
THE SCIENCE OF PLANNING A PROJECT 
THAT #GSD



WE BELIEVE IN THE 
TRANSFORMATIVE POWER OF 
GETTING SH*T DONE.                                 

PROJECT & PROGRAM MANAGEMENT

PRODUCT MANAGEMENT

CHANGE MANAGEMENT

120VC.com



DEFINING THE PROJECT
Foster a fierce commitment to alignment and clear expectations …



PLANNING SUCCESS CRITERIA
1. Challenge – The Status Quo

2. Conflict – Question Everything

3. Critique – In Culturally Appropriate Ways

“We have to look at those things as sources of value

creation rather than something to be avoided” – Ed 

Freeman

1. Define Future State

2. Determine Current State

3. Deliver a Roadmap

No one starts a Project because they want their 

organization to be the same when it’s over

*** The Ed Freeman quote is derived from his TED Talk titled “Business is About Purpose.”

https://youtu.be/7dugfwJthBY


PROJECT CHARTER LIFECYCLE

Purpose

Objectives and Benefits

In Scope, Out of Scope, Approach

Assumptions, Potential Impediments, Constraints

Approval & Acceptance

Clarity = 25%

Executive Stakeholder Commencement 
Mtg.

Project Team
Commencement Mtg.

Project Team 
Commencement Mtg.

Kick-Off

Initial Project Owner Interview

Clarity = 50%

Clarity = 75%

Clarity = 100%

Alignment = 100%



AGILE VISION & ROADMAP LIFECYCLE

Vision
Statement

(Objectives &
Benefits)

Product Roadmap
(In Scope, Out of Scope,

Assumptions, Potential Impediments, 
Constraints)

Approval & Acceptance

Clarity = 25%

Executive Stakeholder Commencement
Mtg.

Product Team 
Commencement Mtg.

Kick-Off

Initial Product Owner Interview

Clarity = 50%

Clarity = 100%

Alignment = 100%



WE COMMUNICATE TO LEAD 
THE WBS



• The Why…
• Tie to Company Objectives/Annual Plan

• Keep Barely Sufficient

• Specific positive results from 
completing Objectives

• Clear, measurable and realized by 
project closure

• Define achievable benefits - Do not 
market

• Avoid benefits that can only be 
realized if conditions outside of the 

project scope are met

• Bodies of work that support the 
Purpose

• Expressed in non-technical business 
language

• Objectives = Outline Level 2
• Objectives have minimum of two 

scope items



• Describe how the project team will 
execute

• Executives aren’t SME’s – Keep it 
simple

• Describe how and in what order the 
Scope and Objectives will be executed 

– How the pieces fit together
• Illustrate how the delivery of scope 

progressively meets the objectives
• Use local terminology – phases, Gates, 

SDLC, etc…



• Things that must be completed to 
complete each objective

• Each scope item must tie-back to one 
objective

• Each scope item will result in one or 
more Scope Items in the work plan –

Meaningful status
• Each scope item must represent 

several tasks
• If it can be assigned to a contributor, 

it’s not scope

• Items that stakeholders might assume
are included but are not

• Items that were discussed and decided 
against

• Items that traditionally go together –
peanut butter &…

• Locations or departments that were 
intentionally excluded



• Unsubstantiated beliefs that the 
Approach is based on

• Avoid assumptions about Executive 
decisions

• Assumptions that, if invalid, could 
affect the cost, schedule, or scope

• Mitigation strategies are reflected in 
the work plan

• No mitigation? It’s a constraint!
• No good can come from marketing a 

constraint as a risk
• BCHB

• Conditions that cannot be changed and 
must be worked with

• You don’t have a carte blanche budget
• The software or hardware must meet 

client “standards”



PLANNING THE PROJECT
Take time to plan, or plan to fail …



LEADERSHIP IS… ACTIVE LISTENING

ADOPT THE ACTIVE
LISTENING MINDSET

• Listen without deciding.

• Avoid listening autobiographically.

• Give undivided attention.

• Use neutral tone of voice.

• Maintain eye contact and a relaxed posture.

LEADERSHIP IS A FIERCE 
COMMITMENT TO ALIGNMENT 

AND CLEAR EXPECTATIONS

QUESTIONING

• Ask open-ended questions.

• Go through the doors they open up.

REFLECTING

• Restate ideas and facts to show understanding.

• Remain impartial – don’t agree or disagree.

SUMMARIZING

• Periodically summarize key themes.

• Summarize and get closure.

EMPATHIZING

• Suspend judgment.

• Understand and identify with emotions.

• Find out what YOU are missing.

CLARIFYING

• Ask powerful questions, seek deep clarity & 
understanding

• Bring unclear points into focus.

• Ensure an accurate understanding.



REDIRECTING ENERGY
Center (Recalibrate)
• Stop – Don’t react, take a deep breath.

• Buy-time – Ask them to “say more.”

• Reflect – Mentally ask “what do I really want?”

• Answer – To be a successful leader!

Connect
• Active Listen & Empathize accurately

• Disarming – Find something being said to agree with

Redirect
• Accurately paraphrase their point

• Let them know you “get it” 

• Ask permission to put it in the “parking lot”

• Bring the group back on topic with a ‘”reframe”



WORK PLAN STEP 1
GATHER THE PROJECT DETAILS

Work Plan Step 1 Rules of Engagement

1. Invite necessary SME’s Only (keep groups small)

2. SME’s Define the Tasks

Define the Following Details for Each Task

1. Task Definition (must have a verb)

2. Effort in Hours (no more than 12 hrs. per task)

3. Predecessor / Successor relationships

4. Confirm Task Owner (ideally the SME that defined the 

task)

The Secret Formula: Develop a conceptual 

understanding of each task and it’s duration …



WORK PLAN STEP 2
VET & SANITY CHECK

Work Plan Step 2 Rules of Engagement
1. Invite only the SME’s that defined the work (keep 

groups small)

2. The draft Work Plan was built using the half time 

model to determine task durations

Vet the Following Details for Each Task
1. Task Definition (must have a verb)

2. Duration in Days (no more than 3 days per task)

3. Predecessor / Successor relationships

4. Confirm Task Owner (ideally the SME that defined the 

task)

The Secret Formula: The Sanity Check Identifies 
missing tasks and ensures “Good Commitments”…



WORK PLAN STEP 3
FINALIZE THE SCHEDULE

Work Plan Step 1 Rules of Engagement
1. Invite necessary SME’s & their Functional Managers. 

(keep groups small)

2. Functional Managers Define the Project Schedule

Review the Following Details for Each Task

1. Task Definition (must have a verb)

2. Duration in Days (no more than 3 days per task)

3. Predecessor / Successor relationships

4. Confirm Task Owner (ideally the SME that defined the 

task)

The Secret Formula: Develop a conceptual 
understanding of each tasks scheduling constraints…



RESOURCES
• Email me with questions | jason@120vc.com – Connect w/ me on LinkedIn

• Download “The Irreverent Guide to Project Management, An Agile Approach to Enterprise Project 

Management” from 120VC.COM at no cost with coupon code: PLANNING-BOOK

• Schedule me to deliver a #GSD Talk for your Team – Free!

• Check out upcoming 120VC events & our Transformational Leadership Network on 120VC.com

• Save $1,000 on our 14-week Transformational Leadership Program starting 5/18/22 | Earn 47 PDU’s and 

become an expert in #GSD | coupon code: PLANNING-TLP


