Responsibility 

Author The individual who will write the communication (defaults 
to the owner unless separately identified). 

Reviewer The individual(s) who must review a communication before 
it is approved. 

Owner/Leader The individual who leads the communication activity. 
Approver The individual who must sign-off on a communication. 

 
Documentation Management 
All project documentation will be housed within the organization’s PMO 
enterprise document management system.  Documentation can be accessed as 
follows: 
[Define the physical location of hard copy documentation and online location of 
soft copy documents.] 
 
Reporting 
This project will produce weekly status reports from team leads to project 
manager.  It will also provide weekly progress reports from the project manager 
to the project sponsor.  Copies of the format for these reports can be found 
attached to this document and are also housed on the project’s PMO site at 
[define online location of soft copy documents]. 
Archives for all reports will be available at [define online location of soft copy 
documents]. 
The schedule for reporting is documented on the Communication Matrix attached 
to this document and also found at [define online location of soft copy 
documents]. 
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Meetings 
This project will hold the following meetings: 

 Weekly team lead meetings 
 Bi-weekly sponsor meetings 
 Monthly steering committee meetings 
 End of phase review and re-planning meetings 

The schedule and participants for these meetings are documented on the 
Communication Matrix attached to this document and also found at [define online 
location of soft copy documents]. 
Meetings will maintain the standards that have been defined by the PMO, and 
are as follows: 

 An agenda will be provided for all standard meetings two business 
days prior to the meeting.  An agenda will be emailed to 
participants and also available at [define online location of soft 
copy documents].  Meetings will begin and end timely and also 
follow the agenda.  Amendments to any agenda must be 
introduced one business day prior to the start of a meeting. 

 Participants are asked to RSVP to all meetings utilizing the 
company’s online scheduling calendar. 

 Meeting minutes will be available one business day after a 
meeting is held and will be available at [define online location of 
soft copy documents]. 

 Meetings will follow the project’s defined ground rules for 
meetings.  This project’s ground rules have been adapted by this 
project team from the PMO guidelines for ground rules.  Meeting 
ground rules can be found at [define online location of soft copy 
documents]. 

 All meetings may provide real-time updates to the Issues Log, 
Risk Log, Actionable To Do Log, Decision Log, and Lessons 
Learned Log.  The latest version of these documents are available 
at [define online location of soft copy documents]. 
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Change Management 
The project will follow the change management procedures that are established 
by the PMO.  A copy of the change process and request form are attached to this 
plan and also available at [define online location of soft copy documents]. 
Online Communication 

Online Service Link 
Project Website http://www.company.com/project 
Document Repository [Link] 
Reporting Management System [Link] 
[Others, as needed] [Link] 
Glossary of Terms and Acronyms 
The following are standard terms and acronyms that will be utilized in project 
correspondence: 
[Term]: [Definition] 
[Term]: [Definition] 
[Term]: [Definition] 
[Term]: [Definition] 
[Term]: [Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
[Acronym]: [Full Name.  Definition] 
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Attachments 
[The following documents should be attached to the Communication Plan.  If 
these items are not expected to be living documents housed within this 
Communication Plan, then it should be noted where the latest versions of these 
documents will be housed.] 

 Stakeholder Register 
 Communication Matrix 
 Status Report Format 
 Progress Report Format 
 Agenda Format 
 Issue Log 
 Risk Log 
 Actionable To Do Log 
 Decision Log 
 Lesson Learned Log 
 Change Request Form 
 Change Log 
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Suggested Answer Key 
Module 1 - Introduction 
Review Questions 

1. Why is good project communication nothing short of critical?  
Without good project communication, a good project is susceptible to un-
needed difficulties and struggles.  For a challenged project, poor 
communication can mean the difference between recovery and demise. 

2. What are some of today’s project complexities that place additional 
strain on project communication?  The complexities of geographical 
distance, technology, multiple stakeholders who must interact with each 
other, and corporate politics create additional strain on project 
communications. 

3. Troubles in project communication usually occur because of two 
conditions.  What are they?  (1) Process does not support the flow of 
communication to stakeholders, and (2) No matter how much process is 
in place, there will always be a human element to project communications 
that requires management through relationship. 

4. What is a project communication plan?  A communication plan is plan 
(usually defined in a document) that contains the policies and procedures 
for how a project will share information across the various people and 
groups that are involved.  This may be formal or informal, as the project 
requires. 

5. How is a communication plan a risk mitigation strategy?  A 
communication plan is a proactive response to reduce the risk of failing 
communication within a project. 

6. As you evaluate a new process for introduction into a project 
environment, what are two important qualifiers to consider?  (1) Will 
this process/method/suggestion help my project effort do a better job of 
sharing information and getting things done?  (2) Will this 
process/method/suggestion be productive for my stakeholders without 
over-burdening their already heavy workload? 

7. Process for process’ sake or for the sake of appearance isn’t 
helpful.  Process should always deliver true benefit to stakeholders. 

8. What is the definition of a project stakeholder?  A stakeholder is a 
person, group or organization that has a vested interest or concern in the 
outcome of a project initiative. 
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9. Why is the stakeholder relationship an important component of a 
project’s manager’s communication success?  A communication 
process only mitigates some communication risk.  That is why an 
additional mitigation must also be implemented – your ability as a project 
manager to build relationships with your stakeholders.  Strong working 
relationships makes for better communication among stakeholders. 

10. What type of risk does developing sound stakeholder relationships 
mitigate?  Political risk. 

11. Define respect and resonance.  Why are these two qualities 
important?  Respect is the state of holding another in regard; showing 
consideration for; treating courteously. Resonance is the relation of 
mutual understanding or trust and agreement between people.  
Demonstrating both respect and resonance helps develop stronger 
working relationships with other stakeholders. 

Module 2 – Communicating Vision 
Review Questions 

1. The most crucial project communications are strategic in nature. 
2. What is the difference between strategic and tactical communication 

for projects?  Strategic project communications have more to do with the 
broader goals and purpose of an initiative whereas the tactical 
components focus much more on the day-to-day exchange of information.   

3. Define the importance of “The Why”.  People are always listening for 
“The Why”, the “because” in communications.   People need reasons for 
doing things, and “The Why” influences communications with 
stakeholders. 

4. What articulates “The Why” on a project?  Essentially, a project’s 
vision statement is what articulates “The Why” of a project. 

5. What is perhaps your first communication challenge on any new 
project?   One of your first communication challenges will be to get your 
arms around your project vision and ensure you can clearly and 
successfully articulate it to others. 

6. What is typically contained within a project visioning document?  
Business vision, problem or opportunity statement, project mission 
statement, success criteria, high-level scope, assumptions, constraints, 
and risks. 

7. How is prioritizing success criteria a type of communication 
between the business and the delivery team?  When the business 
prioritizes success criteria it communicates to the project manager and 
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team the greatest constraint upon the client and business.  This allows a 
project team to build a customized project plan that aligns with a client’s 
priorities. 

8. How is a project visioning document a communication tool?  The 
project visioning document is a core communication document for your 
project because it defines how the business’ strategy and a project’s 
tactical solution connect.  This document should be one of the first pieces 
of information you provide to new stakeholders as they are introduced to 
the project.   

9. What is an elevator speech?  Why is it important for a project 
manager?  The elevator speech is a short statement (two minutes or 
less) that defines your project to others.  It is a project manager’s method 
for being able to clearly communicate what a project is about and why it is 
being undertaken.  It is designed to be delivered at casual moments when 
you might encounter a stakeholder during the course of a day.  It can be 
used to quickly help people understand the project as well as to gain buy-
in and support. 

10. The elevator speech should fulfill four key purposes.  Name these.  
(1) Provide “the why” to the listener, (2) construct a picture of the future 
state of the business once a solution is implemented, (3) promote (sell) 
the project to stakeholders at all levels, and (4) creates clarity of direction 
for a project team. 

11. What three elements are in a good elevator speech? (1) Our project is 
about…, (2) It’s essential we do this because…, and (3)  When we 
complete, the business will be able to (what does success look like?)… 

12. What should a project manager do when it seems as if the vision 
might be changing?  It is important to meet with management 
stakeholders (i.e. clients, sponsors) to determine if the project is still in 
alignment with the business’ needs.  In some cases, a vision may need to 
be updated.  In other cases, a change in vision may require a complete 
re-work of the project’s objectives and deliverables.  It may even be 
appropriate to kill a project as a result of vision changes.   

Case Study Answer 
Jonathan incorrectly went into the details of his project without first giving 
Usha the project’s big picture; its vision.  Usha’s experience within the 
organization will be useful for Jonathan, but she must have better familiarity 
with “the why” of the project for the client and for their organization if she is 
going to be fully utilized to bring forth better help and ideas to Jonathan and 
his project.   



Mastering Project Communication 
Suggested Answer Key 

www.prodevia.com 
 160 

Jonathan needs to take the time to develop his elevator speech to have at the 
ready.  He must ensure that he relays this strategic information to Usha at 
their next interaction.  This will help her – and everyone – to better 
understand the implications of the project and to develop better 
organizational understanding and buy-in. 

Module 3 – Communicating with Sponsors and Clients 
Review Questions 

1. Sponsors and clients need your expertise for the details of tactical 
project delivery.  But, they also need to you think about the project 
from their perspective. 

2. How is the relationship of a project manager to his stakeholders 
different than the traditional hierarchical organizational structure?  
In a traditional hierarchy, managers or leaders typically get a mental 
picture of someone at a higher level of an organization who directs the 
tasks of people below them.  Most project managers, however, don’t 
operate in the traditional organizational chart hierarchy in the same way 
that an operations manager does.  PMs rarely have true, formal power to 
direct the actions of others.   

3. Explain the concept of the project manager as a steward.  Project 
managers are really servants to the project.  They serve the interests of 
the project by serving to ensure that stakeholders get what they need to 
do their work and for the end users to receive their solutions. 

4. What is a project sponsor?  Sponsors are in place not only to provide 
funding, but also to “campaign” for the project across an organization.  
Sponsors can be the external clients themselves or someone other than 
the end client who is employed by the delivery organization.  These 
internal sponsors champion an external client’s interests within a program 
or portfolio (often found in internal projects for an organization where 
there are multiple business units) and they tend to have the primary 
relationship with the external client.     

5. What four critical conversations should you have with a project 
sponsor at project origination?  1. Review and confirm initial project 
information, (2) review your roles as project sponsor and project 
manager, (3) discuss communication needs, and (4) talk about change. 

6. How should a project manager respond to the sponsor that 
articulates all three project constraints are ‘first priority’?  Take the 
time to explain to your sponsor that prioritizing the time/cost/performance 
criteria allows the project team to build a project plan that will be 
customized to fit the needs of the business.  How a project plan will be 
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built for a customer most sensitive to cost might look very different from a 
project plan for the same type of solution for a customer more sensitive to 
time.   

7. Name at least five responsibilities that a project sponsor has within 
a project.  Represents the project to senior management, cultivates 
organizational commitment to the project effort, maintains the alignment 
of the project’s goals and the strategic goals for a business, manages 
escalations, provides resources, and provides support to the project 
manager on business or operational matter that cannot be dealt with 
otherwise. 

8. When should a project manager escalate a project matter to a 
project sponsor?  A project manager should escalate a project matter to 
a project sponsor at the point where the project manager’s formal 
authority ends and when his influential power is exhausted; the project 
sponsor is the individual who steps in to lend support where it is needed.   

9. Sponsors are responsible for the success of the solution’s business 
and the project manager is responsible for the success of project 
delivery. 

10. When determining where a project manager’s decision-making 
ability ends and escalation begins, the project sponsor and project 
manager should answer two questions.  What are they? (1) What 
thresholds should reasonably be set around schedule, budgetary, risk, 
and scope decisions appropriate for the project manager to make?, and 
(2) What scenarios should always be deferred to sponsorship for a 
decision?   

11. A successful project isn’t one that has no problems, but one where 
problems occur and are actively managed. 

12. A project manager should talk about change during initial 
conversations with the project sponsor.  How should it be 
introduced?    Explain that you recognize project solutions are a work in 
progress and that changes are an expected and natural part of 
developing a better solution.  The key in making change work within a 
project is to ensure that changes don’t suck away time and money which 
could leave the business with a partial, failed solution in the end.  A 
change process is used to protect the business investment by ensuring 
that time and money isn’t spent on additions or amendments that have 
not been formally approved.   
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13. How should a project manager stay in touch with a project sponsor 
during the project?  Talk with your sponsor as defined within your 
communication plan.  Also, take the time to ad-hoc check in from time to 
time to see if there are any questions or other ways to be a good steward 
for the project.  Don’t just call when there is an escalation requiring 
sponsor help. 

14. Why is it important to regularly communicate with the sponsor about 
agreement on goals, metrics, and process?  (1) Ensure that the 
components of the visioning document are still in alignment with the 
business, and (2) Keep change management in the conversation when 
new ideas are thrown around. 

15. Sponsors need to know that you are looking out for their interests.  
Remind them that your role is to serve the project by protecting the 
interests of the business.  As such you are both the project’s 
steward and the sponsor’s advisor.   

16. Why should the project manager ask for a sponsor’s worries and 
concerns?  Risks change.  As the business adapts over time, so will their 
risks.  You and your team need to know them. 

17. Why should a project manager ask for change?  Asking for change 
provides an opportunity for a solution to grow into something more 
successful for the business, it reduces the risk of surprises, and assists 
you in proactively managing what your sponsor and client are probably 
thinking about anyway.  Asking for change gets you into that conversation 
earlier than you might be otherwise. 

Case Study Answer 
Jonathan doesn’t have a clear picture of what his sponsor expects of him.  This is 
likely the reason that his sponsor is frustrated as Jonathan hasn’t discussed with 
William what he expects and needs as project sponsor. 
Usha should advise Jonathan to meet with William as soon as possible.  The 
goal of the meeting should be to establish expectations for the relationship going 
forward. 
Topics for a project manager/sponsor meeting should include not just reviewing 
the initial project information from the project charter and contract (which 
Jonathan has likely already done with William) but also agreeing to roles and 
responsibilities in their joint interactions, William’s requirements for ongoing 
communication from Jonathan, and what Jonathan expects he will need from 
William in terms of support.   
William will likely see Jonathan initiating this conversation as a sign that he can 
be trusted to establish good stakeholder communication in general.  It will go a 
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long way in kicking off a good working relationship between the two.  This 
meeting will increase William’s confidence in Jonathan. 
Jonathan will want to also make sure he maintains this effective relationship 
through such skills as staying in touch, getting to know William, keeping 
conversations direct and transparent, playing the role of advisor to his sponsor, 
and listening deliberately.  Jonathan would be better served to also remember to 
ask questions – specifically, ask for help when it’s needed, ask for William’s 
worries and concerns, and ask about change! 
Module 4 – Communicating with the ‘Important’ 
Stakeholders 
Review Questions 

1. What is a project stakeholder?  A project stakeholder is someone who 
will – in some way – touch or be touched by the solution of a project. 

2. Who are the important stakeholders of a project?  While it is true that 
you prioritize the interests of some stakeholders over others (clients and 
users, for example), each and every one of your stakeholders can 
influence the success or failure of your initiative – this makes it critical that 
you are demonstrating a stakeholder’s importance through the way in 
which you engage with them.   

3. Name the four categories of project stakeholders. Which categories 
are not always defined as well as they should be in early project 
documentation?   Receivers, builders, internal influencers, and external 
influencers.   Internal and external influencers aren’t always well-
represented in early project initiation documentation. 

4. When does stakeholder identification begin in a project?  Once a 
project has been formally assigned to a project manager, he or she 
should begin stakeholder identification.   

5. What is the purpose of a stakeholder analysis?  The purpose of a 
stakeholder analysis is to determine how a stakeholder’s interests should 
be engaged during a project.   

6. Why is a stakeholder analysis a good practice for a project 
manager?  (1) It creates the opportunity for more and better ideas, (2) it 
provides a better picture of the challenge and the project as more 
perspectives will be evaluated, (3) it encourages buy-in and support 
because it demonstrates that stakeholders are not being overlooked for 
your project, (4) it manages risk and time because stakeholder concerns 
will be uncovered earlier and a resolution can then be pursued, (5) it will 
strengthen your position in case there is project opposition.  You will be 
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viewed as both proactive and inclusive of all stakeholders, (6) it increases 
credibility for your project because you are considering all stakeholders – 
not just “key” ones, and (7) it increases the opportunity for a successful 
project.  

7. What are the three stakeholder attributes to consider when 
conducting a stakeholder analysis?  Impact, influence, and Inclination 

8. Depending upon the scores for impact, influence, and inclination, 
the project manager will provide communication, manage 
expectations, and build rapport at different levels.   

9. What strategy should be used with high-power stakeholders?  
Stakeholders who have strong impact, influence and inclination scores 
are useful advocates for a project effort.  Stakeholders who have strong 
impact and influence scores but who have a negative inclination toward 
the project are likely to initially work against the project efforts.  They 
should be respected as constructive opponents, whose opinions can 
make for a better solution.  Communication with these stakeholders 
should be frequent and consistent with the goal being to improve poor 
inclination scores or leverage positive inclination scores for the benefit of 
the project.   

10. Which of your stakeholders do not require project communication?  
All stakeholders require project communication.  Some stakeholders will 
require more detail or more frequent communication, but all stakeholders 
require some communication updates.   

11. A good project manager will work to make sure that every 
stakeholder has had a face-to-face interaction with him at least once.   

12. What initial project information should stakeholders receive from a 
project manager?  When a project manager first meets with 
stakeholders they should be provided with project documentation that is 
reasonable for them to have and that is available to that point.  
Additionally, a PM should take some time to go over the expectations for 
the project’s management and communication administration activities 
that will be used in the project effort.   

13. True or False.  A project manager should also perform a stakeholder 
analysis for vendors.  Vendors should also be considered active 
stakeholders of a project.  Whether part of a contract between you and 
external vendors or not, a plan for communication should be developed 
that is agreed to and implemented.   

14. Define interpersonal communication.  Interpersonal communication is 
best defined as the methods we use to relay our ideas, facts, opinions, 
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and feelings to another person or persons. It also includes our ability to 
receive this same information from those around us.   

15. What two pre-conditions must exist to be effective in interpersonal 
communication?  (1) It must be important to you, and (2) you must 
commit yourself to it. 

16. Name the three elements of interpersonal communication.  Trust, 
crafting a message, and deliberate listening.   

17. How should you interact with everyone you come into contact with 
on your project efforts?  You should interact with everyone as if the 
working relationship won’t end. 

18. Project managers develop trust through honesty and transparency.  
Define honesty and transparency.  Honesty is about providing timely, 
truthful information in a candid way, and transparency means that a 
person operates in such a way as to proactively disseminate information 
he or she knows with others. 

19. True or False.  Using information as a control device or as a way to 
maintain some form of power over others is detrimental to your 
perceived integrity.   

20. How is trust improved by communicating “The Why”?  Providing 
“The Why” is actually another way of providing transparency to your 
communication with others.  When you give others context for your 
communication it lets them know that you are dedicated to their complete 
understanding of a situation you are relaying, a request you are making, 
or information you are providing.   

21. People look for congruence between word and action as a 
determinant of your trustworthiness. 

22. When you must craft a message to someone, you need to consider 
what four questions?  (1) Who needs to get the information? (2) What is 
the main point of the message to be sent? (3) What details should also be 
shared to provide better understanding and context? (4) What is the best 
method for sending this information? 

23. What is deliberate listening?  Deliberate listening means to listen with 
intention.  A deliberate listener focuses on the sender and the message 
while also limiting distractions and a focus on self. 

24. What types of bad habits impede your ability to be a deliberate 
listener?  (1) Waiting to talk, (2) allowing distractions, (3) multi-tasking, 
and (4) defensive listening.   
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25. What are the habits of the deliberate listener?  (1) An attitude of 
empathy and awareness, (2) discerning facts from opinions, (3) feedback, 
and (4) responding, not reacting. 

26. What is the difference between a fact and an opinion?  Why is it 
important for a project manager to know the difference?  Facts are 
things known with certainty to have happened, to be true, or to exist. 
Opinions, on the other hand, are generally things believed to have 
happened, to be true, or to exist.  Opinions and facts are usually 
presented together, and by learning to separate fact from opinion, a 
project manager will be able to more clearly express feedback to the 
speaker. 

27. What is feedback?  What is it not?  Feedback is communicating to the 
speaker your understanding of their point-of-view. Feedback is not you 
communicating your point of view or making your argument! 

28. Deliberate listeners provide feedback through paraphrasing and 
asking questions. 

29. What is the difference between reacting and responding to others 
communications?  Reacting to a prior speaker’s message suggests a 
more emotional, less-thoughtful delivery as the roles shift.  Instead, a 
deliberate listener prefers a deliberate response that continues to reflect 
respect for both self and others.   

30. True or False.  Good project managers engage with their 
stakeholders.   

Case Study Answer 
Usha will likely want to discuss with Jonathan the importance of deliberate 
listening and practicing better communication skills with his stakeholders.   
Jonathan is trying to multi-task through his communication and – in this scenario 
– this resulted in Jonathan not able to effectively communicate with anyone.  In 
addition, he risks injuring relationships with stakeholders.  Deliberate listening 
didn’t occur in this scenario, and Jonathan doesn’t show respect of others as a 
result. 
Jonathan would serve his project more effectively it he had utilized Rob’s limited 
time while he had Rob’s attention.  He also could have waited to hold his 
conversation with Sarah when he could fully listen to her.  And, he could have 
asked Usha if he could talk with her at a later time.   
For the future, Jonathan should adopt the behavior of a deliberate listener. 
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Module 5 – Communicating Data through Documents and 
Reporting 
Review Questions 

1. Project reporting is a critical function of project management as it 
generally serves two end results.  Name these.  (1) It is the way in 
which project performance is communicated to those stakeholders that 
own the strategic impact of a project solution, and (2) it ensures the 
regular status reporting of the project in order to make necessary 
corrections to get back on course.   

2. True or False.   A project manager should assume a project is on 
track if status information exactly matches the expectations of a 
baseline project plan.  If you receive status information from the team 
that ‘exactly’ matches the project plan, you should start asking more 
questions.  Because reality rarely, if ever, matches the project plan’s 
estimates.   

3. True or False.  Status reporting on a project is about trying to catch 
plan deviations early so that corrections can be made as quickly as 
possible.   

4. What is the difference between status reports and progress reports?  
Status reports are from the project team sent to the project manager.  
Progress and performance reports are generated by the project and 
published to external stakeholders such as the sponsor and client. 

5. When should percent complete be used in a status report?  What is 
the danger of reporting a percent complete?  If the deliverable can be 
discretely measured, then it can be useful.  Else, a status of percent 
complete is usually the result of a “guesstimate” with no substance to 
back it up. 

6. What method of status reporting is a bit more time consuming for 
resources, but offers a stronger method for tracking against the 
baseline project plan?   Tracking Work Effort and Dates 

7. In addition to deliverable status information, what other vital 
components of information are useful to include in a status report? 
(1) Confirm that any work coming up for the next reporting period will start 
on time, and (2) report any issues or new risks that should be addressed.   

8. What is the “why” that should be communicated to resources when 
you define the information needed on their status reports?  Explain 
to resources that the goal isn’t to micro-manage their work or monitor 
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their hours for payroll. Status information is used to ensure the 
progression of work.  If there are problems, then adjustments can be 
made to other activities that start in parallel or begin downstream.  
Because there are so many dependencies within the project, early 
information helps everyone make proactive course corrections.   

9. Most sponsors and clients want progress reports that are simple to 
understand and focus on deliverables.  Why is this their focus?  
Sponsors (and especially clients) care less about what you have to “do”; 
they care more about what they are going to “get”.   

10. True or False.  EVM is a method of determining how the project will 
add value to the business once a solution is implemented.  Earned 
Value measures how the project is performing in relation to the project 
plan.  As work is completed, it is considered ‘earned’ in the project.   

11. What two metrics does EVM measure?  EVM measures two 
components of the project plan – schedule performance and cost 
performance. 

12. What is a cumulative cost curve? The cumulative cost curve shows the 
total that the project is expected to have spent at the end of a given time 
period.  This curve using cumulative costs is also known as Budgetary 
Baseline or Cost Baseline.  It is the basis for determining a project’s 
Planned Value at any given time period. 

13. How is the Earned Value determined?  The earned value of a project is 
the planned cost for the work performed to date.  It can be determined 
based upon a percentage of work completed or earned as work 
components are finished.   

14. What does the Cost Variance define?  The cost variance shows how 
much the project is over- or under-spending for a given set of work.  It is 
calculated by subtracting a project’s planned value for a given period from 
the project’s earned value for that same period.  A cost variance that is 
negative is a project that is over-spending. 

15. Why is a performance index sometimes a better indicator of project 
performance?  A performance index shows the level of timing (in the 
case of SPI) or cost (in the case of CPI) efficiency a project is performing 
at.  This is useful as $1,000 over-budget to a small project may mean 
something much more significant than $1,000 over-budget on a multi-
million dollar imitative, as an example.   

16. A project progress report shows that the CPI is .95. Is this project 
performing well thus far?  This project is earning 95-cents of value for 
each dollar spent.  So, to answer the question – it depends.  If your 
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project’s cost management plan allows for a cost variance of -5 to +10%, 
then the project is performing within acceptable boundaries as it is only 
5% over budget.   

17. If you believe that your project will continue to spend at the same 
level of budget efficiency that it has demonstrated to date, what 
formula might you use to calculate a new estimate at completion?  
EAC = BAC/CPI 

18. What is a rolling wave approach?  In some cases, the project may be 
re-estimated and baselined again.  This occurs in projects where work is 
planned and budgets are committed to in phases or iterations.  This 
approach is known as a rolling-wave approach. 

19. What is a TCPI?  The To-Complete Performance Index gives an 
indication of how the project must spend for the remaining work in order 
to meet budgetary expectations.   

20. A project manager should embrace change on his or her project.   
21. When planning for documentation management, what are the two 

concerns to consider?  (1) Do all stakeholders have easy access to 
documentation relevant to their deliverable responsibilities?, and (2) are 
we addressing security/intellectual property concerns? 

22. Lessons learned isn’t a project closure activity, but an ongoing 
continuous improvement activity that should be occurring throughout 
the life of a project.   

23. Lessons learned usually will include what items of information?  (1)
 ID, (2) category and/or searchable keywords, (3) originator of the 
entry and the date the entry was created, (4) the lesson learned including 
detailed information that describes how any or all of the following if 
needed. 

Case Study Answer 
From the information provided in the case, it seems as if Jonathan didn’t have a 
reporting formula defined in a communication plan.  Or, if he did, Jonathan isn’t 
requiring its use and compliance.  Kevin’s “guess-timates” of the status for his 
deliverable creates – at a minimum – a risk for dependent work downstream if he 
cannot meet his end date.    
Jonathan should set up a meeting with Kevin to inspect the work of the 
deliverable (if possible) to find out if the work is factually 90% complete or not.  If 
this is not achievable or practical, Jonathan should at least begin to track work 
effort on the deliverable against the original work effort estimate.  He should also 
ask for a revised estimate of remaining work and a commitment from Kevin as to 
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how he plans to achieve the remaining work within the duration of time 
remaining. 
Jonathan should also consider why Kevin may not be providing good information 
in his status reports.  Perhaps he doesn’t know what Jonathan needs and why?  
Or, is his work not getting done, and he’s trying to delay the resulting 
accountability?  It may also be that while Kevin is effectively doing his work that 
the administrative task of status reporting is cumbersome for him in some 
fashion.  Part of Jonathan’s discovery will be to determine if he feels that Kevin is 
competent in the role or not.  If it is determined that Kevin is competent, then 
Jonathan should work with Kevin to determine a status reporting strategy that will 
be a good solution for both of them and for the project’s interest.   
Module 6 – Communicating through Meetings 
Review Questions 

1. What is an opportunity cost?  How does this relate to holding 
project meetings?  An opportunity cost is the cost of an alternative that 
must be forgone in order to pursue a certain action. The benefits that 
could have been received by taking a different action.  Meetings take 
people away from other project work that can be completed.  This can 
add additional time and money to a project solution. 

2. Why does an hour meeting time sometimes have an opportunity 
cost of many more hours for developers on your projects? To place 
a meeting right in the middle of your developers’ half-day time blocks 
doesn’t mean they will lose one hour of development time to attend your 
meeting.  They also lose the momentum that they would have otherwise 
had if the half-day time block hadn’t been interrupted.   

3. Why does management have a difficult time empathizing with the 
opportunity costs that developers experience?  Management 
stakeholders usually block their working time in hourly appointments.  
Since management doesn’t operate as developers do, they don’t identify 
with opportunity costs in the same way. 

4. What questions should be asked before you decide to hold a 
meeting?  (1) What is the needed outcome or goal for the meeting?, (2) 
can I reasonably achieve this outcome using a different communication 
method?, (3) if a meeting is the only reasonable way to obtain the needed 
outcome, who should be on the attendee list?, (4) is there any way that 
we can achieve the needed outcome without the required attendance of a 
“developer” on my attendee list?, (5) will quality of the needed outcome 
unreasonably suffer if this person isn’t in attendance?, (6) is there any 
“management” in the attendee list that is not needed for the outcome to 
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be achieved?, and (7) considering all of the above, does the needed 
outcome warrant the opportunity cost associated with “management” plus 
the greater opportunity cost of “developers? 

5. What are the four common types of meetings within projects?  Kick-
off meetings, planning meetings, status meetings, and issues meetings. 

6. True or False.  A meeting agenda is really a mini project plan.   
7. What are the minimum necessary elements of an agenda?   (1) 

Project name and meeting type, (2) date, time, and location (real or 
virtual) information, (3) scope, (4) topics to discuss, timings, topic 
discussion leader, and notes related to the topic, and (5) attendees. 

8. Expect that a discussion will generally lose momentum if an agenda 
topic lasts longer than 20 or 30 minutes as most adults cannot 
sustain attention for longer than about 40 minutes.   

9. What is the purpose of a meeting facilitator?  A facilitator keeps the 
meeting on track with the agenda and manages the interactions of 
participants. 

10. Why do meetings often not end on time?  (1) The meeting did not start 
on time in the first place and thus it’s already behind schedule, (2) the 
meeting timing is not managed, (3) there’s too many topics for the allotted 
time, and/or (4) the sequence of topics was not based on priorities 
therefore too much time is spent on things that are lower in significance. 

11. Why do decision-making meetings usually become derailed?  (1) The 
needed outcome isn’t expressly defined for the agenda topic, (2) one or 
more participants pull away from the discussion on tangents and 
peripheral topics, (3) the consequences for failing to make a decision 
aren’t great enough to motivate the participants to a conclusion, and/or 
(4) participants have conflicting opinions. 

12. How is criterion based voting implemented?  In criterion based voting, 
the group would define characteristics of a solution that are necessary 
and then assign a weight to each characteristic.  Then, different solution 
alternatives can be evaluated across each characteristic.  Participants 
then determine which of the various alternative solutions scores the most 
across needed characteristics. 

13. How can a facilitator manage dominators within a meeting?  (1) 
Redirect to agenda, keep the conversation focused, (2) utilize ground 
rules, (3) increase participation, and (4) have higher expectations of 
dominators. 
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14. How can a facilitator manage rehashing?  Keep good records of 
decisions in the meeting minutes and keep them available in case you 
need to refer to them.  And, keep everyone focused on the agenda. 

15. What is wrong with fire-fighting within meetings?  Fire-fighting can 
create an urgency that sidetracks the focus of a team (and their meetings) 
on things that may not have strategic significance. 

16. How can a project manager manage meeting attendance problems?  
(1) Start asking others why they aren’t attending and deliberately listen to 
them, (2) start asking yourself if the meeting is necessary, and (3) involve 
the sponsor if you cannot use influence to overcome the problem. 

17. What tracking logs which can – in some cases – take the place of 
meeting minutes?  Issues log, risk log, actionable to do log, lessons 
learned log, and decision log.   

18. How is an actionable to do different than a project issue?  An issue is 
a current problem that must be resolved for the project to move forward.  
Issues directly impact deliverables and project objectives.  Actionable to 
dos don’t impact project objectives, but they must be managed for a team 
to be successful.  These typically are administrative tasks the team must 
also complete.   

19. The planning and execution of a virtual meeting requires the same 
tools as face-to-face meetings.  However, they also require much 
more facilitation and ground rules. 

20. What is the maximum number of attendees that should be 
incorporated into a virtual meeting?  Keep attendance to eight or fewer 
persons. Only add more people if the call is a one-way communication 
meeting. 

Case Study Answer 
Jonathan allowed a status meeting to fall onto a tangent path of an issues’ 
resolution meeting.  This change in the meeting’s scope created a scenario 
where the meeting failed to complete items on the defined agenda (i.e. Rob’s 
status to the team) as well as steal team members’ time away from other 
responsibilities in their day.  Moreover, the meeting only served to increase 
tension in the working relationships among participants. 
Jonathan would have served the project and his meeting participants more 
productively by sticking to his agenda and holding off any discussion of issues 
until the end of the meeting.  In this way, Rob could have completed his status 
and then been released from the meeting if he was no longer needed.  At the end 
of the agenda –  if it is determined that the issue should be discussed – then only 
the necessary individuals could remain.   If the issue is so pressing that it must 
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be discussed in lieu of the original agenda, this should have been agreed to at 
the beginning of the meeting with the appropriate team members released. 
Usha is likely to recommend to Jonathan that he focus on greater facilitation and 
maintain control of his meetings.  He must manage scope creep in meetings as 
assertively as project managers must manage scope creep in their projects.  If he 
does this, his meetings will be more effective in the long run.  Proper meeting 
facilitation is also the most respectful way to engage with meeting participants 
because it shows that their time and contributions are valued. 
Module 7 – Communicating Difficult Messages 
Review Questions 

1. True or False.  One of the few things we can depend on as project 
managers is that at some point along a project’s way we will have to 
deliver a difficult message to someone.   

2. What are the two types of difficult messages that project managers 
must deliver? Bad news and criticism. 

3. Surprising bad news should not be the result of not managing 
expectations beforehand.   

4. What is the only reason to delay bad news?  A delay of bad news 
should only be done because you must also develop alternatives for 
discussion.  

5.  Why should your policy for bad news always be honesty and 
transparency? Eventually, the truth will find its way back to everyone.  If 
you have been dishonest – or even only partially truthful – a lack of up 
front transparency will only injure others’ trust in you. 

6. Bad news should always be followed up with recommendations.  
Explain this statement.  Decisions to adjust, to cancel, or to start over 
aren’t always left to a project manager and his team.  But, offering options 
shows that you are looking to get back on a path if your project has fallen 
off of it. 

7. Why is allowing another’s bad behavior to influence yours a bad 
idea?  Don’t ever let another person’s bad behavior incite bad behavior in 
you.  It is not professional, and it will only escalate matters and cause 
friction in your working relationships.   

8. When providing criticism to another, make sure that the negatives 
are delivered together with positives.  

9. What is wrong with allowing emotion to show when delivering 
criticism?  Showing frustration, or worse, anger, will only keep your 
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listener from hearing your concern and instead put him or her in position 
of feeling he must defend himself and his actions.  Keep as neutral a tone 
as possible when offering criticism, and don’t let your feelings take over 
the conversation! 

10.  When delivering criticism, what three-part approach should be 
used?  Scenario, behavior, affects.   

11. What should one ask for when offering criticism?  Why? When 
offering criticism, one should ask for solutions and suggestions.  When 
you invest someone in suggestions and solutions, he is more likely to 
make good on the correction. 

12. How can a project manager do a better job of receiving bad news?  
(1) Use preventative action, (2) stay calm, (3) appreciate the messenger, 
(4) focus on solutions, not fault, and (5) address the problem right away. 

13. How should a project manager receive criticism?  (1) Listen 
deliberately, (2) consider the information as an opportunity to learn, (3) 
respond, don’t react, (4) don’t provide criticism back, (5) consider facts 
and opinions, (6) offer up context, (7) ask for recommendations, and (8) 
say thank you. 

14. Why does project conflict typically occur?  Project conflict usually 
occurs because of one or more of the following; (1) communication 
problems such as poor information sharing, not listening to others, and 
misunderstandings, (2) methods and work product problems such as 
resource allocations, roles and responsibilities, and differences in 
approaches to work, and (3) interpersonal problems such as individual’s 
conflicting self-interests, values, personalities, and work habits. 

15. What four steps can a project manager take through communication 
to reduce conflict? (1) Keep communication flows up, down and across 
teams and sub-teams frequent and consistent, (2) maintain as much 
information transparency as possible across work teams, (3) incorporate 
face-to-face interactions when it is possible and reasonable to do so, and 
(4) encourage all team members to display the professionalism 
associated with deliberate listening, acknowledging others’ positions 
(even if one doesn’t agree with them), responding instead of reacting to 
others, and remaining committed to project goals as well as maintaining 
good working relationships. 

16. How can risk planning minimize conflict?  Risk planning can uncover 
potential areas where conflict may exist including resource, schedule, and 
budgetary constraints as well as procedures and differences of opinion. 
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17. What is the most collaborative approach to addressing conflict?  
Most conflicts should be dealt with directly.  A good project manager will 
address a conflict head on using honest, direct communication with those 
who are involved.  This approach is sometimes referred to as 
confrontation. 

18. The key to successful confrontation and collaboration is to remind 
conflicting parties that they are working jointly to resolve a problem 
with one another, not in spite of each other. 

19. When is it appropriate to ignore a conflict within a project?  If a 
project manager suspects that a conflict is of low priority and is not likely 
to fester, it might be best to ignore it for the moment. 

20. When should accommodation be utilized?  If the conflict is 
inconsequential, sometimes it is best to accommodate a person whom 
you are in a perceived conflict with.  If it doesn’t injure the project’s 
interests to let the other party “win”, then let them “win”. 

Case Study Answer 
From previous case studies, we know that Jonathan’s communication skills with 
Rob have been less than effective.  This has likely created a circumstance where 
Rob feels that his time and work is not respected.  Further, he has spent time on 
two occasions we know of waiting on Jonathan to be ready to communicate with 
him. 
Usha will likely remind Jonathan that the way he receives negative feedback from 
Rob will set the tone for the relationship going forward.  Jonathan should 
deliberately listen to Rob’s concerns – even let him vent his frustrations – without 
interruption.  Further, Jonathan should only interrupt with questions if he needs 
clarification about what Rob is discussing.   
Jonathan should consider this an opportunity to learn to be a better 
communicator and project manager.  He should consider carefully the feedback 
that Rob has for him without being reactionary; looking for elements that are 
factual and elements that are Rob’s opinions that could be useful for his 
understanding.   
Jonathan should not use this meeting with Rob for tangent purposes (like 
criticizing Rob for not responding to last week’s email request in a timely way) 
and instead allow the meeting’s scope to remain squarely on the topic at hand – 
Rob’s feedback for Jonathan.   
Jonathan will want to ask Rob for possible solutions that Rob believes could help 
them work better together.  It may or may not be appropriate for a final solution to 
be developed during this meeting, but Jonathan should make a commitment to 
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respond to Rob’s concerns by a future date if he cannot commit to what Rob 
requests on the spot.   
Jonathan should ensure that before the meeting is completed that he thanks Rob 
for being professional enough to take the time to give him the feedback.  
Based upon Rob’s initiation of a meeting to discuss a problem directly with 
Jonathan, his approach is a Confronting strategy in conflict management.   
Module 8 – Assembling a Communication Plan 
Review Questions 

1. What are some common constraints that will impact the way 
communication is planned for?  Technology, geographic limitations 
and stakeholders across multiple time zones, language and cultural 
influences, regulatory conditions, and organizational and/or PMO 
standards. 

2. What are the elements of a communication plan?   Stakeholders 
and their communication needs, reporting expectations, meeting 
expectations, documentation management and online repository, process 
for the use of informational logs – issues, decision, actionable to dos, 
lessons learned, change management process, and glossary of 
terminology. 

3. In what fashion should a communication plan be built to serve?  
Your communication plan should be built in a fashion that will easily be 
utilized by your developing stakeholders (those that are doing the work, 
building deliverables) as well as function to provide information that is 
required by management-level stakeholders (clients, sponsors, steering 
committees, PMO executives, change control boards, etc.). 

4. A communication plan should be crafted and refined by who?  A 
communication plan should be (1) crafted by a project manager to ensure 
management-level stakeholders get what they need, and then (2) refined 
by development and delivery stakeholders who need an efficient process 
that won’t overburden their workload.   

5. When does stability occur in a communication plan?  Stability of this 
document should occur once a project’s initial planning is well-under way 
and some early deliverables are in an execution stage.   

6. When considering using technology for project communication 
solutions, a project manager should remember that elegance does 
not equal quality.  What does this mean?  The seduction of a nifty 
technology solution is compelling.  But, are the stakeholders “actively” 
using it?  Is the technology serving the project’s communications?  Do 
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stakeholders feel comfortable using it?  Do they know how to use it?  Or, 
are they ignoring it?   

7. True or False.  Keep in mind that it is easy for a process to be 
overlooked or ignored unless it is directly introduced and 
consistently implemented by you as the project’s manager and 
leader. 

8. How does a project manager sell the communication plan to others?  
When you implement any new process, you must be ready to show 
others how the process will benefit them and ask for their buy-in and 
participation.  The best way to gain buy-in is to allow stakeholders to be 
active authors for the process that they will use going forward.   

9. A communication plan is effective when the focus is on the content 
of the message – neither the processes themselves nor the 
technology employed.   

10. Your success as a communicator requires that you maintain one key 
quality throughout any plan, process, procedure, meeting, report, or 
ad-hoc conversation with a fellow stakeholder.   What is this 
quality?  Respect.  
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Below are examples of the types of questions you can expect from the course’s 
online assessment. Please answer the following questions and then check your 
answers with the answer key that follows. 

1. Which of the following best describes the concept of resonance? 
 A state of holding another in regard  
 Treating courteously 
 The relation of mutual understanding or agreement between 

people 
 Showing consideration for another 

2. A project's elevator speech has four key purposes.  Which of the following 
is not a key purpose? 
 To present the project's 'why' 
 To provide the detailed information about a project's scope of work 
 To construct a picture of the future state 
 To create clarity of direction for a project team 

3. What should a project manager do next when it seems the project vision 
may be changing? 
 Remind stakeholders of the defined vision in the project's charter 

or visioning document 
 Meet with sponsorship to ensure that the vision is still in alignment 

with business needs. 
 Determine if the project should enter into the next phase of 

execution 
 Update the vision statement 
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4. Which of the following is not one of the four critical conversations a PM 
should have with a project sponsor at project origination? 
 Review and confirm initial project information 
 Review roles of the individual project team members 
 Discuss communication needs 
 Talk about project change and the process that will be used 

5. Which of the following is not a responsibility that a project sponsor has 
within a project? 
 Represents the project to senior management 
 Cultivates organizational commitment to the project effort 
 Maintains alignment of the project's goals and the strategic goals 

for a business 
 Defines all stakeholders who will be needed to complete the 

project effort 
6. Which of the following is not a bad habit that impedes the ability of a 

deliberate listener? 
 Waiting to talk 
 Multi-tasking 
 Discerning facts from opinion 
 Allowing distractions 

7. A deliberate listener provides feedback to his communicator.  Which of 
the following best describes feedback? 
 Reflecting back to the speaker his or her point-of-view 
 Communicating one's evaluation of the speaker's key points 
 Making an argument for the merits of one's own point of view. 
 All of the above 
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8. What method of status reporting to the project manager is a bit more time 
consuming for resources, but offers a stronger method for tracking 
against the baseline project plan?    
 Tracking with Percent Complete 
 Tracking Work Effort and Dates 
 Tracking Deliverable as They Complete 
 None of the above 

9. Lessons learned should occur – 
 Early in the project 
 At the end of each project phase or iteration 
 At the end of a project 
 In an ongoing way throughout the life of a project 

10. Which of the following is a necessary element of a meeting agenda? 
 Logistics - date/time/location of meeting 
 Scope of work to be completed in the meeting 
 Topics and decision points that must be completed in the meeting 
 All of the above 

11. Which of the following is not true about virtual meetings? 
 They require stronger dedication to proper facilitation and ground 

rules 
 Virtual meetings are not ideal for detailed project planning 

sessions 
 Attendance should be kept to 10-12 persons for back-and-forth 

communication 
 The planning and execution of a virtual meeting requires many of 

the same tools as face-to-face meetings 
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12. When receiving criticism from another a project manager should do all of 
the following except – 
 Consider the information as an opportunity to learn and grow 
 Consider both facts and opinions 
 React to the criticism 
 Say thank you 

13. Your success as a communicator requires that you maintain one key 
quality throughout any plan, process, procedure, meeting, report, or ad-
hoc conversation with a fellow stakeholder.   What is this quality?   
 Respect 
 Sympathy 
 Likeability 
 Authority 

14. A delay of bad news should only be done – 
 If the problem is internal to the delivery organization. 
 If the problem will likely resolve without customer impact. 
 Because you must also develop alternatives for discussion. 
 Bad news should never be delayed. 

15. Stability of a project's communication plan should occur -  
 Once a project’s initial planning is well-under way and some early 

deliverables are in an execution stage.   
 Before the project is ended. 
 At the same time as the development of a business case. 
 Prior to team assignments. 
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Assessment Preparation Answer Key 
1. The relation of mutual understanding or agreement between people.  

Respect is the state of holding another in regard; showing consideration 
for; treating courteously. Resonance is the relation of mutual 
understanding or trust and agreement between people.  Demonstrating 
both respect and resonance helps develop stronger working relationships 
with other stakeholders. 

2. To provide the detailed information about a project's scope of work.  
The elevator speech's four key purposes are (1) Provide “the why” to the 
listener, (2) construct a picture of the future state of the business once a 
solution is implemented, (3) promote (sell) the project to stakeholders at 
all levels, and (4) creates clarity of direction for a project team. 

3. Meet with sponsorship to ensure that the vision is still in alignment 
with business needs.  It is important to meet with management 
stakeholders to determine if the project is still in alignment with the 
business’ needs.  In some cases, a vision may need to be updated.  In 
other cases, a change in vision may require a complete re-work of the 
project’s objectives and deliverables.  It may even be appropriate to kill a 
project as a result of vision changes.   

4. Review roles of the individual project team members. The four critical 
conversations include: 1. Review and confirm initial project information, 
(2) review your roles as project sponsor and project manager, (3) discuss 
communication needs, and (4) talk about change. 

5. Defines all stakeholders who will be needed to complete the project 
effort.  Represents the project to senior management, cultivates 
organizational commitment to the project effort, maintains the alignment 
of the project’s goals and the strategic goals for a business, manages 
escalations, provides resources, and provides support to the project 
manager on business or operational matter that cannot be dealt with 
otherwise. 

6. Discerning facts from opinion.  Bad habits that impede deliberate 
listening include (1) Waiting to talk, (2) allowing distractions, (3) multi-
tasking, and (4) defensive listening.   

7. Reflecting back to the speaker his or her point-of-view.  Feedback is 
communicating to the speaker your understanding of their point-of-view. 
Feedback is not you communicating your point of view or making your 
argument! 
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8. Tracking Work Effort and Dates.  Tracking Work Effort and Dates is a 
bit more time consuming for resources, but offers a stronger method for 
tracking against the baseline project plan?    

9. In an ongoing way throughout the life of a project.  Lessons learned 
isn’t a project closure activity, but an ongoing continuous improvement 
activity that should be occurring throughout the life of a project.   

10. All of the above.  Necessary elements of a meeting agenda include: (1) 
Project name and meeting type, (2) date, time, and location (real or 
virtual) information, (3) scope, (4) topics to discuss, timings, topic 
discussion leader, and notes related to the topic, and (5) attendees. 

11. Attendance should be kept to 10-12 persons for back-and-forth 
communication.  Keep attendance to eight or fewer persons. Only add 
more people if the call is a one-way communication meeting. 

12. React to the criticism.  (1) Listen deliberately, (2) consider the 
information as an opportunity to learn, (3) respond, don’t react, (4) don’t 
provide criticism back, (5) consider facts and opinions, (6) offer up 
context, (7) ask for recommendations, and (8) say thank you. 

13. Respect.  Respect will go a long way toward growing and maintaining 
strong working relationships with all stakeholders. 

14. Because you must also develop alternatives for discussion. A delay 
of bad news should only be done because you must also develop 
alternatives for discussion. 

15. Once a project’s initial planning is well-under way and some early 
deliverables are in an execution stage.   Stability of a project's 
communication plan should occur once a project’s initial planning is well-
under way and some early deliverables are in an execution stage.   
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