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Module 1   Introduction 

 

 
 

“Communication, involvement and alignment skills provide much of the 
foundation for building project leadership skills... Managing work relationships 

through motivation, delegation, team building and conflict management are 
essential for any project manager.” 

 
Project Management Body of Knowledge (PMBOK®) 

 As established by the Project Management Institute Standards Committee 
 

 
 

“In the workplace, we have become polarized between managing the outer 
organization - work processes, objectives, structures - and the inner organization 

of people - emotional attitude, mental processes, cooperative spirit. We must 
develop a heightened capacity to straddle these two worlds and discover 

something new.” 
    

Alan Briskin 
Stirring of the Soul in the Workplace  

 

 
 
 
 
 
 
Introduction Behavioral Objectives 
Define Workshop objectives  
Describe and Discuss Provide an overview of the workshop content, format, ground rules, and logistics  
Apply   Icebreaker 
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Situation Overview 
Rigorous attention to project management methodology and the best technical solution are not 
always enough to make a project really work.   Project is defined in The Project Management 
Body of Knowledge (PMBOK®) as a temporary endeavor undertaken to create a unique product 
or service.  By definition projects involve change which, given the unique and sometimes 
unpredictable nature of projects, make it imperative that as a project manager, you lead. 

In our experience, project leadership requires much more than simply applying the traditional 
project management tools and techniques.  Leading a project involves building project team 
clarity and commitment as well as ownership and acceptance of the project process and final 
deliverable(s) by key stakeholders.  After all, isn’t this the ultimate measure of success for 
making a project work? 

 Fast Start in Project Management and Project Management for 
Information Systems (FSIPM/PMIS) provide an overview of 
knowing how to design and organize a project using the project 
management process. 

 
 Technical skill and organizational methodology support the 

activities of doing a project. 
 

 Project leadership skills, which includes the behavioral and 
interpersonal aspects, or human side of project management, 
supports facilitating and managing the project and the 
stakeholders involved. 

 
While there is no recipe that works every time, there are interventions that enhance clarity, 
commitment, ownership, and acceptance of project deliverables when used with the right people 
at the right time.  Successful project managers place priority on using these interventions to 
achieve this. 

This workshop is about embracing this project leadership role through facilitation of models and 
tools that support any traditional project methodology. 
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Workshop Logistics 
Use the table below to record the logistics for your particular workshop. 

 

Instructor  

Instructor’s e-mail  

Start/end times  

Lunch (approximate)  

Breaks  

Facilities  
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Workshop Materials 
As part of this workshop, you will receive the following: 

 Participant Guide 

 Appendices 

 Final Simulation Case & Scenarios 

 Recommended reading list 

 List of other Systemation workshops 

 Glossary of terms 
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How to Get the Most Out of This Workshop 

The following describes General Workshop Ground Rules: 

 Keep an open mind 

 Listen when someone is presenting or talking 

 Respect each others’ views  

 Participate 

 Ask questions anytime 

 Share your relevant stories 

 Put aside other work and problems 

 Turn cell phones and pagers to silent notification 

 Avoid outside interruptions and out of body experiences – your workshop teammates 
are depending on you! 

 Dress comfortably 

 HAVE FUN!! 

EVALUATION COPY

Unauthorized reproduction or distribution is prohibited.



6| 

Introduction 

Making Projects Work  
MPWORK_PG_V3 

 

 

About this Guide 
Each chapter discusses tools and techniques that can be used to facilitate team involvement in 
meeting your project objectives and deliverables. 

This guide is divided into two main sections. The first section focuses on involvement tools used 
primarily in “one-on-one” settings. The second section focuses on facilitation tools used in “one-
on-many” settings or group facilitations. Your instructor will pull the chapters in an order that 
addresses your learning needs. 

Each module is organized to quickly orient you to each tool.  The format for each module, which 
may contain subset headers as needed, is as follows: 

 Purpose 

 Baseline Considerations 

 Key Terms Definitions 

 When do we use… 

 What is it? 

 How to… 

 Apply 

For easy cross-reference during the lecture portion of the workshop, slide content will be denoted 
in this guide with arrow bullets, underlining, or there will be a picture of the slide. 

PMBOK 

The information in this participant guide is consistent with the Project Management Institute’s 
Project Management Body of Knowledge (PMBOK®).  Knowledge areas supported by this 
workshop include the following: 

• Project Integration Management 

• Project Scope Management 

• Project Human Resources Management 

• Project Communications Management 

• Project Risk Management 
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Foundation Skills  
 

 
“Managing day to day activities of the project is 

 necessary for success, but not enough.” 
 

Project Management Institute Standards Committee 
 

 

Project Management Skills  
These skills reflect the ability to initiate, plan, execute, control, and close a project. These are 
very, very important - but not enough.  

Technical Skills 
These skills reflect content expertise. This category may include knowledge about and/or 
experience in the industry (e.g., information technology, human resources, etc.) or business 
(e.g., banking, telecommunications, insurance, etc.) These are very, very important - but 
not enough.  

Project Leadership Skills (Stakeholder Management; Commitment Methodologies) 
These facilitation skills reflect the ability to engage select people in a way that builds clarity and 
commitment to the project as you initiate, plan, execute, control, and close a project.  These 
skills are applied in a one-on-one or in a one-on-many setting. 

 

 

 

 

 

 

 

 

Project Leadership Skills 
• Build relationships necessary 

to make projects work 

• Create a common 
understanding of project needs 

• Facilitate stakeholder 
involvement 

• Develop project strategy 

• Sell ideas - negotiating and 
contracting 

• Respond to perceived 
resistance 

Project Management Skills 
• Initiating 

• Planning 

• Executing 

• Controlling 

• Closing 

Technical Skills 
• Methodology 

• Expertise 

Project Success 
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Workshop Overview 
In addition to the core processes of project management, The Project Management Body of 
Knowledge (PMBOK®) identifies the following key project management activities: 

• Negotiation 

• Coaching 

• Problem Solving 

• Stakeholder Management 

• Facilitation 

• Holding Meetings 

• Performance Management 

• Active Listening 

• Communicating 

• Strategy/Purpose 

• Leading 

 

Making Projects Work is a highly experiential workshop that supports these key project 
management activities by addressing the behavioral and interpersonal aspects, or human side, of 
project management.  It provides practical tools that, when facilitated skillfully, launch projects 
while promoting commitment and interdependence among the cross-functional project 
contributors.  

Learning to be an internal change agent in order to get projects started successfully and 
completed as required is the heart of Making Projects Work.  Understanding the facilitation 
skills needed to orchestrate change and manage resistance will result in increasing your project 
success rate. 

While participating in this workshop, listen to the content but watch the process. Observing the 
process will give you insight to facilitating the project management process in your organization. 
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Workshop Objectives 
 Understand that there is a process and structure for managing both change and 

communication and that the need for this is strong.   

 Prepare to make difficult requests, sell ideas, and influence people over whom you do 
not have official power. 

 Create buy-in and accountability through effective problem solving, negotiating, and 
contracting … Make sure that you get the right information, see the issue the same 
way, and use the views of others to create solutions. 

 Define a common reference point between the team and stakeholders regarding what, 
why, who, and how the project responds to business needs. 

 Identify the stakeholders, determine their needs, and better influence their 
expectations through effective negotiation.  Respond to political and managerial 
roadblocks. 

 Improve response to perceived resistance that can occur during the course of a 
project. 

 Strengthen the facilitation skills necessary to use these tools and get the participation 
critical to stakeholder commitment. 

 Build relationships by using tools and techniques to create ownership, clarity, and 
commitment throughout the project management process. 

 

EVALUATION COPY

Unauthorized reproduction or distribution is prohibited.



10| 

Introduction 

Making Projects Work  
MPWORK_PG_V3 

 

 

Workshop Content 
 Module 1 Introduction 

 Module 2 Connected Listening 

 Module 3 Contracting for Commitment 

 Module 4 Influencing Through Selling Ideas 

 Module 5 The ART of Managing Resistance 

 Module 6 Group Facilitation 

 Module 7 Process Start-Up (Project Managers as “change agents”) 

 Module 8 Scope Facilitation Technique (The “what” of your project) 

 Module 9 Stakeholder Mapping & Analysis (The “who” of your project) 

 Module 10 Force Field Analysis (Project influences and strategies) 
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Project Management Processes and Your Role  

If you are in the business of managing projects, you have committed to working through others 
to manage the change associated with the project. 

According to the Project Management Body of Knowledge (PMBOK®), project management 
processes are organized into five groups of sub-processes. These processes are linked, iterative, 
and used throughout all phases of the project. The facilitation tools and techniques presented in 
Making Projects Work are designed to help you lead others and successfully navigate the 
political and people issues associated with all of these processes.  

Initiating Processes 
Authorizing the project or phase. 

Planning Processes 
Defining and refining objectives and selecting the best alternative courses of action to attain the 
objectives that the project was undertaken to address. 

Executing Processes 
Coordinating people and other resources to carry out the plan. 

Controlling Processes 
Ensuring that project objectives are met by monitoring and measuring progress regularly to 
identify variances from the plan so that corrective action can be taken when necessary. 

Closing Processes 
Formalizing acceptance of the project or phase and bringing it to an orderly end. 
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Personal Learning Objectives 
As you think about working with customers and team members, what questions would have to be 
answered in order for you to consider your time here well spent?  EVALUATION COPY
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Module 7   Process Start-Up 

 
 

 “Leading involves establishing direction, communicating the vision by words and deeds 
and helping people energize themselves to overcome political, bureaucratic and resource 

barriers to change. Leadership is not limited to the project manager. It may be 
demonstrated by many different individuals at many different times during the project.” 

 
Project Management Body of Knowledge (PMBOK®) 

 
 

“Most project planning methodologies make use of a combination of hard tools such as 
project management software and “soft” tools such as facilitated start-up meetings.”  

 
Project Management Body of Knowledge (PMBOK®) 

 
 

There are leadership or stakeholder management skills that are highly likely to 
affect most projects. Project management courses make frequent reference to 
their importance, but do not teach the change and leadership models, tools 

and techniques, which make a project work. 
 

Project Management Body of Knowledge (PMBOK®) 

 
 
 
 
Process Start-Up Behavioral Objectives 
Define Process Start Up: Build clarity, commitment, and ownership to the project 
Describe and Discuss Role as change agent; importance of attending to the balance of process and 

output as you start up any aspect of project management; four components of 
the process start-up matrix 

Apply Receiving the Charge 
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Purpose  
This section reinforces the understanding that project managers must see themselves as change 
agents and must be accountable for managing this aspect of project management regardless of 
the point in time the project manager joins the project.   

As a change agent, a project manager can use the tools and techniques as a process to attend 
directly to the behavioral aspects of project management.  As a consequence, it is incumbent 
upon the project manager to facilitate dialogue among people about the change the respective 
project will create. 

Baseline Considerations 
A facilitated start-up process helps forge a common understanding and sense of purpose among 
the project team members and also between the team, sponsor, and stakeholders.  Including the 
right people at the right time ensures buy-in and brings to light any previously overlooked or 
unforeseen issues that need to be resolved to clarify the direction of the team. 

When do we need to use the Process Start Up Matrix? 
The Process Start-up Matrix can be used during any phase of a project.  It can be used to do the 
following: 

• Create a project charter or statement of work 

• Facilitate the initiation of the project plan 

• Kick off the next phase in a project.  It can also be used when  

• Build teams and maintain focus on the project objectives and deliverables 

Typically, charters and plans are simply cold templates filled with categories. This gives you a 
process, or facilitation mechanism, to breathe life into those templates. 
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What is it?   

The matrix is a framework of categories and questions supported by a facilitation process.  When 
a team develops consensus regarding the answers to the questions in the Process Start-Up 
Matrix, the following is achieved: 

 Develops consensus 

 A common sense of purpose 

 Clarity of direction 

 Platform for expectation alignment 

 Helps determine project strategy 

Using this tool to build a project charter or statement of work and a project plan can also help the 
team to consider the PROCESS, or the way one facilitates a group, in the creation of the output.  
In this process one considers whom to bring together and how to extract their opinions and align 
their assumptions to create the output. If this is done well it will build commitment & clarity 
among key players up front! 

The facilitation of the Process Start-Up Matrix provides a structure for attending to the way we 
start-up anything and to the output of that effort.  The OUTPUT of the process serves as a 
contract among stakeholders, serves as a “stake in the ground” or common reference point 
among team members, and builds team cohesion. 

As you facilitate through the model, balance attention to both PROCESS and OUTPUT.  
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Process Start– Up Matrix 
 
 
 
 
 
 
Goal:  
 
Scope Facilitation Stakeholder  Force Field 
Technique Mapping and Analysis Analysis 

A B C D 
Current Future Objectives Deliverables Group Expectations Aligned? RYG Role Contact Considerations Strategy 
State State          (Barriers & Supports) 
 
 

Initiation Planning 
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Using the Process Start-up Matrix 

The matrix has three components or tools that can be used individually for stand-alone problem 
solving or collectively as a process approach to building the framework for a project plan.   

The tools, which are explained in subsequent chapters of this participant guide, 
are called the following: 

 Scope Facilitation Technique 

 Stakeholder Mapping and Analysis 

 Force Field Analysis 

The following three pages provide a template of tools for future use. 
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Process Start-Up Matrix Template 
Scope Facilitation Technique 
Project Name:  
Project Mission/Goal (What will this project do? For whom?  Why?)  

 
A. Current State/Business Situation 
What critical few problems or 
opportunities created the need to 
initiate this project? How do we know? 
(Condition Format)  

B. Future State/Goals 
For the problems or opportunities, 
what does the future state look like 
when these conditions no longer exist?
(Condition Format) 

C. Objectives   
What has to be accomplished to close 
the gap between current & future? 
What accomplishments must this 
project claim for success? Measures? 
(Infinitive+Verb Format, e.g., To 
create, To design, To develop…) 

D.  Deliverables  
For each objective, what tangible 
products or services will be delivered? 
(e.g. Hardware, Training, Procedures, 
Communications)  
(Noun Format)  
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Process Start-Up Matrix Template (Cont.) 

Stakeholder Mapping & Analysis 

Stakeholder Groups  
Who Receives? Uses? 
Approves? Provides input? 
Creates?  Who … Could 
kill? Slowdown? Could sell 
to others? Other projects? 

Stakeholder Expectations 
What do we believe each group wants 
from this project? How will they 
specifically measure success?  

Scope Alignment 
Does alignment exist 
between group's 
expectations and original 
scope? OK? Modify scope 
or expectation? Park? 

R/Y/G 
Attitude 
toward 
this 
project? 

Role 
Role this group should 
play … Team member? 
SME? Evaluator? 
Sponsor? No role? 

Contact? Next Steps? 
Best person to recruit 
from key groups?  Best 
way to involve? Action 
from this analysis?   
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Process Start-Up Matrix Template (Cont.) 

Force Field Analysis 

1.  BARRIER CONDITIONS 
As you think about the project's goal, scope, and stakeholder expectations … What conditions are 
present that will stop or slow us down from being successful? 

2.  SUPPORT CONDITIONS 
As you think about the project's goal, scope, and stakeholder expectations … What conditions are 
present that will enable or help us be successful? 

 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 

 
3.  IDEAS/STRATEGIES/APPROACHES…. Brainstorm the answer to this question.  What strategies, actions, or ideas will alter these conditions?  Or, what will strengthen or leverage supports?  
What will minimize or eliminate killer barriers?   
 
 
 
 
 
 
 
 
4.  EVALUATE OPTIONS … Evaluate each idea or strategy option against the criteria of importance or impact on the desired outcome and against the ease of implementation.  

 Impact of Idea/Importance 

Ease of Change Low Medium High 

Impossible    

Moderately Difficult    

Easy    

 
5.  STRATEGY: 
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How do we get started? 

Receiving the Charge Questions 
These interview questions help “flesh out” an initial request enough to be able to frame the scope 
of the project/engagement - early!  This helps qualify a request and directs you to people who 
can give more information early in the project.   

This knowledge enhances your credibility with team members during start-up discussions.  
Additionally, this helps the person who is making the request think through the assignment, and 
perhaps, make early modifications to the request.  The answers, when woven together, should 
result in a preliminary understanding of the project which can be used to orient the project team 
and jump start a discussion of project scope.  

Some questions overlap, and you probably will not ask all of the questions during the same 
meeting. Pick the most relevant. Take careful notes.  
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How do we get started? (cont’d) 

Receiving the Charge Questions    
 What is this effort intended to accomplish?  

 Why is it important to the business? Why is it now? 

 What issues/problems is it intended to solve? What will be happening differently 
as a result of the project?  

 Any thoughts about how we will know if we have succeeded?  

 If we did nothing, what might happen? 

 Is anything clearly inside or outside the scope? 

 Are there expectations regarding time frame? 

 Are there expectations regarding budget? 

 What are the constraints we know about going in? 

 Who requested this project? Who else knows about this? Who else should care?  

 Is there anyone I should not talk to? Will it be difficult to sell? To whom? 

 What other difficulties might we face? Is confidentiality a concern? 

 At what stage is this project in the project approval process?  

 What are the critical success factors? 

 What are the must haves? What are the nice to haves? 

 What are the client-valued results? 

 What are the specific exit criteria?  

 Do you have any other words of wisdom? 
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How do we get started? (cont’d) 

Kick-off Meeting  (short, high energy) 
The sponsor, along with other stakeholders, gives their perspectives on why this project was 
initiated, their hopes for outcomes, and how it fits into the bigger business picture.  During this 
meeting, the role of the core team is to ask questions that clarify the assignment.  This makes the 
initial meeting to refine the scope go much more smoothly with superior results! 

Initial Meeting (work session) 
Determine membership carefully.  Try to keep the number of people at this meeting to a 
minimum (if possible, no more than eight people).  Invite participants in writing.  Include the 
purpose of the meeting, why they are invited, and what role you would like them to play.  
Include an agenda and any questions they need to think about prior to the session.   

Determine if you would like to use a facilitator or facilitate the meeting yourself.  If you use a 
facilitator, be sure to set a clear contract regarding the expected outcome and the process to be 
used.  Anticipate surprises.  

Design the meeting carefully by using GARP.  Establish ground rules for the meeting.  Don’t 
expect perfection. Collect and align team and stakeholder thinking using the matrix provided. 
The matrix encourages thinking about the right questions in the right order.  

It may be appropriate to validate the output of this initial meeting with the project sponsor.   
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Apply – Practice Instructions for Receiving the Charge 
Purpose 
Practice using the Receiving the Charge questions.  Apply to a real work challenge. 

Process 
  

1. Choose a real project. Divide into teams, select a facilitator and scribe, and subject 
matter experts (SMEs) will give sound bytes.2   Facilitator will use the “Receiving the 
Charge” questions to facilitate a group interview of the SME for the real world project.  
Don’t limit the group to just these    questions – allow for spin off questions. 
 
2.  Capture information on flipchart paper and Post-It® notes.  Information gathered in 
this exercise will be used to help develop the Process Start-Up Matrix.
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