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Your work plan already holds your communication plan. Read the effort peaks, the discipline crossings and the client decisions out of it, then put them on a calendar before kickoff.

01 THREE TRIGGERS - WHAT EARNS A SLOT ON THE CALENDAR

”~ ™~ ”~ ™~ ”~ ™~
Work intensity Coordination milestone Client decision point
Work plan Where - a phase boundary or a staffing change Where - a dependency link that crosses 2 disciplines Where - a task that cannot start until your client chooses Calendar
HTERE Ve Earns a reset of how often you meet, so the cadence stays sized to the Earns a working session to resolve the item and to document what was Earns a request on the request by date, and a later meeting that closes SR SLET
START work in front of it. decided. the decision. EARNED
Watch for: one meeting count carried across the whole phase. Watch for: coordination happening by email between the sessions. Watch for: a decision requested on the day you need it.
02 BUILD IT IN SIX STEPS - EVERYTHING YOU NEED IS ALREADY IN THE WORK PLAN @ Steps 1to 3 - read the plan @ Steps 4 to 6 - place the calendar
”~ ™~ ”~ ™~ ”~ ™~ ~ ™~ ”~ ™~ ”~ ™~
Plot the effort Mark the Set the decide by Subtract the Set the density Publish the one
Read it curve crossings dates latency Choose the minimum page plan One page
OFF THE WORK Mark the weeks where staffing Find every task whose Mark every client choice, then Take your client’s answer time frequency you will meet in each Give every touchpoint a date, a ON THE TABLE AT
PLAN or effort changes the most. predecessor sits with another date it from the task that waits off each decide by date. zone of the phase. length, the people, and one KICKOFF
discipline. on it. purpose.
03 LOOK AHEAD AT THE WHOLE PHASE 04 ASK BEFORE YOU NEED THE ANSWER 05 MOVE FIRST
Front of the phase THE CALCULATION MOVE FIRST - 1 OF 2
Decisions get made here Request by date Get ahead of the work
Few sessions, and go deep on each one. Record every decision the day it is made. ® Read the plan before you set a meeting. Crossings are where the work has to talk.
Request by date = decide by date - client decision latency o
® Name the routing first. 4 consultants added to 6 takes open channels 15 to 45.
i Latency is how long your client takes to answer. Part procedure, part person.
Middle of the phase y oy £ PR ® Reset the cadence at every phase boundary. One set at kickoff goes stale by the peak.
Effort and overlap peak here
The most sessions. Put a working session on every crossing you marked. ® Write the one output on the invitation. If you cannot name it, do not send the invitation.
DO THIS ON YOUR PROJECT TODAY
Close of the phase ) MOVE FIRST - 2 OF 2
The work shifts to review Work It baCkward Get ahead of the client
Fewer sessions, and they turn from coordination to review. Protect the review weeks. Take th decisi hedul . Write th K the d d K
ake the next decision your schedule waits on. White the week the dependent task starts, ® Send the choice the day you know. 2 options, a recommendation, and your answer date.
then subtract your client’s answer time. That week is when you ask.
H : o ) o ) ® Land it 5 working days early. Ahead of any board, council or committee your client faces.
Test it on your project Get the latency from your last 3 decisions with this client. Working days from ask to answer,
Takes 5 minutes longest one wins. Land in a week that has passed and that decision is late now. ® Close it or date it. If your client cannot decide in the room, leave with the date they will.
Count touchpoints in your busiest and quietest month. If the 2 match, you have a calendar. ® Put the decision in writing the same day. A decision nobody wrote down gets made twice.
06 FIVE CONVERSATIONS - EACH ONE OWES YOU ONE OUTPUT
”~ ™~ N N~ ™~ ™~
Giving direction Monitoring progress Evaluating work Client communication Maintaining updates
Owes you a task somebody can start Monday Owes you a percent complete read against the plan. Owes you 1 of only 3 verdicts, in writing, inside the Owes you a decision made, or one dated. Bring 2 Owes you a record anyone can read without asking.
morning. Name the work, the owner, and what done Ask what is finished, then set it beside the plan. review week: on track, off track, stop. options, a recommendation, and your answer date. Same day, same place, same format.
looks like.
Test: could they start without asking again? Test: a number beside the planned number? Test: recorded against the deliverable? Test: was it closed, or was it dated? Test: could someone not in the room read it?

Read the plan, place the triggers, subtract the latency, publish the page GRACE PM EXCELLENCE ACADEMY

Before you send the next invitation, ask one question: what is the one output this conversation owes me?




