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Welcome to Prodevia Learning 
Advanced Professional Development for Experienced Project Managers.  
Prodevia Learning offers advanced, expert-approved strategies for project managers to grow their skill 
sets and careers.  We provide the most effective professional development courses in our industry written 
by the best names in our profession. You’ll discover how to interact much more successfully with your 
stakeholders and get the best outcomes from your projects than you ever thought possible.  
With Prodevia Learning courses, you can get started immediately because everything is available online 
as soon as you enroll.  And, when you enroll in one of our paid classes, you’ll find they are also portable – 
you can optionally choose to have printed course guides shipped to you because we know you know that 
being chained to a computer or stuck at your office to take an online class is not always the most 
convenient method or the best way for you to grow and implement your learning.  Your schedule 
requirements are ours, too.  So, you have an unlimited amount of time to complete a course once you 
enroll.  That’s right – there is no “limited time access” to courses at Prodevia Learning.  You can take as 
much time as you need to complete your course; we’ll always be here to help you when and where you 
need it. 
Prodevia Learning is committed to helping you achieve the goals that are important to you in your career: 
 Build stronger project methods and plans, and execute them with more success 
 Get more done in less time because you aren’t spinning your wheels 
 Develop and maintain constructive partnerships with your customers 
 Build respect among all of your stakeholder groups as someone who can get things done 
 Create a competitive advantage for yourself within your organization and industry 
If you want to develop the expertise you need to have the kind of success in project management that you 
want to achieve, then you can trust Prodevia Learning to help you to get there. 
Learn more at www.prodevia.com. 
 



 

 
The Professional Project Executive™ (PPE™) Certificate Program 
A Practical Certificate Program for Experienced Project Managers. 
Every course in our catalog brings practicing project managers one-step closer to being recognized as a 
Professional Project Executive (PPE) while earning valuable recertification credit for professional 
designations. Convenient and affordable, the Professional Project Executive Program provides an 
opportunity to expand your skills as you work toward your PPE at the same time that you earn PDU credit 
for professional designation earned by the Project Management Institute (PMI)®.  
Designed to complement existing process-centric PM certifications the Professional Project Executive 
reflects a commitment to developing the practical and critical skills required to manage a project 
successfully. The experience gained through the PPE Program provides balance to hard-earned PM 
certifications that focus more on process than practical application. The skills developed through the PPE 
Program are globally recognized and applicable across industries. 
The Professional Project Executive curriculum has been developed by bringing together the most 
respected thought leaders in the industry; practitioners that are recognized as the experts and founders of 
their specific disciplines.  Prodevia Learning is the only provider that offers these practical and diverse 
courses from the best names in the business on your schedule and without the financial or schedule 
strain of traveling to attend these popular sessions at on-site seminars and conferences.  Earn more and 
learn more with the Professional Project Executive Program from Prodevia Learning. 
How to Earn Your Professional Project Executive (PPE)  
Requirements are simple; complete any combination of 120 credit hours from our catalog to earn your 
Professional Project Executive Certificate.  Choose the courses that fit your professional development 
goals through our diverse course catalog.  The 120 hours required to earn the PPE represents the 
equivalent of a three-week, full-time educational program of study from the most trusted experts within the 
project management community of practice. 
The PPE curriculum remains current and relevant through the addition of new courses developed by 
leading experts to address the growth and advancement of the project management practice. 
Be a better project manager, starting today! 
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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 25 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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Completion Checklist 
 

Module 1  Preface  Out of the Darkness 
Read and Study 
Review Questions 
Module 2  Introduction  Into the Light 
Read and Study  
Review Questions 
Module 3  Developing a Quantum Mind-set for an eXtreme Reality 
Read and Study  
Review Questions 
Module 4  The eXtreme Model for Success 
Read and Study  
Review Questions 
Module 5  The eXtreme Project Manager’s Role 
Read and Study  
Review Questions 
Module 6  Essential Practices for Leading an eXtreme Project 
Read and Study 
Review Questions 
Module 7  Leading the eXtreme Team 
Read and Study 
Review Questions 
Module 8  eXtreme Stakeholder Management 
Read and Study 
Review Questions 
Module 9  Introduction to the Flexible Project Model 
Read and Study 
Review Questions 
Module 10  Visionate: Capturing the Sponsor’s Vision 
Read and Study 
Review Questions 
Module 11  Visionate: Establishing the Collective Vision 
Read and Study 
Review Questions 
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Completion Checklist (continued) 
Module 12  Speculate: The Planning Meeting 
Read and Study 
Review Questions 
Module 13  Speculate: Post-planning Work 
Read and Study 
Review Questions 
Module 14  Innovate: Learning by Doing 
Read and Study 
Review Questions 
Module 15  ReEvaluate: Deciding the Project’s Future 
Read and Study 
Review Questions 
Module 16  Disseminate: Harvesting the Payoff 
Read and Study 
Review Questions 
Course Completion 
Complete course through the Course Completion tab at www.prodevia.com 
Submit PDUs to the Project Management Institute 
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A Note from Doug DeCarlo 
So what’s with the drum I’m carrying?  Each project develops a rhythm of its 
own as it goes along.  In my Workshops and Keynote Addresses, I use my 
African drum to bang out the blending of different beats, tempos and sudden 
changes that characterize an eXtreme project.  The role of the agile project 
manager is to lead the beat.  This course shows you how to do just that. 
But, let’s face it. Many of you who signed up for this Course are motivated 
by the need to fulfill your PDU (Professional Development Units) quota.  
Others are looking for a break from the gamut of standard-fare project 
management course material.  Still others are drawn here by the necessity 
to try something different because you realize that the project management 
you were taught (or are being told to use) simply does not work well in 
dynamic project environments. 
But no matter what brought you here, one thing for certain is: you are here 
now.   
So, congratulations!  Because realize it or not, you have placed yourself in the Vanguard of project 
management. You have made a career-enhancing move. Yes, you are among a fast-growing legion of 
thousands of project managers, sponsors and team members around the planet who are learning and 
applying agile project management practices and who are succeeding in delivering value in ways that are 
elusive to traditional project managers. 
Many of you will take this Course by the horns and run with it. Great! 
I also know that some of you will read the material, pass the exam, get the certificate and the PDUs and 
then go back to business as usual.  To those, I remind them of an important saying, “To know and not do 
is not to know at all.”  I would ask you to think about a new definition for PDU:  Practice Daily Until.  Until 
what? Until you master this stuff.  It’s not that hard.  It’s just different.  Most importantly, you stand to 
make a big difference for yourself and for others.  That’s because I’ve developed this Course to help 
create project management heroes and heroines.   
You now have access to the same proven leadership practices and tools that I teach in my eXtreme 
Project Management Workshops.  If you diligently complete the two core exercises I prescribe in this 
Course, you will be well along to becoming a master at managing projects in the agile way of doing 
things.  Your success will in turn will create eXtreme project management envy.  Others will want to know 
how to replicate your success. 
Here’s to leading the beat.  
 
Doug DeCarlo 
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Course Objectives 
The overall purpose of this course is to provide you with the insights, agile leadership practices and 
essential tools for succeeding on projects that feature high change, high speed, high uncertainty and high 
stress.   
By the end of this course, you should be able to: 
 State the key differences and similarities between traditional project management and eXtreme 

project management worldviews and practices 
 Describe when to apply traditional or eXtreme project management approaches or a combination of 

both 
 Explain why applying a Quantum worldview rather than the Newtonian mindset is critical for success 

on eXtreme projects 
 Define the role and responsibilities of the successful eXtreme project manager 
 Explain winning leadership practices for gaining and sustaining commitment to your project’s mission 

including: 
o The 4 Project Accelerators for unleashing motivation and innovation 
o The 10 Shared Values for establishing trust and confidence in the ability to succeed 
o The 5 components of the Flexible Project Model: Visionate, Speculate, Innovate, Re-

evaluate and Disseminate 
 All course objectives’ outcomes can be measured through end-of-module review questions and an 

end-of-course assessment. 
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Course Overview 
The Genesis of this Course 
This is a how-to, hands-on Course that is based on the work of Doug DeCarlo (www.dougdecarlo.com).  
Since 1990, Doug has trained over 250 project teams from around the world on how to succeed on a 
wide range of projects ranging from eXtreme to relatively stable endeavors. 
In preparing this Course material, Doug has distilled his years of experience into a set of essential and 
proven leadership practices and tools for succeeding on projects that feature high speed, high change, 
high complexity and high stress.  The leadership practices and tools that you will learn have passed the 
test of time and have been captured in Doug’s widely acclaimed book, eXtreme Project Management: 
Using Leadership, Principles and Tools to Deliver Value in the Face of Volatility.  
This Course is build from that book which accompanies this course.   The book contains all the material 
presented here, plus a wealth of additional material that is outside the scope of this Course:  Self-
Mastery, Real-Time Communication and an Executive Briefing on the subject of creating an Agile 
Organization.  Once you have completed the Course, you may refer to Doug’s book to supplement your 
knowledge. 

The Roots of eXtreme Project Management 
eXtreme Project Management is sits squarely on the foundation of well-accepted core practices that 
underpin the entire agile project management movement. These practices have been promulgated by the 
Agile Project Leadership Network (www.apln.org) and are documented in what is known as the 
Declaration of Interdependence (DOI) of which Doug DeCarlo was one of the originators.  The DOI is a 
worldwide standard for agile project management. 

Declaration of Interdependence 
 We are a community of project leaders that are highly successful at delivering results. To achieve 

these results: 
 We increase return on investment by making continuous flow of value our focus. 
 We deliver reliable results by engaging customers in frequent interactions and shared ownership. 
 We expect uncertainty and manage for it through iterations, anticipation, and adaptation. 
 We unleash creativity and innovation by recognizing that individuals are the ultimate source of value, 

and creating an environment where they can make a difference. 
 We boost performance through group accountability for results and shared responsibility for team 

effectiveness. 
 We improve effectiveness and reliability through situationally specific strategies, processes and 

practices. 
Many taking this course will have a special interest in project management applied to agile software 
development.  The principles of agile software development are very much a part of eXtreme Project 
Management which incorporates each of the fundamental values espoused by the Agile Software Alliance 
which are expressed in the Agile Manifesto that has become a worldwide standard.  
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Agile Manifesto 
 We are uncovering better ways of developing 
 software by doing it and helping others do it. 
 Through this work we have come to value: 
 Individuals and interactions over processes and tools 
 Working software over comprehensive documentation 
 Customer collaboration over contract negotiation 
 Responding to change over following a plan 
That is, while there is value in the items on the right, we value the items on the left more. 

What is eXtreme Project Management? 
eXtreme project management is a proven set of agile leadership practices and tools for delivering 
business value on projects that feature high speed, high change, high complexity and high stress … in 
short, for succeeding on projects that have a high uncertainty factor.  Under conditions of high 
uncertainty, the need for agility is paramount.   

Why eXtreme Project Management? 
Despite the level of change and uncertainty project manages face, there nonetheless increasing pressure 
on project teams to deliver business value.  That’s because more and more, senior managers are viewing 
each project as a business. As a result, they expect a payoff despite the circumstances.  And if there is 
no payoff to be gotten, they want to know early enough to stop the venture before it becomes a financial 
train wreck.  Those same managers, including project sponsors, are also looking for greater predictability 
in the face of volatility throughout the project life cycle. 
Propelling the need for agile project management approaches is the fact that traditional project 
management has repeatedly fallen short in the face of volatility.  Although many are still attempting to 
force fit traditional project management methods to high-change, high-speed environments, many are 
giving up the ghost.  Not because there is anything wrong with traditional project management, but simply 
because it has its own special place and always will for projects that have a low uncertainty factory.   
Truth be told, both eXtreme and other forms of agile project management are and will co-exist alongside 
mainstream approaches. 

Who is this course is for? 
There are no perquisites for taking this Course.  Whether you are a first time project manager or a 
degreed professional project manager, you are all on a level playing field.  The agile leadership practices 
and tools featured in this Course have been applied to a wide variety of projects from small to large 
including: information systems design and implementation, process reengineering, software development, 
drug development, continuous improvement, new product development and launches, sales development 
among others. 
This Course is also a good fit for individual team members who have to plan and manage their own sub-
project within the larger project.   
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What is Agility? 
The term agility has a very special meaning for this Course which was summed up best by Jim Highsmith 
(2002): “Agility is ability to both create and respond to change in order to profit in a turbulent business 
environment.” (p.29) This Course provides you with the tools and leadership practices to do just that. 

What’s covered? 
This Course equips the project manager with the essential practices and tools to succeed in high-change 
project environments.  Specifically, this Course covers: 
 The forces that have given birth to eXtreme projects and have created the new paradigm for 

succeeding in project management.  These underlying forces and new paradigm are explained in the 
two opening Modules entitled Out of the Darkness and Into the Light. 

 An overview of the eXtreme Project Management model for success.  This will give you the big 
picture of the eXtreme project management framework.  The details will come in later Modules.   

 A description of the Quantum mindset that is necessary for today’s project managers to embrace.  As 
will be shown, the Quantum mindset is the mirror opposite of the Newtonian mindset that is at the 
foundation of traditional project management.  

 The eXtreme Project Manager's special role 
 How to apply the essential practices for leading eXtreme Projects. These practices are critical for 

unleashing motivation and innovation as well building trust and confidence in project’s ability to 
succeed. 

 How to motivate the eXtreme Team and ensure that you have the right project sponsor 
 The keys to managing the conflicting interests of project stakeholders  
 All the components and tools that comprise the Flexible Project Model for keeping the project in 

control and delivering value each step of the way, from kickoff to project close. 
This Course also includes these important aids to help you to immediately apply agile project 
management practices: 

Project Prospectus™ 
The Prospectus is a template used by eXtreme Project Managers to capture and update vital information 
about their project.  The Prospectus is used as a dynamic tool to communicate the essentials of the 
project among the project sponsor, the project team and other key stakeholders.  A soft copy of the 
Project Prospectus in the form of a template is included on the CD that accompanies your Course. 

eXtreme Project Management on a Page 
This item serves as a succinct reminder of the essential leadership practices and tools that comprise 
eXtreme Project Management.  Pin this on your wall. 

The Flexible Project Model Overview 
This is another item for you wall: It serves as a checklist of the components that make up each element of 
The Flexible Project Model. 
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Module 1  Preface: Out of the Darkness 
This is a course about a new way – the agile way – to understand and manage the kind 
of projects that the world is throwing at us today. It is the result of an eight-year journey 
through frustration, failure, and discovery. Until 1996, I had been preaching the gospel 
according to TPM (traditional project management) as I knew it, and it wasn’t working. I 
had been so busy teaching and consulting that it had not dawned on me that the world of 
projects had changed and I hadn’t kept up. 

A New Breed of Project 
At the time, I was running into more and more projects that didn’t fit the mold I was 
brought up in. These new projects were chaotic. They featured high change, high speed, 
and high stress. They were expected to adjust continually to sudden competitive threats, 
new technologies, changes in government regulations, or late-breaking information about 
customer needs. Sometimes the project sponsor simply had a provocative idea that 
would require going back to the drawing boards (but wouldn’t allow the schedule to 
change). 
The stakes were high for many of these projects. They would have an important impact 
on how the organization did business — for instance, moving a line of financial products 
into a Web environment in order to give customers and prospects direct access. 
Many of these new breed projects were also politically charged: jobs would change or be 
eliminated, or sacred cows would be slain. They tended to create winners and losers. Not 
only were such projects organizationally complex, they were often technically complex as 
well, being built around new technologies. 
On top of all this, more and more projects I encountered were dependent on 
geographically dispersed teams, making communication difficult and loyalty to the project 
a major challenge. Within this setting, I was confronted with client organizations that 
practiced project du jour, launching more projects than could ever be staffed. People 
were spread thin, and project managers were left in the lurch. 
Adding fuel to the fire, many projects did not have a strong business rationale behind 
them or a strong business sponsor who would champion the project and eliminate 
barriers. It is no wonder I saw project managers leading lives that vacillated between 
quiet and frantic desperation. The impact of all this was high risk, high failure rates, 
chronic crunch time, and poor quality of life both on and off the job. 
Why would anybody want to live this way? 

More of the Same Doesn’t Work 
Under these circumstances, how does one succeed? I thought the answer was to 
promote more and better planning, so that’s what I preached and taught. Yet, no matter 
how well thought out the plan, it would be obsolete as soon as the client hit the Print key. 
I learned that software packages for planning and scheduling projects were excellent 
tools for writing fiction. 
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In a desperate attempt to control the uncontrollable, I had jumped on the bandwagon and 
became a big proponent of putting in place more robust project management 
methodologies. I advocated the use of more templates, more control procedures and 
policies, and conformance to strict standards, all in the hopes of getting a grip on these 
difficult projects. But as I found out, all this bureaucracy backfired. It simply added more 
documentation and paperwork and effectively put an already energy-starved project in a 
straitjacket, if not a coma. 
I wasn’t alone in this lunacy. I witnessed project offices that would, with the best of 
intentions, bring in new methods, templates, and software tools in their effort to bring 
order to chaos. Bureaucracy and monumental methodologies abounded in a futile 
attempt to gain control over chaos, but they served only to stifle innovation and 
adaptability. Things were getting worse instead of better. 
Organizations realized something still wasn’t working. The answer that they came up with 
usually turned out to be project management training. People would be sent off en masse 
to training and certificate programs in the hopes of teaching them how to corral these 
renegade projects. This made little impact as far as I could see. 
Despite the chaos and uncertainty surrounding these projects, management wanted to be 
able to turn on a dime and at the same time demanded that project managers provide 
accurate projections. While all this was happening, everybody was losing sight of the 
bottom line. Projects that were brought in by the due date either missed the intended 
customer need or if they did meet it, there was no way the project would give a 
satisfactory return on the investment. In the panic to deliver something, people had lost 
sight of the main idea: the purpose of a project is to make money. 
In the process, people were working fifty- to sixty-hour weeks, burning out. A better 
quality of life seemed inconceivable. 
I had been conditioned by traditional project management dogma and therefore kept 
looking at the world through the wrong lens: I was trying to force-fit projects and the world 
into my passé paradigm. It was an insurmountable task. Looking back, I can see the face 
of realty watching in amusement and at times even laughing hysterically at our futile 
attempts to get it to obey our grandiose plans and elaborate control procedures. 
I had failed to notice that a new breed of projects had been born: eXtreme projects. 
These eXtreme projects disobeyed the classical TPM model whether I liked it or not. 

Searching for New Answers 
I began to discuss my observations with clients and colleagues. The breakthrough came 
when I finished reading Ralph Stacey’s book, Managing the Unknowable (1992). A week 
later, I had a series of catalytic insights, revelations that would change everything: 
1. Traditional project management is about managing the known, but eXtreme project 

management is about managing the unknown. 
2. You don’t manage the unknown the same way you manage the known. 
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3. No matter what I did, I wasn’t going to change the circumstances surrounding the 
new breed of projects. Nobody was going to. Reality rules. 

4. To succeed, I had to adapt. 
As my eyes opened, I began to see reality for what it was. I soon found that I wasn’t 
alone. I just thought I was. I learned that reality was also whispering in the ears of many 
others, and they too were beginning to awaken. I used my workshops and keynote 
speeches in the United States and Canada to search out project managers who were 
looking for new answers. Here and there I found project managers who were gaining the 
courage to start throwing out the old rules and tools. They worked in a wide variety of 
industries (pharmaceutical, biotech, manufacturing, federal and state government, 
insurance, finance, health care, food and beverage, construction, entertainment) and 
were applying eXtreme project management principles to many types of projects 
(software development, e-commerce, process reengineering, new product development, 
business mergers, information technology rollouts, telecommunications installations, 
sales generation and organizational change initiatives.) 
Reality was also whispering to members of the project management establishment, gurus 
such as Jim Lewis and Bob Wysocki, who were beginning to question the effectiveness 
of traditional methods applied to new breed projects. Harvey Levine, a renowned expert 
in the use of project management tools and former president of the Project Management 
Institute, sent me an e-mail in which he admitted to throwing up his hands. “I’m engaged 
in mental gymnastics about what to do about project environments that do not allow for 
the highly structured approaches of traditional project management.” Levine then went on 
to address this quandary in his recent book: Practical Project Management: Tactics, Tips, 
and Tools (2002), where he describes methods of applying traditional project 
management concepts in simplified ways that cut to the chase and do not require a full-
blown project management culture and infrastructure. 
No, I wasn’t alone. The Cutter Consortium, a prestigious information and consulting firm 
for information technology professionals, invited me to join what is now known as their 
Agile Project Management practice. The practice consists of luminaries in software 
development who, under the leadership of Jim Highsmith, have joined together to 
reinvent project management practices to meet the challenges of today’s change-driven, 
fast-paced information systems projects. 
Even the construction industry, the bastion of traditional project management, was getting 
the word. In "Reforming Project Management: The Role of Lean Construction," authors 
Gregory Howell and Lauri Koskela hold nothing back. They open their paper with these 
words: “Project management as taught by professional societies and applied in current 
practice must be reformed because it is inadequate today and its performance will 
continue to decline as projects become more uncertain, complex and pressed for speed. 
Project management is failing because of flawed assumptions and idealized theory.” 
Encouraged by the turning of the tide, if not a sea change, I turned my journey to reinvent 
project management by looking at it as a problem to be solved: how does one keep an 
eXtreme project in control and deliver bottom-line results in the face of volatility and still 
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maintain an acceptable quality of life on and off the job? This course shows you how to 
do this. 
In solving the problem, my workshops and clients became my laboratory. Both venues 
enabled me to test new approaches and get instant feedback. I fine-tuned the Modules 
learned from one engagement for the next one and introduced them into my workshops 
as well. Like an eXtreme project, my model, set out in this course, was undergoing 
constant change. It still is. After all, in the world of extreme projects, little stands still. 
eXtreme project management is for everyone. Its practices and tools can be used on any 
project because it strips away all nonessential project management ceremony. I have 
been gratified to learn that more and more people have been applying the principles and 
tools covered in this course to manage traditional projects in a more agile way… projects 
that have been overburdened with excess methodology and documentation. 
eXtreme projects level the playing field. This course is for everyone who touches an 
eXtreme project. Everyday-business managers are now finding themselves leading, 
sponsoring, or participating on eXtreme projects. Projects are becoming part of their real 
job. And project management is becoming a survival skill. 
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Review Questions 
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  
1. What are the major characteristics of today’s “new breed projects?” 
2. What had the author failed to notice in his attempts to help clients to better manage 

eXtreme projects? 
3. What were the “catalytic insights” that caused a fundamental change in how the 

author saw the world of project management? 
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Module 2  Introduction: Into the Light 
The world of project management has changed radically, totally, and irreversibly. It is not 
just that today’s projects don’t share even a family resemblance with yesterday’s 
initiatives. It is that the world in which projects are managed has changed irrevocably.  
 Requirements can change overnight.  
 The project can involve new technology and new methods that no one had tried 

before.  
 The deadline may be half the normal time.  
 Quality of life during the project is likely to be nonexistent.  
 Halfway through the project, the customer suddenly decides he wants something 

else. 
 The environment surrounding the project is chaotic and unpredictable and it is 

changing discontinuously.  
Under these conditions, innovation is at a premium. And this environment is becoming 
the norm 

How eXtreme Projects Are Different 
Traditional Project Management (TPM) is about managing the known. eXtreme Projects 
Require Managing the Unknown.  A major difference between a traditional project and an 
eXtreme project has to do with the level of predictability surrounding the undertaking.  For 
an eXtreme project, not only is change the norm, change is the project. 
eXtreme Projects are chaotic and messy.  An eXtreme project is messy. That’s reality. 
Reality happens while plans are being made, and it can’t be changed. It has a mind of its 
own. Reality rules. All we can change is how we respond to it.  
eXtreme projects require speed and innovation.  With constantly changing requirements, 
rapidly evolving technology, and a competitive landscape that shifts daily, eXtreme 
projects move forward at high speed. They typically involve time lines that seem 
impossible to meet. If you take the time to plan each step of the way carefully, the project 
will usually be irrelevant by the time you are done. 
Innovation is critical for eXtreme projects. In fact, it is more than critical; innovation is 
what eXtreme projects are all about. In the extreme sense of the word, innovation means 
more than coming up with new or breakthrough products and services. It also includes 
coming up with innovative processes and methods to manage the projects that turn out 
those winning products and services. A lousy process usually results in a lousy project 
deliverable. 
eXtreme projects require just-in-time planning.  An eXtreme project is a process of 
discovering what is truly wanted and what works through trial and error. It’s not unlike a 
heat-seeking missile in search of a moving target. The eXtreme project is self correcting: 
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team members need to make frequent, decisions at the local level in the light of rapidly 
changing requirements or circumstances. 
In contrast, the goal of traditional projects is to produce the planned result and do so with 
efficiency by minimizing variances to the original plan. Optimization and efficiency are the 
goal. The project team drives toward the planned result by following prescribed 
procedures and policies often involving elaborate control measures. 
Rigorous change management practices are enforced in order to achieve efficiency and 
be true to the original baseline. When applied to an eXtreme project, the traditional 
approach is the equivalent of attempting to drive full speed ahead on an expressway by 
navigating through the rear-view mirror. 
In the case of an eXtreme project, which by nature is messy, we are focused not on 
efficiency but on effectiveness. We want to produce the desired result, which may bear 
little resemblance to the original target.  

Ready, Fire, Aim 
A traditional project looks like a waterfall, representing neatly cascading, sequentially 
flowing Gantt charts (Figure 2.1). It is well suited for traditional construction and 
engineering projects and others that have a well-defined, concrete goal and a proven 
path to get there. The shutdown process for a nuclear power plant and the project to put 
up a new McDonald's restaurant are well represented by the waterfall model (Figure 2.1). 

Figure 2.1 – A Waterfall Model 
In contrast, eXtreme projects, characterized by changing requirements, dead ends, 
unpredictability, messiness, speed, and innovation, do not fit the waterfall model. An 
extreme project looks more like a piece of spaghetti (Figure 2.2). 

Figure 2.2 – An Extreme Project 
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eXtreme Project Defined 
An extreme project is a complex, high-speed, self-correcting venture during which 
people interact in search of a desirable result under conditions of high uncertainty, high 
change, and high stress. 
Traditional projects follow the classic model of ready, aim, fire. In contrast, on eXtreme 
projects, we shoot the gun and then attempt to redirect the bullet. This suggests that we 
apply a different approach to planning and managing an eXtreme project, one that is 
change tolerant and adaptable, or, as some pundits like to say, agile. 

How eXtreme Project Management Is Different 
 Traditional project management is past oriented. eXtreme project management is 

future oriented.  
 Traditional project management tends to make people the servants of the process. 

eXtreme project management makes the process the servant of people.  
 Traditional project management is about centralizing control of people, processes 

and tools. eXtreme project management is about distributing control. 
 Traditional project management is primarily about managing. eXtreme project 

management is more about leading.  

Changing the Paradigm 
For today’s high-speed, change-driven projects, the traditional world of project 
management belongs to the past. The paradigm must shift. Any company that doesn’t 
make that shift is sure to be lost in the rush. Consider the realities of today’s business 
environment and where eXtreme project management fits into the picture (Figure 2.3). 
The two quadrants on the left of the figure represent the world of traditional project 
management, a discipline that was born out of the construction and engineering 
industries. Here, the approach to project management was closely aligned with the 
Newtonian world of science and physics. The Newtonian worldview is based on 
determinism and reductionism, a paradigm that says the world can be dissected into a 
predictable set of cause-and-effect relationships among the parts.  
In the land of eXtreme projects, the plan is not a prediction. And unlike in the Newtonian 
world, eXtreme projects obey the laws of the new science: the world of quantum physics, 
self-organizing systems, and chaos theory. 
A new mind-set is needed to succeed on extreme projects. I call this the quantum mind-
set, which is based on the reality that change is the norm. eXtreme project management 
is the vehicle that puts the quantum mind-set to work. It enables its practitioners to keep 
projects in control in the face of volatility, while providing value to the customer each step 
of the way.   



eXtreme Project Management 
Module 2 – Introduction: Into the Light 

www.prodevia.com 
22 

TraditionalProject Management
eXtreme ProjectManagement

Speed & Uncertainty

Change during the project

ChaoticProjects

Rapid DevelopmentProjects

Low High

High

TraditionalProject Management
eXtreme ProjectManagement

Speed & Uncertainty

Change during the project

ChaoticProjects

Rapid DevelopmentProjects

Low High

High

TraditionalProject Management
eXtreme ProjectManagement

Speed & Uncertainty

Change during the project

ChaoticProjects

Rapid DevelopmentProjects

Low High

High

Figure 
2.3 – Project Management in Today’s Business Environment 
I describe the quantum mind-set in full in the next module. 



eXtreme Project Management 
Module 2 – Introduction: Into the Light 

www.prodevia.com 
23 

Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  

1. What are some of the major differences between an eXtreme project and a 
traditional project? 

2. How is eXtreme project management different from traditional project 
management? 
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Module 3  Developing a Quantum Mind-set 
for an eXtreme Reality 

We are facilitators of disorder. 
--Margaret Wheatley, Leadership and the New Science 

 
Just like a software package, our brains come with default settings; that is, a mind-set. By 
mind-set, I mean a set of beliefs and assumptions about how the world works. This is our 
internal programming.  
Unlike the Newtonian cause-and-effect mind-set and related attributes, eXtreme project 
management recognizes that although goals are achievable, how we get there is 
unpredictable. Hence, adaptability and agility is more important than predictability. And 
since outcomes are not predicable, this paradigm shift in mind-set opens the door to 
applying the right-brained principles of quantum mechanics to project management.  
 
 
 
Quantum mechanics is the study of motion in the subatomic realm. This domain deals 
with unpredictability and the forces and laws that lie beneath and beyond the physical 
world. The Newtonian world is about predictability and how the physical world works. The 
quantum world is about patterns and probability and how the subatomic world of particles 
and energy work. 

Self-Diagnostic Tool 
Which of the two mind-sets, Newtonian or quantum, represents your predominant 
worldview? Let’s take a look at how you’re wired. Does your brain default to Newtonian or 
to quantonian? 

Your Belief System 
Your belief system represents your view of how the world works. For each row, circle the 
phrase that best describes you using Table 3.1.  If most of the items you circled fall under 
the Newtonian mind-set, you may have trouble coping with eXtreme projects. Even if you 
are predominantly Newtonian by temperament, no need to despair: by applying the 
principal and practices contained in this course you will be managing and leading in a 
quantum-like style. You will develop agility ability.  
 
 
 
 

For an excellent treatment of right-brained project management see Mike Aucoin’s 
book, Right-Brain Project Management and his corresponding Prodevia Learning 

course, Creative Leadership for Project Teams. 
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Table 3.1 – Scoring Your Belief System 

Your Management Style 
Your management style reflects how your belief system translates into how you do your 
job. As a project manager running an eXtreme project (or if you are a project customer, 
sponsor, or senior manager), which of the two hats do you wear most of the time? For 
each question, decide whether you wear hat A or hat B (See Table 3.2). 
If you are wearing a Newtonian hat and using a Newtonian compass to navigate your 
way through a quantum world, you are likely to feel frustrated and under stress most of 
the time. You will not be at ease. You will suffer from dis-ease, namely, Newtonian 
neurosis. 
Now, what about your organization? If you were applying the above diagnostic tool to 
assess your organization, what is its predominant mind-set? Even if you personally have 
a quantum belief system and wear a quantum management hat, it is likely that your 
organization is thoroughly Newtonian in its belief system and management approach. Is 
this a cause for despair? Does this mean that your eXtreme project is dead out of the 
starting gate? Not at all. As we discussed earlier, reality happens. eXtreme project 
management does not try to change reality; rather, it works to deal with it. The eXtreme 
project management model presented in this book is specifically designed to help you 
keep your project in control and deliver value in the face of volatility.  And this is exactly 
what Newtonian-minded organizations really want (except that traditional practices don’t 
achieve it when it comes to eXtreme projects). 

Relax controls to increase the feeling of security.  Add rigor to the process to increase the feeling of security.  

We should welcome change. We can minimize change. 
Murphy’s law rules. It’s controllable. 

Uncertainty reigns. The world is linear and predictable. 

Quantum Mindset  Chaos is the norm Newtonian Mindset  Stability is the norm 
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A. Newtonian Hat B. Quantum Hat 

1. My job as a project manager is to: 
A. Deliver on the planned result B. Discover the desired result 

2. The best way to do this is to: 
A. Use the plan to drive results. B. Use results to drive planning 

3. My preferred approach is to: 
A. Aim, Aim, fire B. Fire. Then, redirect the bullet 

4. I always try to: 
A. Keep tight control on the 

process B. Keep the process loose 

5. When things start to slip out of control, I try to: 
A. Establish stronger procedures 

and policies 
B. Agree on guidelines, principles 

and values 
6. When the project goes off course, I: 

A. Correct to the original baseline B. Correct to what’s possible 
7. I see my role as a: 

A.  Task master B.  Relationship manager 
8.  A successful project: 

A. Gets its right the first time B. Gets it right the last time 
Table 3.2 – Your Management Style 

You Need Both 
eXtreme projects call for a predominantly quantum mind-set and quantum hat. Traditional 
construction and engineering projects and other waterfall-like, predictable endeavors do 
very well with the Newtonian approach. But you can’t manage the unknown in the same 
way that you manage the known. To be successful in managing the apparent chaos of 
eXtreme projects, it is fundamental that one’s belief system and management style be 
consistent with the quantum reality. If your system and style are not, you need to fake it 
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until you make it. Act as if. Subsequent Modules in this course will show you how. Your 
ability to succeed on an eXtreme project that is organizationally complex requires it. 

It’s Jazz, Not Classical Music 
eXtreme projects are like jazz. To the unaccustomed ear, jazz might appear to be 
random and chaotic, but it is not. There is a framework, and the jazz musician has a lot of 
room to improvise within it. Jazz is not ad hoc. Nor is eXtreme project management, as 
many mistakenly believe. 
Traditional projects are more like classical music. They are well orchestrated and 
directed. You stick to the score, or the conductor will tap his baton at you. Some 
organizations are beginning to see the light. They recognize that ultra-demanding 
projects get bogged down with heavy-duty methods and too many templates, best 
practices, and policies. Their response, though, is to take a traditional, heavyweight 
methodology and scale it down. But that doesn’t work. eXtreme project management is 
not traditional project management on a crash diet. Moving back to the music metaphor, 
if you left out the percussion section and violins from a classical music performance, the 
piece would remain classical music because the mind-set and the rigor remain intact (just 
on a smaller scale).  

Toward Peaceful Coexistence 
I’m not saying that there is no place for the rigor of traditional or Newtonian principles on 
an eXtreme project. There are parts of eXtreme projects that absolutely require rigor, 
such as software testing procedures or the execution of a scientific experiment. Both the 
Newtonian and quantum worldviews are necessary. But to succeed on an eXtreme 
project, the venture is far better served when the predominant mind-set is quantum. This 
means that you need to use both the left and right sides of the brain and know when to 
use each. eXtreme projects are primarily quantum, right brain endeavors. (Think of it this 
way. Your right hand may be your dominant hand, but that doesn’t mean you tie your left 
hand behind your back. Don’t park your right brain at the door either.)  
There is nothing inherently wrong or right with either Newtonian or quantum principles. 
Which to use depends on the circumstances. The same knife that can be used in surgery 
to save a life can also be used by a thug to take a life. 
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Review Questions 
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  

1. What are the major differences between the Newtonian and Quantum worlds of 
science? 

2. Why is it important to understand your own world view as being predominately 
Quantum or Newtonian? 

3. eXtreme projects are more like jazz.  Traditional projects are more like classical 
music.  Explain. 

.   
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Module 4   The eXtreme Model for Success 
Simple clear purpose and principles give rise to complex intelligent behaviors.  

Complex rules and regulations give rise to simple, stupid behaviors. 
--Dee Hock, "Institutions in the Age of Marketing" 

The fundamental task of leaders is to prime good feelings in those they lead. 
--Daniel Goleman, Richard Boyatzis, Annie McKee, coauthors of Primal Leadership 

 
eXtreme project management is an agile way of thinking and acting that’s appropriate to 
projects that live under the special conditions of high turbulence, high change, and high 
uncertainty. It is about maintaining control and delivering value in the face of volatility.  

Do you have an eXtreme Project on Your Hands? 
To find out, simply calibrate your project using Table 4.1.   

Table 4.1 – When to Use Traditional or eXtreme Project Management 
In the table, the term organizational complexity refers to the number of various 
stakeholder groups and the political sensitivity of the project.  If your project comes in at 
5.0 or higher, my rule of thumb is that you are in the eXtreme zone. 

Two Keys to Success 
Success requires adopting a quantum view of the world, a mind-set that is compatible 
with and thrives on constant change and innovation. By choosing a change-tolerant mind-
set, you are choosing a worldview that is in sync with chaos and unpredictability and one 
that puts the emphasis on people and interactions more so than on processes and tools. 
By choosing the quantum mind-set, the first key, you have taken the first big step to 
succeed. 
The other key success factor is to be able to gain and sustain commitment to the project 
mission under conditions that are turbulent and complex—those that feature high speed, 
high change, and high uncertainty. 
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And how are these two challenging feats accomplished? Previously Margaret Wheatley 
gave us a hint: she said that managers and leaders are “facilitators of disorder.” How do 
we facilitate disorder? Dee Hock and Daniel Goleman et al provide the two secrets to 
success: 
Secret 1: Give people the latitude to put their intelligence to work. 
Secret 2: Focus on managing the emotional well-being of the endeavor.  

Figure 4.1 – The Path to Success 
For the project manager, this means facilitating the flow of emotions, thoughts, and 
interactions in a way that produces a valued outcome (Figure 4.1).  This model implies a 
different way of looking at a project. 

What is a Project? A New Definition 
Here is the official definition of a project as appears in the Project Management Body of 
Knowledge (PMBOK® Guide), a standard espoused by the PMI: "A project is a 
temporary endeavor to create a unique product or service." 
This is a technically correct, but it is a lifeless and sterile definition of a project. It fails to 
capture the dynamics—the motion and emotion—of what a project is all about. It’s devoid 
of the human element. Contrast it with this new, people centered definition: "A project is a 
localized energy field comprising a set of thoughts, emotions, and interactions continually 
expressing themselves in physical form." Let's look at what this means. 
Energy is the capacity for doing work. This means the higher the quality of thoughts, 
emotions, and interactions, the greater is the capacity for doing work. When the energy 
field is toxic, that is, filled with negative emotions, people’s capacity to do work is 
compromised and reflects itself in project deliverables (physical forms) that miss the mark 
entirely or are eschewed by customers. 
By localized, I mean that a project has a beginning and end point. This is nothing new 
and lines up with the PMBOK® definition. What is new is that I’m suggesting that a 
project is a living thing that is organic and fluid. The noted author of several project 
management books, Jim Lewis, is fond of saying, “Projects are people.”  
 
Note: PMBOK is a registered mark of the Project Management Institute. 
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And how do people spend their time all day? Having thoughts and emotions and 
interacting. eXtreme project management is centered on and built around how people 
think, feel, and interact. 
Thoughts express themselves in the form of ideas, decisions, facts, data, and 
breakthroughs. When thoughts and emotions converge, they manifest in meetings on flip 
charts and in bar conversations as diagrams on napkins. They spring to life in the form of 
physical prototypes, pictures, memos, PowerPoint presentations, project plans, and 
project document and the final project deliverable. 
Emotions continually express themselves in physical and bodily form when people get 
angry or smile or when they whip off a sharp e-mail or when they go wild and celebrate 
victory the first time their experiment finally works. In contrast, traditional project 
management dwells on the mechanical (read Newtonian) side of things and pays lip-
service to the human side. Its body of knowledge is built on practices, procedures, and 
policies where people become servants of the process. Can we afford to dehumanize 
projects? Not in a quantum world. 
Interactions refer to the intricate web of communication that takes place as information, 
including thoughts and emotions, is exchanged among project stakeholders. When you 
look at a project’s output, you are seeing the sum total of people’s thoughts, emotions, 
and interactions embodied in physical form. 
A project, in sum, is a process throughout which thoughts and emotions take form. You 
can think of a project deliverable as being that which is in formation, that is, being formed. 
An important goal of eXtreme project management is to collapse the time it takes for 
thoughts, emotions, and interactions to manifest in physical form. 
Traditional project management has appended the human element to its body of 
knowledge. In contrast, eXtreme project management is based on the human element. 

What Is Project Management? A New Definition 
In the quantum view of the world, project management is the art and science of 
facilitating and managing the flow of thoughts, emotions, and interactions in a way that 
produces valued outcomes. 
The fundamental question in eXtreme project management is not how to build a better 
mousetrap. Rather, it is how to create an environment that will give birth to the best 
solution for catching mice. 
The energy field definition means that project management is first and foremost an 
interpersonal, people-facing business. It’s the creative and generative force behind 
valued outcomes. It includes, but is not primarily about, the flow of project documents and 
documentation and the application of project management tools and techniques.  
Projects are living, breathing things. They are people. They have moods. You can easily 
experience this for yourself. Think of several familiar projects and ask yourself, Which 
ones are in a good mood? Which ones are in a bad mood? When a project is in a bad 
mood, the flow of ideas is stifled, and the energy field becomes dense with a negative 
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charge. Interactions among stakeholders turn to gossip, complaining, criticism, fault 
finding, whining, and sabotage. 
The new definition of a project and project management shifts the emphasis and focus of 
the project manager away from the management of the project artifacts to that of creating 
an environment that fosters good thinking, positive energy, fluid communication, and 
robust collaboration. This is the lifeblood of successful eXtreme projects. Detoxify the 
soil, create a greenhouse, and the flowers will flourish. 

What is an eXtreme Project? 
An eXtreme project is a special kind of localized energy field (comprising thoughts, 
emotions, and interactions expressing themselves in physical form). It is a complex, high-
speed, self-correcting venture during which people interact in search of a desirable result 
under conditions of high uncertainty, high change, and high stress. 
Self-correcting is a key phrase. It recognizes that there are many variables and 
unknowns both internal and external to the project and the sponsoring organization. No 
one can keep track of them all. No one knows enough to direct everyone else. This is not 
the command-and-control school of project management. An eXtreme project cannot be 
regulated from top down. It can only be guided from above and managed from below as 
individuals, pairs, and groups of stakeholders continually make self-correcting 
adjustments as the project goes along while keeping in mind the desired project outcome. 
In search of a desirable result is another key concept. It means that an eXtreme project is 
a discovery process: both the content of the final deliverable and the path to get there will 
evolve throughout most of the project’s life. 

What is eXtreme Project Management? 
eXtreme project management is the art and science of facilitating and managing the flow 
of thoughts, emotions, and interactions in a way that produces valued outcomes under 
turbulent and complex conditions: those that feature high speed, high change, high 
uncertainty, and high stress. 
eXtreme project management contributes to success in three ways. First, it recognizes 
that you don’t manage the unknown and unpredictable in the same way you manage the 
known and predictable. It is agile because it makes it possible for continuous self-
correction to take place in real time. Second, it focuses on gaining and sustaining 
commitment to the project mission by instilling desire and confidence among key 
stakeholders. Third, it is much more than just a methodology or another set of software 
tools and templates: it takes an approach that is holistic, people centered, humanistic, 
business focused, and reality based. 
eXtreme project management is holistic. This is a holistic model that is built around an 
integrated set of tools and practices that accelerate performance on all three levels: 
individual, team, and organization. It includes methods, tools, and techniques, but unless 
these are firmly rooted in the fertile soil of the quantum worldview, they are about as 
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useful as tumbleweeds blowing across a barren prairie. Don’t fall into the tool or 
methodology trap. This is not fill-in-the-blanks project management. 
eXtreme project management is people centered. It puts emphasis on managing 
project dynamics, which means the interactions and communications among the project 
stakeholders, as well as their changing expectations.  Projects rarely fail due to the 
team’s inability to produce a deliverable that is technically sound.   
eXtreme project management is humanistic. It is based on the radical position that 
project success and quality of life are inseparable; that is, a satisfactory quality of life is 
planned into the project.  
eXtreme project management makes processes and tools the servants of people. It 
is ever mindful of the Sirens' call that lures people into becoming unwitting slaves to well-
intended but cumbersome methodologies, templates, and software tools that stifle 
motivation, innovation, and high-quality work and otherwise contaminate the project’s 
energy field, putting the endeavor in a bad mood. 
eXtreme project management is business focused. It recognizes that a project is first 
and foremost a business venture. The project team relentlessly focuses on delivering 
value early and often.   
eXtreme project management is reality based. It provides tools and methods that are 
practical and proven to work in project environments that feature constant change and 
high unpredictability.  

Who Holds a Stake in Success? 
If projects are people—their thoughts, emotions, and interactions—then relationship 
management becomes the main focus of eXtreme project management. On eXtreme 
projects, the key to success is other people. It’s stakeholder management, which means 
relationship management. It’s politics.  
Anyone who participates on a project or who is affected by the project (during or after 
completion) is a stakeholder. Stakeholders provide vital goods and services in many 
forms, including authority to do things, other projects you depend on, information, 
feedback, labor, cooperation, decisions, approvals, and advice. Other projects that 
depend on your project are also stakeholders. Stakeholders can also put up roadblocks 
and find subtle ways of sabotaging a project.  
In addition, there are organizational influences to contend with. If you work in a 
command-and-control culture, you will likely encounter little tolerance for collaborative 
decision making, a key ingredient for success on eXtreme projects. 
Because many eXtreme projects have high stakes and are organizationally complex, with 
impacts on multiple departments, systems, and processes, the size of the stakeholder 
community can be formidable. Managing their conflicting expectations is the biggest 
challenge facing eXtreme project managers. Later in the course I’ll go into more detail on 
the major stakeholder groups.  
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What are the Elements of the eXtreme Model for Success? 
To succeed on an eXtreme project requires gaining and sustaining commitment to the 
project mission through its life cycle. This is accomplished by applying the quantum mind-
set: to facilitate, lead, and manage the project according to a set of practices and tools 
that are compatible with change and uncertainty. These form the soft and the hard glue of 
eXtreme project management. 

The Model for eXtreme Project Management 

Figure 4.2 The eXtreme Project Management Infrastructure (see also Appendix B) 
This course covers the guts of eXtreme Project Management which can be divided in to 
these domains: 
 The eXtreme Project Manager’s Role 
 Essential Leadership Practices  
 Leading the eXtreme Team 
 eXtreme Stakeholder Management 
 The Flexible Project Model 
Here’s a preview of the model we will be working with. 

The 4 Accelerators 
The 4 Accelerators are practices for unlocking motivation and innovation.  They are: 
1. Make change your friend. 
2. Build on people’s desire to make a difference. 
3. Create ownership for results. 
4. Keep it simple. 
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The 10 Shared Values 
The Shared Values are practices for establishing the trust and confidence to succeed.  
They include: 
People Values 

1. People First 
2. Honest Communication 
3. Quality of Life 
4. Courage 

Process Values 
5. Client Collaboration 
6. Fast Failures 
7. Visibility 

Business Values 
8. Clarity of Purpose 
9. Results Orientation 
10. Early Value 

The Flexible Project Model 
The purpose of the Flexible Project Model is to deliver business value each step of the 
way. It does so by yielding up-to-date answers to the 4 Business Questions of eXtreme 
project management: 

1. Who needs what and why? 
2. What will it take to do it? 
3. Can we get what it takes? 
4. Is it worth it? 

The Flexible Project Model is iterative and consists of five elements:   
 Visionate: Understanding what we are doing and why 
 Speculate: Determining what it will take to do it 
 Innovate:  Generating results to learn if we can do what it takes 
 Re-evaluate:  Deciding if it is worth it to continue the project 
 Disseminate:  Releasing the deliverable and harvesting the business benefits 

Next we’ll take a closer look at the eXtreme project manager’s role. 
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Review Questions 
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  
1. The author refers to the “two secrets” for facilitating success when undertaking an 

eXtreme project.  What are these? 
2. Fill in the blanks for the following definition of a project.  A project is a localized 

energy field comprised of a set of ____________, ________________, and 
________________ continually expressing themselves in _______________   form. 

3. In the quantum view of the world, project management is the art and science of 
what?   

4. In looking at the people side of projects, what makes eXtreme project management 
different from traditional project management? 

5. In the definition of an eXtreme project, what is meant by the phrases “self-correcting” 
and “In search of a desirable result?” 

6. eXtreme project management is said to be “business” focused.  What does this 
mean? 

7. What is the biggest challenge facing eXtreme project managers? 
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Module 5  The eXtreme Project Manager’s 
Role 

We can convert energy from one form to another. 
--The Law of Conservation of Energy 

 
The overarching role of the eXtreme project manager is to gain and sustain commitment 
to the project mission.  Commitment is the energy that propels the project. Indifference 
and interpersonal conflict are energies that clog the project’s energy field and stop it in its 
tracks. 
The project’s energy field consists of the project’s content—the thing or service that is 
being created—and the context—the internal and external environments that surround 
the content. 

The Job of the eXtreme Project Manager 
Rob Thomsett (2002) stresses the importance of making the distinction between a 
project’s context and content. On eXtreme projects, success requires the integration of 
the business and political aspects with the technical aspects of the venture. The technical 
aspects deal with the project’s content: the product or service to be produced.  The 
business and political side has to do with the context (he surrounding environment) within 
which the product or service is being developed. Context management boils down to 
managing the expectations of stakeholders or, in other words, relationship management.   

Think of Your Project as a Flower Garden 
Another way of making the crucial distinction between context and content is to think of 
your project as a garden, an ecosystem made up of flowers, soil, and weather conditions. 
In this metaphor the flower is the content; the soil and the surrounding weather conditions 
constitute the context. Both the soil and weather are critical for the survival, growth, and 
quality of the flowers. If the soil is toxic or the weather is inhospitable, the flowers won’t 
live no matter how well they are tended. (This explains why palm trees won’t grow on the 
streets of Alaska.) 
 All of the contextual variables interact to form an overall attitude about the 
project. If the prevailing attitude (context) about the project becomes negative, any 
resultant flower will be perceived as a weed to be avoided or destroyed, with all the 
blame going to the farmer (also known as the project manager). 
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The Role of the eXtreme Project Manager
1.  Walk the Talk

 Live the 4 Accelerators
 Live the 10 Shared Values

2. Navigate the Political Landscape
 Get the sponsor you need to succeed
 Establish good relationships and working agreements with key 

stakeholders
 Ensure sponsor & critical stakeholders are continually aligned around 

the business case and the project’s Win Conditions
 Build win-win partnerships with suppliers
 Influence and lead without authority
 Negotiate (for people, $$, capital equip, time)

3. Generate Results
 Put the project management infrastructure in place (eXtreme Project 

Management process, tools, templates, real-time communication 
capability)

 Facilitate decision-making
 Demonstrate early and on-going results
 Ensure customer acceptance of interim and final project deliverables
 Track progress

4 Manage the Mood
 Turn a disparate group into a functioning unit
 Establish a working environment that empowers the team
 Continually eliminate everyday barriers to doing good work
 Find the WOW! factor (1)
 Facilitate the resolution of interpersonal conflict
 Recognize & reward individual & team behavior
 Coach & encourage

5. Ensure Business Value
 Maintain strategic (vs. task) orientation
 Focus on the business benefits
 Continually address the 4 Business Questions

(1) This is a term used by Tom Peters in his book, The Project 50  [Peters 
1999]. The WOW! factor is what will make the project exciting, memorable, 
impactful, even revolutionary. It unleashes the energy of people to want to 
participate.

Job Description 
The eXtreme project manager’s job is fourfold: navigating the political landscape, 
generating results, managing the mood, and ensuring business value (Exhibit 5.1). 

Exhibit 5.1 – The Role of the eXtreme Project Manager 
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The Role of the eXtreme Project Manager 
The job of the project manager is to manage the project’s energy field by facilitating and 
managing the flow of emotions, thoughts, and interactions in a way that produces valued 
outcomes. 
A key word in my definition of project manager is facilitate, which means to make it easier 
to get things done. With respect to project stakeholders, the role of the project manager is 
to make it easier for them to resolve their own conflicts regarding project scope, quality, 
schedule and other business considerations. In this sense, the project manager is a 
catalyst for making things happen.  
The context of an eXtreme project has significantly more to do with project success than 
does the content, just like the soil and weather conditions have much more to do with the 
success of the plant than does the pruning. eXtreme projects rarely fail due to a lack of 
technical know-how. More often than not, we find a way to do it. Rather, eXtreme projects 
fail because the context defeats the ability to execute the technical know-how in a way 
that the deliverable solves the intended problem. And this is why eXtreme projects 
require a dedicated project manager and a separate manager responsible for product or 
technical development.  
The role of the eXtreme project manager is to till the soil; the role of the technical or 
development manager is to attend to the plant. This represents a major difference 
between the eXtreme project manager and the traditional project manager. Let the 
technical manager cultivate the plant, even if you are the expert in the product or service 
being developed. 
If you are in a position of having to be both context and content manager, the next best 
thing is to segment your time. Perhaps work mornings as technical manager and devote 
afternoons navigating the organization. 

Your Role as Process Leader 
As process leader for the core project team, your primary role is to create an environment 
in which people become empowered to make decisions, solve problems, and do quality 
work. That is, your job is to make it possible for people to succeed by creating the 
circumstances for success. 
In the Newtonian world, power comes from job title and position along the hierarchy. 
Because power and decision making are centralized, the Newtonian model saps the 
project of its vital creative energy by shifting control from the team and stakeholder 
community at large to the boss, who is considered to be the one in control. The 
centralization of power saps the project of the creative energy necessary for innovation 
and adaptability. 
In this traditional model, the project manager sees her role as trying to get more out of 
people. In the quantum model, your role is to make it possible for people to do more. You 
do this through introducing appropriate processes and practices (such as good meeting 
management) and establishing a productive working environment, all of which facilitate 
the flow of emotions, thoughts, and feelings in a way that produces a valued outcome 
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and speeds things up. On an eXtreme project properly run, no one is in control. Instead, 
everyone is in control. Leadership by commitment empowers. Leadership by control 
disempowers. 
In the quantum world, your power resides in the process you use to empower people to 
get things done, not in direct power over people. You are not leading people; you are 
leading the process. And by leading the process, you are leading the thinking. Your 
power also comes from the quality of relationships you establish with stakeholders. If 
blood is thicker than water, relationships are thicker than organizational charts. 
In the Quantum world, the power paradox applies: you stay in control by distributing 
power. But watch out: the process you use needs to fit the problem. Newtonian project 
management is process heavy, whether you need it or not. It can put people in a 
straitjacket, sapping them of control and flexibility. Instead of the process working for 
them, they can end up working to feed the process. That’s why you need to consider 
using a flexible project process which will be covered in depth in this course. 

Gaining Commitment 
Commitment is a positive energy, an upbeat feeling that permeates and propels the 
project. Indifference or derision are negative energies that bog things down. 
In my view, true commitment occurs when an individual or a group is emotionally 
compelled to move forward because he or she genuinely wants to achieve the intended 
goal or mission of the project. Typically, this means that combinations of two ingredients 
are present: desire and confidence. Desire is personal or internally directed. People 
desire to be a part of something when it meets their need for personal gain (for example, 
getting promoted, learning new skills, or being part of something important). Confidence 
is more externally directed. By confidence, I mean the belief that the circumstances 
surrounding the project are conducive to success.  Commitment equals desire plus 
confidence. The more of each ingredient there is, the greater is the level of commitment. 
When team members are truly committed, they experience a sense of mutual 
accountability for their project and go the extra mile without being asked.  

Some Reasons for low desire 
 Been there; done that  
 The team doesn’t have the skills 
 I’m already working sixty-hour weeks 
 Don’t see the business value for the project. 
 My role is unclear. Unrealistic goals. 
 Little or no say in how the project will be run. 
 High risk to my career. 
 Don’t like the people on the team. 
 They kill the messenger around here. 
 I don’t have the skills. 



eXtreme Project Management 
Module 5 – The eXtreme Project Manager’s Role  

www.prodevia.com 
43 

Some Reasons for low confidence 
 Project manager has dubious track record. 
 We have a high project failure rate on this kind of project 
 Project too complex. 
 Project not politically favored. 
 Too much project management bureaucracy. 
 Sponsor is not a champion; weak. 
 Customer is not committed. 
 No faith in suppliers or other departments to deliver what we need. 
 Poorly run meetings. 
 Key issues and decisions go unresolved. 
 Insufficient support systems  

You may not have control over all of these commitment killers.  It’s not necessary.  But 
what is necessary, is that you do everything possible and more to mitigate those items 
over which you do have control. In this way you are leading people by standing behind 
them. 

When Commitment Is Not Obtainable 
Sometimes no matter what you do to improve desire and confidence among team 
members, you cannot gain and sustain sufficient organizational commitment, and the 
project is a risk. What do you do? 
Basically it comes down to this:  if you can’t get what you need to succeed, by definition, 
your project and you are headed for failure.  You have a choice to make … to move 
forward knowing that your odds are low to zero, or stand your ground.  You have to ask 
yourself, Is it worth it?  Only you can answer that. This is where Shared Value 10 comes 
in:  Courage.  We’ll cover the Shared Values in the next Module. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the primary role of the eXtreme Project Manager? 
2. What is meant by the project’s context and the project’s content? 
3. One of the key roles of the eXtreme project manager is to manage the mood of the 

project.  What are some of the activities that this involves? 
4. What is the major contributor to failure on an eXtreme project?   
5. Why does the author state that eXtreme projects require a dedicated project manager 

and a separate manager responsible for technical development? 
6. Where does power reside in the Newtonian World 
7. Where does poser reside in the Quantum world? 
8. What are the two elements that work together to foster commitment to a project?  

And how do these do so? 
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Module 6  Essential Practices for Leading 
an eXtreme Project 

The key very simply, is other people. 
--Marianne Williamson 

 
The previous Module focused on the role of the eXtreme project manager as energy 
manager: one who gains and sustains commitment to the project mission by managing 
the project’s context. In this Module I continue my focus on Leadership by Commitment 
and put the spotlight on essential leadership practices, namely the 4 Accelerators and the 
10 Shared Values you will need to succeed.  I also cover the important topic of Emotional 
Intelligence.  
The essential leadership practices serve to create an agile project environment.  Unless 
the project manager lives the practices described in this Module on a daily basis, agility 
will simply not be achieved. Period.  End of story.  
As a reminder, by agility I mean the ability to both create and respond to change, which is 
the definition coined by Jim Highsmith. Combined these leadership practices serve to 
speed up the project by keeping the flow of thoughts, emotions, and interactions fluid. 
They are the bedrock of eXtreme project management.   
The fundamental difference between the worlds of traditional and eXtreme project 
management is not so much in the tools and templates. Rather, the difference is one of 
worldview (Newtonian vs. Quantum mindset) as covered in earlier Modules, as well as in 
a set of core leadership practices.  Living the core practices (Accelerators and Shared 
Values) makes it possible for project managers to be quantum leaders. 

The 4 Accelerators 
The purpose of living the 4 Accelerators is to unleash motivation and innovation. Here 
they are: 

1. Make Change Your Friend 
This Accelerator refers to both responding to and creating change.  In practice, “make 
change your friend” means accepting the reality of what is and moving on from there. 
Like it or not, what is the reality. When we argue with reality, we are actually arguing with 
the past, even if it were just a split second ago. Arguing with history keeps us stuck.  
Acceptance of change is the opposite of resistance to change. As we’ll see with the 
Flexible Project Model, we have techniques that help us to honor change and even 
create change, but at the same time, not let the project slip out of control.  The timebox, 
which I will cover, is an example of a change tolerant technique.  
Beyond the acceptance of change, is the idea of proactively creating change … looking 
for opportunities to do something that we hadn’t planned on, say because we have new 
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information, or have discovered something during a timebox that can take the project in a 
different direction and deliver even more business value. 

2. Build on People’s Desire to Make a Difference 
When put into practice, the second project accelerator means showing people how their 
job contributes to a higher cause and providing a sense of meaning and purpose. For 
instance, a project team that is developing a new device to help people breath better can 
think of its project as launching a new respirator. However, it is 1000 times more powerful 
to think of the project as making it possible for people to enjoy better and longer lives. 
This shifts the project from being a job to done to a mission to be fulfilled. Would you 
rather be on a project or on a mission? 

3. Create Ownership for Results 
In practice, this Accelerator means to give people the freedom to determine how to do 
their job as well as the opportunity to influence how to succeed on the overall project.  I 
have found that if a team agrees on the goal of the project, but members do not have 
faith in the process to achieve the goal, the project will get mired in resistance.  For the 
eXtreme project manager, this means that the team needs to have a say in the process 
that will be used in getting to the goal. 

4. Keep It Simple 
The old KISS principle (Keep It Simple, Stupid) is not lip-service on an eXtreme project; 
it’s taken seriously. In practice, this means less is more: less scope, less methodology, 
less hierarchy, less process, less reporting, fewer forms to fill out, meeting minimum 
requirements, etc. 
Taken together, the 4 Accelerators speed up the flow of positive energy among those 
involved on the project.  

The 10 Shared Values 
When you yourself live by the 10 Shared Values you foster trust and confidence. Trust, 
which is earned over time, is a mutual feeling that people can be depended on to keep 
their commitments and deliver the goods. When stakeholders experience trust, they gain 
confidence in the project’s ability to succeed even in the face of great adversity.  
I’ve organized the 10 Shared Values into 3 categories: 
 People Values 
 Process Values 
 Business Values 
This is my personal interpretation of the 10 Shared Values.  I suggest to eXtreme project 
managers that they create and live by their own definitions.   
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People Values 
People Values are at the top of the list. 
People First 
In practice, people first means eliminating barriers so that people can do quality work.  
This includes bypassing inappropriate policies, tools, and rules that are not working. It 
also means managing by eye contact instead of by e-mail as well as ensuring a 
conducive working environment. It also includes support for team members who may be 
experiencing personal or family problems. 
Honest Communication 
In practice, honest communication means acting with integrity and speaking the truth 
about the good, the bad, and the ugly and not letting fear of reprisal stop you. Honest 
communication is related to Courage, below. 
Quality of Life 
In practice, quality of life means ensuring that the project strikes a satisfying balance of 
work life and personal life.  Examples are, recognizing that people have the right to do 
good work that they can be proud of; building in forty-hour weeks to the project plan and 
not assuming people have infinite time to spent at work; recognizing that out of every 
forty-hour week, ten to fifteen hours are likely to be spent on activities not involving direct 
work on the project and staffing the project accordingly. 
Courage 
In practice, courage means having the fear but moving ahead anyway because it’s the 
right thing to do: 
Examples: being firm in asking management for what you need to succeed; not waiting 
for permission to do the right thing; disturbing the system by doing what’s right versus 
what’s established or popular; pushing back by standing up for one’s values versus being 
an accommodator and people pleaser; being willing to walk away from a no-win project.   
A powerful way of living the People Values is to make a practice of asking these 
questions frequently.  
 1. What do you feel is going well on the project? 
 2. What are your worries at this point? 
 3. What do you think we can be doing differently? 
Asking these questions sets a strong leadership tone, helps to keep the project’s energy 
clean field by bringing into the open people’s fears, uncertainties and doubts.    

Process Values 
Process values are practices for getting work done.  
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Customer collaboration 
In practice, customer collaboration means ongoing interaction and feedback with the 
customer throughout the venture as opposed to hand off and disengage. 
Fast Failures 
In practice, fast failures means finding the quickest path to failure by tackling the most 
difficult, risky, or important work very early on. It means trying many things quickly to 
discover what works and doesn’t.  
Visibility 
In practice, visibility means keeping everything out in the open for all to see: plans, 
progress, work products, issues, who’s accountable for what, making sure all vital 
information is easily accessible. 

Business Values 
Business values help you keep yourself oriented in a confusing environment and, just as 
important, help keep important stakeholders oriented as well. Here are the three business 
values. 
Clarity of Purpose 
In practice, clarity of purpose means understanding not only the goals of the project (i.e., 
“the what”), but the bigger picture as well: why it’s being done. It also means knowing that 
it is time to junk the requested deliverable when you realize that it will not achieve the 
ultimate outcome.  
Results Orientation 
In practice, results orientation (“the what”), means focusing on the completion of 
deliverables rather than on tracking tasks; i.e., recognizing that completing tasks may not 
be an indicator of progress. 
Early Value 
In practice, early value means giving customers something they can put to use as early 
as possible: 
providing incremental delivery in small packages early and often; meeting minimum 
requirements and avoiding gold plating.  Or, anything else that can demonstrate tangible 
results. 

Developing Interpersonal Skills for an eXtreme World 
Since projects are always about people, interpersonal skills are essential. To exercise 
interpersonal skills, the eXtreme project manager needs emotional intelligence, respect 
for people, and acceptance of different personality types and thinking styles. The 
cornerstone of interpersonal competence is strong communication, including listening, 
influencing, negotiating, and conflict resolution skills.   
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While these skills are certainly valuable on any project, they are critical on eXtreme 
projects.  Put another way, the odds of succeeding, in my experience, drop dramatically 
when eXtreme project managers do not have competence in key people skills. 
Covering these skills is beyond the scope of this course.  I mention them here as a 
checklist of essential skills that eXtreme project managers need to be good at. 

A Word about Emotional Intelligence 
As a project manager, applying emotional intelligence is one of your most powerful 
practices. Emotional intelligence is the ability to be sensitive to, and respond 
appropriately to, a person’s feelings in a given situation. 
The process of emotional intelligence can be summed up by this sequence: 

Feelings  Facts  Solutions 
You can refer to it as the Feelings First Model.  To take an example, let’s say that your 
project sponsor is upset because you will miss an important deadline.  You may have 
bonafide reasons for this, but if you were to present the facts while your sponsor is still in 
the state of being upset, you will likely only fuel the flames.  This would be an example of 
emotional ignorance: trying to deal with the facts while the feelings are dominant. They 
simply cannot hear you at that point.  Emotional intelligence says that you would first 
acknowledge your sponsor’s feelings and even your own; e.g., “I recognize that this is 
something you do not want to hear and I feel badly about it.”  Once things have calmed 
down you can introduce the facts of the matter.   
 Like people, projects can be in a good mood or a bad mood. Unless the feelings running 
through a situation are addressed and relieved, projects will stay stuck because people 
are stuck. And agility goes out the window. After all, projects are people. It’s the touchy 
feeling stuff. 
The moral is, "Feelings first." And this applies not only to your dealings with the people 
around you; it applies equally to how you deal with yourself. Unless you can first deal 
effectively with your own emotions about a situation, you are playing with a partial deck in 
making decisions and in managing, communicating, and leading others.  
In summary, the 4 Accelerators, the 10 Shared Values and the practice of emotional 
intelligence are keys to agility: the ability to create and sustain a change-tolerant project 
environment that successfully produces profitable projects. 
In the next Module I will cover essentials of team leadership. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the purpose of living the essential leadership practices? 
2. What is the purpose of the 4 Accelerators? 
3. What is the purpose of the 10 Shared Values? 
4. What does the Accelerator, “Make change your friend” refer to?  
5. What is meant by, “Build on People’s Desire to Make a Difference?” 
6. What is meant by, “Create Ownership for Results?” 
7. What is meant by “Keep it Simple?” 
8. For each of the following 10 Shared Values, come up with 1 to 3 bullet points that 

represent your personal definition of each. 
9. What is meant by emotional intelligence? 
10. In terms of the Feelings -> Facts -> Solutions model, what is the difference between 

emotional intelligence and emotional ignorance? 
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Module 7  Leading the eXtreme Team 
Great people do not equal great teams. 

--Tom Peters 
 

If you don’t have a viable team, you don’t have a viable project. 
In the previous Module, I focused on the essential practices that you need to succeed in 
creating an agile project environment. In this Module I’ll be focusing on how to establish a 
high-performing agile team and what you can do to remove barriers that can dampen a 
team member’s level of desire to be a part of the team and as well as what you can do to 
engender success-confidence. 
The very nature of eXtreme projects puts extraordinary demands on team members 
compared to the relatively more stable setting of the traditional project. Compounding the 
special challenges of high speed, high change, high complexity, and high stress 
associated with eXtreme projects, eXtreme project managers are typically faced with the 
following: 
 An aggressive deadline imposed from above. 
 Skepticism among team members in the ability to succeed. 
 A dislike for project management and other processes. 
 Absentee project sponsor. 
 Unsatisfactory working conditions. 
 No direct authority over team members. 
 Part-time team members already overworked and stretched thin. 
 Turnover among team members through reassignments to other projects or leaving 

the company. 
 Multiple inputs from managers, sponsors, and customers who have vested and often 

conflicting interests in the project. 
 Lack of empowerment among team members to make decisions. 
 Significant personal stress due to working long hours and unexpected events. 

Characteristics of Teams 
There are many definitions of a team. The one I have found most useful over the years is 
that by John Katzenbach and Douglas Smith in The Wisdom of Teams, 1993. I have 
modified it slightly so that it reflects the nature of eXtreme projects: “A team is small 
number of people with complementary subject matter expertise who are committed to a 
common purpose, set of performance goals, and a common approach for which they hold 
themselves mutually accountable.” As the project management process leader, your job, 
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if not your mantra, is to enable your group to approach this standard and keep them 
there. Do this, and you will be successful. Applying the tools and techniques coved in this 
course, along with essential interpersonal skills, are the ingredients. The term “mutual 
accountability” in the Katzenbach and Smith team definition is the critical outcome you 
are shooting for. 
Contrast this with the definition of a group. 
A group is just the opposite of a team. There is no mutual accountability, just individual 
accountability for doing one’s job but without feeling responsible for the whole project. In 
the group model, which maps to the Newtonian worldview, the group leader hands out 
assignments, rides herd, approves, and integrates the work. The group model, then, is 
highly directive and assumes the group leader has the authority, knowledge, and 
experience to get the job done. This model can be effective on projects that are stable or 
when the team is inexperienced and can safely rely on the expertise of the group leader. 

Establishing the Core Team 
The sponsor is considered to be a part of the eXtreme project core team and the single 
most important factor in spelling success or failure on the eXtreme project, which by 
definition is organizationally complex and politically sensitive. Given that the project 
manager has little direct power in the command-and-control sense, the real power to get 
things done needs to come from a project sponsor, who should be able to cut across 
organizational lines and influence people, including those not in the chain of command.  

The eXtreme Project Sponsor 
You know you have the right eXtreme project sponsor when: 
 You are viewed as the project manager and not the content (development or 

technical) manager. 
 You are able to get what you need to succeed on a consistent basis including the 

right people on your team, resources, timely decisions, freedom to circumvent 
company policies and methodologies that will get in your way, conflicts resolved with 
competing projects). 

 You have the power to make your own decisions within predefined limits. 
 You and the sponsor are both satisfied with your working relationship. 
Implication:  If you don’t have the right sponsor, stop everything and get one.   

Creating the High-Performing Project Team 
To get what it will take, your options are to press hard to reserve the right to pick the 
people you need (inside or outside the organization), and if you don’t win on that, to 
reserve the right to veto anybody picked on your behalf. 
Once you have the project sponsor and your entire core team in place, you need to 
establish the conditions that will enable the team to succeed.  My definition of a high 
performing team is one that gets work done through continuous coordination and 
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collaboration.  By coordination I mean taking time out to synchronize work with each 
other as well as with other teams.  Collaboration means more than cooperation. It means 
putting heads together to solve problems and reach decisions.   
Beyond constant coordination and collaboration, here are some other actions you can 
take to lead the eXtreme project team. 

Find the WOW! Factor 
One of the biggest motivators for being on a team is the desire for joint ownership: to do 
great work together, to be remembered as having made a difference, to have a great 
story to tell.   
This is what Tom Peters (1999) is referring to when he uses the term “WOW Project!” If 
your project is suffering from so-what syndrome, find the WOW! factor that is usually 
lurking under any project. Here’s how:  Think of the impact that the project is intended to 
have: the outcome, the benefit, the change it will produce. What will be new and 
different? For example, ask yourself, your sponsor, and other advocates, “How will the 
project shake up the competition? Keep us in business? Revolutionize our industry? Give 
people a better life? Make heroes out of us? Improve our standing on Wall Street? Save 
jobs? Dramatically improve the bottom line? Break into new markets? Deliver a 
blockbuster new technology? Set a new standard? Increase personal wealth? Put a 
competitor out of business? Turn around a bad situation with an existing client? Liberate 
people from an age old, counterproductive business process?” 

Push for Co-Location 
A key component in the definition of an eXtreme project is that it is a self-correcting 
venture. And by now, it’s obvious that a dominant theme of eXtreme project management 
is communications. To get the maximum benefit out of eXtreme project management, the 
core and sub-teams (those doing the actual work) do best when they are co-located.  
If you are running a high-stakes eXtreme project, then you at least have a shot at 
convincing your project sponsor to pull strings and get the team co-located and dedicated 
at least for critical parts of the project (initiation, major reviews, and decision-reaching 
points) and house them in a physical environment conducive for collaboration. 

Press for Conducive Working Conditions 
An unfit working environment drains the project energy field, stifling productivity: it turns 
emotions sour, blocks the flow of ideas, and creates unproductive interactions, as when 
people continually barge in and interrupt your work or continually call impromptu 
meetings.  
In a study of six hundred programmers, DeMarco and Lister (1999) demonstrated that 
improving working conditions resulted in a 2.6-fold increase in productivity. Good working 
conditions (quiet, easy access to common supplies and refreshments, sufficient tools and 
technology, appropriate project management practices, etc.) translate into hard dollars. 
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Team Operating Agreements 
Team operating agreements focus on how members will work together and behave in 
order to do quality work. 
Team operating agreements or norms are created and agreed to by the team. Going 
back to Katzenbach and Smith's definition of a team, these ground rules enable the team 
to establish and live by “a common approach for which they hold themselves mutually 
accountable.” 
Specifically, team operating agreements cover how the team will administer its business, 
including team communications, status reporting, project management approach, and 
more. 

Make Small Wins a Way of Life 
On pressure-packed, high-risk eXtreme projects, people need to experience success 
early and often. The underlying principle here is that what you focus on will expand, be it 
positive or negative. Choose the positive. As the process leader, you have the choice at 
all times to focus on what’s working and build a success mentality and momentum. 
There’s plenty of time for problem solving. 
Small wins also mean fast failures. To fail early and learn what doesn’t work is success 
indeed. Why wait until the end of the project and practice late failure when you discover 
that the system crashed on rollout? Make it a practice to find something every day that 
went well no matter how seemingly small.  

Recognize good work 
Money is important, but rarely is it the number one reason people stay in their jobs. On 
eXtreme projects, spare no opportunity to show appreciation for people who are below 
you, above you, and at your level. 

Learn how to Run Productive Meetings 
Exhibit 7.1 is the meeting preparation checklist I have used for years.   
Poorly run meetings lower confidence in the ability of the project to succeed.  Ensure that 
every meeting has a list of specific meeting outcomes and a timed agenda.  
If you can’t define outcomes in concrete terms, then don’t call the meeting.  Have the 
team agree on two to six meeting norms:  e.g.; cell phones off, one conversation at a 
time, etc. Have meeting roles:  timekeeper, facilitator, scribe to take and publish notes.  
Rotate roles every meeting. 

Lead the Decision-Making Process 
The fundamental purpose of a team is to pool the collective intelligence of its members 
and make decisions.  Someone has to lead that process.  And that would be you.  This 
means you need to bone up on your facilitation skills 
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Meeting Planning Checklist
Agenda drafted

 Meeting purpose summarized
 Meeting work products (also know as deliverables or outcomes) listed
 Meeting topics timed (start and end)
 How each topic will be facilitated. (e.g., small group presentations and 

recommendations followed by full group discussion and voting; Full group 
brainstorming session on post it notes, followed by categorization and 
prioritization within each category, etc.)

 My agendas are always labeled “Proposed Agenda,” sending signal that I 
am open to suggestions.

Participants identified and invited
 Team members
 Others who are needed to achieve meeting’s purpose and workproducts

Logistics in place & Pre-Work completed
 Room, refreshments, equipment, enough flip charts, post it notes, markers, 

masking tape for hanging flips on walls, etc.
 Agenda distributed ahead of time
 Participants advised of what to bring

Exhibit 7.1 – Meeting Preparation Checklist 
There are four decision-making options or styles. The goal is to maximize the quality of 
thinking and level of buy-in, but that doesn’t mean consensus is always the way to go. 
Here are the major options and when to use each (Table 7.1): 

Table 7.1 – Four Methods to Reach a Decision 
One person: No others are involved. 
Consultative: One person decides after actively listening to the opinions of others. 
Majority rule: Fifty-one percent or more of the group is in favor. 
Consensus: The group can support the decision, even though it’s not the first choice of 
some. 

One person / Majority RuleLowLow
ConsensusHighLow
ConsultativeLowHigh

Consensus with subject 
matter experts presentHighHigh

Preferred Decision MethodLevel of Buy-in required to 
carry out the decision

Level of Complexity 
involved or Expertise 

required

One person / Majority RuleLowLow
ConsensusHighLow
ConsultativeLowHigh

Consensus with subject 
matter experts presentHighHigh

Preferred Decision MethodLevel of Buy-in required to 
carry out the decision

Level of Complexity 
involved or Expertise 

required
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Methods for Reaching a Decision 
Majority rule runs the risk of polarizing the group into winners and losers. Majority rule 
works best after everybody has voiced their opinion. 
Consensus is often given a bum rap: “A camel is a horse designed by committee.” 
Consensus does not mean compromise where you split things down the middle and wind 
up with a watered-down decision.  
Consensus should not lead to groupthink. “I’ll go along with it because I want to be a 
team player” can be dangerous words when they cause people to back down from 
arguing their point in the spirit of keeping things moving. This leads to false consensus. 
Under eXtreme conditions, you want to encourage a conflict of ideas so that the best 
solution might emerge, enabling the project team to self-correct. Groupthink also occurs 
when people decline to question authority.  
A powerful way to help avoid groupthink is for the group leader to refrain from stating an 
opinion until after all others have come forward. Once there is a set of options to work 
with, the consensus process can be applied. Or the group leader may decide to take a 
consultative approach, reserving the final decision for herself after hearing all viewpoints. 
Consensus involves robust debate. It doesn’t mean that everybody has to be ecstatic 
with the final decision. It means that there are no serious objections and all are willing to 
implement the decision. Here are the steps for reaching consensus: 

1. Post the question or topic. 
2. Identify decision criteria. 
3. Share background information. 
4. Identify possible alternatives. 
5. Discuss the pros and cons in the light of available information and the decision 

criteria. 
6. Have each person or group advocate a preference. 
7. Vote, discuss, and revote. 

The 70 percent rule is a useful test for consensus and can save hours of endless 
discussion when one or more individuals are willing to move forward if they had only 
been asked. After robust debate and discussion, ask each of those who may not be in 
agreement the following question: “Even if this is not your first choice, would you say that 
you are at least 70 percent in agreement? And can you support it 100 percent?" If the 
answer is no, ask, “What would have to happen for you to reach the 70 percent 
agreement level?” Then put that up for group discussion. The goal is not to coerce the 
objectors. 

Use the Daily Huddle 
Up until now, I have been referring to group settings where a formal and carefully 
orchestrated meeting or a problem-solving session is in order. Because eXtreme projects 
undergo so much variability, there is a need for daily meetings among sub-teams. These 
daily huddles are run by the sub-team project managers. The eXtreme core team, which 
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is made up of members of the sub-teams, may not have to synchronize daily. Perhaps 
once or twice a week suffices. The daily huddle strikes at the heart of the job for the sub-
team project manager: to make it possible for the team to do good work. 
The huddle is based on an excellent practice that has come out of SCRUM, a form of 
agile project management used in software development. The first three questions are 
from SCRUM. I’ve added the last question.  They are: 

1. What have you done since our last meeting? 
2. What got in your way? 
3. What will you do between now and our next meeting? 
4. If we could wave a magic wand, what would make us more productive? 

The project manager's job is to remove barriers. The huddle is a powerful project 
accelerator.  

How to Earn the Right to Lead the Process 
Just because you are the project manager doesn’t mean that the project team and other 
stakeholders will want to go along with any process you’d like to introduce. To be 
successful, you need to build both your competence and self-confidence while earning 
the confidence of those who would follow your lead. Here is a three-part model that will 
earn you the right to lead the process:  

Practice 
If you are new to facilitation, practice every chance you get. Take advantage of non-
threatening situations. Keep a flip chart in your office or get a white board.  

Enlist Their Support 
You don’t have to pretend more than you know. That can really put you in a state of 
anxiety. Like the waitress who says, “I’m new to this job,” you will earn the empathy of 
others as well as their support. 

Go to Bat for Them 
One of the most powerful things you can do to earn your right to be the process leader is 
to make it possible for the team to do good work: to eliminate some of the everyday 
morale killers and poor working conditions.  
In the next Module I put the focus on the broader community of your project’s 
stakeholders.  
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. List at least six things that put extraordinary demands on members of eXtreme 

project teams and team leaders. 
2. In the Katzenbach and Smith definition of a team, what is the  
3. What is the fundamental difference between a group and a team? 
4. The group model maps to the Newtonian worldview.  In this model, how does the 

group leader go about doing his or her job?   
5. Under what circumstances is it appropriate to apply the group model? 
6. If you find you do not have a qualified project sponsor, what does the author 

recommend you do? 
7. What is the definition of a high-performing team? 
8. Why is it important to identify the WOW! Factor for your project? 
9. Why is co-location important for eXtreme project teams? 
10. According to the study conducted by DeMarco and Lister, what was the measurable 

benefit on productivity by improving working conditions among 600 programmers? 
11. What is the importance of team operating agreements? 
12. Why is it important to make small wins a way of life? 
13. What is the impact of poorly run meetings?  
14. What are the 4 major methods of decision-reaching in a team environment? 
15. What is a useful test to determine if consensus has been reached?  
16. What is “groupthink” and what is one way to help avoid it?    
17. What is the purpose of the Daily Huddle? 
18. The author points out that the eXtreme project manager needs to earn the right to 

lead the process.  How is this accomplished?   
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Module 8  eXtreme Stakeholder 
Management 

“I keep my friends close, but I keep my enemies even closer.” 
--Anonymous 

 
A stakeholder is anyone who can affect the success or failure of your project either 
before or after the project has been completed. Stakeholders can be internal or external 
to the organization and include those who will provide inputs to your project, such as 
needed products and services, funding, approvals, resources, and other projects that you 
will rely on for your project. 
Stakeholder management is the soft glue that holds the eXtreme project together. Failure 
to manage the stakeholder community effectively is a primary reason why eXtreme 
projects come unglued and go out of control. Traditional project management focuses 
heavily on project mechanics: tools and templates and the design and creation of the 
product or service being delivered. eXtreme project management puts the emphasis on 
the human dynamics: managing relationships and facilitating interactions. Effective 
stakeholder management is at the heart of leading by commitment. 

The Stakeholder Challenge 
Not everybody will be enthusiastic about your project. In fact, my experience has shown 
that for every eXtreme project team, there is an equal and opposite project team hard at 
work, an anti-project team if you will, pulling the project in a counter-direction. The anti-
project team is composed of individuals who feel that your project is affecting them, or will 
affect them, in some negative way. 
Projects create change and change can create winners and losers. Some people may be 
out of a job when the project is over. Fear of job loss or job change is a major reason why 
the anti-project team is born.  
Not all members of the anti-project team are out to get you. Some are merely 
inconvenienced because your project will cause more work for them or their staff. But, 
stakeholders who feel threatened by the project and cause problems drain the project of 
vital energy, just like weeds sap vitality from flowers in a garden. Agility is compromised. 
(Of course, there are fans of the project, although they are sometimes harder to find.) 
Here’s a partial list of what the saboteurs on the anti-project team can do: 
 Not provide needed input and direction, leaving you to second-guess what is wanted 
 Delay approvals for needed decisions on policy and procedures, equipment, and 

people 
 Continually find flaws in work delivered 
 Not provide needed feedback on interim project deliverables, causing delays 
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 Reassign your team members to other projects 
 Engage in backroom politicking to kill the project 
 Blatantly go on record and make a public case against your project 
 Have team members they assign to your project act as unwitting spies, reporting 

back on project status and using or twisting that information against the project 
 Start a competing project to get it done their way 
Beyond the stress and negative energy that high stakes and fear create, there are 
several other reasons that managing stakeholders is so challenging. 

The Stakeholder Universe 
The stakeholder universe can be sizeable, depending on the project.  Here is a list of 
some of the typical stakeholders. 

You    Consumers 
Your family   General public 
Your project   Subject matter experts 
The core project team  Project facilitator 
Other project managers  Department managers 
Project sponsor   Resource providers 
Upper management   Outside suppliers 
Steering committee  Government agencies 
Business owner   Competitors 
Internal customers  Project office 
External customers   Your boss 
Customer representatives  

One of the biggest mistakes in project management is to limit the identification of 
stakeholders to those who are affected by the project during the planning and execution 
stages. What about those who have to live with the project deliverable? These people are 
also part of the project context, and their opinions, needs, and reactions (in short, their 
thoughts and emotions) need to be taken into consideration.  
Not bringing in post-project stakeholders early is an example of what happens when the 
third Accelerator 3 is forgotten: create ownership for results. And relatedly, it also 
represents a failure to live by the Shared Value of customer collaboration. 
Commitment doesn’t mean just positive feelings for your project; it means that each 
stakeholder takes responsibility for the project in specific ways. Table 8.1 shows what 
each stakeholder group needs to commit to. 
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Key Stakeholder Groups and Their Commitments 
Although “Other Project Managers” come last in the table, don’t underestimate their 
importance. Make them your friends. You will rely on deliverables from other projects to 
be used to complete your project. The quality, timing, and cost of those deliverables can 
have a significant impact on your project’s well-being. And other project managers will 
likely depend on your project in order to get their project done. 

Table 8.1 – Key Stakeholder Groups and Their Commitments 
Stakeholder Conflicts 
Different stakeholder groups have different priorities which can be in conflict.   For 
instance, senior management group wants to improve profit margins which is in conflict 
with marketing and sales who want to gain market share.  Finance understandably wants 
predictable results, yet a product or service in an early development stage has many 
unknowns. The development team wants to work with stable product requirements, but 
marketing naturally wants to keep its options open as long as possible in order to keep 
ahead of the competition. The consumer wants low prices, which may be in conflict with 
the desire of some senior managers for higher profit margins. And as the people in 
testing push for more time to ensure quality, management is exerting schedule pressure. 
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Managing Your Stakeholders 
We have looked at the challenges of dealing with stakeholders and the conflicts involved 
when different stakeholders bring different interests and agendas to the table. There are 
several key steps you can take here to begin managing stakeholders: 
 Partition your stakeholders in terms of the size of their stake in your project and the 

amount of clout they can bring to bear. 
 Work with the most critical stakeholders to reach agreement on the win conditions for 

your project. 
 Set up explicit partnering agreements with everyone who is expected to provide 

resources, services, or other deliverables to your project. 

Partitioning Stakeholders 
With dozens and potentially hundreds of stakeholders, you will quickly find yourself up to 
your neck without a system to manage them. Some stakeholders are so crucial to the 
project’s success that you need to drop everything whenever they have a question or a 
concern. Others will require attention but not so urgently. Many need just to be kept 
informed. You need to map out all the stakeholders on your project, partition them 
according to how much power and influence they can bring to bear on the project, and 
then manage them accordingly. Think of this as you would planning a marketing and 
public relations campaign, because it is. You need to know who your audience is so that 
you, the project team, and your sponsor can focus on those with the greatest influence on 
the project’s success or failure. It’s about influencing the influencers. Accelerator 3, 
create ownership for results, is at work here. 
There are three types of stakeholders who can be internal or external to the organization: 
crucial stakeholders, key players, and important stakeholders. 
Crucial Stakeholders 
These are individuals who can kill the project at any time. Or, mandate that the project 
continue. 
Crucial stakeholders can also be active supporters of the venture. They can keep it going 
no matter what. 
Key Players 
These are individuals who can delay the project, sending it to a slow death. They can 
also ensure that the project is overlooked once it has been delivered. 
Key players typically have intimate knowledge of the business domain that will be 
affected by the project, and they need to be given a voice throughout the project process. 
Their needs, issues, and expectations (in short, their win conditions) must be taken into 
consideration and reflected in the project deliverable or the project outcome. And when 
the crucial stakeholders approve a change to project, the key players must buy in. 
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Important Stakeholders 
These are people who need to be kept informed of what’s coming and how it will affect 
their world. They want assurance that their needs are being represented by those who 
are planning the project.  

A Six-Step Process for Managing Stakeholders 
In identifying the stakeholder community, the goal is to get to a point where they can be 
segmented into the three categories of crucial stakeholders, key players, and important 
people and put into a database. There are six steps to this process. Like most of what we 
are talking about in this book, this is common sense, but it is not commonly applied. A 
good tool for building the stakeholder database is Microsoft Excel.  

Step 1: Ferret Out the Stakeholders and Assess Their Clout 
Ask, “Who will be affected either positively or negatively by the project?” Identify both 
organizations (business units, departments) and individuals. Stakeholders are not 
departments; they are individual people. Remember to include the less obvious 
stakeholders as well: your competitors, suppliers, and subcontractors; other projects that 
you will depend on; projects that will depend on your project. Also include key people in 
organizations who have information that can bear on your project, such as regulatory 
agencies and competitive intelligence services. Ask yourself, “Whose approvals will be 
required?” Initially the project manager and sponsor do exercise. It’s vital to include the 
sponsor. Once the core team has been established, all members of the core team need 
to provide input. 
To assess their clout, ask how big their stake is. Size counts. Flag each stakeholder as to 
type: crucial stakeholder, key player, or important person. I strongly recommend that you 
involve your sponsor in this assessment. 

Step 2: Identify the Responsibilities of Each Stakeholder 
This involves determining the project and decision responsibility of each stakeholder, 
which will be driven by the work to be done. And that will reveal itself during the Visionate 
and Speculate cycles of the Flexible Project Model. That’s when the project scoping and 
planning meetings take place. 

Step 3: Assess the Project’s Potential Impact on the 
Stakeholder 
The core question here is, “How will the stakeholder’s world change as a result of this 
project?" Essentially, is this person likely to be better off? Worse off? How so? 

Step 4: Assess Stakeholders' Likely Concerns and Personal 
Demands on Them 
Given the nature of the project and the demands it will put on stakeholders or their staff, 
what are their major concerns? Will it drain scarce staff resources? Do they feel it’s not 
possible to accomplish the project in the time required? Are they worried about the 
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project’s risk profile or even the overall viability? Where do they think they can get 
burned? 

Step 5: Determine Personal Win Conditions 
Here I use the term personal win conditions as distinct from the seven project-level win 
conditions discussed in detail later in the course. A project-level win condition determines 
how success will be measured on the overall project, as well as the relative importance of 
those success factors. In contrast, personal win conditions refer to what can be done to 
mitigate the personal impact that the project is likely to have on the individual 
stakeholders. This includes its impact on job mobility, as well as concerns about the 
project and any related fears. For key players, it calls for finding ways to meet at least a 
portion of their win conditions if possible. In other words, what can be done to keep them 
happy or at least keep them neutral so that they don’t hold the project up? By definition, 
crucial stakeholders can kill the project outright.  If they believe the project is not going to 
meet their win conditions, the project is dead. 

Step 6: Assign Relationship Managers 
Now that you know who’s who, what do you do about these people? The database 
matters little until someone is assigned to keep on top of crucial stakeholders and key 
players. The burden falls mostly on the project manager and project sponsor. But other 
crucial stakeholders and key players will likely have a role as well.  

The Role of the Steering Committee 
eXtreme projects demand an agile organization. Beyond what your project sponsor must 
do for you, how does your project get the rest of the organizational support it will need to 
succeed when resources become scarce, when another project you depend on is 
reprioritized to a lower level and puts your project at risk, or when your project has a 
negative impact on another department? 
Another fundamental reason for having a steering committee is to ensure that 
responsibility is taken for benefits realization. In traditional project management circles, 
the project ends when the customer signs off on the deliverable. Rarely is anyone 
identified with the responsibility to ensure the organization sees a return on its 
investment. 
The steering committee is the organizational construct that resolves these problems. It is 
made up of senior managers responsible for the organization's major stakeholder groups, 
among them, marketing, engineering, manufacturing, sales, product development, human 
resources, and information technology. In absence of a high-level decision making group, 
agility is severely compromised. 

How to Combat the Phantom Approval Virus 
You can probably think of a dozen reasons that a project gets delayed, but one of the 
greatest silent killers of project agility is the phantom approval virus. This phantom takes 
the form of sign-offs and approvals that run rampant throughout the project and often go 
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unanticipated. It can lurk undetected and eat away at your schedule, adding 50 percent 
or even more to the time line that was never planned.  
Besides adding delay, approval steps can actually subtract rather than add value to the 
project by producing poor-quality decisions because the decision makers were not a 
party to all of the cross-functional discussion that the team had in considering the facts or 
preparing its recommendation. In addition, the team may spend hours generating 
documentation for the decision makers and even doing elaborate presentations. And if 
three functional managers are involved, the project can be pulled in that many different 
directions and become stalemated. 
As part of the planning process, you have the responsibility to let the approvers (the 
project sponsor, customers, and anyone else) understand how their approval cycles will 
affect the project time line. 
Here are some ways that you can protect your project of the phantom approval virus: 
 As part of the sponsor agreement, my recommendation is that your sponsor agree to 

make decisions within hours, not days. 
 Live the shared value of customer collaboration. This helps ensure that the project’s 

customers are readily available to provide feedback and give approvals. 
 Up front, reach agreement with the project sponsor, functional managers, and 

customers on those decisions for which the team has the authority to act. 
 Agree with your project sponsor on those situations and limits over which the team 

has no authority for final approval 
 Apply the Flexible Project Model which is built around short cycles with frequent 

review points. 
We’re now ready to dig into, The Flexible Project Model.   
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. How is a stakeholder defined? 
2. In the author’s opinion, why is stakeholder management so important? 
3. What is one of the biggest mistakes in project management when it comes to 

stakeholder identification? 
4. Give an example of the inevitable conflicts that occur among stakeholders. 
5. What are some of the ways for effectively managing stakeholders? 
6. Why is it important to partition stakeholders into groups? 
7. How do Crucial stakeholders differ from Key Players? 
8. Once the stakeholders are partitioned and their concerns and win conditions 

identified, what is the final step in planning process? 
9. What is the responsibility of the project manager regarding the so-called “phantom 

approval virus?” 
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Module 9  Introduction to the Flexible 
Project Model 
The Flexible Project Model is designed to enable you and your stakeholders to keep your 
project under control and deliver business value in the face of volatility. Under conditions 
of volatility, agility, not rigidity, is called for.  
A fundamental distinction between the traditional and eXtreme project management 
approach is that traditional project management looks at a project from design to delivery. 
In contrast, eXtreme project management as do all forms of agile project management, 
look at a project more broadly: from concept to payoff. 
The Flexible Project Model is a tool box that consists of a set of templates and 
techniques. Together, these represent the mechanics of eXtreme project management. 
But a successful project is no more its implements than a piano constitutes a great 
concert. The Model will not play itself. Like any other framework, it requires the discipline 
of self-mastery and the artful practice of leadership by commitment as well as living the 4 
Accelerators and 10 Shared Values along with the practice of emotional intelligence. This 
is the fuel that powers the Flexible Project Model.  

The Flexible Project Model: An Overview 
Even the most creative endeavors have an underlying, if not invisible, flow to them; for 
example, emergency situations give birth to a process, often one that emerges 
spontaneously. The Flexible Project Model is intended to provide people with just enough 
structure to allow them to take advantage of unexpected events and changes without 
going off the deep end into project never-never land where the project spends the rest of 
its life hopelessly out of control. Another way of saying it is that the Flexible Project Model 
enables the project manager and stakeholders to take responsibility, that is, to respond 
with ability, allowing them to self-organize and self-correct, a pre-requisite for agility 
under conditions of high change and high speed. 
The Flexible Project Model is a customer-focused, change-tolerant framework consisting 
of four iterative cycles (Visionate, Speculate, Innovate, and Reevaluate) plus a final 
element called Disseminate. The term cycles is used to emphasize that the entire project, 
from Visionate through Reevaluate, is iterative; that is, one recycles through the process 
again and again. So too is the work that’s accomplished inside any one cycle. The 
iterations continue until the desired result is achieved or a decision is made to kill the 
project or put it on hold. 
The Flexible Project Model is a process: getting inputs from the right people, doing 
something with the inputs to produce outputs, and getting feedback that generates new 
inputs for the next cycle. 
Here’s the big picture of the four cycles plus Disseminate 
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Visionate: The What 
This cycle puts the spotlight on Business Question 1: Who needs what and why? 
Visionate encompasses identifying and agreeing on the project objective: the problem to 
be solved or the opportunity to be seized. It includes the identification of business 
benefits and risks as well as identifying possible future scenarios that could affect the 
project for better or worse. 
The following Module explains the first part of the Visionate cycle, in which the project 
manager works with the project sponsor to capture and flesh out the sponsor’s vision of 
the project. 
The Visionate cycle also involves working with crucial stakeholders to produce a 
collective vision of the project and its deliverable, which is covered in a subsequent 
chapter. A key outcome of the Visionate cycle is agreement among crucial stakeholders 
as to the Win Conditions for the project: how success will be measured. 

Speculate: The How 
The Speculate cycle addresses Business Question 2: What will it take to do it? Speculate 
means putting together a plan that includes interim deliverables and milestones, however 
tentative these may be. Importantly, during the Speculate cycle, the work products that 
came out of the Visionate cycle are updated to reflect the latest information. 
Before going on to the Innovate cycle, all 4 Business Questions are once again 
addressed in the light of the latest information, and if the project is still considered worthy 
(in answer to Business Question 4, Is it worth it?), resources are put in place to begin the 
Innovate cycle.  

Innovate: The Doing  
Innovate puts the emphasis on experimenting and rapid development and generating 
timely and real-time feedback with stakeholders: “Yes, that’s what we really want!” or 
possibly, “We can’t make it happen. Back to the drawing boards.” The work during the 
Innovate cycle takes place within a series of predefined time boxes, usually one to six 
weeks in length. At the end of this period, the results are gathered and prepared for 
review, which takes place during Reevaluate, the next cycle. At the end of the series of 
timeboxes, the team is in a solid position to update its answer Business Question 2: What 
will it take to do it? 

Reevaluate: The Reviewing 
Similar to a stage gate process, the purpose of the Reevaluate cycle is to make a 
decision about the future course of the project. Is it still the right project? Can we win? 
Should we keep going? The decision is based on the likelihood of realizing the project’s 
post-delivery business benefits. 
Throughout the entire process the quantum mind-set prevails with the help of the 10 
Shared Values and 4 Accelerators. We’re looking to discover the desired result by doing 
a little aiming, firing the gun, and then redirecting the bullet based on the latest 
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information. We are not wed to the Newtonian slogan that says, “Get it right the first 
time.” The whole idea is to get it right the last time. We fail our way to success.  This is 
the path of agility in action. 
What you’re seeing here is a continuous cycle of planning, de-planning, and re-planning. 
The latest results drive planning. This is in contrast to the Newtonian approach, which 
holds the plan to be sacred and presses you to achieve the planned result. Remember 
that in eXtreme project management, the goal is not the planned result. It’s to produce 
the desired result. 

Disseminate: The Harvesting 
Disseminate means releasing the project to the customer and kicking off the benefits 
realization process. The purpose of the disseminate step is to not only ensure that the 
deliverable does what it is supposed, but to also ensure that the customer is ready willing 
and able to reap the business benefits. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the fundamental distinction between eXtreme project management and 

traditional project management with respect to the life span of the project? 
2. What are the practices that must be followed in order to use the Flexible Project 

Model effectively? 
3. What is the Flexible Project Model intended to do? 
4. The Flexible Project Model consists of five components. Give a high level summary 

of each. 
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Module 10  Visionate: Capturing the 
Sponsor’s Vision 

A small mistake in the beginning leads to a big mistake in the end. 
--Thomas Aquinas 

 
The Visionate cycle is the first component of The Flexible Project Model. The Flexible 
Project Model is a framework for delivering business value. As such, its function is to 
operationalize the answers to the 4 Business Questions of eXtreme Project Management: 

1. Who needs what and why? 
2. What will it take to do it? 
3. Can we get what it takes? 
4. Is it worth it? 

Visionate, puts the spotlight on Business Question 1: Who needs what and why? The 
answer to this question drives the answers to the other three business questions.  
Although Visionate puts the emphasis on Business Questions 1, it also addresses the 
other three Business questions, but at a high level. 
The Visionate cycle consists of two interacting components: the sponsor’s vision of the 
project and the collective vision. The sponsor’s vision is captured initially by the project 
manager, typically before the project team is formed. The collective vision is a composite 
of the sponsor’s vision as refined through discussion and collaboration with crucial 
stakeholders. This iterative process then is one of establishing a vision followed by a re-
vision, which takes place at the scoping meeting where the collective vision is 
established.   
This Module focuses on capturing and clarifying the sponsor’s vision of the project, the 
first part of the Visionate cycle. The next Module covers how to translate the sponsor’s 
vision into the collective vision.  
Here I will cover: 
 Getting in front of the sponsor, the first critical turning point 
 How to uncover the true sponsor 
 The Objectives-Deliverables-Benefit Model 
 How to conduct the sponsor meeting 
 How to draft the first iteration of the Project Prospectus, a summary of the major 

elements of the project, including the three-sentence project skinny, the project’s ins 
and outs, project imperatives, the program breakdown structure, the product vision, 
and the 7 Win Conditions. 
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Most organizations have an abundance of new ideas, problems to solve, and 
opportunities to pursue. As a result, projects often spring up like weeds and begin to take 
on a life of their own, draining nutrients from more worthy projects. Furthermore, without 
being officially sponsored, even the high-payoff projects will have a high risk of stalling or 
outright failure should they even manage to reach to the finish line. 
Moreover, the project sponsor may have a very generalized idea as to what he or she 
truly wants and say something like, “Build us a highly interactive Web site. Our 
competitors have one.” Or he may have a very clear idea of what he thinks he wants, but 
this is likely to change frequently and abruptly throughout the course of the project as the 
competitive environment changes, input is gathered from crucial stakeholders, and the 
true requirements and underlying need are uncovered along the way. 

Getting Answers to Business Question 1: Who Needs What 
and Why? 
This Module addresses the basic work products and other considerations that comprise 
the first part of the Visionate cycle. The work products of the whole cycle are summarized 
in Appendix C: The Flexible Project Model, located at the back of this guide. 
Business Question 1 provides the focal point for the initial discussion with the sponsor 
and is also the basis for the scoping meeting which will be held to create the collective 
vision.  
You want firsthand information. When you are recruited directly by the project sponsor, 
you are in the best position to get answers to the first business question. Getting in front 
of the sponsor is the first crucial turning point on the project. 
In many cases, the project will have been handed down (or over) to you by your boss or 
someone else who is acting as an intermediary between you and the real project 
sponsor. Neither is likely to have the same emotional attachment to, and vested 
interested in, the project as does the sponsor. Ultimately, the sponsor will have to live 
with the results. 
You must get in front of the sponsor to get answers to Business Question 1. Furthermore, 
the sponsor is often in the best position to relax heavy bureaucratic reporting 
requirements and controls common to traditional projects but devastating to eXtreme 
projects. She is typically able to provide you with other concessions, such as a conducive 
working space as well as the equipment and other essential tools to get work done and 
foster rapid communication and fast feedback critical to performance on eXtreme 
projects. 
If you can’t get an audience with the sponsor, the chances of being successful diminish 
dramatically. Getting in front of the sponsor can be tricky if you’ve been assigned to the 
project by your boss. Your boss may be reluctant to set up or participate in a meeting 
with the sponsor, thinking that this would reflect poorly on his understanding of the project 
and its business need. 
There is a subtle bias in our culture that teaches us that asking questions of management 
is a sign of weakness or lack of business acumen. We think we’re supposed to be 
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psychic. Moreover, we might have the naive belief that if they are asking for it, they must 
actually know what they need. Or we may shy away, saying to ourselves, “They can’t 
fault me for giving them what they asked for.” But, yes, they can and they do. These 
beliefs can be fatal. 
At the start, it may not be clear who the true sponsor is, even to your boss. Let’s say your 
boss assigned you to manage the project and you want to find out who the real sponsor 
is. Here are the key questions: 
 Who decided we should be taking on this initiative? 
 Whose department will be most affected by this? 
 Who will be evaluating the results? And who must be made happy? 
 Who will you (your boss) need to go to for approvals? 
 Whose budget will be funding the project? 
You may have to persuade your boss that it is critical that you understand the project’s 
objective, deliverable, and expected business benefits right from the sponsor. Your 
argument centers on your mutual desire to succeed. So if the sponsor will have to live in 
the house you are building, then it only makes sense to know what will make him happy 
before it’s built and furnished. 
Ultimately, you may have to stand tall on the professional and ethical ground that you 
have a business and a moral obligation to understand the need and requirements as 
perceived by the sponsor before spending the organization’s money. Courage. Without 
courage, nothing much else matters on eXtreme projects. Do it scared if you have to. 

The First Sponsor Meeting 
You’ll need to prepare well for your meeting.  You may have less than 15 minutes to 
come away with answers.  

Preparing for the First Meeting 
In preparing, recognize that some sponsors will have a very concrete vision of the project 
and specify exactly what they want. These are potentially the most dangerous sponsors: 
they are so clear and emphatic that one may avoid questioning why the specified 
deliverable was even chosen in the first place to be the solution. It’s quite common for a 
sponsor to say at the end of the project, “That’s what we asked for but not what we 
need.” 
In other cases, depending on the sponsor’s personality type and thinking style, her so-
called vision may be very soft and difficult to get your arms around. Such sponsors may 
have only a vague vision, one that’s akin to a hallucination.  Nonetheless, in deference to 
sponsors, we’ll give them the benefit of the doubt and use the term vision to mean a 
picture, however clear or fuzzy, that includes the business objective, expected 
deliverable, and resultant business outcome. 
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The Objectives-Deliverables-Outcome Model 
The Objectives-Deliverables-Outcome Model is an important mental model to keep in 
mind as you prepare for the meeting with the project sponsor. The questions you will be 
asking are designed to sort out answers to three critical pieces of information about the 
project (Figure 10.1): 
The objective: The problem to be solved or opportunity to seize 
The deliverable: The solution that is expected to solve the problem or exploit the 
opportunity 
The outcome: The expected business payoff (that is, benefit) in dollars and cents for 
having produced the deliverable 

Figure 10.1 – The Objectives-Deliverables-Outcome Model 
For a similar model and further discussion, see Rob Thomsett (2002). 
Here’s an example of how a vice president of sales may frame a project to improve sales 
performance. 
Objective:  Free up salespeople to spend more time selling 
Deliverable: A new streamlined order entry and call reporting system 
Outcome:   Two extra hours per day resulting in $300 per day on average in 

additional sales per salesperson X 500 salespeople = $150,000 per day 
additional sales 

The distinction between project objective and deliverable is very important. It’s possible to 
produce the agreed-on deliverable but fail to meet either the objective or outcome. For 
instance, the sales staff might use the extra time to take longer lunches, or the 
deliverable specified (a new order entry and call reporting system) may not be the only 
solution. What other options might be available to free up salespeople—for example, 
reallocating territories to save on travel time? Separating the objective from the solution 
(that is, the deliverable) opens the door for someone to come up with a brilliant solution at 
any time during the project. This is agility at its best as summarized by Accelerator 1: 
Make change your friend.  This is especially important for eXtreme projects where 
circumstances are by definition fluid and complex, necessitating that one consider 
multiple options and even launch several projects knowing full well that one or more of 
them may have to be thrown away. 

Conducting the Sponsor Meeting 
A good way to start the meeting is to jump into the water and get the conversation 
moving. You can simply say, “Tell me about the project you have in mind.” 

Why are we investing in this 
in the first place?

How will we solve the 
problem or seize the 

opportunity?
What problem or opportunity 
does this project address?

Outcome
The Why

Deliverable 
The How

Objective 
The What

Why are we investing in this 
in the first place?

How will we solve the 
problem or seize the 

opportunity?
What problem or opportunity 
does this project address?

Outcome
The Why

Deliverable 
The How

Objective 
The What
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The questions that follow are designed to create the clearest possible picture of the 
sponsor’s vision of the project and your role in its success. The questions are organized 
around these topics: 
 The business objective, project deliverable, and expected business benefit 
 The project context, including political considerations 
 Who the project is intended to affect 
 Schedule and budget expectations 
 Trade-offs that will have to be made 
By addressing these issues, you are not only demonstrating your business savvy but also 
providing a valuable service to the sponsor and other stakeholders later on. 
As part of the sponsor meeting, you will also want to gain an understanding of your 
working relationship and set expectations for next steps. Appendix A  Questions for the 
First Sponsor Meeting  shows the questions to raise with your sponsor in your first 
meeting. Adapt these questions to your particular project.  Take a moment to review the 
document before continuing in your reading. 
You don’t need to be Newtonian about this and ask all the questions or do so in the order 
given. The discussion is likely to jump back and forth. You can sort it out later. So let the 
discussion flow, but guide it so that you wind up with answers in each category. Asking 
these questions puts to work the Shared Values of customer collaboration, clarity of 
purpose, and results orientation, as well as providing early value by helping the sponsor 
bring her vision closer to reality. The information you gather here literally means that the 
sponsor’s vision is in formation: beginning to manifest in physical form. 

Avoid Shooting Yourself in Both Feet Before 
Act as if you were a journalist. In your first meeting with your sponsor, your role is that of 
an objective gatherer of information. Later, you will have an opportunity to negotiate gaps 
between what the sponsor wants and what you and the team think it will take to do it. In 
soliciting information from the sponsor, it is critical that you do not give the impression 
that the project being described is achievable (or not) in the time or budget she gives you. 
You will not know this until after the planning meeting (which takes place in the Speculate 
cycle), when you answer Business Question 2: What will it take to get it? Avoid giving off-
the-cuff estimates. 
Let the sponsor know that you will return with your notes consolidated in a summary of 
her vision of the project. The purpose of the second meeting will be to make any 
adjustments. Once the vision is updated, that will form the basis for your third meeting 
before assembling the team and conducting the project kickoff, also known as the 
scoping meeting. 
For the third meeting, you will return with ballpark data in answer to the question, “What 
will it take to get what you want?” namely, budget, resources, and risk profile. This will be 
very rough. And you will have better data after the scoping and planning meetings are 
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held with the crucial stakeholders and the team who will be doing the work.  Between 
now and the second meeting, you may be back with a few other questions. 
Once you’ve conducted the scoping and planning meetings, you will be in a better 
position to clarify your role and relationship in a way that will serve the best interests of 
the project. In the meantime, take good notes. For now, you are establishing a baseline. 
It’s all going to change anyway. 

Beginning Work on the Project Prospectus 
Once you’ve had your initial meeting with the sponsor, you will want to consolidate your 
notes in the form of a Project Prospectus.  Sometimes referred to as a project charter or 
the business case, it’s a document that contains the essential information about the 
project that was shown in the Figure 10.1 at the beginning of this Module.  
The Prospectus contains the bare essentials of the project. It gets started right after 
you’ve had your first meeting with the sponsor and is updated throughout the venture. It’s 
not official until it reflects the collective vision of the sponsor, crucial stakeholders, and 
the core team. That will happen during the scoping and planning meetings. 
The Prospectus is always available in hard copy but is also made available through the 
project’s Web site or stored in a virtual workspace shared by the eXtreme core team and 
other stakeholders. 
Note: See Appendix C for a sample of a completed Project Prospectus.  The CD that 
accompanies this course contains a blank Project Prospectus template for you. 

The Three-Sentence Project Skinny 
Once the project gets moving, things are going to get chaotic. A short, pithy description of 
the project goes a long way to keep people focused when all else seems to be out of 
control. The three-sentence project skinny is the lighthouse in the storm and the first step 
in sizing up the project. 
The reason to avoid long-winded descriptions is that nobody remembers them, if they 
bother to read them in the first place. And besides, all those words create too much room 
for interpretation and confusion. They’ll be plenty of time later for confusion. 
At work here is Accelerator 4, keep it simple, as well as the Shared Values of clarity of 
purpose and results orientation. The three-sentence skinny achieves accomplishes this.  
For example: 
 The Zonk team will develop a twelve-hour sleeping pill for sleep-deprived adults. 
 Our project will be considered completed when the formulation is turned over to 

manufacturing. 
 This project contributes to Babbot Labs objective to increase share of market to 25% 

in the next three years among adults 24 and older in the U.S.  
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How to Write a Project Skinny 
First Sentence: Who’s doing what for whom? 
The Who: The name of the team or group undertaking the project.  Later, during the 
scoping meeting, team members can pick their own name.  Something as basic as 
creating their own identity can give team members a special sense of importance.  It also 
helps to harness the energy of Accelerator 3:  Create Ownership for Results. 
The What: This is the project deliverable.  On an eXtreme project you never know truly 
know what the sponsor wants or needs at the outset; the sponsor rarely knows either, 
even if she hands you detailed specs.  The real need – the desired result – will evolve 
over most of the project’s lifetime.  Although the deliverable will evolve, you still need to 
know what the sponsor is looking for.  This can be: 
• The thing to be produced 
• The problem to be solved 
• The opportunity to be seized 
• The new capability to be put in place 
For Whom: The idea is to pinpoint the project’s client or customer group – the set of 
stakeholders beyond the sponsor who will be satisfied with the result.  In some cases, the 
customer will be the end user (for instance, the person who will be using the new 
computer printer you are building). The client can also be an interim user such as the 
sales department that commissioned the project.  It in turn will sell it to the end user. 
Second sentence:  What will constitute the completion of the project?  That is, how will 
we know it is over? 
Third Sentence:  Why?  This sentence answers the question, “Why are we doing it?” It 
summarized the underlying business case, the justification for undertaking the project (for 
example, market share, cost savings, sales volume, improved service). As such, it 
produces the hook that links the project to the specific organizational strategy.  Without 
the project, the organization would not achieve an important goal.   
The content for this sentence comes from Business Question 4:  is it worth it?  That’s the 
question that specifically addresses the business value for the project and is the 
responsibility of the project sponsor.  

The Ins and Outs:  Delineating the Project Boundaries 
The Ins and Outs establish the project’s boundary. The Ins represent the major work to 
be done that is considered to be inside the scope of the project as defined by the first two 
statements of the project skinny.  This in-scope work is what the eXtreme core team will 
be doing or ensuring that gets done by sub-teams and other partners. 
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In Scope Work Out-of-Scope Work 

X Y 
X Y 
X Y 
X Y 
X Y 
X Y 

Note:  X = agreed-upon work of the eXtreme core team.  Y = the work of other related 
teams. 

Table 10.1 – Project Boundaries 

Project Boundaries 
X = in-scope work; Y = out-of-scope work 
So that things don’t fall through the cracks, it’s a smart idea to identify the out-of-scope 
work: activities that are related to the project but are considered the work of other project 
teams. In practice, out-of-scope work presents related projects that, when taken together, 
form an entire constellation or family of projects (also know as the Program) of which 
your project is one of several. In the scoping meeting later on, the Ins and Outs along 
with the project skinny and other items will be modified by the stakeholders. The idea 
here is to give them a running start. 

Project Imperatives 
Project imperatives are the vital few make-or-break requirements that must be met for the 
overall project to succeed. Not meeting them will cause the project to fail or terminate. As 
such, they must be continually focused on by core team members, the sponsor, crucial 
stakeholders, and even third-party providers.  
Project imperatives can relate to project schedule and the business case—for example, 
an end date that must be met or the project will fail, or a cost, risk, or payback threshold 
beyond which the project cannot be justified and will be cancelled. Most often, the project 
imperatives relate to the level of quality of the project deliverable—for instance, the new 
Web site must have an uptime rate of 99.5 percent, or the efficacy of the new cough 
syrup must provide twelve-hour relief. 
In addition to being the essentials that must be continually focused on throughout the 
project by all team members, the project imperatives have these attributes: 
 They provide the foundation for risk assessment. 
 They empower team members with the basis to make crucial and timely decisions on 

the spot. 
 They provide the basis for measuring success and provide inputs for the 7 Win 

Conditions of eXtreme project management. 
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Program Breakdown Structure 
No project lives in isolation. There is always an entire constellation of projects that is 
required to achieve the overall objective. These related projects have to be 
commissioned by the project sponsor. Similar to an organization chart, the program 
breakdown structure (PBS) identifies the family of related projects that comprise the 
complete program. The PBS is usually a real eye-opener for the sponsor who seldom 
realizes the extent to which other projects are needed for the entire program to succeed. 

Product Vision 
At this point, there is usually little to go on that would nail down the features of the 
ultimate deliverable. Nonetheless, in preparation for the second sponsor meeting, the 
project manager needs to get something started on paper no matter how tentative: the 
best description or profile of the final project deliverable possible at the moment as 
envisioned by the sponsor. It will, of course, change significantly during the scoping 
meeting and even after that. Ask yourself, “What is the project deliverable supposed to 
do? How well is it expected to perform? What else do I know about the deliverable?”  
Identifying what is not known is also valuable. 

Pinpointing the Deliverable’s Useful Life 
The purpose of the deliverable’s useful life (DUL) factor is to get an understanding as to 
the level of support for the product or system that will be required once it goes into 
service. There are three possible levels of commitment to the deliverable after it is 
produced. It’s vital to know which level you are going after because that will drive the 
project’s scope of work as well as the requirements for quality: 
One-time fix: The project deliverable is a quick fix and is intended to solve an immediate 
problem. There is no intention of sticking with it. It will not be maintained or upgraded. 
Once the product or system serves its immediate purpose, we’ll remove it and replace it 
with the real thing or it will not be replaced at all. 
Deliver and fix: Deliver it now, improve it later. We know the project deliverable will fall 
short of what is needed, but we have to get something out there no matter what. Later, 
we’ll reengineer it or rework the weak parts. I call this one "kiss and make up." 
Long-term commitment: The deliverable must be perfect the first time out. We can’t 
afford to ask for forgiveness. Once it’s out there, it has to be solid. We’ll be modifying or 
adding to it, but what we deliver out of the gate has to be done right. I call this, We're 
getting married.” 
If the strategy is a one-time fix, then you need to get a commitment from the sponsor to 
pull the plug. Otherwise, those who follow you will be saddled with time and money-
draining efforts that can go on for years in a frustrating attempt to maintain a faulty 
product or system. 
If the sponsor wants to play kiss and make up, then your job is to ensure that follow-on 
funding is available and that product support is in place. The DUL Factor contributes to 
the Shared Value of clarity of purpose. 
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The 7 Win Conditions 
Win Conditions are a set of variables that define how success will be measured on an 
eXtreme project. They answer the question, “On what basis will we declare victory?” 
Following are the Win Conditions that apply to any project. Although the type of measure 
(money, time, or something else) is the same on all projects, each specific project will 
differ on how each condition is defined and how important the sponsor and crucial 
stakeholders consider each one to be for success. These are the 7 Win Conditions: 
 Stakeholder (for example, customer satisfaction) 
 Schedule (being on time) 
 Budget (people, capital, other resources) 
 Scope (the range of features or functions to be included in the project deliverable) 
 Quality (how well the deliverable has to perform) 
 Return on investment (the importance of meeting the targeted economic return) 
 Team satisfaction (importance of team members having a fulfilling experience) 
It’s up to the sponsor and crucial stakeholders, not the project manager, to prioritize the 7 
Win Conditions. The rule is that you can have only one must-meet and one optimize Win 
Condition at any one time. The other five are accomplished within acceptable parameters 
as defined by the sponsor and crucial stakeholders. Rob Thomsett (2002) uses a device 
called sliders to calibrate success.  Each success slider can be set to on or off or 
graduated somewhere in between by stakeholders and the sponsor.  
In practice, the Win Conditions also serve as a set of trade-offs. If the schedule is 
shortened, then more resources (budget) will likely need to be added. If the budget is cut, 
certain features or the level of quality will have to be cut to compensate. If more features 
are added or the level of quality required is increased, this will bear on customer and 
team satisfaction. Customers may be happier, but the team may not be if they are 
expected to work overtime to get it done, unless the schedule is increased or more 
resources are added. And if more resources are added, this may affect the project’s 
return on investment. These decisions belong squarely in the sponsor’s court. 
eXtreme project management looks at all seven conditions, where traditional project 
management emphasizes the iron triangle (“bring it in on time, on scope, and on 
budget”). In eXtreme project management, we recognize the shortsightedness of this 
thinking. Even if you succeed in meeting the iron triangle criteria but fail to meet ROI 
expectations, the project has little redeeming value. This is equivalent to the operation 
being a success, but the patient dies. That’s why eXtreme project management extends 
from initial concept through the realization of business benefits. eXtreme project 
management, with its Shared Value of people first, also explicitly builds in team 
satisfaction as a measure of success. 
In practice, the best time to have the Win Conditions discussion is after the skinny, 
project boundaries, project imperatives, program breakdown structure, and product vision 
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have been agreed to. These elements, and especially the project imperatives, provide the 
context and input for a more focused discussion of Win Conditions. 
As process leader, manager, and facilitator of the project’s flow of emotions, thoughts, 
and interactions, you’re off the hook here: you don’t own the results of the Win Conditions 
discussion; your stakeholders do. And when they can’t come to agreement, your sponsor 
makes the call. Identifying Win Conditions is among your most important project 
management practices, and the process you lead for prioritizing the project's success 
factors, one of your greatest services to the project. 
Once the project is implemented, it’s likely that the Win Condition priorities will change, 
as well as how each condition will be measured. For instance, the sponsor may 
determine that for business reasons, quality and not schedule is now the must-meet Win 
Condition. eXtreme project management continually calibrates project success against 
the expected ability to meet the intended business outcome. If the value proposition no 
longer works out, this is reason enough to kill the project. 

The Second Sponsor Meeting 
Once you have completed the first iteration of the Prospectus, you are ready to go back 
to your sponsor and review it with him or her, make adjustments based on the sponsor’s 
feedback, and then get the sponsor to agree to the Project Prospectus as amended. 
As you review each of the elements with the sponsor, you should not expect the sponsor 
to like or agree with everything. The sponsor may well want to change the Win 
Conditions. The program breakdown structure may be a real eye-opener. Your job is not 
to insist on your version of the Prospectus (remember that it is the sponsor’s project, not 
yours), but to get these issues on the table and come up with a version of the Project 
Prospectus that the sponsor agrees to. Your job is to press the sponsor for decisions on 
each element of the Prospectus—decisions that you both realize may change as the 
project moves along. 
Often a sponsor will refuse to be pinned down during the meeting and will say, “I’ll get 
back to you.” You cannot prevent this from happening, but you can insist that the sponsor 
really does get back to you. If your second meeting with the sponsor does not lead to the 
sponsor’s agreeing to the Prospectus, you are headed straight for project hell. Moreover, 
if you can’t even get the sponsor to sit still for the second meeting, you are already going 
down in flames. 
In the next Module we take The Flexible Project Model to the next step: translating the 
sponsor’s vision into a collective vision shared among the project’s crucial and other key 
stakeholders. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. The Flexible Project Model is a framework for delivering business value. Its function 

is to operationalize the answers to the 4 Business Questions. What are these 4 
Business Questions? 

2. The Visionate Cycle, which places the emphasis on Business Question 1, consists of 
two interacting components.  What are these components? 

3. What is it essential that you speak directly with the sponsor at the beginning of the 
project? 

4. What are some questions to ask that can ferret out the true sponsor? 
5. What is the importance of the Objectives-Deliverable-Benefits Model? 
6. What should be the posture of the project manager during the first sponsor meeting? 
7. What is the purpose of the second and third meeting with the sponsor? 
8. What the importance and use of the Project Prospectus? 
9. What is the purpose of the three-sentence project skinny? 
10. What is meant by Project Imperatives and how are they used? 
11. What is the importance of determining the project’s DUL Factor? 
12. How do the 7 Win Conditions differ from the iron triangle (also known as the triple 

constraint) of traditional project management? 
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Module 11  Visionate: Establishing the 
Collective Vision 

Let your plan be the best for all involved. 
--Jah 
 

The Visionate cycle consists of two interacting components:  
 the sponsor’s vision of the project 
 the collective vision of the project 
Once you have established a good understanding of the sponsor’s vision, you are then in 
a position to build the collective vision. In both cases, the focus is still on Business 
Question 1: Who needs what and why?  Once the answer is expressed in the form of the 
collective vision, you can then move to the Speculate cycle where implementation 
planning takes place.  The work products of the cycle are summarized in Appendix C: 
The Flexible Project Model, located at the back of this guide. 
Creating the collective vision of the project is critical so that the venture can move 
forward with clarity, speed, and commitment. The vehicle for establishing the collective 
vision is the scoping meeting, the landmark event that harnesses the collective 
intelligence of key stakeholders while extending ownership of the project vision from the 
sponsor to those whose support will be vital for the project’s success. It’s a major step in 
gaining and sustaining commitment to the project. Without it, an eXtreme project is 
doomed. 
If at the end of the scoping meeting (or shortly thereafter) the answer to Business 
Question 4, Is it worth it? yields a favorable result, the project moves on to the Speculate 
cycle, where implementation planning takes place.  If the answer is unfavorable (e.g., for 
reasons of technical or financial feasibility), the project is then aborted. 
This Module describes how the Visionate cycle, the first of cycle in The Flexible Project 
Model, moves from the sponsor’s vision of the project to the collective vision. The results 
of the collective visioning process are highlighted in the model located in Appendix C.  
Topics I will cover are: 
 Preparing the Project Uncertainty Profile 
 Estimating people and financial requirements 
 Getting ready for the scoping meeting, including getting a go or no go from the 

sponsor, preparing the scoping meeting agenda, putting together the preliminary core 
team and preparing the sponsor for the scoping meeting 

 Conducting the scoping meeting to create the collective vision: determining whether 
we are doing the right project and testing for answers to Business Questions 2 and 3 

 Following up after the meeting 
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Preparing for the Third Sponsor Meeting 
After the second meeting with the sponsor (covered in the previous Module), you should 
have a fairly good idea of what the sponsor is asking for in terms of business objectives, 
deliverable and business outcome. The next step is return to the sponsor with your 
estimate of what it will take to deliver the project. The focus here is on Business Question 
2: What will it take to get it? Start by making a general assessment of the uncertainty 
associated with this project. 

Project Uncertainty Profile 
How uncertain is this venture? Sponsors and other key stakeholders rarely understand or 
want to face up to the extent of uncertainty that surrounds their projects. Your job as 
eXtreme project manager is to expose the realities facing the project so that they can 
make informed decisions. There are four kinds of uncertainty to address: 
Business Uncertainty: What external uncertainties do we face? How strong is the 
competition? What could change that could have an impact on us, for better or worse? 
What about government regulations? How experienced are we in the target market? 
Product Uncertainty: What uncertainty do we face in being able to produce the project 
deliverable itself? Are we pushing the state of the art? Are we on the verge of a 
breakthrough? 
Project Uncertainty: Do we have the ability to manage this project? The necessary 
resources? People? A qualified sponsor? How great is our dependency on other 
projects? 
Organizational Uncertainty: How politically sensitive or volatile is this project? How 
large is the stakeholder population? What priority is the project given? How strong is the 
project sponsor? 
Later, this quick assessment, called the Project Uncertainty Profile (PUP), will provide 
you and the team with the context within which you will plan and estimate the project in 
answer to Business Question 2: What will it take to get it? Initiated by the project 
manager, the PUP eventually reflects input from the sponsor, Crucial Stakeholders and 
the core team. The PUP can be located within the Project Prospectus in Appendix B.  
Please take a moment to review it before continuing your reading 
The estimates of the uncertainty associated with the project provide the background and 
context needed to begin thinking about what the project will require in terms of human 
and financial resources. The PUP is one of the most important tools in eXtreme project 
management:  it provides the project team with a basis for estimating.  Importantly, it 
provides key stakeholders with a reality check of the likelihood of success. Unlike risk 
assessment, which deals with possible future events, the PUP looks at uncertainty that 
exists in the present. 
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Estimating Resource Requirements 
No eXtreme project manager has all the answers to come up with a ballpark budget for 
the project. You will need to gather some colleagues in an informal meeting to get their 
input before returning for the third meeting with the sponsor. 

People Requirements 
The work to be done determines the people requirements. Having done your homework 
and drafted the project skinny, Ins and Outs, PUP, and other work products, you and your 
colleagues should be able to make a preliminary assessment of the critical skills needed 
on the project: 
The core project team. Not having the right skills and enough of them is a major reason 
for project failure. Now is the time to start thinking about putting together the core team. 
When you go to the next meeting with the sponsor, you want to be able to choose team 
members rather than being stuck with whomever you are handed or can round up. It’s 
unlikely you will be able to assemble your ideal core team, but that should not stop you 
from identifying your dream team. If you fight for anything, it will be to have the right team 
in place. 
Other resources. Beyond the core team, project success will require the integration of 
many specialized suppliers (internal and external) in order to get the job done. Your 
project will also be dependent on the timely completion of related projects. You need to 
take inventory of these as well. 

Financial Requirements 
Coming up with a budget is always tough at the early, vague stages of a project. 
Nonetheless, it is important to attempt to validate the sponsor’s stated budget for the 
project. You will need to enlist help from others, especially those who know their way 
around budgets and have worked on similar projects. 
When it comes to an eXtreme project, cost can never be predicted with much accuracy. 
That’s why it is essential to undertake the project in small chunks and establish a stream 
of short-term decision points (called timeboxes) so that the sponsor can decide at 
multiple points along the way if it makes business sense to continue. (Time boxing is 
covered in the Speculate and Innovate cycles.) Here are some estimating tips that have 
proven useful on eXtreme projects: 
 The phrase ‘exact estimate’ is an oxymoron. 
 An estimate is not a prediction. 
 An estimate is not a commitment, a promise, or a guarantee (although it will most 

likely be taken as such). On eXtreme projects, there is no security. Your goal is to 
expose the folly of coming up with a secure estimate. Here, the PUP is your friend. 

 The best estimates are those that are made by the people who will do the work and 
have a base of similar experience to draw on. 
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 Holding others accountable for your estimates goes a long way to demoralize the 
team; it practically guarantees failure. 

 Avoid on-the-spot estimates. Ask the requester to elaborate on what is wanted. 
Indicate that there are a number of unknown factors that will go into the estimate and 
give a few examples. Point out that you don’t want to give an off-the-cuff number that 
would discourage an otherwise good business decision or encourage a poor 
decision. Say you’ll provide it tomorrow. This, of course, is the ideal. In the eXtreme 
world, you may not have this luxury and will be forced to come up with a number 
immediately. 

 If you cannot buy time, provide an estimate range, for example: “We might be able to 
do it in eight weeks plus or minus three weeks. It will depend on our ability to shake 
loose a couple of people who are working on the Ramafranzit launch." Never give a 
single point estimate. Saying, “That will take us about eight weeks” is fiction given all 
the unknowns and puts you in the embarrassing position of having holding yourself 
captive to a lie.  

 When documenting your estimate in writing, always include the range. Say, at this 
stage, until we know more, it could be from four to twelve weeks. 

 No matter what you do or how you couch the estimate, the sponsor will likely take the 
most optimistic component of your estimate (or the midrange) and attempt to hold 
you to it. At the very least, knowing that you went on record with a range of numbers 
and did not capitulate to someone’s fantasy number goes a long way in bolstering 
your self-respect, if nothing else. 

 Understand if you are being given a target or are being asked for an estimate. A 
target is when you are asked, “I want this by this date. What can you do for me by 
then?” An estimate is when you are asked, “Here’s what I want. What can you give 
me by when and for how much?” 

Go or No Go: The Third Meeting with the Sponsor 
Once you have completed the PUP, decided on the skills that you will need on your core 
team, and put together at least a rough budget, you are ready for your third meeting with 
your sponsor. The purpose of this meeting is to: 
 Review the level of uncertainty associated with the project based on the PUP. 
 Provide a very rough idea of the project’s financial requirements, and discuss gaps 

compared with what the sponsor may have expected. 
 Get approval to move forward and conduct a scoping meeting. 
Many project managers make the mistake of starting out by focusing on budget issues. It 
is far better to provide a context for the budget discussion by starting out with a review of 
the uncertainty associated with the project, using the PUP. Once the sponsor 
understands the uncertainty, he will have a better understanding of, and appreciation for, 
the range of numbers in the budget. 
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When you do present the budget, emphasize that it is preliminary and based on the input 
of the several people you consulted. Remind the sponsor that you will have a better 
sense of the budget once the scoping and planning meetings are held. 
At the conclusion of the third meeting, you need to press the sponsor for a go/no-go 
decision. In a very few cases, the evidence is simply overwhelming at this point that the 
project as framed makes no business sense, and the sponsor decides to end it right there 
or go back to the drawing board. 
It is more likely that the sponsor will be suffering from sticker shock. In this state, she may 
simply declare a budget number and tell you to live with it (and not compensate by cutting 
back on the project requirements). If that’s the case, your position is that you will have a 
better idea of what can be realistically done for the upper limit of her budget once the 
scooping and planning meetings are held. In other words, do not commit to the 
parameters, because neither you nor the sponsor knows the answer to Business 
Question 2: What it will take to do it? 
It is also possible that you might suddenly find yourself in the middle of a negotiation. 
Nevertheless, there is no basis to negotiate because of all the uncertainty surrounding 
the project. Instead, refer to the PUP and say the numbers will be driven by the ability to 
mitigate some of the uncertainty as well as the information that comes up in the scoping 
and planning meetings about the work to be done and what it will take. In other words, 
your strategy is to postpone the negotiation. 
All you are after is to ascertain if the sponsor wants to go to the next step: the scoping 
meeting: “Given what we know about the project right now and its uncertainty profile, is 
there enough business justification to continue or should we stop right here?” A go 
decision means that you will proceed to assemble your core team and move on to the 
scoping meeting. A no-go decision kills the project or sends you back to the drawing 
board to start over. Failure to get either decision leaves you floating in limbo. 
Notice the Shared Values at play in this discussion with your sponsor: client 
collaboration, honest communication, results orientation, fast failures, and the one that 
drives the others: your courage. 

Getting Ready for the Scoping Meeting 
Here are the steps in getting ready for the Scoping Meeting. 

Preparing the Scoping Meeting Agenda 
You’ll recognize that you already have done a lot of preparation for the scoping meeting: 
all of the work you’ve put into the Project Prospectus forms the basis for the scoping 
meeting agenda. Your agenda, then, will list a set of tangible work products that will be 
subjected to discussion, clarification, and modification by the meeting participants.  
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In keeping with the Shared Value of results orientation, I recommend you express work 
products in the past tense, which makes them more tangible and gives people in the 
room a feeling of closure: 
 Three-sentence project skinny, Ins and Outs, and Project Imperatives revised 
 Product vision agreed to 
 PUP updated 
 Win Conditions agreed to 
 Probable future scenarios identified 
 Action items agreed to 
Among the other topics to include on the agenda are these: 
 An assessment of Business Questions 2 and 3: What will it take to get it? Can we get 

what it takes? Given the budget estimating work you did in preparation for this 
meeting with the sponsor, you again have a head start here. 

 A rough assessment of Business Question 4: Is it worth it? 
All told, a scoping meeting can last anywhere from four hours to up to two days, 
depending on the project. In addition to the work products, allow thirty minutes at the start 
for the sponsor to express his vision of the project and answer questions. Also, slot a 
time at the end of the meeting (usually sixty minutes) for the sponsor to return and review 
the latest version of the work products. 
To get ready for the scoping meeting, you need to pull together your preliminary core 
team, identify crucial stakeholders and key players, and put together the scoping meeting 
agenda. You should then review all of these items with the sponsor and enlist her help in 
recruiting people to come to the scoping meeting.  

Putting Together the Preliminary Core Team 
Most eXtreme Projects involve multiple teams. Sub-teams do the actual work of the 
project and are composed of technical and subject matter experts, including customer 
experts. In my client practice, the eXtreme core team is a team of teams, that is, the 
leaders or project managers of the various sub-teams. Core teams are typically cross-
functional and cross-hierarchical. The sub-teams are typically chosen after the scoping 
meeting. But the core team, although tentative, is chosen to participate in the scoping 
meeting. 
In putting together your core team, your options are to press hard to reserve the right to 
pick the people you need (inside or outside the organization) or, if you don’t win on that, 
to reserve the right to veto anybody who has been picked on your behalf. You want 
competent people who have the necessary time to spend on the project, and you need to 
verify that they have the time. 
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Identifying Crucial Stakeholders and Key Players 
You’ll recall that a stakeholder is someone who can affect the success or failure of the 
project either before or after the project has been completed. They can be internal or 
external to the organization and include those who will provide inputs to the project, such 
as needed products and services, funding, approvals, resources, and other projects that 
you will rely on for your project.  

Reviewing the Agenda and Preparing the Sponsor  
The draft agenda of tangible meeting work products is another opportunity to 
demonstrate the value added of project management, as well as to reinforce your role as 
manager and facilitator of the thoughts and interactions that keep the project moving 
toward its business goal. By gaining the sponsor’s input, you are creating ownership for 
the meeting results. Again, it’s her project and her meeting. You are the catalyst. 
Impress on the sponsor the need to show up at the meeting for at least thirty minutes to 
introduce the project and to come back later at the end of the meeting to spend sixty 
minutes to review and approve the work products generated by the participants. An 
absent sponsor demonstrates a lack of commitment to the project and will quickly 
undermine the commitment of crucial stakeholders and the core team. If the sponsor is 
unavailable, it is better to postpone the meeting until the sponsor can participate. Avoid 
the trap of being the spokesperson for the sponsor. It’s her project. If the sponsor can’t 
make it and you can’t postpone the event, then insist that she send a stand-in with 
sufficient organizational clout. 
More often than not, project sponsors don’t have a good understanding of their role in 
general; in particular, they can use help in being prepared for the scoping meeting. In this 
sense, you can see yourself as an unofficial, undesignated coach. Provide the sponsor 
with a brief outline summarizing her vision for the project (notice how the outline follows 
the objective, deliverable outcome model discussed earlier): 
 The problem to be solved or the opportunity to seize 
 The deliverable that is expected to solve the problem or seize the opportunity 
 The intended business outcome (added value to the business; financial benefit) 
The intended outcome is where the WOW! factor fits in: that which makes the project 
exciting or compelling, serving to energize the stakeholders. If the WOW! factor is not 
already evident, you might be able to coax it out of the sponsor.  
Recognize that one of the last things that crucial stakeholders and core team members 
want is another project to work on, so have the invitation to the scoping meeting go out 
under the sponsor’s signature. You can include an advance copy of the Project 
Prospectus, although most will not read it, or at least state the draft 3-sentence project 
skinny. Remember to schedule the sponsor to return at the end of the meeting to review 
the scoping work products. 
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Conducting the Scoping Meeting 
Armed with an agenda, flip charts, markers, large sticky notes, snacks, and drinks, you 
work your way through the agenda in order to reach consensus on the meeting work 
products. 
At the beginning of the meeting, it is very important to exercise Accelerator 2: Create 
ownership for results. Do this by letting all know that although preliminary work has been 
done to define the project, all items on the agenda are open for discussion and 
modification and that the pre-work was undertaken in order to give the project a head 
start by providing clarity and focus for the scooping meeting. 
Getting agreement on the 7 Win Conditions usually causes the most discussion, and that 
is the very purpose. Unless conflicting expectations and opinions are reconciled, the 
project will be fraught with insidious conflict that strikes at the heart of the project: 
agreement on what constitutes success. The impact: commitment to the project will be 
elusive. 
If the project cannot meet the Win Conditions of crucial stakeholders, then by definition it 
is dead. Your job as project manager and process leader is to expose the conflicting Win 
Conditions among the crucial stakeholders from the start, during the project scoping 
meeting, so that your sponsor can resolve them if others cannot reach agreement. The 
goal here is to foster a healthy discussion of differences, resulting in a set of critical 
priorities and a basis for making trade-offs. Here are some tips to facilitate the process: 
 Display the project imperatives that have already been agreed on. These provide 

valuable input for the Win Conditions. 
 Review the meaning of each of the Win Conditions as agreed to earlier with the 

sponsor. 
 Have the stakeholders individually pick their top two. Tell them that their number one 

pick is their must meet condition, and their number two pick is the optimize condition.  
All the rest will have to meet acceptable criteria to be defined later (during either this 
meeting or during the planning meeting). 

 Open the discussion. 
After the stakeholders have had a robust discussion of their initial rankings, a revote is 
taken. In the eXtreme scheme, you can have only one "must meet" priority and one 
"optimize" priority. Recall that the must-meet condition is defined as the overarching 
requirement: if it is not met, nothing else matters. "Optimize" is the next most important 
requirement. The other variables must stay within acceptable limits as agreed to by the 
sponsor. As the project progresses and the competitive climate and other factors change, 
it is not uncommon for Win Conditions to shift. 

Are We Doing the Right Project? 
One of the bigger traps in project management is to assume blindly that the project as 
initially defined is the right project to undertake. Although it’s never too late to introduce 



eXtreme Project Management 
Module 11 – Visionate: Establishing the Collective Vision 

www.prodevia.com 
91 

this topic, the time to do so is early—either here in the Visionate cycle or later during the 
Speculate cycle. 
For instance, if a project is a solution to a problem or opportunity, there are usually 
several possible options for achieving the desired result. Left unchecked, people will 
typically grab the first solution and run with it. I remember reviewing a project intended to 
reduce customer defections by upgrading the Web site, making it more user friendly. On 
closer examination, it turned out that the root causes of customer attrition had more to do 
with the shallowness of the product line and pricing structure, but no projects were 
planned to solve at these problems. 
As the conscience of the project, your role is to ask, "What other options are available to 
us to address the objective [the problem or opportunity] before us? What about outside 
forces?" eXtreme projects are subject to the volatility of external events, which can 
change the very nature of the project: render the project obsolete after a lot of work has 
been done or give it new life. What if a new competitor beats us to market? What if one 
drops out? What if the Federal Communications Commission decides to regulate our 
industry? What if unsolicited telemarketing calls are banned? What if wireless Internet 
takes over? 
At this meeting, your role and value is to ask the unasked questions and open eyes to 
possible future scenarios. Ask, "What if . . .?" Or ask a more general question: “What 
events over the next few months to two years could change the direction we are going in 
with this project?” 

Testing for Answers to Business Questions 2 and 3 
Now that the project has been examined and modified, the timing is right to take an 
assessment of what crucial stakeholders and core team members think in answer to the 
questions, "What will it take to do it? Can we get what it takes?" Although implementation 
planning will not be done until the Speculate cycle, people always seem to have an idea 
as to what a project will take in terms of time, money, and people. What’s important here 
is not the numbers that people throw out, but their reasoning behind those numbers. Be 
sure to ask, “Tell us what your thinking is behind the number or range that you gave." 
Also get an assessment to Business Question 4. Ask something like this: “Based on what 
we know now, does it appear that this project can achieve the desired business 
outcome? Why? Why not? 
In asking Business Questions 2, 3, and 4, be prepared for emotionally based responses. 
This is your clue as to the real concerns and hopes of crucial stakeholders; they provide 
you and the sponsor with big clues as to what motivates these key people. 

After the Meeting 
You’re now a lot smarter (and perhaps a lot more anxious) about the project. But by 
definition, eXtreme projects don’t go according to plan, which is why a quantum mind-set 
is critical. Nor do they exist in a vacuum. They exist in a web. Your eXtreme project will 
be affected by other projects, and other projects will depend on yours.  
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We have seen in this and the preceding Modules how the sponsor’s vision is captured by 
the project manager, and then translated into a collective vision—a composite of the 
sponsor’s vision as refined through an iterative process discussion and collaboration with 
crucial stakeholders. 
Once the dust has settled on the Visionate cycle and you’ve updated the Project 
Prospectus, you have another opportunity to see if the sponsor wants you to take the 
project to the next step: the planning meeting. Here, you can test the sponsor’s 
responses to Business Questions 3 and 4. This is also an opportunity to test your own 
answer to Business Question 4: Is it worth it to you? 
I’ve seen many projects get to the point where it is clear that the project can’t succeed in 
meeting the Win Conditions and the sponsor is not willing to make trade-offs that would 
give the project a fair shot. It’s time for self-mastery and self-examination. Courage and 
quality of life will patiently await your call. You have the option and the consequences of 
staying on or asking to be reassigned. It is not an easy choice, but it is an inescapable. 
You’re now ready to move to Speculate, the second cycle of The Flexible Project 
Model. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the importance of creating a collective vision for the project? 
2. Which of the four Business Questions takes center stage in the third sponsor 

meeting?  
3. What is the importance of the Project Uncertainty Profile and what are the four areas 

of uncertainty that it addresses? 
4. What is the difference between uncertainty and risk? 
5. Who should be given the responsibility for coming up with estimates? 
6. What is an effective way to deal with on-the-spot requests for an estimate? 
7. What is the recommended prerequisite for discussing estimates (e.g., budget and / or 

schedule) with the sponsor? 
8. What is the intended outcome of the third sponsor meeting? 
9. Before negotiating schedule, budget, scope, or resources, what is the recommended 

precedent?   
10. What is the role of the sponsor at the scoping meeting? 
11. What is the role of the project manager during the scoping meeting?  
12. What item on the scoping meeting agenda typically causes the most discussion and 

why? 
13. What can the project manager do to help ensure that the right project is being 

undertaken to achieve the intended business objective and outcome?  
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Module 12  Speculate: The Planning 
Meeting 

“I know coaches who spend seventeen hours planning the perfect game only to lose 
because the shape of the football isn’t round and they can’t control the bounce.” 

--Bud Grant, Coach 
 

Agility is not something that just happens.  We prepare for it by creating an agile plan.  
The Speculate cycle addresses Business Question 2 head-on: What will it take to do it? 
The “it” refers to the collective vision of the project, the vision that started with the 
sponsor and was extended to the crucial stakeholders as a result of the scoping meeting. 
Speculate is the second cycle of the Flexible Project Model of the overall eXtreme project 
management model (see Appendix C). If the Visionate cycle is the big picture stuff—
where the rubber meets the sky—then the Speculate cycle is where the rubber meets the 
road. 
eXtreme projects exacerbate conflicts in temperaments and thinking styles. Team 
members with a quantum mind-set are likely to say that eXtreme projects are so volatile 
that they can’t be planned and scheduled; they say, “Just do it.” The Newtonians in the 
group will shout,” Because eXtreme projects are subject to so much change, they need to 
be planned in detail in order to keep them under control.” 
Failure to plan and schedule the eXtreme project before rushing ahead and doing it will 
quickly send the venture into chaos. But over-planning the project will not only waste 
valuable time; the resultant detailed plan will be a group exercise in fiction writing. Over-
planning also has the effect of making everyone a prisoner to the plan. It puts the project 
in a straitjacket, disabling it from initiating or effectively responding to change. When this 
happens rigidity replaces agility. On an eXtreme project, we favor generating tangible 
results over generating Newtonian-like plans. 
Moreover, because the sponsor and other senior management have a legitimate need for 
predictability, they will likely pressure the team for tight estimates of schedule, costs, and 
milestone dates. Although the team members understand this need of the sponsor, they 
will be reluctant to provide such predictability because of all the unknowns they anticipate 
and fear. 
The role of the eXtreme project manager is to embrace this inevitable, necessary, and 
even beneficial conflict and do so by managing and facilitating the flow of emotions and 
the thinking that needs to take place among three competing energy fields—the 
Newtonians, the quantonians, and reality—each of which has its opinions of how long it 
should take, how much it should cost, and how to go about it. 
In addition to producing tangible planning work products, the critical psycho-emotional 
goal of the Speculate cycle is to engender the trust and confidence among crucial 
stakeholders that they can succeed. Achieving the goal of trust and confidence is 
facilitated when the eXtreme project manager acts as a role model by living the 10 
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Shared Values and the 4 Accelerators. Although Project Accelerator 4, Keep it simple, is 
the cry of the Speculate cycle, the other three Accelerators also kick in. 
This Module covers: 
 Preparing for the planning meeting 
 The 12-step planning process 

Preparing for the Planning Meeting 
Before initiating the planning meeting, take stock of where you are by updating the 
Project Prospectus. On most projects, the scoping meeting will have identified aspects of 
the project that weren't considered previously and reveal critical skill gaps on core team. 
Reviewing the updated Prospectus will help you to identify these needs and recruit new 
people to meet them. When you have made the needed additions to the team, you are 
ready to send out the invitation to the planning meeting and prepare the meeting agenda. 
The purpose of the planning meeting and that of the post-planning meeting work is to 
determine what it will take to bring the collective vision into reality: time, people, 
technology, methods, tools, and financial requirements. The planning meeting is attended 
by the core team (those who will be doing the work or overseeing the sub-teams doing 
the work) as well as others who may have information essential to the planning cycle. 
These can include certain crucial stakeholders and key players. 

The 12-Step Planning Process 
Step 1: Review and Update the Collective Vision 
Chances are that something has already changed, so you want the planning meeting to 
be based on the latest information available. The meeting is also an opportunity to ensure 
that newcomers are on common ground with the rest of the team. Cover the project 
skinny, project boundaries, project imperatives, Win Conditions, and especially the 
product vision. 

Step 2: Review the Project Uncertainty Profile 
Understanding the amount of uncertainty surrounding the project is achieved by having 
the planning group update the PUP. This provides new information about uncertainty that 
did not come up before and greatly influences the precision of the team’s estimate of 
effort. 
Focusing on uncertainty also acts as a catharsis, enabling team members to express 
their concerns and fears about the project, getting these out in the open so that they can 
be addressed directly. This step helps to reduce the FUD factor (fear, uncertainty, and 
doubt) on the project and put the project in a much more positive mood. In addition, not 
understanding the project uncertainty profile is one of the biggest causes of poor 
estimates, which cause projects to fail, especially when projects are underestimated. 
Underestimated projects cause big problems, resulting in unpleasant surprises at a point 
where it can be too late to recover. This can be compounded when a team suffers from 
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kill-the-messenger syndrome, forcing people not to deliver bad news early enough when 
something can be done about it. 

Step 3: Decompose the Project into a Set of Deliverables 
A deliverable is a completed work product or result that is mutually agreed on by both the 
producer and the customer. Taken together, the deliverables add up to the entire project 
or final deliverable. 
A critical requirement on any project is to decompose the product vision and the in-scope 
work by breaking it down into a manageable set of deliverables, with each deliverable 
having both a producer and a customer. The functions of the deliverable, along with the 
quality requirements and risks associated with the deliverable, are defined before any 
date is committed. 
To come up with a set of project deliverables, the participants in the planning meeting 
break the project into several logical chunks. People are then assigned to a chunk based 
on their particular expertise and are charged with writing up a sticky note for each 
deliverable in their chunk. Reflecting the Shared Value of results orientation, the eXtreme 
project management practice is to express the deliverable as an accomplishment and to 
use the past tense such as “Home Page designed.” Remember that a deliverable doesn’t 
have to be a thing. It can also be the result of an action taken, such as budget approved 
or testing completed. 
Each deliverable should be written on a large sticky note with a broad marker. The likely 
producer and customer of each deliverable should also be indicated, as shown in Figure 
12.1. 
Identifying a producer and customer for each deliverable is extremely important to help 
keep the project under control. Any one deliverable can have myriad tasks associated 
with it. Unlike the Newtonian mentality of traditional project management, which is 
tempted to capture every task associated with every deliverable, eXtreme project 
managers are interested in tracking and managing the project plan at the deliverable 
level. It’s up to the deliverable producers and customers to manage the detail of their own 
deliverables. If you try to micro manage each deliverable on an eXtreme project, you are 
guaranteed to fail. Even if you could find the time, you would become an unwitting 
bottleneck. eXtreme project management spares the project manager the unnecessary 
quagmire of endless detail. 
In order to stay in control, you empower others to manage their own deliverables. The 
deliverable producers and customers need to constantly coordinate and manage their 
own work as things change without running to you as an intermediary. Producers and 
customers must own their own deliverables, which follows Accelerator 3: Create 
ownership for results. 
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2 days effort 3/7/08

Figure 12.1  SOS Web Site Project: Deliverable Sticky Note 

Step 4: Estimate the Size of Each Deliverable 
Getting an idea of the size of a deliverable will give you a clue as to how much effort and 
money will be required. The size or magnitude of a deliverable will be measured in 
different ways for different projects—for example, lines of code, number of experiments, 
number of clinical trials held, or number of systems installed. 

Step 5: Estimate the Effort It Will Take  
The next step is to estimate how much work in person-days will be required to produce 
each deliverable. Estimating the level of effort has three considerations: the level of 
uncertainty surrounding the project and deliverable as described in the PUP; the level of 
quality required to meet the Win Conditions; the amount of effort that will be required to 
produce the deliverable. 

Step 6: Select the Development Life Cycle 
The life cycle answers the question, "How will we build the deliverable?" The choice of 
life cycle model depends on multiple factors, including how fast the product or service 
needs to be delivered and to whom, as well as the scope and quality of the deliverable 
and the budget. Other factors include how well defined and stable the requirements are, 
along with the complexity of the deliverable and the associated risks to schedule, budget, 
scope and quality. Figure 11.2 provides a graphic illustration of the most widely used life 
cycles. The life cycle has a direct impact on the Win Conditions and is a strategic 
decision that the sponsor makes once you explain the options. 
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Development Life Cycles 
The waterfall is the classic approach to development. It reflects the time-honored plan-
and-control approach to getting results and works well under conditions of relatively low 
speed and low uncertainty, such as traditional construction and engineering projects. In 
the waterfall approach, nothing is delivered until everything is delivered. It is sometimes 
known as the big bang approach or Ta-dah! product development. 
In the sequential model, the product or service is delivered in stages (sometimes called 
releases, versions, or models) rather than giving it to the customer all at once. Once the 
first version is out, the team begins work on the next one. 

Figure 12.2  Developmental Lifecycles 
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In the concurrent model, different teams work in parallel on components of the 
deliverable and closely coordinate their efforts so that the pieces integrate. This is the 
divide-and-conquer approach. 
There are two variations of prototyping. Evolutionary development prototyping involves 
developing the primary features as defined by the project sponsor, demonstrating results, 
getting feedback, making modifications, and refining until the customer is satisfied. 
Evolutionary delivery prototyping is closely related to the evolutionary development 
approach. The difference is subtle and involves the amount of change that will be allowed 
before the deliverable is released. This model is deadline driven, whereas than 
evolutionary development is open ended. Here, the philosophy is often to get something 
useful out then supplement or fix it later. 
Finally, the fast-track model is the “pedal to the metal” approach. Isolate the team, 
minimize involvement with stakeholders, circumvent standard corporate practices and 
policies, and throw money at it. Although potentially attractive, this model eschews 
several important tenets of eXtreme project management: create ownership for results 
and client collaboration, unless client representatives are part of the team and relieved 
from their regular jobs. 
Of all these life cycles, the waterfall model is least appropriate for eXtreme projects. 
These projects are characterized by changing requirements, dead ends, unpredictability, 
messiness, speed, and innovation, which do not fit the waterfall model. Table 12.1 
outlines the benefits and drawbacks of different life cycles. For an excellent of various life 
cycle models used in software development, see Steve McConnell, 1996. Again, keep in 
mind that the choice of development cycle is driven by the Win Conditions. 

Step 7: Schedule the Deliverables 
Once you have identified all the deliverables and have the estimated effort required for 
each, you can come up with a rough draft schedule. The wall exercise is a good way to 
do scheduling in a team setting and can be very useful in planning meetings. 
In the wall exercise, the team collects each deliverable sticky note, including the 
estimated number of person-hours they had calculated for each deliverable, and 
organizes them. Divide a large wall in the meeting room into columns, each one 
representing one month. The team can then sequence the project deliverables over time 
by posting their sticky notes in the appropriate place. Again, you want to create 
ownership for results, so let the producers and customers of the deliverables figure out 
and negotiate the scheduling among themselves. Your job is to facilitate the process.  

Step 8: Agree on Timeboxes 
A time box is a short, fixed period of time—anywhere from a week to six weeks—during 
which team members attempt to meet a set of agreed-on requirements that have been 
identified by the business customer. Once implemented (during the Innovate cycle), its 
purpose is to shed light on Business Question 3: Can we do (or get) what it takes? At the 
end of the time box, an assessment of results achieved is made by the sponsor and other 
crucial stakeholders. Because the timebox involves real-life experience (rather than plans 
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about life), the sponsor and team are better able to make fact-based decisions regarding 
implications for schedule, cost, and the level of quality that can be delivered. 

Table 12.1  Life Cycle Strengths and Weaknesses 

Lifecycle Strengths Weaknesses Comments 

Waterfall Reliable if used on the 
appropriate project and 

managed effectively; well 
known 

Not good for poorly 
understood requirements; 
heavy overhead on large 

projects 

Not suitable for extreme 
projects 

Sequential Focused on short term 
results; provides customer 
with visibility, early value; 

easier to manage than 
waterfall 

Requires careful 
coordination, documentation 
for subsequent teams and 

releases 

Works best when 
requirements are fairly stable 

Concurrent Focused on short term 
results; provides customer 
with visibility, early value 

Requires experience in 
coordinating 

interdependencies resulting 
in greater risk and more 

overhead 

Works best when 
requirements are fairly 

stable. Requires experienced 
team 

Prototyping: 
Evolutionary 
Development 

Works well with poorly 
understood and changing 
requirements; customer 
experiences progress; 

quickly learn what works and 
doesn’t 

Tendency to over prototype 
and experiment; difficult to 

predict schedule and budget. 
Performance less visible to 

management 

Requires intense customer 
collaboration 

Prototyping: 
Evolutionary 
Delivery 

Works well with poorly 
understood requirements; 

keeps focus on most 
important requirements; 
customer experiences 

progress; deadline 
orientation helps limit costs. 
Schedule more predictable 

than Evolutionary 
Development. 

A limit to amount of change 
that will be accommodated; 
post delivery maintenance 

can be high if quality is 
compromised during 

development 

Requires intense customer 
collaboration 

Radical Fast 
Track 

Short time to delivery; 
Emergency or catch up 

situations 
Low stakeholder involvement 
with risk of not producing the 
desired result; possible post 
delivery cleanup; requires 
experienced team, strong 

sponsor 

Most risky of all. Often 
misapplied when more 

deliberate approaches would 
work 
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Because timeboxing forces frequent decision points, it is one of the most effective ways 
of keeping an eXtreme project under control. As such, it is a mechanism that puts into 
practice the Shared Values of fast failures and early value. 
Here are guidelines for planning a timebox: 
 Have the sponsor or designated crucial stakeholders indicate their top-priority 

requirements for the timebox. 
 Have the team take its best shot at estimating how long it will take to meet the 

prioritized requirements. 
 Plan the work using forty-hour weeks. The Shared Value of quality of life is operative 

here. 
 As a rough guideline, assume that the first 20 percent of the time box is dedicated to 

the detailed planning of the work (which takes place during Innovate) and the last 10 
percent for stepping back and preparing recommendations to move forward based on 
what was learned. 

I look at a timebox as a micro project within the larger project. 

Step 9: Assess Technical and Support Requirements 
Assessing technical and support requirements involves looking at the feasibility of the 
available technology to deliver your deliverable. I once consulted on a project to 
implement a computer-aided design and engineering system. When the software went 
into live testing, it brought down the organization’s entire network for four hours. 
Technical and support requirements differ widely by project. Introduce this topic into your 
planning meeting by asking, “What other systems and services will be needed to support 
our project deliverable?” 

Step 10: Assess Team Requirements 
At this point in the planning meeting, you know a great deal about the project. Have the 
group step back and make a list of the critical skill sets that will be needed on the project: 
those skills that if you didn’t have them, the project would likely fail or be put at high risk. 
Then do a gap analysis by comparing the needed skills versus those already assigned to 
the project. Although this, like so much else in eXtreme project management, is common 
sense, this step is commonly overlooked. 

Step 11: Identify Development Tools 
This is another item that differs widely by project. Engineers, scientists, software 
developers, and others require special tools and systems to get their work done. Given 
what you now know about the schedule, PUP, and level of quality expected, what does 
the team need that it doesn’t have (for example, computers, software, scientific 
apparatus, capital equipment)? People do know what’s missing. Just ask and go to bat 
for the team. 
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Step 12: Produce a Risk Action Grid 
Since eXtreme Projects inhabit a volatile and uncertain world, moving ahead without 
consideration of the potential risks is to operate with blinders on. The last work product of 
the planning meeting is the Risk Action Grid. The purpose of the plan is to prevent or 
prepare for the high-probability, high-impact risks. Producing the grid has an important 
psychological effect. By externalizing the fears, uncertainty, and doubts of team members 
and then taking action to mitigate the associated risks, the resultant catharsis frees up 
energy and commitment to move ahead. As the saying goes, what we don’t face, we fear, 
and what we fear controls us. Risk management is a perfect opportunity to facilitate the 
flow of thoughts and emotions. 
Please note that risk plan is not the same as the Project Uncertainty Profile. Risk has to 
do with the likelihood of a future event happening.  In contrast, uncertainty refers to an 
existing situation.  
All of the discussion and work that has been done up to this point provides the fodder for 
identifying and evaluating the severity of likely risks. A simple and effective four-step risk 
planning technique is called, appropriately enough,  
Research causes of risk. 
Identify impacts. 
Spell out solutions. 
Keep on top of it. 
To facilitate the RISK assessment, do the following: 

1. Put two flip charts side by side (or tape blank flip chart pages to the wall), and set 
up a table that looks like The Risk Action Grid shown within the Project 
Prospectus. 

2. Using sticky notes, have the group brainstorm possible adverse events 
associated with the project, including both internal and external risks. They do 
this by writing one risk per sticky note. Ask, “Knowing what we know now, what 
could cause us to fail?” 

3. Assign a handful of risk events to subgroups. Have each subgroup use sticky 
notes to indicate the impact the risk is expected to have on one or more Win 
Conditions 

4. Have each subgroup score the risk as to its likely probability and impact (1 = very 
low probability/impact, 10 = very high probability/impact). Multiply the two 
numbers to get the overall risk factor. 

5. Each subgroup indicates the action to be taken to manage the risk: prevent it, 
mitigate it or accept it. 
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Pay closest attention to the highest scoring risks in the Factor column. Any risk that could 
impact one of your must meet or optimize Win Conditions should be given special 
consideration. At the conclusion of this process, assemble the work products of all the 
subgroups together and transfer the key information required by the Risk Action Grid 
provided in the Project Prospectus in Appendix B. 
We have seen how the Speculate cycle uses the planning meeting to address Business 
Question 2 head-on: What will it take to do it? The twelve-step planning meeting process 
yields a road map for going forward. By factoring in timeboxes to make frequent 
decisions on the future direction of the project, we have built agility into our plan. But 
before embarking on that road, the results of the planning meeting need to be 
consolidated and put into context. This is the topic of the next Module, in which we 
conclude Speculate, the second cycle in the Flexible Project Model. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. When it comes to planning what is the inherent conflict between the Newtonian and 

Quantum worldviews? 
2. What is the conflict likely to be experienced between the project team and sponsor 

and other senior management? 
3. What is the role of the eXtreme project manager in the above two scenarios? 
4. What is the critical psycho-emotional goal of the Speculate Cycle and how is it 

accomplished? 
5. What is the purpose of the planning and post-planning meetings that takes place in 

the Speculate Cycle? 
6. What are the major activities that make up the Speculate Cycle? 
7. What is meant by a Development Life Cycle and what drives its selection? 
8. What is meant by a deliverable and who are the players involved? 
9. What is meant by a timebox and what is the significance of timeboxing in eXtreme 

project management? 
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Module 13  Speculate: Post-planning Work 
“Don’t just act. Stand there.” 

--Elia Kazan 
 

The planning meeting will have produced most of the answers to Business Question 2: 
What will it take to do it? The next step is to segue into the Innovate cycle, assuming the 
sponsor gives the go-ahead. That’s where the post-planning activities come into play. 
They bridge the gap between the planning meeting and the Innovate cycle. Effectively, 
the post-planning work wraps up the Speculate Cycle of The Flexible Project Model (refer 
to Appendix C). 
Business Questions 3 and 4 now come to the forefront: Can we get what it takes? Is it 
worth it? Here, the work of the eXtreme project manager is to prepare information that the 
sponsor and other crucial stakeholders will need in order to make an informed decision 
about the future course of the project. A big trap in project management is to rush into 
doing the work before ensuring that the project is viable. Even if it is clear that the project 
can move ahead, the sponsor still needs to agree with the estimates for schedule and 
financial requirements. 
Here is a rundown of post-planning activities: 

Assessing the Project Management Infrastructure 
In its broadest sense, the project management infrastructure includes the appropriate 
project management method, tools, templates, and communications system to facilitate 
and manage the flow of information and communication. It includes the physical working 
environment as well. 
What project management approach will be used to run the project? Agility demands 
flexibility.  Assuming yours is an eXtreme project, will you be saddled with a preexisting 
traditional method that can slow you down? Or perhaps your starting point is a culture 
that practices ad hoc project management, and now you see the need for adding some 
discipline. If there is a gap between what you need versus what’s available, then you will 
have to make your case to the sponsor to close the gap.  Essentially, your argument 
centers around demonstrating what most sponsors want: a sense of control in the face of 
high change.  The Project Uncertainty Profile is an important tool that brings a strong 
sense of reality to the negotiation.   
Beyond ensuring that you will be able to use a project management methodology 
appropriate to your project, also identify any organizational policies and procedures that 
can stifle progress. In order to succeed, you may need the sponsor’s dispensation from 
bureaucratic sacred cows that can stymie the project. It’s the sponsor’s project, and it’s 
within her self-interest to make life easier for you. As noted in my discussion of 
leadership, an important part of your job is to remove barriers to progress. On eXtreme 
projects, you lead people by standing behind them and lobbying hard for what they need. 
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All this requires assertiveness and at times, even the courage to break the rules.  If you 
still can’t get what you need to succeed, then you have some soul searching to do once 
again. 

Estimating Financial Requirements 
No project is free.  Someone will eventually get the bill and be held responsible for the 
realization of the project’s intended benefits. Financial requirements include estimating 
the cost of the project as well as ascertaining the sponsor’s expectation for ROI. In the 
broadest sense of the term, financial requirements encompass the costs and revenues 
associated with the project before and after launch and the expected ROI.  
Unless you are a financial expert, don’t pretend to be one. And even if you are, you won’t 
have the time on an eXtreme project. So make friends with someone in finance. Short of 
being a financial whiz, your job is to bring an ROI consciousness to the project. After all, 
that’s the point of the 4 Business Questions. Is it worth it? 
I’m always surprised at the number of projects (upwards of half) that I run into that have 
no data on the expected financial return. Many of these are multimillion-dollar 
investments. And of those organizations that do look at changes in the ROI profile while 
the project is under development, only a small number of those actually follow up to see if 
the ultimate ROI was achieved. Yet few people would make a substantial investment in 
the stock market and then not follow up to see if it were paying off. 
Among the organizations that do measure and track ROI, each seems to have a different 
approach. But whatever the approach, they invariably express ROI in present dollars, or 
as is commonly referred to, present value. Present value is a way of recognizing that 
future dollars are worth less than today’s dollars. In calculating present value, all future 
benefits and costs are discounted back to today’s dollars. This provides a common 
baseline for computing costs and returns over time. 
For instance, if the profit expectation of a project were $2.5 million five years from now, 
the present value of that amount using a discount rate of 8 percent would be $1.7 million 
in today’s dollars. The discount rate is determined by the organization and can be based 
on the cost of borrowing or raising money or some other agreed-on value. The formula 
for calculating present value is: 
PV = FV/(1+r)n 
Where FV = future value, r = discount rate, and n = the future year.  
For example, PV = $2,500,000/(1 + .08)5 = 2,500,000/1.469 = $1,700,000 (net revenues 
in present value).  The discount rate, determined by the organization, can be based on 
the cost of borrowing or raising money or some other agreed-on value of reference.  
Here is the formula for calculating the percent return on investment or ROI:  
[(Total Revenues – total costs)/Total costs] x 100 
For example, [($2,500,000 – 1,500,000)/1,500,000] x 100 = 66.7%. 



eXtreme Project Management 
Module 13 – Speculate: Post-Planning Work 

www.prodevia.com 
109 

ROI can be expressed in a number of ways. Two of the more commonly used measures 
are payback period and time to profit. (For a full treatment of measuring financial returns 
on project investments, see Cooper, 2001, and Thomsett, 2002 and Heerkens 2005. 
Payback period answers the question, "How long after release of the deliverable does it 
take to recover your prelaunch investment?" 
Using the sample data in Table 13.1, the payback period would be the time that it took to 
get your $200 pre-launch investment back, which would be early in the first year since 
revenues would easily cover the up-front costs. To be exact, it would be 4.8 months: 
200/500 or 0.4 years (0.4 years times 12 months equals 4.8 months). 

Table 13.1  Three-Year Cash Flow for Project XYZ 
 (Note: All dollars are in present value.) 
Time to profit answers the question, "From the time the first dollar was spent, how long 
does it take to go from being in the red to being in the black?" Time to profit would take 
7.2 months before going into the black, the time it would take for revenues to outpace 
costs to date. In the example, year 0 and year 1 revenues are $500 and costs are $300 
(200 + 100) to date would be recovered sometime in year 1: 300/500 equals 0.6 years 
times 12 months, or 7.2 months. 
The ROI after three years is 238 percent, calculated by the formula [(Total revenues - 
total costs)/total costs] X 100. 

Updating the Project Prospectus 
The Prospectus continues to be the focal point for essential information about the venture 
throughout the project.  Be sure to bring it up to date and make it available to the 
sponsor, the team and other key stakeholders. 

Meeting with the Sponsor to Secure a Decision 
Here, the project manager, perhaps with someone from finance, presents the financial 
projections to the sponsor. Negotiation is begun to close gaps between what it will take to 
succeed versus what is already allocated. The goal of the meeting is for the sponsor to 
answer Business Question 4: Is it worth it? It’s also time to set the stage for turning 
benefits realization from a concept into a reality. 

1550800550400-200Net Revenues

650200150100200Total costs
4502001501000Post launch costs
200000200Pre-launch costs

22001000700500-Total Revenues
TotalYear 3Year 2 Year 1Year 0
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Establishing Partnering Agreements 
If the project is a go, partnering agreements with others need to be established to help 
ensure that the resources needed to get the job done are available.  
We have seen how the Speculate cycle addresses Business Question 2 head-on: What 
will it take to do it? In this cycle, the eXtreme project manager fosters ownership of the 
project by those who will be doing the work, helps the core team and stakeholders 
produce a flexible road map, and engenders a sense of confidence and trust. In the next 
Module, we will see how the Innovate cycle generates early wins—and early failures, 
which lead to learning. The Innovate cycle is the third cycle in The Flexible Project 
Model.  
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the purpose of the Post Planning Meeting? 
2. How do financial considerations for the project enter into the picture? 
3. What does assessing the project management infrastructure include? 
4. What is the purpose of the Sponsor meeting that takes place prior to starting the 

Innovate Cycle? 
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Module 14  Innovate: Learning by Doing 
“Demo or die.” 

--Sign over the door of the MIT Media Lab 
 

The Innovate cycle puts the emphasis on experimenting, rapid development, and 
generating timely and even real-time feedback from stakeholders, leading to, “Yes, that’s 
what we really want!” or possibly, “Oh, no! We can’t make it happen! Back to the drawing 
boards.”   
Innovate means learning by doing rather than by planning. It means generating early 
wins. And it means failing your way to success by finding the quickest route to failure. 
This is agility in action. Unlike traditional project management, which may spend months 
in requirements gathering, eXtreme project management is impatient yet very focused. 
The focus comes from the team’s shared understanding of the answers to Business 
Questions 1 and 2, which have been refined during the Visionate and Speculate cycles. 
Innovate is the third cycle of The Flexible Project Model. 
In this Module I will: 
 Review time boxing. 
 Outline the SCORE Model for creating innovative products and services. 

The Underlying Dynamics 
Many unknowns, including evolving and even rapidly changing product requirements and 
technical feasibility, plague the Innovate cycle. Moreover, external factors can throw the 
project into turmoil: government regulations may cause additional work or rework, and 
competitors may beat you to market with new features or even introduce breakthrough 
ideas that leave your project in the dust. Enticing and untried new technologies may give 
you a potential edge and need to be tested. Vendors and other projects that your project 
depends on may default or be delayed.  If there were ever a need to be nimble, this is it. 
As the team learns by doing and experiments with new and innovative concepts and 
begins to build the project deliverable, the answers to all 4 Business Questions start to 
change. This happens because the product vision (what the customer needs) will likely 
change as a result of the trial, error, and discovery of what is really needed, as well as 
the technical feasibility of producing it and the associated risks. As the product vision 
changes, the answers to Business Questions 2, 3, and 4 will also change. This is 
because new information will shed light on what it will now take to produce the 
deliverable, as well as whether the team can even get what it takes to do it. And this 
assumes that the project is still justifiable from the perspective of its intended business 
benefits. This vital information from the Innovate cycle provides the input for the 
Reevaluate cycle, a pause point for reviewing the latest findings and their impact on all 4 
Business Questions. 
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Under pressure to get work done, team members may burn out, sacrificing their health 
and family lives. Creative thinking may stagnate, and the capacity to generate 
breakthrough ideas may evaporate. Moreover, rampant overtime may cause errors to be 
passed down the line, resulting in loss of valuable time due to rework. 
In view of all this, it’s only human to want to lock into a project deliverable and nail down 
the specifications as early as possible in the hope of reducing uncertainty, and then just 
do it. Yet you are pulled in the direction of being fluid and flexible as long as possible so 
that the team can quickly respond to the unforeseen, make adjustments in what they are 
developing, and deliver a winning product. 
Please take a moment to review where we currently are on the Flexible Project Model in 
Appendix C at the back of this guide. 
Applying the practices that make up the Innovate cycle has a number of important 
benefits: 
 Keeps the project fluid and avoids locking into a solution prematurely 
 Front-loads failure by experimenting with multiple options 
 Reduces unnecessary rework 
 Fosters creative thinking and breakthrough results 
 Increases the probability of producing a valued end product 
 Helps avoid burnout 
 Enables the project to stay in control in the face of volatility 
You are ready to start the Innovate cycle when you have in place the information and 
resources you need to move forward. Just because you got the go-ahead from the 
sponsor doesn’t necessarily mean you have what you will need to succeed. I estimate 
that close to 75 percent of the projects I run into that have been given a green light do not 
have the requisite resources in place. Like a train without tracks, they are derailed before 
they get out of the station. 
Here’s the test to see if you are ready. Either on your own or in your negotiation with the 
sponsor at the end of the Speculate cycle, were you able to: 
 Ensure that funds were allocated for the project? 
 Secure the needed team members? 
 Put in place the project management infrastructure (tools, templates, communications 

system)? 
 Get access to the technology and systems that the team will need? 
 Secure a conducive working environment? 
 Get relief from policies that could slow you down? 
 As for the information you need to move ahead with clarity and speed, you should 

now be in excellent shape for meeting these prerequisites: 
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 Know your customer or intended audience 
 Know the problem to be solved or the opportunity to be pursued 
 Know what you are building or developing 
 Know how success will be measured 
The answers have all been accounted for in your Project Prospectus in the form of the 
project skinny, product vision, and Win Conditions. Not only that, by now you have been 
working hard to gain the buy-in and commitment of the project sponsor, crucial 
stakeholders, and core team. So you have that critical dynamic working for you. 
The Innovate cycle is kicked off in a meeting attended by those who will be doing the 
work, as well as those who will be coordinating the work. This includes the core team and 
sub-teams. The purpose of the meeting is to focus everyone on the work to be done as 
well as how things will proceed during the Innovate cycle. 

Timeboxing 
The timebox is the construct within which the Innovate cycle takes place (Figure 14.1). It 
is a fundamental used in all forms of agile project management. Rapid development, 
testing, and refinement of prototypes take place within the timebox that was scheduled 
during the Speculate cycle. The timebox can be anywhere from a few days to six weeks 
or so. If the work to be done is expected to take longer than six weeks, I recommend de-
scoping it to whatever the team believes can be done in that amount of time. Then plan 
on a second time box for the remaining work. Better yet, if you can get to a point that your 
timeboxes fall into a fixed duration – e.g., 30 days each – this is ideal. 

Figure 14.1  The Timebox 
The secret to success on eXtreme projects is to set up multiple decision points so that 
the project can constantly be adjusted based on the latest findings. It’s similar to sailing. 
A sailboat rarely makes a beeline to its destination. It’s constantly off course, so the 
captain tacks, that is, makes frequent adjustments and changes in direction because of 
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the shifting winds. The sailboat zigzags its way to port. Waiting too long to tack could be 
dangerous. The sailor may be so off course as not to be able to recover in time.  
At the end of the series of timeboxes, data are consolidated and used to help determine 
the future course of the project. This takes place in the next cycle of the flexible project 
model, Reevaluate. Since time is of the essence on eXtreme projects, open-ended 
experimenting on prototypes has to be restrained. Timeboxing offers a way to do that. 
The purpose of timeboxing, then, is to force frequent decisions on the future course of the 
project. Timeboxing gives an early answer to the question, “Can we do it?” At the end of 
the timebox, the team assesses if it has been able to solve the problem or produce the 
intended work product. 
If a prototype or model isn’t working out, timeboxing helps force a decision on whether to 
continue trying to fix it or to cut your losses. It’s a way of limiting your exposure by not 
wasting time going down a dead-end road or overworking a solution. Not only does 
timeboxing foster fast failures, it gives the sponsor the ability to decide to cut losses early 
or fund another approach. Sponsors usually like the idea of the greater financial control 
afforded by frequent decision points. 
The basic rules of time boxing in the Innovate cycle are as follows: 
 Start with a list of requirements (functional or technical) to meet or a specific goal to 

achieve. 
 Estimate how much time will be needed based on a forty-hour work week. 
 Never extend the end date of the time box. 
 Do not make any staffing increases during the time box 
 If the goal or requirements change materially, abort and start a new timebox. 
 At the end of the timebox, decide the next steps: abandon the prototype, begin a new 

timebox to address specific problems, or declare victory and move on. 
You can think of the Innovate cycle as a timebox itself during which the SCORE Model is 
applied. 

Applying the SCORE Model 
In its essence, the Innovate cycle is a discovery process. The discovery model I like to 
use is the one that I have called SCORE. SCORE is five-step approach for creating 
innovative products and services and parallels a model used by IDEO, a leading design 
firm (Kelley 2001): 
Scan the environment and available technology. 
Comprehend how intended users function in real-life situations. 
Originate by visualizing brand-new ideas. 
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Refine ideas by putting working models and prototypes into the hands of the intended 
population. 
Execute by building by the final version. 
The commonsense SCORE model can be adapted to any kind of project that requires 
discovery and innovation. A strength of the model is that it raises important questions and 
then yields answers. Knowing the right questions to ask before rushing to a solution is the 
doorway to breakthrough ideas. 
Once you are familiar with how SCORE works, you should be able to adapt it easily to 
your situation. For instance, if you are developing a new e-commerce capability and 
already have a good understanding of the market (the customer segments and the 
competition as well as the available technology), you will focus most of your initial 
attention on the second step: understanding customer needs and wants. Then proceed to 
brainstorming new solutions. Or your project may have started at a stage where the 
solution has already been proposed. The next step would be to develop models and 
prototypes to test and refine the idea or concept. 
Once the team has taken the SCORE process as far as it can and the Innovate cycle is 
over, the project moves on to Reevaluate, a major checkpoint in the project’s life: a 
decision is made to continue the project (usually with changes being made to the 
deliverable or plan) or end it. 
The decision to continue the project could send it back through another Innovate cycle. 
Or the decision could be to release the deliverable to customers because it is now good 
enough. In other words, the deliverable would move onto the Disseminate cycle, the last 
cycle of the Flexible Project Model. 
In applying the SCORE Model, you can apply timeboxing to each SCORE element by 
evaluating progress and deciding if what has been accomplished is good enough. By 
forcing frequent decision points, even every few days, timeboxing helps to avoid gold 
plating, a practice resulting in doing more than necessary to get the job done. Here again, 
you are witnessing agility in action. A variation to going through the SCORE Model 
sequentially is to apply it in a spiral fashion. For instance, over a week, you quickly go 
through the entire SCORE cycle, doing a little in each element and ending up with a 
conceptual design or crude prototype. Then see what was learned and launch a more 
directed and expanded round by refining the prototype, involving more prospective users 
or inventing new prototypes. Here, the boundaries between each element may be a little 
fuzzy, but that is okay. Whether you are working sequentially or going around in circles, it 
is important to build in review points. This can take the form of the daily huddle or more 
formal Modules learned at the completion of each element. In practice, I prefer the spiral 
approach because each quick SCORE iteration feeds the next, adding progressive levels 
of sophistication and refinement while producing a stream of results (fast failures and 
successes). 
Now let’s take a closer look at what goes on during the SCORE process of scanning, 
comprehending, originating, prototyping, and executing. First, a caution is needed: 
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SCORE is not a rigid formula, prescription, or lockstep process for innovation. It’s more 
like a jazz composition consisting of a basic structure and guidelines. The rest is 
improvisation. For instance, it is not uncommon that in scanning the environment (the first 
element), the team drifts into one of the other elements and comes up with an innovative 
idea, which is really slotted for the forth element, Originate. Or the team may start talking 
about solution domains during the first element, before getting to originate. This is not a 
problem. Getting too Newtonian or complicated about the model puts people in a 
straitjacket and inhibits creativity. If a step inside one of the elements is skipped, then go 
back later to see if it makes sense to do it. 
Because SCORE is really a set of guidelines, you’ll need to adapt them to your situation. 
The principles apply whether you are coming out with a new hair mousse or working on a 
new process to reengineer your organization’s procurement system. 

Getting Ready 
In setting the stage for brainstorming and idea generation that takes place throughout the 
SCORE Model, I recommend the twelve techniques outlined by Weinberg (1986): 
1. Create a conducive environment. Ideas tend to flourish in a relaxed environment, free 

from everyday interruptions. Have everything you need handy, from food to flip charts 
+. 

2. Encourage copying of useful ideas. Borrow and build on ideas from anywhere. The 
hotel industry had much to learn from the airline industry about reservation systems. 

3. Elaborate on an idea that a teammate contributed.  
4. Drop your own idea in favor of an idea that the team wants to develop. 
5. Refuse to let an idea drop until everyone understands it. 
6. Resist time pressure, and take time to listen when people explain their ideas.  
7. Test ideas contributed by outsiders. People from different disciplines and industries 

bring new perspectives.  
8. Withhold criticism in order to keep the flow going.  
9. When you must criticize an idea, make it clear that you are criticizing the idea, not the 

person.  
10. Test your own ideas before offering them.  
11. Encourage the team to drop ideas that had succeeded earlier but cannot be 

extended to the current situation.  
12. Revive a dropped idea later when its value becomes relevant.  

S…Scan the Environment and Available Technology 
Scanning the environment means to look at what’s out there, if anything, that addresses 
the need you are trying meet. It includes identifying customer segments, investigating 
existing products or services, and evaluating the competition. It also includes an 
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understanding of constraints, such as government regulations that may restrict what you 
can do or by when. 
Understanding the technology means to learn if the means already exist to bring your 
idea into reality. For instance, a hydrogen-propelled family car would be a breakthrough 
in the fuel industry. Hydrogen can be turned into fuel. But the technology and 
infrastructure to bring the idea to the consumer are expected to be at least fifteen years 
off. In this case, technology is a limiting factor. 
At the other extreme, available computer and Internet technology is opening up myriad 
new product and service opportunities that weren’t available five years ago. Know who 
the customer is, know the constraints, and know how you can leverage existing 
technology. 

C…Comprehend How the Intended Users Function in Real 
Life 
One of the problems that has plagued the development of software over the years is that 
developers have all too often had to build solutions in a vacuum, best-guessing what was 
needed. Either the customer wasn’t available often enough for feedback, or the developer 
was handed a list of requirements but was not part of the process of understanding the 
true need. Most of the time, they miss the mark—not because they didn’t meet the 
requirement but because what was asked for wasn’t what was really wanted. 
To vastly increase the odds of being successful, you can’t beat firsthand experience of 
knowing what it’s really like to live a day in the life of your intended customer. Rather than 
merely observing, use their systems and their work processes. Feel what they feel. 
Experience their frustrations firsthand. Experience what works. Even better is to do their 
job for a day or a week. 

O…Originate Brand-New Ideas 
Once you have scanned the market, found out about available technology, and gathered 
some experience with the intended customer, you have laid the groundwork for 
brainstorming new ideas. 
A related question comes up: Where do you look for new ideas? If you look only within 
the existing idea domain, you may miss opportunities to come up with a breakthrough as 
opposed to merely improving on something that already exists. 
How do you come up with innovative ideas? Many books have been written about the 
subject. There is no one way, but there are some general principles that fit many 
situations. 
Let’s say that the project mission is to develop a revolutionary new running shoe with 
capabilities not currently available, and perhaps not even imagined. If I were to ask a 
group of people to start brainstorming revolutionary new running shoe ideas, most would 
tend to go into mindlock. The task in its present form is too daunting for most people to 
work with. 
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The secret is to break the problem down into tangible bites. The idea is based on the 
saying that every act of creation is first an act of destruction. Destruction in this sense 
means to decompose the idea or problem. The process of decomposing and inventing 
goes like this: 
1. Understand the functionality. 
2. Identify attributes. 
3. Factor in the customer experience. 
4. Explore solution domains. 
5. Invent new solutions. 
6. Select the most promising.  

Understand Functionality 
A function is the purpose for which the deliverable is to be used. If we were to invent a 
revolutionary new running shoe, the idea here is to become free of our existing mental 
picture or model of what a running shoe is. We are taking a first step in thinking outside 
the box by seeing the running shoe abstractly, without the limitations of its form. By this, I 
mean looking at the essence of what a shoe does or might do for a person. By distilling 
its functions from its form, we open the door to many new possibilities. 
The group may come up with a list like this of running shoe functions: 
 Provide protection from bruises 
 Help protect from injuries 
 Help you run faster 
 Help you jump higher 
 Make a social statement 
 Let others see you in the dark 
 Keep feet warm in cold weather 
 Keep feet dry in rain 
To trigger more brainstorming, the group can be asked to think of the ideal running shoe. 
At this stage, it is important to set aside any judgment as to feasibility. The crazier the 
idea, the better. This may prompt the following ideas about characteristics of the best 
running shoe: 
 Glows in the dark 
 Has a built-in odometer 
 Has a global positioning system that prevents the jogger from getting lost 
 Can leap tall buildings in a single bound 
 Contains a vibrator for giving a foot massage 
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Each of these functions becomes a candidate for possible development. 

Identify Attributes 
This involves breaking down the object of our investigation, the ideal running shoe, into 
its parts: laces, sole, eyelets, toe, tongue, heel, inside cushion, color, materials, style, and 
many other factors. 
These attributes, like the functions brainstormed earlier, become candidates for 
exploration. For instance, the laces and eyelets might be made to glow in the dark. The 
heel might be made more functional by adding loops that can be used to hang the shoes. 

Factor in the Customer Experience 
Knowing what’s it like to be a customer will help you come up with new ideas to improve 
the experience when you get to the point of inventing new solutions in the next step. For 
example, spending time with the community of running shoe customers should give you a 
pretty good understanding of what it’s like to be a runner, from the time you purchase the 
running shoe until you discard it and everything in between. You may have even run a 
mile in their shoes and have firsthand experience of their frustrations, wishes, and 
unarticulated needs. Your group may have discovered: 
 The shopping experience is too time-consuming and inconvenient. 
 The body cloth wears out way before the sole does. 
 The shoes should be lighter. 
 Runners run them into the ground before replacing them, causing foot injuries due to 

a too-thin sole. 

Explore Solution Domains 
A lot of this process is aimed at enabling the group to see things from a new perspective. 
We started out by encouraging everybody to step outside the box and live the customer 
experience. But our mental models die hard. So how else can we begin to see the 
problem with a fresh set of eyes? The answer lies in stepping out of our box, the domain 
of running shoes, and looking into how similar problems have been solved or solutions 
found in other domains.  
Let’s say a group is to work on one item: customers wait too long to buy replacement 
shoes, resulting in foot injuries and lost sales. Their task is to brainstorm possible options 
for solving the problem or exploiting the opportunity, identify other domains (that is, other 
specialized areas of expertise) that have been successful in a parallel situation and can 
teach them something, and indicate how the solution may be transferred to the new 
running shoe. 
 Send customers a reminder by e-mail when the shoes are six months old. 
 After running a thousand miles, runners can trade their running shoes in for a new 

pair. 
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 Install a treadometer in the shoe. When the tread is 75 percent used up, an audio 
chip turns on and signals that it is time for a new pair. 

Although an idea may seem to be highly impractical, always probe into what aspect of 
that idea has merit. Let’s say the group feels that their second idea—trading in their old 
pair after a thousand miles—is worth exploring. What domains can we go to in order to 
learn how to make a business out of trading things in? One might think of the auto 
industry, any kind of leasing business, and the tire industry (some dealers give credit on 
new tires based on remaining tread). Should trading in prove to be a viable option in the 
revolutionized sneaker, the team would go on a field trip to learn practices and then adapt 
best practices. 

Invent New Solutions 
By now the sub-teams have produced a cornucopia of new ideas and places to look 
(domains) for bringing them into fruition. But which ideas should they pursue? 
This is the point at which the group develops multiple running shoe concepts. And using 
the agreed-on selection criteria, they narrow the list of concepts to those that are the 
most viable. The selection criterion is any and all relevant Win Conditions, as well as 
other criteria, including marketability, technical feasibility, and competitive advantage. For 
instance, one Win Condition stipulated by the sponsor might be for the shoe to be ready 
in time for the Christmas selling season eighteen months down the road. 
Agility means having multiple options. In our example, the group arrived at three 
concepts for a new running shoe: 
Springstep: Springs are built into the sole, giving the runner an extra bounce and 
enabling him to take longer strides and effectively run faster. This shoe has the added 
advantage of being easier on the foot. 
Tread bare: The shoes have a built-in audio chip (an idea borrowed from the greeting 
card domain) that goes off when the tread reaches a certain level of wear. The shoes are 
sold with a certificate that enables the runner to turn them in for a new pair and get credit 
for the unused portion of the old shoes. 
Technofoot: When the tread gets low, the shoe has a built-in sensor that signals the built-
in modem to transmit the shoe’s status to a central computer. That activates an e-mail to 
the runner, offering a discount coupon and noting the nearest shoe outlet. 

Select the Most Promising 
Will it be Springstep? Treadbare or Technofoot? Selecting one of more concepts to 
pursue is accomplished by applying a set of criteria to each of the candidates.  In the 
case of the sneaker example, criteria might include size of target market, competitive 
advantage, technical feasibility, likely profit margin, etc. 
The next step is to build and test the prototypes for the most promising. 
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R…Refine Ideas by Using Models and Prototypes 
Experimenting with prototypes brings into play the Shared Values of customer 
collaboration, early value, fast failures and results orientation. It also leverages 
Accelerator 1: Make change your friend. 
Rather than prototypes, the temptation for some project teams is to settle for blueprints, 
pictures, and documentation describing the new idea and how it will be designed and 
used. Descriptions do not provide a good basis for feedback from intended users, who 
cannot be expected to imagine how they might truly like or use the product in the real 
world. The menu is not the meal. You need to resist the pressure from typical Newtonian 
personality types to design the whole thing and then build it in compliance with the specs, 
which the production of blueprints and documentation can lead to. All too often, projects 
become reduced to designing blueprints and refining documentation, while the tangible 
deliverable – something you can feel and touch -- is lost sight of. Think of a prototype as 
an invitation to play and discover and get real-world feedback. Test results and feedback 
lead to redesigned prototypes, which are subjected to further testing in a series of short, 
dynamic iterations. The mental model here is one of cycles and curlicues rather than a 
waterfall sequence of straight lines. 
In projects intended to produce physical products, scale models can often serve as useful 
prototypes. These can be handled and inspected by the intended users and can be 
tested in various ways, such as in wind tunnels. 
Software developers tend to use different kinds of prototypes: business prototypes for 
determining all of the functions the software is intended to perform, usability prototypes to 
test the user experience, capability and design prototypes to try out particular design 
approaches, and performance and capacity prototypes to help ensure the hardware 
system can handle the demands placed on it. 

E…Execute the Final Version 
At some point, all the experimenting has to stop and the final solution locked in. Execute 
takes place after the final Reevaluate cycle, when the go-ahead is given to finalize the 
production version of the deliverable. It then moves to Disseminate, where it is put in the 
hands of the customer. 

The Goal of the Innovate Cycle 
The Innovate cycle should have produced a lot of information about your project and its 
associated risks. During this cycle, you experimented and innovated, encountered fast 
failures, and probably had some early successes. You now have a better sense of the 
technical, schedule, and budget risks, as well as the project’s ability to meet its Win 
Conditions. You are able to use this information to look ahead and make critical decisions 
about the future of the project in the Reevaluate cycle. 
Having produced tangible, fact-based results during the Innovate Cycle, you are now 
ready to move on the Re-evaluate, the fourth cycle in the Flexible Project Model. 



eXtreme Project Management 
Module 14 – Innovate: Learning by Doing 

www.prodevia.com 
124 

Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What does the Innovate Cycle boil down to? 
2. What are the major benefits of the Innovate Cycle? 
3. Why is it important to set up multiple decision points and what is the construct that is 

used to do so? 
4. What are the basic rules for timeboxing? 
5. What is the purpose of the SCORE Model? 
6. What is the recommended approach to understanding how customers function in 

real-life situations?  
7. What is the key to originating brand new ideas? 
8. In the SCORE Model, what is the distinction between functionality and attributes? 
9. What is the advantage of producing prototypes versus blue prints? 
 
 



eXtreme Project Management 
Module 15 – ReEvaluate: Deciding the Project’s Future 

www.prodevia.com 
125 

Module 15  ReEvaluate: Deciding the 
Project’s Future 

I’m not afraid to die. I just don’t want to be there when it happens. 
--Woody Allen 

 
The Reevaluate cycle revolves around Business Question 4: Is it worth it? The purpose 
of this cycle, then, is for management to step back and make a decision on the future 
course of the project. Is this still the right project?  Can we win? Should we change 
direction? Put it on hold? The decision is ultimately based on the likelihood of obtaining 
the project’s post-delivery business benefits as well as its current relative attractiveness 
with respect to other projects in the portfolio. Although the project manager, the team, 
and the sponsor have been taking the project’s pulse on a daily and weekly basis, 
reevaluation is a full-fledged review and takes place at several formal checkpoints during 
the project’s life time.  
Said another way, whereas timeboxes are very short checkpoints, the Reevaluate cycle 
is a major point where a holistic view is taken of the project and its future prospects. The 
reevaluate pause point is typically triggered by agreed-on milestones, junctures in a 
project that represent the completion of significant work. Some milestones are also major 
decision points where the next round of funding would take place. Examples are technical 
feasibility confirmed, customer testing completed, and ready to go into production. 
For short-duration projects, say three to six months in length, reevaluate sessions may 
occur every three to four weeks. For longer projects, the Reevaluate cycle may take 
place at two- to three-month intervals. They are typically scheduled ahead of time at the 
expected completion of an Innovate cycle. 
As noted in the previous Module, during the first run-through of the Innovate cycle, you 
experimented, practiced fast failures, and may have had some early success stories. You 
should have developed a better understanding of the technical, schedule, and budget 
risks, as well as the project’s ability to meet its Win Conditions. The purpose of the 
Reevaluate cycle is to use this new knowledge to make decisions about the way ahead. 
When incorporated into the project management process, the Reevaluate cycle 
minimizes financial risk by funding the project in increments. It also ensures that funding 
and sponsorship continue. And it can lead to freeing up resources for other projects, 
when it turns out that it does not make sense to continue the project, either because the 
project is not likely to succeed as a business proposition or because other projects in the 
portfolio are now considered to be more strategically important.  
Take a moment to define where we are in the Flexible Project Model by reviewing 
Appendix C at the back of this guide. 
The focal point of the Reevaluate is the reevaluate meeting itself, the event during which 
crucial stakeholders review results and make a go/no go decision.  The eXtreme project 
manager is the catalyst whose job is to lead the team in gathering and presenting 
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information needed for the reevaluate meeting, which is attended by the project sponsor 
and members of the steering committee, managers who are typically sponsors of other 
related projects, as well as the bosses of sponsors.  
In this Module, I’ll give an overview of the reevaluate process. But first, a few words are 
necessary on what the reevaluate meeting is not.  
The reevaluate meeting is not the place for conducting project retrospectives. These are 
conducted in preparation for the reevaluate meeting. Nor is the reevaluate meeting a 
platform for asking management for routine approvals or changes in, or dispensation 
from, burdensome corporate policies, approval processes, or oppressive methodologies. 
Why? If you’ve been applying eXtreme project management as it is intended, these 
troublesome matters would already have surfaced through the daily huddle and should 
have been eliminated by the project manager and project sponsor. You don’t have the 
luxury of waiting for the reevaluate meeting to come along in order to resolve interim 
problems on complex, fast-paced projects. 

The Reevaluate Process 
The 4 Business Questions are the scaffolding of the reevaluate process. Using the 4 
Business Questions as the framework ensures that all stakeholders continue to calibrate 
the project against its ability to deliver the intended business benefit. Each business 
question is addressed from the perspective of what management wants to know. 
Three distinct assessments are made throughout the process: 
 Performance to date is reviewed against deliverables and Win Conditions. 
 The business attractiveness of the project is reevaluated with respect to the project 

itself, as well as its alignment with current business strategy. 
 The proposed plan for moving forward is evaluated. 

Business Question 1: Who Needs What and Why? 
The intent here is to provide management with a quick refresher on what the project is 
intending to accomplish. Use your updated Project Prospectus to quickly reorient 
everyone as to the latest version of the three-sentence project skinny, product vision, Ins 
and Outs, Win Conditions matrix, and importantly, the Project Uncertainty Profile (PUP). 

Business Question 3: Did We Do What It Takes? 
If Business Question 1 relates to what you set out to do, the next question management 
wants answers to the question, were you able to do it? Here, Business Question 3 (Can 
we get what it takes is now phrased to convey that an assessment is being made of the 
team’s prior accomplishments: Did we do what it takes?) 
Here, the crucial stakeholders evaluate the team’s progress against what you set out to 
do in the just-completed Innovate cycle. These are the questions you should be prepared 
to answer. 
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Context-related questions 
 How have the project's purpose and product vision changed since the last review? 
 How have the Win Conditions changed in terms of priority or success measures? 
 What major obstacles have you encountered, and how successful were you in 

overcoming them? 
 What uncertainty conditions is the project currently experiencing? 
 What, if any, new opportunities presented themselves that might change the 

attractiveness of the project? Examples might be access to a new technology, a 
favorable government regulation, or a discovery. 

Accomplishments 
 What major deliverables were you shooting for? 
 How are you doing against meeting the Win Conditions? 
 Specifically, how are you doing in achieving the must-meet and optimize conditions? 
 Is the project still expected to be within the acceptable limits of the other Win 

Conditions? 
 What’s working? What not working? 

Outlook 
 What do you foresee to be the greatest risks to the intended business benefit and 

ROI? Specifically, 
o What business risks are there? 
o Market and competitive risks? 
o Technology risks? 
o Development risks?  

Business Question 2: What Will It Now Take to Do It? 
Given what has been learned to date, where do we go from here? What’s the new plan? 
Management will want answers to questions like these: 
 How do you want to change the project parameters in order to meet or beat the ROI 

proposition? That is, what changes do you want to make to the product vision or the 
Win Conditions (for example, extend the deadline or tighten or loosen the quality 
parameters)? 

 What can be done to reduce the level of uncertainty? 
 What is the expected impact of all this on the budget for the next project cycle? The 

impact on the ultimate business outcome and ROI? 
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 All considered, what is your plan for the next cycle? Go back to the drawing boards 
(meaning Visionate)? Go directly to the next Innovate cycle? 

Business Question 4: Is It Worth It? 
By this point, management should have the information needed to make an informed 
decision on the viability of the project. It is recommended that they look at the project 
from two distinct perspectives.  
Strategic fit: In the light of our current or expected shift in business strategy, is this still 
the right project for us to be doing? In other words, does it still have a place within our 
larger portfolio of projects? Secondly, look at project viability: How likely is it that we can 
succeed?  This is what agile project portfolio management really means. 
The first question relates to how the project fits within the overall project portfolio. 
Assuming there is still a strategic fit, the second relates to the probability of achieving that 
project’s expected business benefits. Guidelines for addressing both questions are 
offered below. 
These decisions are squarely in the court of the sponsor and steering committee. Up to 
now, you’ve been taking the lead in presenting the background information. As the 
project champion, it’s your sponsor’s turn to be in the forefront and argue in favor of the 
project. 

Scoring the Project for Strategic Fit 
Looking at the project from this perspective requires looking at the must-meet criteria and 
the should-meet criteria.  Here, must-meet and should-meet refer to the organization’s 
criteria for evaluating projects. 

Must-Meet Criteria 
Must-meet criteria are just that: a set of do-or-die requirements that the project must meet 
to continue to have a place in the organization's overall portfolio of projects. 
Must-meet criteria depend on the type of project. Here are some examples of typical 
criteria for IT projects and new product introductions:  
IT projects 
 Alignment with strategic plan 
 Meets compliance standards (for example, Freedom of Information Act) 
 Significant competitive advantage 
 Demonstrable cost reduction 
 Demonstrable cost avoidance 
 Generates incremental revenues 
 Improves customer service 
 Significant impact on operations 
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 Technically feasible 
 Resources available 
 Critical feed: other projects depend on this one 
New product introductions 
 Alignment with strategic plan 
 Sufficient market size and need 
 Superior competitive advantage 
 Leverages existing competencies 
 Makes possible quick market entry 
 Satisfactory (risk-adjusted) financial return 
 Technically feasible 
 Resources available 
Because the world of eXtreme projects is dynamic, the answers to any single must-meet 
criterion can change from cycle to cycle depending on how the project evolves, as well as 
external (contextual) circumstances. For instance, I led a project to re-launch a computer 
industry newspaper. The project was meeting its financial projections, but the 
organization decided that for strategic purposes, it would no longer publish computer-
related periodicals. 
Failure of the project to achieve any single must-meet criterion is by itself reason enough 
to kill the project. If the project passes on all must-meet criteria, it is then subjected to a 
second screen: should-meet attributes. 

Should-Meet Criteria 
If a project has already passed the must-meet hurdle, why bother to look at less critical 
criteria? The answer is that not all worthy projects are created equal. Some are more 
equal than others. Most organizations have more projects in the funnel than they can 
undertake with the people and funds available. As a result, all projects get jammed up 
and slowed down as people play project hopscotch, jumping from one to the other. 
Addressing the should-meet criteria offers a way out because it takes into consideration 
other criteria for assessing projects in a way that allows different projects to be evaluated 
on their overall contribution to the portfolio. This approach provides a rationale for 
eliminating projects that rate poorly relative to others on the should-meet criteria, even if 
they meet all of the must-meet criteria. It’s similar to managing an investment portfolio. 
You put some stocks on hold, invest more in others, and sell those that are 
underperforming in relative terms. 
Exhibit 15.1 is a sample scoring sheet. Since some criteria are more important than 
others, a weighted assessment can be made. This is done by assigning high or lesser 
point values to each criterion. The sponsor and each steering committee member score 
the project against the agreed-upon criteria. 
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Criteria Weight 
Your Score: 

1 = very unattractive 
2 = very attractive 

Total Points 
(weight x score) 

Competitive advantage 10     

Meets compliance 
standards 10     

Improves customer service 10     

Demonstrable cost 
reduction 5     

Makes good use of 
resources 5     

Total Points      

Exhibit 15.1 - Portfolio Level Scoring Sheet: Meet Criteria Using Weighted Scoring 

Scoring the Project on Its Own Merits 
It’s possible to have a project that enjoys a tight strategic fit but has little chance of 
succeeding. The purpose here is to score the project on the perceived likelihood of being 
successful (Exhibit 15.2). The four risk elements come from the four categories of the 

PUP. 
 
 
 
 
 
 
 
 
 
 
 
 
 

Exhibit 15.2  Project-Level Scoring 

TOTAL POINTS
Environmental risks
Technical or development risks
Business risks

Risks: Ability to overcome

Satisfactory ROI
Optimize condition
Must-meet condition

Win Conditions: Ability to meet

Likelihood Score:
1 point = low,

10 points = high
Criteria

TOTAL POINTS
Environmental risks
Technical or development risks
Business risks

Risks: Ability to overcome

Satisfactory ROI
Optimize condition
Must-meet condition

Win Conditions: Ability to meet

Likelihood Score:
1 point = low,

10 points = high
Criteria
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The advantage of the scoring process is that it facilitates comparisons with other projects 
across the portfolio based on accumulated points earned. The risk is that the go/no go 
decision is reduced to a sterile numbers exercise, not uncommon when management is 
reviewing project after project. Ultimately, the numbers are based on opinions and not 
scientific certainty, which numbers can imply. What’s important is that a discussion 
around the numbers takes place so that people are given an opportunity to explain and 
defend their thinking. If necessary, a rescoring should follow. 

Checking the Project’s ROI 
The next test for the project is to see how it fairs financially. Exhibit 15.3 was originally 
generated during the Speculate cycle after the planning and updated periodically 
thereafter. Since eXtreme projects have a high uncertainty factor, even the most carefully 
thought out numbers need to be viewed skeptically. In the early stages of the project, 
more emphasis is placed on the strategic fit criteria and the numbers are given less 
credibility due to the high uncertainty.  
In his book Winning at New Products (2001), Robert Cooper cautions that financial 
analysis alone can do much damage if it is used too soon and with the wrong projects 

and that qualitative and non-financial considerations must also enter into the decision. 
Exhibit 15.3  Risk-Adjusted ROI from Best through Worst-Case Scenarios 
Scenarios: Present Value at the End of the Fifth Year (000) 
In the final module of the Flexible Project Model, we’ll cover Disseminate, the fifth 
element. 

Over 5 years3 years, 2 mos.4 years, mo.2 years, 2 mos.Time to Profit

3 years, 1 mo.1 year, 10 mos.2 years, 5 mos.1 year, 4 mos.Payback period

-26361896Percentage ROI
-2,7003,3002,8008,800Net Revenues

15,2009,20015,2009,200Total costs
10,4007,00010,4007,000Postlaunch

4,8002,2004,8002,200Prelaunch
Costs

12,50012,50018,00018,000Revenues

Worst Case 
Revenues / 
Worse Case 

Costs

Worst Case 
Revenues / 
Worst Case 

Costs

Best Case 
Revenues / 
Worst Case 

Costs

Best Case 
Revenues / Best 

Case Costs
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. Summarize the purpose of Reevaluate. 
2. What are some key questions likely to be asked by management that you want to be 

prepared to answer? 
3. What the key decisions the sponsor is expected to make during the Reevaluate 

process? 
4. What is the value of assessing the project against its Should-meet criteria in addition 

to the Must-meet criteria? 
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Module 16  Disseminate: Harvesting the 
Payoff  

It’s not over until it’s over. 
--Yogi Berra 

 
Disseminate is the final element of The Flexible Project Model. Since the Flexible Project 
Model is an agile and iterative process, the eXtreme project may cycle through the 
Visionate, Speculate, Innovate, and Reevaluate cycles several times with the objective of 
getting it right the last time (refer to Appendix C). Each round through the process brings 
you closer and closer to getting it right, and when that happy day finally comes, you will 
be tempted to declare victory and go home. But it is premature to declare victory until you 
have released the project deliverable to the customer and kicked off the benefits 
realization process. This is the focus of the Disseminate cycle. The benefits of conducting 
this cycle are bringing the project to closure, ensuring the organization is prepared to 
reap the payoff from the project, and capturing Modules learned. 
The project deliverable can be a new process, a new consumer product, a new 
information systems application, a component or subsystem that will be incorporated into 
another system, or it can be a feasibility study or a training program. It is whatever your 
project was about. The customer can be the final customer (end user) or an interim 
customer such as marketing, manufacturing, or distribution. 
The transition process can take an hour to days, to weeks or even months, depending on 
the project. At the very least, the customer will want to know that everything agreed upon 
has been included in the deliverable. For projects where there is a prolonged transition 
and stabilization period (as with a new manufacturing system or information system), the 
role of the eXtreme project manager is that of catalyst and process leader. In this case, 
you are responsible for building the bridge from project delivery through the shakedown 
period up to the point where the customer is in a position to harvest the financial reward.  
There are two major components of the transition process, or post-implementation, 
phase: 

1. Ensuring that the project deliverable does what it is supposed to and the 
sponsoring organization is satisfied 

2. Ensuring that the sponsoring organization is ready and able to reap the outcome: 
the business benefits to be derived from the deliverable 

Traditional project management calls it a day when the first component is completed. 
eXtreme project management keeps the lights on until both components 1 and 2 are 
completed. 
The elements covered in this Module will apply more or less to you depending on the kind 
of project you are working on. If your project was to reengineer an order processing 
system, what you turn over to the customer will look a lot different than if your project was 



eXtreme Project Management 
Module 16 – Disseminate: Harvesting the Payoff 

www.prodevia.com 
134 

to reengineer the printing mechanism for your company’s new laser printer. Whereas the 
performance of the printing mechanism might be easily measurable by those in product 
development, the performance and the expected benefits of the new order processing 
system are quite a bit fuzzier and much more difficult to quantify. Although one might be 
able to measure how well the system is performing (speed, error rate, usability, and other 
characteristics), less tangible benefits, such as dollar impact on sales, improved 
customer loyalty, fewer employees required in the future, and measuring ROI in general, 
can be difficult to calibrate. Nonetheless, many of the principles discussed here apply to 
most projects. You’ll need to adapt them to fit your situation. 
In this Module, I’ll cover the post-implementation process: 
 The turnover point 
 The activities that comprise the stabilization period 
 The key elements of the project review meeting 
 Kicking off the benefits realization process 
Before covering these points, let me take a reality check. Most people will agree that 
following up to see if a project investment is paying off is a good thing to do. But it often 
doesn’t happen. Business Question 4 seems to have been forgotten. 

What Happened to Business Question 4: Is It Worth It? 
Once the project has been delivered, Business Question 4 doesn’t go away. It just 
changes slightly and reads, Is the project paying off? Traditional project management 
leaves the ball in the sponsor’s court and goes home. And the ball usually doesn’t get 
picked up. Experience has demonstrated that sponsors tend to duck the ROI question in 
the first place. 
One reason is that, unlike eXtreme project management, the financials might not have 
been baked into the project from the onset or were ill defined and not traceable. Who can 
be held accountable for something that can’t be measured? In other cases, the internal 
accounting systems may not be in place to isolate costs. Or what if the project were 
measurable but loses money? Why stick your head out if you’re not being pressed? 
In addition, sponsors are not customarily measured on benefits realization. Traditional 
project managers and project sponsors have struck a tacit deal: don’t ask, and don’t tell. 
Ultimately the problem and the solution lay in the organization’s reward system. What 
gets measured gets managed. What gets rewarded gets done. Both measurements and 
rewards are needed. In the meantime, we can’t wait for the organization to become 
enlightened. 
So if everybody around you is dropping the ball, what should you as a project manager 
do? I had this discussion with colleague and author Gary Heerkens, who summed it up 
cogently: “The project manager is the business conscience of the project.” 
eXtreme project management strives to form a partnership with the customer 
organization in pursuit of benefits realization. Because eXtreme project management is 
fiscally responsible (notice our preoccupation with the 4 Business Questions), it goes the 
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distance. It takes the project from the point of turning over the deliverable through the 
point of putting in place a mechanism to realize the deliverable’s intended payoff. And the 
process of putting a mechanism in place, as we have seen from the Visionate cycle, 
continues from the start when the project manager first interviews the sponsor and starts 
to identify expected business outcomes. 
In contrasting traditional project management with the new project management, John 
Thorp, author of The Information Paradox (1998), observes that traditional project 
management stretches from “design to delivery” rather than from “concept to cash.” 
But, you ask, “If the sponsor is not measured on, and not rewarded for, extracting 
profitability from projects, what’s the motivation for the project manager to carry the flag?" 
The answer is integrity. And in the absence of a supporting reward system, what’s the 
motivation for integrity? My answer again is integrity. Integrity is its own reward. 
The post-implementation process extends from the time the deliverable is turned over to 
the customer and continues through its useful life. It has these components (Figure 16.1): 
 The turnover point 
 The stabilization period 
 The project review meeting 
 Maintenance and support 
 Benefits realization 

Figure 16.1  The Post-Implementation Process 

Turnover PointTurnover Point
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The diamonds are the points in time when the activity takes place. The bars indicate 
ongoing activity. 

The Turnover Point 
Typically, the customer thinks the project is over when he can answer yes to each of 
these questions: 
 Did I get everything I was supposed to? 
 Is it being used as intended? 
 Does it work as expected? 
At the point that the deliverable goes into service, an inventory is taken of what was 
delivered, installed, or deployed and compared against the agreed-upon deliverables. 
The documentation is turned over (for example, user manuals, specifications), and the 
service and support agreement is reviewed. 
For systems and other complex projects, it will be too early to tell how well the deliverable 
is performing until after stabilization. 

The Stabilization Period 
Even when teams follow eXtreme project management principles and practice 
evolutionary development and get the customer involved and do testing each step of the 
way, when the system or product goes live and rolls out to the customer population, “stuff 
happens” as they say. Inevitable bugs need to be fixed, things need to be tweaked, and 
ultimately, the system or product needs to be maintained. So for many projects, you can’t 
simply leave it on the customer’s doorstep and walk away. Be sure to consider including 
activities such as the following (or ensuring that they get done by others) as being in 
scope for your project: 
 Training and education 
 Following up on utilization rates 
 Capturing systems or product performance data and comparing them to the project 

Win Conditions 
 Capturing and analyzing customer feedback data 
 Correcting defects 

The Project Review Meeting 
The project review meeting is timed to take place once the system or product has 
stabilized and there is enough information to conduct a fact-based review. This is why for 
many projects, conducting the so-called postmortem right after the handoff makes little 
sense. The verdict is still out. 
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The purpose of the project review meeting is to: 
 Assess the utilization and performance of the deliverable 
 Agree on what still needs to be fine-tuned 
 Conduct a Modules-learned session 
 Review how the deliverable will be supported and maintained. 
The review meeting is attended by the project manager, core team, and representatives 
of the customer organization. It can take a full day, depending on the project. 

Assess Utilization and Performance of the Deliverable 
You’ve collected performance, utilization, and customer feedback data from the time the 
system or deliverable went live. Flaws have been corrected. The performance 
assessment involves comparing the data to the project Win Conditions and any other 
agreed-on metrics. If needed, an action plan is put together to close any gaps. 

Agree on What Still Needs to Be Fine-Tuned 
By this point, the deliverable should have stabilized, meaning all the components have 
been put in place and adjustments made. If not, then you will need to finalize the turnover 
and do further fine-tuning. Once that is completed, the deliverable moves into the 
maintenance and support stage. Granted, the lines between the two stages may be 
fuzzy, and there is likely to be overlap. The point is that they are separate operations, 
usually staffed with separate people who come under a different budget. For the 
purposes of benefits realization, being able to track maintenance and support costs is 
necessary to get an accurate measure of ROI. 

Modules Learned 
Few projects ever take the time to capture Modules learned. People are too busy starting 
on the next venture. Besides, Modules-learned sessions can be notorious for dispensing 
blame. However, if you factor the activity into the project plan, there is a better chance 
that the session will be scheduled. And if a few simple guidelines are followed, the 
meeting will not become a finger-pointing session. 
I once attended a so-called postmortem run by a delegate of the project sponsor. He 
opened up the meeting by saying, “We’re all grown-ups. Let’s admit our mistakes and 
move on. So who screwed up?" No one said a word. 
These are the guidelines that I’ve used many times: 
 Ask three questions: 

o What went well? 
o What didn’t work? 
o If you were going to do it over again, what would you do differently the 

next time? 
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 Focus the discussion on the development life cycle and the project management 
process used. If you used eXtreme project management, how did you do against the 
10 Shared Values? The 4 Accelerators? The 4 Business Questions? In reviewing the 
elements of the project management process, go through each Shared Value, 
Accelerator, and so on, one element at a time. These, along with the Flexible Project 
Model form a powerful framework for conducting a project assessment. 

 Set a few basic norms for the session: no personal attacks, and follow the rules of 
good brainstorming. 

Review How the Deliverable will be Supported and Maintained 
This should not be the first time you’ve addressed this topic. Back in the Visionate cycle, 
one of the elements to address as part of the product vision was the DUL factor, that is, 
the deliverable’s useful life. Is the project merely a one-time fix and to be discarded with 
little or no follow-on support required? In a database conversion project I am familiar with, 
a software program was written to consolidate three separate databases into one. This 
specialized one-of-a-kind data conversion program had no further value and was junked. 
Support and maintenance was not an issue. But when the system or other deliverable 
has an extended life, resources and support systems need to be allocated, budgeted, 
and implemented. The level of support and service needs to be understood and agreed 
to by the customer. 
Importantly, a mechanism needs to be put in place to ensure that maintenance and 
support costs are in fact tracked. Otherwise, there is no accurate way of measuring the 
business payoff or ROI. 

Benefits Realization 
During the Visionate and Speculate cycles, certain stakeholders, by name, were given 
responsibility for realizing expected benefits. The purpose of the benefits kickoff meeting 
is to formalize the accountability for benefits realization among the stakeholders in the 
customer organization. The meeting is attended by the project manager as well as the 
sponsor, and those stakeholders who will be held accountable for harvesting the benefits 
afforded by the project deliverable.  
The fundamental question addressed in this meeting is how to ensure that the intended 
organizational outcome is achieved. Ideally, there is a traceable link between the project 
objectives, the objectives associated with the deliverable, and the ultimate business 
outcome. Otherwise, we should likely not have undertaken the project.  
In our eXtreme project management model, the project’s objectives were defined by the 
in-scope work that was identified and updated starting with the scoping meeting. The 
product vision and related metrics were used to define the objectives for the deliverable. 
The organizational outcomes were captured in the third sentence of the project skinny.  
During the benefits kickoff meeting cost data are analyzed, and estimates are made of 
expected benefits in terms of revenues, cost savings, or improved service. An action plan 
is put in place, with individual stakeholders assigned the responsibility for realizing and 
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reporting benefits at agreed-on checkpoints. More specifically, the meeting game plan is 
to: 
 Review the project objectives, deliverable objectives, and organizational outcomes. 
 Confirm the link between the project, deliverable, and the intended business outcome 

in relation to other projects. 
 Confirm who is accountable for ensuring objectives are met 
 Estimate the financial benefits associated with those objectives (revenues, cost 

savings, improved service). 
 Estimate the associated operational costs. 
 Estimate the timing for when benefits are expected to be realized. 
 Agree on checkpoints to review progress. 
 If it is discovered that other projects are needed to ensure the ultimate outcome, 

appoint someone to start the ball rolling. 
Once again, we can see the role of the project sponsor surfacing as paramount. Without 
overall accountability for benefits realization, it’s unlikely to happen. The interdependency 
of projects requires a coordinated effort to ensure that sponsors and crucial stakeholders 
of other projects are holding up their end of the benefits realization process. Hence, it is 
important for the steering committee to be made up of sponsors of interrelated projects 
as well as senior management as needed. 

Learning from History 
The best time to learn from history is while it’s happening. eXtreme project management 
by nature is a process of continuous learning and adjustment. This is the agile way. The 
project is constantly in a state of self-correction. What’s working and not working is dealt 
with on a daily basis through the mechanism of the huddle. And teams are given the 
latitude on the spot to adjust how they will work. For eXtreme project management, then, 
the formal project assessment is more a summation than a revelation of what was 
learned. 
In contrast, traditional project managers like to save up the Modules learned until the end 
of the project or conduct—and this is rare—interim assessments. But why postpone 
learning?  
I’ve been around projects for nearly forty years. Today I sit in astonishment when I see, 
day after day, the same mistakes that happened in 1969. Who’s learning from 
experience? Who’s passing it on? Very few. If they were, I’d be out of a job. 
The next time you kick off a project start by telling the group what you learned on your 
last project and what you will be doing differently on this one. Then ask others to do the 
same. 
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Review Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course chapter.  Answer the following questions in a separate notebook.  
1. What is the overall purpose of Disseminate? 
2. What is the role of the eXtreme project manager in the Disseminate process? 
3. What are the two major components of Disseminate? 
4. How does the project end point of traditional project management differ from that of 

eXtreme project management? 
5. What is the major difference between the project review meeting and the benefits 

realization meeting? 
 
You’ve now completed the Flexible Project Model and all the Modules in this Course. At 
your disposal is a powerful set of leadership practices and tools for succeeding on 
eXtreme projects and being a world class, agile project manager. The best time to take 
action and to make difference like never before is right now.  You are the one you have 
been waiting for.  Pick up your new drum and set that tempo! 
eXtremely yours, 
Doug DeCarlo 



eXtreme Project Management 
Appendix 

www.prodevia.com 
141 

Appendix A  Questions for the First Sponsor Meeting 
Business Objective 
 What opportunity are we going after? 
 What’s the business need that this project is intended to address? 
 What is it that we are fixing, trying to improve or solve? 
Context   
These questions elicit information about the business climate surrounding the project: 
 How does this project fit in with the organization’s overall business strategy? 
 Who’s driving this project from above? 
 Who will you be going to for approvals and funding? 
 What’s driving us to do this now? What if we did nothing? Waited until next year? 
 How does this fit into the overall priority of projects? 
 If we have to let another project slip, what might that be? 
Stakeholders 
These questions relate to the politics of the project. Here you want to find out who this project is 
intended to impact, for better or for worse. Those impacted can be either internal or external to your 
organization. 
 For whose benefit is the project being undertaken? 
 What customer group or department is the project intended to impact? 
 Who is likely to feel threatened by this project or have strong opinions? 
 Who do we need to talk to that has to be happy with the results? 
 Who are the strong supporters of this project? 
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Questions for the First Sponsor Meeting (continued) 
Project Deliverable (Quality and Scope) 
These questions delve into the product or service that is to be produced: 
“If we had it in place right now (the process, the system, the product, the new service) … 
 What would you see as its main functions and features? 

 
Is this intended to be a stopgap measure: We’ll do it once, and if we replace it, will we start all 
over from scratch?   Or, are we trying to do something that we will attempt to fix and to upgrade 
over time? 

 What would be the absolute bare minimum, do or die functions?  
 What would it physically look like to you? 
Business Outcome 
These questions are aimed at identifying the valued-added dollar and cents benefits that are being 
sought as a result of having produced the project deliverable. 
Assuming we had completed the project and it were now up and running … 

 What is the most important payoff you are looking to achieve? Increased revenue? Better 
customer service? Greater market share? Decreased cost of doing business? Short-term profits?  

 How would you quantify the dollar payoff are you targeting?  ROI? Reduced cost? 
 What will you want to see to know that the business benefits have been achieved? 
 Under what conditions would we shut down the project? 
Timing 
 What’s the time frame or deadline you have in mind? 
 What’s driving the deadline? 
 What latitude is there? 

Resources & Budget 
 What would you expect to spend on this project? 

 Whose budget is this coming out of?  

 Who will I talk to get staff for the project? 
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Questions for the First Sponsor Meeting (continued) 

Tradeoffs 
When tradeoffs have to be made, which one of the drivers for this project must be achieved? That is, it 
cannot be sacrificed? 

 ROI, Timeline, Budget, Functions and features, Quality, Customer/Stakeholder satisfaction, Team 
satisfaction? 

 What is the second most important driver? 

Working Relationship 

 How do you see your role with respect to decision-making?  Funding? Staffing?  Who else will 
you look to for this? 

 How do you see my role on the project? 

 What progress reporting information will you be important to you? 

Managing Expectations 
Let the Sponsor know that: 

 You will return with a ballpark data in answer to the question, “What will it take to get what you 
want,” namely budget, resources and risk profile. 

 This will be very rough. And you will have a better data after the Scoping & Planning Meetings 
are held with the Crucial Stakeholders and the team who will be doing the work 

 Between now and then, you may be back with a few other questions. 

Once you’ve conducted the Scoping and Planning Meetings, you will be in a better position to 
further clarify your role and relationship in a way that will serve the best interests of the project.  In 
the meantime, take good notes. For now, you are establishing a base line change anyway. 
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Appendix B  The eXtreme Project Management Infrastructure  
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Appendix C  The Project Prospectus  
   The Project Prospectus™ 

    
        as of: 

 
 
 

 

 Genetics R Us, Inc. 
 

 X–Virus Vaccine 
 

2 January 200n 
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The Project Prospectus™ is template to capture vital information for planning, managing and delivering business 
value for dynamic projects.    
 
The elements contained in the Project Prospectus™ are based on Doug DeCarlo’s book, eXtreme Project 
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Re-distribution or resale is strictly prohibited without prior written permission. 
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THE NEED 
This project is intended to address the following problem / opportunity:  

The Sponsor of all Sponsors is unhappy with how people are treating each other on the planet 
earth. Moreover, Earthland revenues have been dropping while operating costs have been 
rising. As a result, the Sponsor of all Sponsors has decided to start over with a whole new 
team of Selected Ones.  A massive virus is schedule to strike the planet on 11 September 
2001 BC.   
 
The objective of the project is to save the Selected Ones from dying from the X-Virus. 
The Selected Ones are the Noah family, plus one male and female from every existing ethnic 
group, along with 2 of every kind of animal.  
 
The Save-Our-Species Department (S.O.S. Dept.) has decided that the Selected Ones are to 
be saved using a vaccine that has yet to be developed. The vaccine is referred to as the X-
Virus Vaccine. 

 THE 3-SENTENCE PROJECT SKINNY 
How the problem will be solved or the opportunity seized:   

1. Who will do what 
for whom? 

The Anti-Virus Team will develop an X-Virus Vaccine to be 
administered to the Selected Ones. 

2. Completion 

This project will be considered over when the following has occurred: 
  The X-Virus Vaccine has been turned over to production 

   
   

3.  The Why 

This project contributes to Earthland objective(s) to: 

  Establish a 100% increase in peace and prosperity on planet 
earth within 4 generations 

  Increase per capita revenues per year from earth’s inhabitants 
from $d 18,000 to $d 24,000 drachmas in 4 generations 

  Decrease planet earth’s operating costs from $d 18,000 to          
$d 16,000 drachmas per capita per year in 4 generations 

 

Page 1 
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 WOW!  FACTOR 
What makes this project new, exciting, impactful, meaningful, life changing, worthwhile, revolutionary, sexy, etc.?  

We, the Anti-Virus Team, will be playing the lead role in making world peace and prosperity a 
reality for future generations. 

 CORE TEAM 
Name Job Title Responsibility 

Gabriel Ambassador to Planet Earth Project Sponsor 
Noah Manager of R&D Project Manager 
Trinity Head, Global Development Vaccine Development 
Ezekiel Head, Toxicology Project Administration 
Joshua Director, Clinical Trials Clinical Trials 
Judith Chief of Laboratories Laboratory Administration 

Don Dirk Head, Earthland Security SOS Program Manager 
 CRUCIAL STAKEHOLDERS and KEY PLAYERS 
A star (*) in the BR column indicates those who will be held responsible for Benefits Realization.  
 

Name Job Title How will the project impact that 
stakeholder? BR? 

Crucial Stakeholders: The few who can kill or save the project before or after delivery  Sponsor of All 
Sponsors 

Chairperson, Heaven Less overhead required for Planet 
Earth. Improved profitability. 

 
Gabriel Ambassador to Planet Earth Promotion to Chairman, Planet Earth.  

Stock options. 
( * ) 

Don Dirk Head, Earthland Security Promotion to Executive VP, Planet 
Earth. 

 
Key Players:  Must be in alignment with Crucial Stakeholders before and after delivery 

Trinity Head, Global Development Promotion to Heaven  
Raquel VP, Human Resources Promotion to Senior VP  

Sing Song Packaging Designer Not among the Selected Ones  
Rolando Maldonado Director, Communications Not among the Selected Ones  

Rananda VP, IT Early retirement package to Venus  
Feldon Manager, Finance Promotion to VP Earthland Finances ( * ) 
Sarah Director, FDA Conformance Not among the Selected Ones  
Alexey U.S. Manufacturing Liaison Promotion to VP, Global 

Manufacturing 
 

Marsha 
Throckmorton 

CEO, Planet Earth Stock Options  

Page 2 



eXtreme Project Management 
Appendix 

www.prodevia.com 
149 

 PRODUCT VISION 
For this Version: Functional Requirements, Capabilities, Major Attributes 

Must include Nice to have 
 Ability to arrest X-Virus in humans & animals  Self administration 
 Vaccine takes effect in 48 hours or less  Take effect in 12 hours or less 
 Side effects do not interfere with healthy 

reproduction 
 Can be manufactured on a local basis 

 Vaccine does not require refrigeration.  Can 
withstand temps from -60 to +120F 

 
 Administration: Injection, liquid or pill. To Be 

Determined 
 

 Packaging: To Be Determined based on final 
formulation 

 
 9-month shelf life  
 Vaccine is effective for 12 months or more  
 DUL Factor (The expected Deliverable’s Useful Life. Indicate one.)  
[ x ]  One-time fix; a patch.  (Will junk or replace the entire deliverable) 
[    ]  Deliver and fix.  (Will deliver now, fix flaws later) 
[    ]  Long-term commitment.  (Must be perfect first time out) 
 Reason for choosing the above DUL Factor: 
The Vaccine needs to protect the Selected Ones, but we expect to have to reformulate it in the 
future since the virus may re-appear once the new world has been established. 
 
 
 
 
 
 
 For Later Versions: Functional Requirements, Capabilities or Major Attributes 

Must include Nice to have 
 Self administration  Shelf life of 24 months or more  
 Decentralized production  Efficacy greater than 12 months 
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 PROJECT BOUNDARIES: INS AND OUTS 
In-Scope - Major Activities 

(Start each one with a verb) 
Out-of-Scope - Major Activities (1)  

 Profile the X-Virus based on the sample 
provided 

 Develop a public relations program 
 Formulate the Vaccine  Develop vaccines for non-X viruses 
 Arrange for clinical trials in humans and 

animals 
 Prevent the X-Virus from happening  

 Test the packaging   Create antidotes or cures for those who 
contract the X-Virus 

 Test stability of the Vaccine  Develop preventions based on non-
traditional methods (Chinese medicine, new 
age healing, religion and prayer, 
neurolinguistic programming) 

 Circumvent FDA approval  Produce and distribute the Vaccine 
  
 Provide formulation and production 

requirements to manufacturing 
 Repopulate the earth 

   Identify and qualify the Selected Ones 
   Administer to the Vaccine to the Selected 

Ones 
  

  
  

  
  
  
(1) These are activities related to the project at hand, but will be undertaken by other project teams. 
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 PROJECT IMPERATIVES (Must meet to succeed.  If not, project fails) 
 Can get sufficient information to define the Virus 
 Protect both animals and humans 
 Ability to reproduce not compromised 

  WIN CONDITIONS (1) 
 Definition Metric Priority (2) 

Schedule 
 

1. Sufficient info to define 
Virus 

2. Turn over to 
manufacturing 

1. By 1 February 2001 
2. By 15 June 2001 
 

Optimize 

Scope (3) 
 

Packaging  To Be Determined  
 
 
 
 

Acceptable 

Administration  Injection, liquid or pill 
Refrigeration  None to be required  
Heat tolerance 
 

Can withstand temps from - 
20 to +120F   

Initial effects  Takes effect in 48 hours 
Efficacy  12 months or more 
Shelf life 9 months 

Quality (4) 
Vaccine is effective in 
humans and animals 

95% or greater success rate 
in Clinical Trials 

 
 

Must Meet Vaccine cannot compromise 
ability to produce healthy 
offspring 

Mice able to produce healthy 
offspring  

Budget Total cost of this project  $d 1.4 million Acceptable 
ROI (this project) Survival Rate from X-Virus 95% or greater for humans 

and animals 
Acceptable 

Customer  
Satisfaction 

The Selected One have 
ease of access to the 
Vaccine 

They can get it within 5 
business days of availability 

Acceptable 

Team  
Satisfaction  

Core team 
Team rates satisfaction and 
quality of life on this project 
at least 6 on a scale of 1 to 
10.  No team defections. 

Acceptable 

(1) These include, but are not limited to, Project Imperatives ad key items from the Product Vision.   
(2) Sponsor to pick one Must-Meet and one Optimize Win Condition. All others labeled Acceptable, meaning they are to come in with within agreed-upon limits. Limits may change during the course of the project with new information. 
(3) Scope refers to what’s included as described in the Product Vision; i.e., the major Capabilities, functions or features of the project’s deliverable. 
(4) Quality refers to how well the deliverable needs to perform.  The distinction between Scope (the what) and Quality (the how well), can be blurry.  What’s important is what the team, including the Sponsor, agree upon as their common understanding. 
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 PROJECT UNCERTAINTY PROFILE 
 
Low Uncertainty                                 High Uncertainty  

0 1 2 3 4 
  BUSINESS UNCERTAINTY  

 Factor (1)  Rating 
Clear, measurable Ultimate business benefit Unclear, not 

measurable 1 
Local Customer distribution Global 0 
Established Customer needs Little known 4 
Veteran Experience with target customer 

group New comer 4 
Stabilized Government regulations In flux 3 
Predictable            Financial exposure Unpredictable 4 
Flexible Schedule Fixed 4 
Stable Market conditions Volatile 4 

    
  Total 24 
  Mean 3.4 

(1) Factors need to be modified on a project-by-project basis.   PRODUCT (DELIVERABLE) UNCERTAINTY  
 Factor (1)  Rating 
Clear Functional Requirements Unclear 3 
Clear Quality /performance reqs. Unclear 2 
Stable Core technology Rapidly changing 1 
In place Support systems & processes Non-existent 3 
Clear Completion criteria Unclear 0 
Attainable Virus Profile Unattainable 4 
Low Technical complexity High 4 
Proven Track record with similar product Unproven 4 
    
  Total 21 
  Mean 2.6 

(1) Factors need to be modified on a project-by-project basis.
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Low Uncertainty                                 High Uncertainty  

0 1 2 3 4 
  PRODUCT (DELIVERABLE) UNCERTAINTY  

(continued) 
 Factor (1)  Rating 
Reliable Outside vendors Unreliable 3 
Low Complexity of the project High 4 
Highly experienced Team member expertise Inexperienced 3 
Dedicated to this project Team member availability Multiple projects 4 
Conducive Team’s Working Conditions Distracting 1 
Co-located Location of Team Dispersed 3 
High Project manager’s control over 

resources Low 3 
Expert Project manager’s experience Novice 2 
Dedicated Project manager’s availability Multiple projects 4 
Light & Flexible Project mgmt. methodology Heavy & Rigid 4 
Established Project mgmt. infrastructure Not established 3 
Satisfying Likely Quality of life on Project Dissatisfying 3 
Adequate Incentives available Inadequate 2 
Low Dependency on other projects High 4 
Excellent Track record with similar projects Poor 4 
Achievable Win Conditions: must meet, 

optimize Unachievable 4 
    
  Total 51 
  Mean 2.6 

 (1) Factors need to be modified on a project-by-project basis. 
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  Low Uncertainty                                 High Uncertainty  
0 1 2 3 4 

  PROJECT UNCERTAINTY  
 Factor (1)  Rating 
Reliable Outside vendors Unreliable 3 
Low Complexity of the project High 4 
Highly experienced Team member expertise Inexperienced 3 
Dedicated to this project 

Team member availability Multiple projects 
4 

Conducive Team’s Working Conditions Distracting 1 
Co-located Location of Team Dispersed 3 
High Project manager’s control over resources Low 3 

Expert Project manager’s experience Novice 2 

Dedicated Project manager’s availability Multiple 
projects 

4 

Light & Flexible Project mgmt. methodology Heavy & Rigid 4 
Established Project mgmt. infrastructure Not established 3 
Satisfying Likely Quality of life on 

Project Dissatisfying 3 

Adequate Incentives available Inadequate 2 
Low Dependency on other projects High 4 

Excellent Track record with similar projects Poor 4 

Achievable Win Conditions: must meet, 
optimize Unachievable 4 

    
    
  Total 51 
  Mean 3.2 
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   Low Uncertainty                                 High Uncertainty  
0 1 2 3 4 

  ORGANIZATIONAL UNCERTAINTY  
 Factor (1)  Rating 

Low Political sensitivity High 4 
Fast Approval cycles Slow 3 
Low Number of Stakeholder Groups High 4 
Low Number of Individual Stakeholders High 4 
High Crucial stakeholders’ support Low 1 
Strong Stakeholder participation Weak TBD 
Stable Project portfolio priorities Unstable 4 
Low Political sensitivity High 4 
Weak Sponsor’s Clout Strong 4 
    
  Total 28 
  Mean 2.9 
  Mean: Total Project 3.0 
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 PROGRAM BREAKDOWN STRUCTURE 
(Source: see Out-of-Scope Activities)  Program Name: 

Save Our Species [SOS] 
 
Program Sponsor: 

Name:    Sponsor of all Sponsors Title:  Same 
 
 

Sub Project Name (1) Sub Project Sponsor Project Manager 
X-Virus 

 
Gabriel Noah 

Virus Administration Sir. Ringe Slo Chew 

Animal & Human 
Selection 

Mariah Pickme Bea Choozy 

X- Virus Manufacturing Angelo I. Fabricante 

Earth Repopulation Aphrodite Juan More Tyme 

Public Relations Dr. Spin I. Lie Toyou 

   

   

   

   

   

   

   

   
(1) Include the project being described in this Prospectus.
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   LIFE CYCLE 
The agreed-upon development Life Cycle for this Project is:  
 Waterfall 
 Sequential 
 Concurrent 
 Prototyping:  Evolutionary Development 
 Prototyping:  Evolutionary Delivery 
 Fast Track 
 Other:           

 
The reason for choosing this Life Cycle(s) is:  
Due to high uncertainty, need to run multiple experiments in parallel.  Due to drop-dead-
deadline need to do rapid prototyping with a strict cutoff date.    
   
 
 
 

 Definitions 
 Waterfall:  Project proceeds in phases; e.g., requirements followed by design, then build, then release. Entire project 
delivered at once. 
 Sequential:  Project delivered in chunks instead of all at once; e.g., version 1 then version 2. 
 Concurrent: Different teams work in parallel on version 1 and version 2.  Version 2 delivered soon after version 1. 
 Evolutionary Development: Using prototyping, customer gives feedback and development continues until customer 
is satisfied. 
 Evolutionary Delivery: Same as above, except amount of change allowed is limited; i.e., development ends at pre-
defined cutoff. For example, by a certain date or when a specified budget has been reached.  
Fast Track: Pedal to the metal. Team is isolated, standard organizational policies are circumvented.  Similar to 
“skunk works.”
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 DELIVERABLES SCHEDULE and TIMEBOXES 
“T” indicates Deliverables which are candidates for Timeboxing.  

T Major Deliverables Due Date Owner Customer 

T Outside vendors selected 15 March Ezekiel Noah 
T Vaccine formulated 31 March Trinity Ezekiel 
 Clinical trials completed 1 June Joshua Noah 

T Packaging tested 15 June Sing Song Ezekiel 
 Transfer to manufacturing 15 June Alexey I. Fabricante 
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 DEVELOPMENT SUPPORT REQUIREMENTS 
Systems and services that will be required to support the project during development 
 

 Fully in 
Place? 

Laboratory capacity needs to be upgraded to handle parallel development of multiple 
Vaccines. 

No 
  
  
  
  
  

 POST LAUNCH SUPPORT REQUIREMENTS 
Systems and services that will be required to sustain the deliverable once turned over to the customer 

 Fully in 
Place? 

After the virus attack, a capability will need to be in place to develop booster shots in 
case they are needed for future generations. 

No 
  
  
  
  
  

 PROJECT MANAGEMENT INFRASTRUCTURE 
Adequacy of project management methods, tools, communications system, policies and physical working conditions 
 Changes needed to help ensure success 

Methods Need to switch to an agile project management model 
Tools Use Project Prospectus and electronic templates 
Communications System Set up an X-Virus web site 
Policies Get rid of lengthy approval cycles 

Physical working conditions Need a dedicated facility to house team free from 
distractions 
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RISK ACTION GRID  

Risk Event 

Impact of event on 
Win Conditions 

• Schedule 
• Budget 
• Quality 
• Scope 
• ROI 

• Team satisfaction 
• Stakeholder sat. 
(Selected Ones) 

Pro
ba

bil
ity

 of
 

eve
nt 

(P)
 

Im
pa

ct 
of 

eve
nt 

(I) 

Fa
cto

r 
(P 

x I)
 Risk Solution: 

 
Accept it? 

Prevent it.  How? 
Mitigate it. How? 
Transfer it. How? Scale: 1 = Very low 10 = Very high 

Non-Selected Ones Revolt and steal 
Vaccine   Schedule: serious delay  Selected Ones die 

 
 
8 

 
10 

 
80 

Prevent.  Significantly increase the level of 
physical security.   
Prevent:  Launch a PR Program to divert the attention of the non-Selected Ones. 

Vaccine fails in Clinical Trials  Schedule: serious delay  Selected Ones die  ROI not achieved  
7 10 70 Mitigate:  Test multiple versions of X-Virus 

Vaccine 
Vaccine Profile Development Team 
misses deadline for delivery to us  Schedule delay 

 
7 10 70 Prevent: Ensure Profile Development Team is 

properly staffed & has all needed resources: 
people, technology and budget. 

Vaccine profile not detailed enough  Schedule: serious delay  Quality requirements 
missed 

4 10 40 Prevent: Provide Profile Development Team with 
detailed requirements and specs. 
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 FINANCIAL REQUIREMENTS and ROI  
All figures in Net Present Value  

 Pre-launch 
(9 mos.) Year 1 Year 2 Year 3 Total 

Total Revenues 2.5 1.0 .5 .4 4.4 
Costs 2.7   .4 .3 .1 3.5 

Net Revenues   (.2)   .6 .2 .1   .7 
Cumulative Net Revenues   (.2)   .4 .6 .7  

 TIME TO PROFIT and ROI 
The number of estimated months it will take to go into the black from the time the first dollar was spent.  

   
 Months:  21 

 ROI:   15.9% 
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Appendix D  The Flexible Project Model 
 

Re-evaluate
The Reviewing

Business Question 4:
Is it worth it?

Disseminate
The Harvesting

Business Question 4:
Is it still worth it?

Stakeholder Database started

Learning by Doing
 SCORE model applied as needed
 Developing
 Designing, testing, building
 Timeboxing
 Trial and error
 Intense customer collaborationand feedbackGenerating results
 Visibility
 Early value
 Fast failures

Performance Review
 4 Business Questions addressed
 Go /no-go decision

Change Assimilation
 Management re-directs project as needed
 Back to Visionate to:

 update sponsor’s vision
 update collective vision
 update stakeholder data base
 re-examine core team requirements

If go …

Launch
 Solution deployed 
 Success criteria applied
 Adjustments made
 Turnover to customer

Lessons Learned

RewardsandRecognition

BenefitsTrackedandHarvested

Planning Meeting
 Collective vision updated
 Deliverables sized and schedule mapped out
 Life cycle chosen 
 Timebox(es) agreed to
 Team requirements updated
 Technical and support requirements identified
 Development tools identified
 Risk management grid drafted

Business Questions3 and 4 addressed
 Sponsor makes go / no-go decision
 Project manager decides to continue or not

Post Meeting
Project management infrastructure identified

Methods and tools
Communications environment
Working environment

Financial requirements guestimated
Benefits realization plan started
Partnering agreements in place

Project Prospectus updated

Business Questions1 through 4 modified

Sponsor’s Vision
 Sponsor interviewed
 Objectives, deliverable, benefits described
 Project Prospectus started
 Business Questions 2, 3, 4 addressed lightly

Preliminary Core Team picked
Doug DeCarlo’s Method

for eXtreme Project Management™
idrum4pm@dougdecarlo.com / www.dougdecarlo.com

© 2003-2008

Collective Vision
 Scoping meeting held
 Probable future scenarios identified
 Three-sentence project skinny agreed to
 Project boundaries agreed to
 Program breakdown structure agreed to
 Project imperatives agreed to
 Product vision agreed to
 Deliverable useful life (DUL) understood
 Functional requirements and features prioritized
 Project Win Conditions agreed to
 Benefits map drafted
WOW! factor identified
 Project uncertainty profile updated

Project Prospectus updated

Visionate
The What

Business Question 1: 
Who needs what and 

why?

Speculate
The How

Business Question 
2: What will it take 

to get it?

Innovate
The Doing

Business Question 3:           
Can we do what it 

takes?

Project Prospectus updated
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Learning by Doing
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 Go /no-go decision
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 Back to Visionate to:
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 re-examine core team requirements
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 Team requirements updated
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 Development tools identified
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Post Meeting
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Methods and tools
Communications environment
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Benefits realization plan started
Partnering agreements in place

Project Prospectus updated

Business Questions1 through 4 modified

Sponsor’s Vision
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 Objectives, deliverable, benefits described
 Project Prospectus started
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Doug DeCarlo’s Method
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idrum4pm@dougdecarlo.com / www.dougdecarlo.com

© 2003-2008
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 Project boundaries agreed to
 Program breakdown structure agreed to
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 Project Win Conditions agreed to
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The Doing
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Appendix E  About Doug DeCarlo 
 
Doug is a paradigm shifter. He is internationally recognized as one of the leading thinkers actively re-
shaping how project management gets done in today’s helter-skelter business climate ... conditions that 
feature high speed, high change, high complexity and high stress.  
 
From Miami to Moscow, his presentations demonstrate proven practices in self-mastery, team leadership 
and extreme project management in a way that enables executives, managers and teams to succeed 
under conditions where many fail. Doug is noted for his motivational Keynote Addresses in which he 
plays live percussion instruments to illustrate the dynamics of today’s eXtreme projects. 
 
Doug’s paradigm-shifting model for achieving peak performance and delivering business value to 
customers – internal and external to the organization – is based on his work with over 250 project teams 
around the world. As the authority on eXtreme project management, Doug trains and coaches executives, 
managers and team leaders to successfully build fast-moving, empowered agile project teams that 
proactively create and respond to change without losing sight of the bottom line.   
 
In addition to his own practice, Doug is a Senior Consultant on Agile Project Management for the 
prestigious Cutter Consortium, where he has been featured as consultant of the month.  He also heads 
the eXtreme project management department for gantthead.com, a web portal for IT project managers.    
 
Doug is one of the co-founders of the Agile Project Leadership Network, an organization dedicated to 
connecting, developing and supporting great agile project leaders. 
 
He is a contributing author to the landmark book, The World Class Project Manager.  Doug’s practical 
insights, tools and leadership practices have been captured in his acclaimed book, eXtreme Project 
Management:  Using Leadership, Principles and Tools to Deliver Value in the Face of Volatility. 
For more about Doug, please visit www.dougdecarlo.com. 
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Suggested Answer Key 
Module 1  Preface  Out of the Darkness 
Review Questions 
1. What are the major characteristics of today’s “new breed projects?” 
New breed projects feature high speed, high change and high stress. They are expected to continually 
adjust to organizational as well as external influences. They typically have a major impact on the 
organization and can be politically charged.  Other characteristics of new breed projects can include 
geographically dispersed teams, team members being spread thin on multiple projects and organizational 
complexity. 
2. What had the author failed to notice in his attempts to help clients to better manage eXtreme 
projects? 
The author pointed out that he failed to notice that a new breed of projects had been born: eXtreme 
projects. And that these eXtreme projects didn’t follow the classical Traditional Project Management 
(TPM) model. 
3. What were the “catalytic insights” that caused a fundamental change in how the author saw the 
world of project management? 

1. Traditional project management is about managing the known, but eXtreme project 
management is about managing the unknown. 

2. You don’t manage the unknown the same way you manage the known. 
3. No matter what he did, he wasn’t going to change the circumstances surrounding the new 

breed of projects. That is, “Reality rules.” 
4. To succeed, he had to adapt. 

Module 2  Introduction  Into the Light 
Review Questions 
1. What are some of the major differences between an eXtreme project and a traditional project? 
The environment surrounding an eXtreme project is chaotic and unpredictable and it is changing 
discontinuously.  Innovation is at a premium. eXtreme projects require just-in-time planning.  An eXtreme 
project is a process of discovering what is truly wanted and what works through trial and error (versus 
determining the requirements upfront.) eXtreme projects resemble a squiggly line where traditional 
projects look more like a waterfall. 
2. How is eXtreme project management different from traditional project management? 
 Traditional project management is about managing the known. eXtreme project is about managing 

the unknown.   
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 Traditional project management focuses on delivering the planned result and to do so with efficiency 
by minimizing variances to the original plan. Optimization and efficiency are the goal. 

 eXtreme project management focuses on delivering the desired result which may be quite different 
than the planned result.  Here, the focus is on effectiveness rather than efficiency. 

 In eXtreme project management the both the goal and the path to get there may be unclear. 
Other differences:  
 Traditional project management is past oriented, focusing on the original plan. eXtreme project 

management is future oriented and focuses on new possibilities that arise throughout the project.  
 Traditional project management tends to make people the servants of the process. eXtreme project 

management makes the process the servant of people.  
 Traditional project management is about centralizing control of people, processes and tools. eXtreme 

project management is about distributing control. 
 Traditional project management is primarily about managing. eXtreme project management is more 

about leading.  

Module 3  Developing a Quantum Mind-set for an eXtreme Reality 
Review Questions 
1. What are the major differences between the Newtonian and Quantum worlds of science? 
Newtonian science is about predictability and how the physical world works. Quantum mechanics is the 
study of motion at the subatomic level, a world that is characterized by unpredictability. 
2. Why is it important to understand your own world view as being predominately Quantum or 
Newtonian? 
Understanding your own world view enables you to modify your approach to fit the project at hand. 
eXtreme projects require a predominant Quantum (right-brained) management style, where traditional 
projects require a predominant Newtonian (left-brained) approach. 
3. eXtreme projects are more like jazz.  Traditional projects are more like classical music.  Explain. 
On traditional projects we stick to the score; that is, the plan.  On eXtreme projects we allow for 
improvisation adaptability; that is, the plan changes constantly.   
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Module 4  The eXtreme Model for Success 
Review Questions 
1. The author refers to the “two secrets” for facilitating success when undertaking an eXtreme 
project.  What are these? 

1. Give people the latitude to put their intelligence to work.  
2. Focus on managing the emotional well-being of the project.  

2. Fill in the blanks for the following definition of a project.  A project is a localized energy field 
comprising a set of thoughts, emotions, and interactions continually expressing themselves in physical 
form." 
3. In the quantum view of the world, project management is the art and science of what?   
In the quantum view of the world, project management is the art and science of facilitating and managing 
the flow of thoughts, emotions, and interactions in a way that produces valued outcomes. 
4. In looking at the people side of projects, what makes eXtreme project management different 
from traditional project management? 
Traditional project management has appended the human element to its body of knowledge. In contrast, 
eXtreme project management is grounded in the human element, that is, it is based on how people tend 
work best. 
5. In the definition of an eXtreme project, what is meant by the phrases “self-correcting” and “In 
search of a desirable result?” 
“Self correcting” means that there are so many variables and unknowns surrounding the project, that 
stakeholders have to be relied on to make continuous adjustments as the project goes along by keeping 
the desired outcome in mind. 
“In search of a desirable result” means that the eXtreme project is a discovery process and that the 
content of the final deliverable will evolve throughout most of the project’s life. 
6. eXtreme project management is said to be “business” focused.  What does this mean? 
“Business” focused means that the project team concentrates on delivering value throughout the project. 
7. What is the biggest challenge facing eXtreme project managers? 
The biggest challenge is that of managing the conflicting expectations of the stakeholder community. 
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Module 5  The eXtreme Project Manager’s Role 
Review Questions 
1. What is the primary role of the eXtreme Project Manager? 
The eXtreme project manager’s primary role is to gain and sustain commitment to the project mission. 
2.  What is meant by the project’s context and the project’s content? 
The project’s content refers to the technical aspects of the project.  The context refers to the business and 
political side; that is, managing the expectations of stakeholders. 
3. One of the key roles of the eXtreme project manager is to manage the mood of the project.  
What are some of the activities that this involves? 
Managing the mood involves turning a disparate group into a functioning unit … establishing a working 
environment that empowers the team … continually eliminating everyday barriers to doing good work … 
finding the WOW! factor (that which makes the project exciting) … facilitating the resolution of 
interpersonal conflict … recognizing & rewarding individual & team behavior … coaching and 
encouraging. 
4. What is the major contributor to failure on an eXtreme project?   
eXtreme projects fail because the context defeats the ability to execute the technical know-how in a way 
that solves the intended problem.   
5. Why does the author state that eXtreme projects require a dedicated project manager and a 
separate manager responsible for technical development? 
Since eXtreme projects do not fail due to the lack of technical knowhow, but rather due to the complexity 
of the project context, the demands on the eXtreme project manager are such that it is hardly possible to 
be both the context and content manager. 
6. Where does power reside in the Newtonian World 
In the Newtonian world power comes from one’s job title and position along the hierarchy. 
7. Where does poser reside in the Quantum world? 
In the Quantum world, the project manager’s power resides in the process sh/e uses to empower people 
to get things done, and not in one’s direct power over people. 
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8. What are the two elements that work together to foster commitment to a project?  And how do 
these do so? 
The two elements are desire and confidence.  Desire means that an individual sees personal gain in 
participating in the project. Confidence means that people feel that success is possible within the project’s 
context. 

Module 6  Essential Practices for Leading an eXtreme Project 
Review Questions 
1. What is the purpose of living the essential leadership practices? 
The essential leadership practices serve to create an agile project environment.  Unless the project 
manager lives the practices described in this Module on a daily basis, agility will simply not be achieved.  
2. What is the purpose of the 4 Accelerators? 
The purpose of living the 4 Accelerators is to unleash motivation and innovation. 
3. What is the purpose of the 10 Shared Values? 
The purpose of the 10 Shared Values is to build confidence and trust among stakeholders in the ability to 
of the project to succeed. 
4. What does the Accelerator, “Make change your friend” refer to?  
This Accelerator refers to both responding to and creating change.   
5. What is meant by, “Build on People’s Desire to Make a Difference?” 
It means to show people how their part of the project contributes to the overall importance of the project. 
6. What is meant by, “Create Ownership for Results?” 
This means to give people the latitude to determine how to do their job as well as the opportunity to 
influence how to succeed on the overall project. 
7. What is meant by “Keep it Simple?” 
Keep it simple means being proactively mindful of and removing anything that is not essential for getting 
the job done. 
8. For each of the following 10 Shared Values, come up with 1 to 3 bullet points that represent 
your personal definition of each. 
Client collaboration … People first … Clarity of purpose …  
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Results orientation … Honest communication … Fast failures … Early value … Visibility … Quality of life 
… Courage. 
(The suggested answers are purely your own.) 
9. What is meant by emotional intelligence? 
Emotional intelligence is the ability to be sensitive to and respond appropriately to a person’s feelings in a 
given situation. 
10. In terms of the Feelings -> Facts -> Solutions model, what is the difference between emotional 
intelligence and emotional ignorance? 
Emotional ignorance means to attempt to deal with a sensitive situation by first focusing on the facts.  
Emotional intelligence means to first address the feelings before moving on to the facts. 

Module 7  Leading the eXtreme Team 
Review Questions 
1.  List at least six things that put extraordinary demands on members of eXtreme project teams 
and team leaders. 
An aggressive deadline imposed from above … Skepticism among team members in the ability to 
succeed … A dislike for project management and other processes … Absentee project sponsor … 
Unsatisfactory working conditions … No direct authority over team members … part-time team members 
already overworked and stretched thin … Turnover among team members through reassignment to other 
projects or leaving the company … Multiple inputs from managers, sponsors, and customers who have 
vested and often conflicting interests in the project … Lack of empowerment among team members to 
make decisions …  Significant personal stress due to working long hours and unexpected events 
2. In the Katzenbach and Smith definition of a team, what is the critical outcome you are seeking 
as the team leader? 
The critical outcome is that of mutual accountability. 
3.  What is the fundamental difference between a group and a team? 
The fundamental difference is that a team is characterized by mutual accountability. A group is based on 
individual accountability. 
4. The group model maps to the Newtonian worldview.  In this model, how does the group leader 
go about doing his or her job?   
The group leader hands out assignments, rides herd, approves, and integrates the work. 
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5. Under what circumstances is it appropriate to apply the group model? 
The group model can be effective on projects that are stable or when the team is inexperienced and can 
safely rely on the expertise of the group leader. 
6. If you find you do not have a qualified project sponsor, what does the author recommend you 
do? 
Stop everything and find a qualified sponsor. 
7. What is the definition of a high-performing team? 
A high-performing team is one that gets work done through continuous coordination and collaboration.   
8. Why is it important to identify the WOW! Factor for your project? 
The WOW! Factor is one of the biggest motivators for wanting to participate on a project.  It makes the 
project compelling. 
9. Why is co-location important for eXtreme project teams? 
Effective communication is essential success on eXtreme projects.  Co-location fosters better 
communication. 
10. According to the study conducted by DeMarco and Lister, what was the measurable benefit on 
productivity by improving working conditions among 600 programmers? 
There was a 2.6-fold increase in productivity. 
11. What is the importance of team operating agreements? 
Team operating agreements address how members will work together and behave in order to do quality 
work. 
12. Why is it important to make small wins a way of life? 
On pressure-packed, high-risk eXtreme projects, people need to experience success early and often. A 
flow of small wins gets people in the habit of being successful and builds momentum. 
13. What is the impact of poorly run meetings?  
Poorly run meetings lower confidence in the ability to succeed.   
14. What are the 4 major methods of decision-reaching in a team environment? 
The 4 major decision-reaching methods are:  One person decides (without soliciting input), consultative 
(first getting input from others), majority rule and consensus. 
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15. What is a useful test to determine if consensus has been reached?  
The 70% rule is a useful test; that is, each can say that I am at least 70% in agreement and willing to 
support the decision 100%. 
16.  What is “groupthink” and what is one way to help avoid it?    
Group think is the tendency to go along without question with what the group or team leader is thought to 
want. It can help to be avoided by not having the leader voice their opinion until the end. 
17.  What is the purpose of the Daily Huddle? 
The purpose is to identify barriers to progress so that the project manager can work to eliminate them. 
18. The author points out that the eXtreme project manager needs to earn the right to lead the 
process.  How is this accomplished?   
This is accomplished through the proactive of good facilitation skills. 

Module 8  eXtreme Stakeholder Management 
Review Questions 
1. How is a stakeholder defined? 
A stakeholder is anyone who can affect the success or failure of a project either before or after the project 
has been completed. 
2. In the author’s opinion, why is stakeholder management so important? 
Failure to effectively manage the stakeholder community is a primary reason why eXtreme projects go out 
of control. 
3. What is one of the biggest mistakes in project management when it comes to stakeholder 
identification? 
One of the biggest mistakes is to limit the identification of stakeholders to those who are affected by the 
project during the planning and execution stages and neglect those who will have to live with the project 
once it is completed. 
4. Give an example of the inevitable conflicts that occur among stakeholders. 
Different stakeholders have different priorities: marketing may want to increase market share while 
finance might want to cut costs.  Product development may want to take the time to ensure high quality 
while sales may want to get it out there as soon as possible. 
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5. What are some of the ways for effectively managing stakeholders? 
Partition your stakeholders in terms of the size of their stake in your project and the amount of clout they 
can bring to bear. Work with the most critical stakeholders to reach agreement on the win conditions for 
your project.  Set up explicit partnering agreements with everyone who is expected to provide resources, 
services, or other deliverables 
6. Why is it important to partition stakeholders into groups? 
Partitioning allows strategies to be tailored according to stakeholders’ level of power and influence. 
7. How do Crucial stakeholders differ from Key Players? 
Crucial stakeholders have the power to kill the project outright or to keep it going.  Key Players must buy 
into the decisions of the Crucial stakeholders, but have no direct power to kill or sustain the project. 
8.  Once the stakeholders are partitioned and their concerns and win conditions identified, what is 
the final step in planning process? 
The final step in the planning process is to assign relationship managers to individual stakeholders. 
9. What is the responsibility of the project manager regarding the so-called “phantom approval 
virus?” 
The project manager’s role is to be sure that those involved in signing off on decisions are aware of the 
impact of approval cycles on the project timeline.  The project manager’s job is also to take steps 
(described in this course) to shorten approval cycles. 

Module 9  Introduction to the Flexible Project Model 
Review Questions 
1. What is the fundamental distinction between eXtreme project management and traditional 
project management with respect to the life span of the project? 
Traditional project management looks at a project from design to delivery. eXtreme project management 
looks at a project more broadly: from initial concept to payoff. 
2. What are the practices that must be followed in order to use the Flexible Project Model 
effectively? 
Those practices are leadership by commitment as well as living the 4 Accelerators and 10 Shared Values 
along with the practice of emotional intelligence.  
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3. What is the Flexible Project Model intended to do? 
The Flexible Project Model is intended to provide people with just enough structure to allow them to take 
advantage of unexpected events and changes while ensuring the project stays in control.  In short, to 
allow the team to respond with agility. 
4. The Flexible Project Model consists of five components. Give a high level summary of each. 
 Visionate: Involves understanding the sponsor’s vision and the expected business benefits. 
 Speculate: This involves putting together a tentative plan that addresses how the project will be 

accomplished. 
 Innovate: Focuses the doing.  The emphasis is on rapid development and generating feedback. 
 Reevaluate:  This involves reviewing the project to date and making a decision as to its future course. 
 Disseminate:  The project deliverable is released to the customer and the mechanism is in place to 

measure the intended benefits. 

Module 10  Visionate: Capturing the Sponsor’s Vision 
Review Questions 
1. The Flexible Project Model is a framework for delivering business value. Its function is to 
operationalize the answers to the 4 Business Questions. What are these 4 Business Questions? 
The 4 Business Questions are: 

1. Who needs what and why? 
2. What will it take to do it? 
3. Can we get what it takes? 
4. Is it worth it? 

2. The Visionate Cycle, which places the emphasis on Business Question 1, consists of two 
interacting components.  What are these components? 
They are the sponsor’s vision of the project which is ascertained by the project manager and the 
collective vision.  The collective vision is a composite of the sponsor’s vision which has been refined 
based on collaboration and collaboration with crucial stakeholders. 
3. What is it essential that you speak directly with the sponsor at the beginning of the project? 
It’s important to get first-hand information from the sponsor because s/he will have to be satisfied with the 
project’s results.  The sponsor may not have a clear idea of what s/he really wants until a dialog takes 
place which will help bring to light the true need. 
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4. What are some questions to ask that can ferret out the true sponsor? 
 Who decided we should be taking on this initiative? 
 Whose department will be most affected by this? 
 Who will be evaluating the results? And who must be made happy? 
 Who will you (your boss) need to go to for approvals? 
 Whose budget will be funding the project? 
5. What is the importance of the Objectives-Deliverable-Benefits Model? 
The model helps to ensure that there is a synchronization between the business problem or opportunity 
and the deliverable (i.e., the solution that is expected to solve the problem or seize the opportunity) and 
the intended outcome or business payoff. 
6. What should be the posture of the project manager during the first sponsor meeting? 
The posture should be one of a journalist: an objective gatherer of information.  No commitment should 
be made at this point as to the feasibility of meeting the sponsor’s requirements.  
7. What is the purpose of the second and third meeting with the sponsor? 
The purpose of the second meeting is to review your consolidated notes as to what you understand the 
sponsor is looking for and make any adjustments.  The third meeting will focus on Business Question 2: 
What you believe it will take to do what the sponsor wants. This includes budget and schedule estimates, 
resource requirements and identification risks that will have to be dealt with. 
8. What the importance and use of the Project Prospectus? 
The Project Prospectus is a high-level summary of essential information about your project.  It is 
constantly updated and used as a communication tool with all those who have a need to know. 
9. What is the purpose of the three-sentence project skinny? 
The skinny provides a succinct summary of the project in terms of who is expected to what for whom, 
when the project will be considered completed and why it’s being done in the first place. 
10. What is meant by Project Imperatives and how are they used? 
Project imperatives are the vital few make-or-break requirements that must be met for the overall project 
to succeed. Not meeting these will cause the project to fail or terminate. 
Imperatives also provide the basis for risk assessment, guide team members in making decisions and 
serve as a basis for measuring success as part of the 7 Win Conditions. 
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11. What is the importance of determining the project’s DUL Factor? 
The purpose of the deliverable’s useful life (DUL) factor is to plan for the level of support for the product 
or system that will be required once it goes into service.   
12. How do the 7 Win Conditions differ from the iron triangle (also known as the triple constraint) 
of traditional project management? 
The iron triangle explicitly refers to budget, scope and schedule.  In addition, The 7 Win Conditions 
include metrics for quality, return on investment, stakeholder and team satisfaction.  The 7 Win 
Conditions recognize that a project can meet all three triple constraint conditions and still not be 
considered a success. 

Module 11  Visionate: Establishing the Collective Vision 
Review Questions 
1.  What is the importance of creating a collective vision for the project? 
It brings together input from key stakeholders, while at the same time, builds buy-in for the project. 
2.  Which of the four Business Questions takes center stage in the third sponsor meeting?  
Business Question 2:  What will it take to get it?  Meaning to deliver what the sponsor wants. 
3. What is the importance of the Project Uncertainty Profile and what are the four areas of 
uncertainty that it addresses? 
The Project Uncertainty Profile identifies and quantifies the uncertainty surrounding the project so that 
those uncertainties, where possible, can be mitigated.   The four areas of uncertainty are:  Business, 
Product, Project and Organizational uncertainty. 
4. What is the difference between uncertainty and risk? 
Risk deals with the probability of a future event happening.  Uncertainty focuses on existing conditions. 
5. Who should be given the responsibility for coming up with estimates? 
Those who are doing the work and will have to live with their estimates. 
6. What is an effective way to deal with on-the-spot requests for an estimate? 
Ask the requester to elaborate on what is wanted. Buy time by outlining several items that are the cause 
of uncertainty that preclude any kind of accurate estimate at this moment and could give a false picture, 
either overly optimistic or pessimistic resulting in a poor decision. 
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7. What is the recommended prerequisite for discussing estimates (e.g., budget and / or schedule) 
with the sponsor? 
Start off by reviewing the project’s uncertainty profile. 
8.  What is the intended outcome of the third sponsor meeting? 
The intended outcome is a go / no go decision for the project. 
9. Before negotiating schedule, budget, scope, or resources, what is the recommended 
precedent?   
First work to mitigate the underlying causes of uncertainty where possible. 
10. What is the role of the sponsor at the scoping meeting? 
The sponsor’s role is to describe: 
 the problem to be solved or the opportunity to seize 
 the deliverable that is expected to solve the problem or seize the opportunity 
 the intended business outcome (added value to the business; financial benefit) 
The sponsor should also indicate the WOW! Factor. 
11. What is the role of the project manager during the scoping meeting?  
The role is that of meeting facilitator. 
12. What item on the scoping meeting agenda typically causes the most discussion and why? 
The discussion of the 7 Win Conditions.  That’s because there is usually conflicting priorities among 
different stakeholder groups.  One group may prioritize scope while another may prioritize budget, etc. 
13. What can the project manager do to help ensure that the right project is being undertaken to 
achieve the intended business objective and outcome? 
Ask, "What other options are available to us to address the objective [i.e., the problem to be solved or the 
opportunity to seize.  Ask what would we do if this or that scenario took place?  
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Module 12 – Speculate: The Planning Meeting 
Review Questions 
1. When it comes to planning what is the inherent conflict between the Newtonian and Quantum 
worldviews? 
Newtonians may want to over plan, while quantum-oriented individuals may want to under plan or have 
no plan at all. 
2. What is the conflict likely to be experienced between the project team and sponsor and other 
senior management? 
Senior management and the sponsor are typically looking for a plan with high predictability and tight 
estimates which is not possible due to the nature of eXtreme projects.   
3. What is the role of the eXtreme project manager in the above two scenarios? 
The role of the eXtreme project manager is to embrace the inevitable conflict and arrive at a plan that 
takes into consideration the project’s uncertainty as identified in the Project Uncertainty Profile. 
4. What is the critical psycho-emotional goal of the Speculate Cycle and how is it accomplished? 
The critical psycho-emotional goal of the Speculate cycle is to engender the trust and confidence among 
crucial stakeholders that they can succeed.  This can be accomplished when the eXtreme project 
manager lives the 4 Accelerators and 10 Shared Values. 
5. What is the purpose of the planning and post-planning meetings that takes place in the 
Speculate Cycle? 
Both have a common purpose: to determine what it will take to succeed. 
6. What are the major activities that make up the Speculate Cycle? 
These include: updating the collective vision … reviewing the Project Uncertainty Profile … breaking the 
project into deliverables and estimating their size and effort … selecting the development life cycle … 
scheduling deliverables … agreeing on timeboxes … assessing technical and support requirements and 
team requirements … identifying development tools, and producing a risk action grid. 
7. What is meant by a Development Life Cycle and what drives its selection? 
The Development Life Cycle refers to how the deliverable will be built.  The selection of the Life Cycle is 
driven by the 7 Win Conditions. 
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8. What is meant by a deliverable and who are the players involved? 
A deliverable is a work product or a result which can be something tangible or intangible, such as the 
completion of an action; e.g., testing completed. Each deliverable has a designated producer and 
customer. 
9. What is meant by a timebox and what is the significance of timeboxing in eXtreme project 
management? 
A timebox is a short, fixed period of time — anywhere from a week to six weeks — during which team 
members attempt to meet a set of agreed-on requirements that have been identified by the business 
customer.  Because timeboxing forces frequent decision points, it is one of the most effective ways of 
keeping an eXtreme project under control. 

Module 13  Speculate: Post-planning Work 
Review Questions 
1. What is the purpose of the Post Planning Meeting? 
The Post Planning meeting wraps up the Speculate Cycle and puts in place the infrastructure that is 
needed for the Innovate Cycle. 
2. How do financial considerations for the project enter into the picture? 
 The project manager seeks the support of a financial expert. ROI and other financial measures are 
established. 
3. What does assessing the project management infrastructure include? 
It includes looking at the tools, template and communications system that will be required to undertake 
the project as well as the project management approach and working conditions. 
4. What is the purpose of the Sponsor meeting that takes place prior to starting the Innovate 
Cycle? 
The purpose of the meeting is to close any gaps in what is needed to succeed and to ensure that the 
sponsor, given the financial projections, is satisfied in moving forward. 

Module 14  Innovate: Learning by Doing 
Review Questions 
1. What does the Innovate Cycle boil down to? 
It boils down to learning by doing through experimentation and rapid development. 
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2. What are the major benefits of the Innovate Cycle? 
It helps to avoid locking into a solution prematurely … front-loads failure … reduces unnecessary rework 
… fosters breakthrough results … increases the probability of producing a valued end product … helps 
avoid burnout. 
3. Why is it important to set up multiple decision points and what is the construct that is used to 
do so? 
Multiple decision points allow the project to constantly be adjusted based on the latest findings. This is 
accomplished through timeboxing. 
4. What are the basic rules for timeboxing? 
 Start with a list of requirements (functional or technical) to meet or a specific goal to achieve. 
 Estimate how much time will be needed based on a forty-hour work week. 
 Never extend the end date of the time box. 
 Do not make any staffing increases during the time box 
 If the goal or requirements change materially, abort and start a new timebox. 
 At the end of the timebox, decide the next steps 
5. What is the purpose of the SCORE Model? 
SCORE is five-step approach for creating innovative products and services.   
6. What is the recommended approach to understanding how customers function in real-life 
situations?  
Rather than merely observing the intended customer, actually use their systems and their work 
processes. Experience their frustrations firsthand. Do their job for a day or a week. 
7. What is the key to originating brand new ideas? 
The secret is to break the problem down into tangible bites such as attribute and functions and then to 
think of ways to exploit these. 
8. In the SCORE Model, what is the distinction between functionality and attributes? 
Attributes are components. A function is the purpose for which the something is used.   
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9. What is the advantage of producing prototypes versus blue prints? 
Descriptions including blueprints do not provide a good basis for feedback from intended users compared 
to prototypes and scale models. 

Module 15 – ReEvaluate: Deciding the Project’s Future 
Review Questions 
1. Summarize the purpose of Reevaluate. 
The purpose is to evaluate progress and decide on the future course of the project. 
2. What are some key questions likely to be asked by management that you want to be prepared to 
answer? 
What changes should be made to meet the ROI proposition?  What are your recommended changes to 
the product vision or Win Conditions…? How can the level of uncertainty be reduced? And how will this 
impact the ROI? 
3. What the key decisions the sponsor is expected to make during the Reevaluate process? 
The sponsor needs to decide if the project still meets the strategic fit criteria as well as deciding how likely 
are the chances of success based on the information presented. 
4. What is the value of assessing the project against its Should-meet criteria in addition to the 
Must-meet criteria? 
Looking at the Should-meet criteria provides a rationale for eliminating projects that rate poorly relative to 
others on the should-meet criteria, even if they meet all of the must-meet criteria. This is needed to pare 
back the project portfolio to manageable proportions based on available resources. 

Module 16  Disseminate: Harvesting the Payoff 
Review Questions 
1. What is the overall purpose of Disseminate? 
The purpose is to release the project deliverable to the customer and kick off the benefits realization 
process.  
2. What is the role of the eXtreme project manager in the Disseminate process? 
The role of the eXtreme project manager is to build the bridge from project delivery through the 
shakedown period up to the point where the customer is in a position to harvest the financial reward.  
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3. What are the two major components of Disseminate? 
The two major components are to ensure that the:  
 project deliverable does what it is supposed to and the sponsoring organization is satisfied 
 sponsoring organization is ready and able to reap the outcome, namely, the business benefits to be 

derived from the deliverable 
4. How does the project end point of traditional project management differ from that of eXtreme 
project management? 
Traditional project management calls it a day when the customer accepts the project deliverable. eXtreme 
project management extends the end point until the benefits kick meeting is held. 
5. What is the major difference between the project review meeting and the benefits realization 
meeting? 
The purpose of the project review meeting is to: 
 Assess the utilization and performance of the deliverable 
 Agree on what still needs to be fine-tuned 
 Conduct a Modules-learned session 
 Review how the deliverable will be supported and maintained. 
The purpose of the benefits realization meeting is to ensure that the customer is fully accountable for, and 
prepared to, harvest the project’s benefits. 
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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. An extreme project focuses on: 
 Efficiency over effectiveness 
 Effectiveness over efficiency 
 Control over change 
 Change over control 

2. A major determinant for applying eXtreme project management to a particular project 
is: 
 The level of uncertainty surrounding the project 
 The organization’s culture 
 The project sponsor’s tolerance for ambiguity 
 Understanding of the process 

3. In the arena of eXtreme Project Management, we believe that: 
 Stability is the norm 
 Change is the norm 
 By asking the right questions, you can nail down the requirements up front 
 Requirements are never fully determined 

4. The Flexible project model is intended to: 
 Yield answers to The 4 business questions 
 Help to predict when the project will be complete 
 Be a substitute for Earned Value 
 Ensure adherence to the chosen life cycle 

5. In the author’s opinion, the biggest challenge facing eXtreme project managers is: 
 Managing conflicting expectations of the stakeholder community 
 Getting the right sponsor 
 Gaining agreement on using a non-traditional project management approach 
 Freeing up a sufficient number of people to get the job done in a timely way 
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6. What is the primary role of the eXtreme project manager? 
 Gain and sustain commitment to the project mission 
 Assign resources 
 Manage schedule 
 Control budget 

7. Which one of the following is not one of the 10 Shared Values? 
 People first 
 Fast failures 
 Visibility 
 Emotional intelligence 

8. The fundamental purpose of a team is to: 
 Foster a sense of comradery 
 Split up the work equitably 
 Gain and sustain commitment to the project 
 Pool the collective intelligence of team members to make decisions 

9. In the Katzenbach and Smith definition of a team, what is the critical outcome you 
are seeking as the team leader? 
 Minimal interpersonal conflict 
 Mutual accountability 
 Solid communication 
 Esprit de corps 

10. Which attribute best distinguishes Crucial Stakeholders from other stakeholder 
categories? 
 Have the most to gain or loose 
 Must agree with major decisions 
 Can seriously delay the project 
 Can kill or continue the project outright 
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11. Once the stakeholders are partitioned and their concerns and win conditions 
identified, what is the final step in the planning process? 
 Publish the plan and update all involved 
 Ensure the project is on board and understands his / her role 
 Assign relationship managers 
 Begin by working with the Crucial Stakeholders 

12. Which if the below best describes the Speculate cycle of the Flexible Project Model? 
 The what 
 The how 
 The doing 
 The reviewing 

13. What are the practices that must be followed in order to correctly apply The Flexible 
Project Model? 
 The 4 Accelerators and The 10 Shared Values 
 Resourcing Best Practices 
 Team operating norms 
 The Daily Huddle 

14. Which of the following is one of the 4 Business questions of eXtreme Project 
Management? 
 Who needs what and why? 
 What will it take to do it? 
 Can we get what it takes and is it worth it? 
 All of the above 

15. The two major components of the Visionate Cycle are; 
 The Sponsor’s vision and the Collective Vision 
 The 3-Sentence Project Skinny and Win Conditions 
 The Win Conditions and the Project Prospectus 
 The 3-Sentence Skinny and the Program Breakdown Structure 
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16. The purpose of determining the deliverable useful life (DUL factor) for the project 
deliverable is to: 
 Get an understanding as to the level of support for the product or system that 

will be required once it goes into service 
 Determine the expected profitability of the deliverable 
 Both of the above answers 
 Neither of the above answers 

17. What is the purpose of the three-sentence project skinny? 
 To formally assign the project to a project manage 
 To determine the method that the project will be planned 
 A succinct summary of the project that answers what, for whom, when and 

why 
 All of the above 

18. The primary focus of the third meeting with the project sponsor is to: 
 Review what you think it will take to get what the sponsor is looking for 
 Get approval on project scope 
 Present your understanding of the project and make any adjustments 
 Review the results of the scoping meeting 

19. What makes uncertainty different from risk? 
 Uncertainty is an existing condition 
 Uncertainty deals with the future 
 Uncertainty cannot be mitigated 
 Uncertainty is a more realistic way of controlling a project 

20. What is the primary role of the project manager during the scoping meeting? 
 Facilitate the meeting 
 Give out work assignments 
 Give estimates when others lack sufficient information for doing so 
 Ensure adherence to standards outlined in the Guide to the Project 

Management Body of Knowledge (PMBOK®) 
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21. The primary purpose of the Project Uncertainty Profile is to: 
 Rate the overall level of uncertainty of the project 
 Help prevent the unknown from happening 
 Make the case for getting additional resources 
 Ensure stakeholder risk is factored into the equation 

22. Which one of the following is NOT part of the Planning Meeting? 
 Breaking the project into deliverables and estimating their size and effort 
 Selecting the development life cycle 
 Drafting the Project Skinny 
 Agreeing on timeboxes 

23. What is the primary purpose of the Post Planning Meeting? 
 To appoint the project team 
 To begin work on the project 
 To put in place the supporting infrastructure that is needed for the Innovate 

Cycle 
 To get buy-in to the plan from key stakeholders 

24. Select the one item that is NOT a basic rule for timeboxing 
 Start with a list of requirements (functional or technical) 
 Estimate how much time will be needed based on a forty-hour work week. 
 Extend the end date of the time box if necessary 
 Do not make any staffing increases during the time box 

25. In the SCORE Model, what is the distinction between functionality and attributes? 
 Functionality is the is the purpose for which something is used 
 An attribute is the purpose for which the something is used   
 Functionality pertains to tangible aspects of a deliverable 
 Functions are the components of the deliverable 
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Assessment Test Answer Key 
1. Effectiveness over efficiency. In the case of an eXtreme project, which by nature is 

messy, we are focused not on efficiency but on effectiveness. We want to produce the 
desired result, which may bear little resemblance to the original target. 

2. The level of uncertainty surrounding the project. An extreme project is a complex, 
high-speed, self-correcting venture during which people interact in search of a desirable 
result under conditions of high uncertainty, high change, and high stress. 

3. Change is the norm. A new mind-set is needed to succeed on extreme projects, called 
the quantum mind-set, which is based on the reality that change is the norm. eXtreme 
project management is the vehicle that puts the quantum mind-set to work. It enables its 
practitioners to keep projects in control in the face of volatility, while providing value to 
the customer each step of the way.   

4. Yield answers to The 4 business questions. The purpose of the Flexible Project 
Model is to deliver business value each step of the way. It does so by yielding up-to-date 
answers to the 4 Business Questions of eXtreme project management. 

5. Managing conflicting expectations of the stakeholder community. The biggest 
challenge is that of managing the conflicting expectations of the stakeholder community. 

6. Gain and sustain commitment to the project mission. The eXtreme project 
manager’s primary role is to gain and sustain commitment to the project mission. 

7. Emotional intelligence. "The 10 Shared Values are Client collaboration, People first, 
Clarity of purpose, Results orientation, Honest communication, Fast failures, Early value, 
Visibility, Quality of life, and Courage.” 

8. Pool the collective intelligence of team members to make decisions. The 
fundamental purpose of a team is to pool the collective intelligence of its members and 
make decisions.   

9. Mutual accountability. In Katzenbach and Smith's definition of a team, the critical 
outcome is that of mutual accountability. 

10. Can kill or continue the project outright. Crucial stakeholders have the power to kill 
the project outright or to keep it going.  Key Players must buy into the decisions of the 
Crucial stakeholders, but have no direct power to kill or sustain the project. 
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11. Assign relationship managers. The final step in the planning process is to assign 
relationship managers to individual stakeholders. 

12. The how. The Speculate cycle involves putting together a tentative plan that addresses 
how the project will be accomplished. 

13. The 4 Accelerators and The 10 Shared Values. Those practices are leadership by 
commitment as well as living the 4 Accelerators and 10 Shared Values along with the 
practice of emotional intelligence. 

14. All of the above.  The 4 Business Questions are: who needs what and why, what will it 
take to do it, can we get what it takes, and is it worth it. 

15. The Sponsor’s vision and the Collective Vision. The two major components of the 
Visionate Cycle are the sponsor’s vision of the project and the collective vision.  The 
collective vision is a composite of the sponsor’s vision which has been refined based on 
collaboration and collaboration with crucial stakeholders. 

16. Get an understanding as to the level of support for the product or system that will 
be required once it goes into service. The purpose of the deliverable’s useful life 
(DUL) factor is to plan for the level of support for the product or system that will be 
required once it goes into service.   

17. A succinct summary of the project that answers what, for whom, when and why. 
The skinny provides a succinct summary of the project in terms of who is expected to 
what for whom, when the project will be considered completed and why it’s being done 
in the first place. 

18. Review what you think it will take to get what the sponsor is looking for. The 
purpose of the second meeting is to review your consolidated notes as to what you 
understand the sponsor is looking for and make any adjustments.  The third meeting will 
focus on Business Question 2: What you believe it will take to do what the sponsor 
wants. This includes budget and schedule estimates, resource requirements and 
identification risks that will have to be dealt with. 

19. Uncertainty is an existing condition. Risk deals with the probability of a future event 
happening.  Uncertainty focuses on existing conditions. 

20. Facilitate the meeting. During the scoping meeting, the project manager performs the 
role of facilitator.   
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21. Rate the overall level of uncertainty of the project. The PUP is one of the most 
important tools in eXtreme project management:  it provides the project team with a 
basis for estimating.   Importantly, it provides key stakeholders with a reality check of the 
likelihood of success. Unlike risk assessment, which deals with possible future events, 
the PUP looks at uncertainty that exists in the present. 

22. Drafting the Project Skinny. The project skinny is created prior to the planning meeting 
and is reviewed during Step 1 of the planning meeting. 

23. To put in place the supporting infrastructure that is needed for the Innovate Cycle. 
The Post Planning meeting wraps up the Speculate Cycle and puts in place the 
infrastructure that is needed for the Innovate Cycle. 

24. Extend the end date of the time box if necessary. The basic rules for timeboxing are: 
Start with a list of requirements (functional or technical) to meet or a specific goal to 
achieve, Estimate how much time will be needed based on a forty-hour work week, 
Never extend the end date of the time box, Do not make any staffing increases during 
the time box, If the goal or requirements change materially then abort and start a new 
timebox, and At the end of the timebox, decide the next steps. 

25. Functionality is the is the purpose for which something is used. Attributes are 
components. A function is the purpose for which the something is used.   
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