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E.g., co-founders



Sponsor

E.g., co-founders



Sponsor

® A senior manager

® Provides resources

® Makes important decisions

E.g., co-founders



For decisions,
the team is only in touch with the sponsor.

(If more people should to be involved, the sponsor will take care of that.)
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Team members should be officially appointed to the project.

(Instead of appointing tasks to departments)



Project Manager Hat
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Creator Hat



A2 - Understand and distribute the hats

Way of
working

Coordination

Project Manager Hat m
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Creator Hat

Facilitation

Problem
solving




A2 - Understand and distribute the hats

Return on
investment

Project Manager Hat Creator Hat

Opportunity
cost




A2 - Understand and distribute the hats

Viability of
the output

-

Creator Hat

Project Manager Hat

Applicable
standards
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Expectations
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Project Manager Hat
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A2 - Understand and distribute the hats
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Who is capable of and willing to wear each of the hats?



A2 - Understand and distribute the hats
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A2 - Understand and distribute the hats

Some people don’t want to or can’t wear any hats, and that’s fine.

Some people can only wear one hat.

Who is capable of and willing to wear each of the hats?



A2 - Understand and distribute the hats

Some people don’t want to or can’t wear any hats, and that’s fine.

Some people can only wear one hat.

Some people can wear multiple hats.

Who is capable of and willing to wear each of the hats?



A2 - Understand and distribute the hats

Addddd

We prefer to swap hats frequently, if possible.
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In a single-person project, the person has to wear all the hats...



A2 - Understand and distribute the hats

Let me think
about it like a
creator

The single person should virtually switch hats all the time.



A2 - Understand and distribute the hats

Now, let’s
think about
it like a user

The single person should virtually switch hats all the time.



What would a
project manager be
thinking about in this
situation?

The single person should virtually switch hats all the time.



A2 - Understand and distribute the hats

What would a
good investor
say here?

The single person should virtually switch hats all the time.



A2 - Understand and distribute the hats
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Identify the high-level decision maker(s)
Understand and distribute the hats

| Select tools and create a project repositoru
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What concerns do you think each hat should have
in this management activity?

£



What type of repository is
best for the team members
who create the output?

Which tools should
we use for creating
the project output?




How can users
access
documents from
multiple devices?

What type of repository will
best meet the managerial
needs of the project?

How can we
have automated
backups?

Which tools should we
use for the managerial
work of the project?

How should we
organize and name

’ Qﬁocuments’?

Project Manager Hat




A3 - Select tools and create a project repository

Let’'s use a
cloud platform!

How do we make sure
we’re not locked into
their services?

Project Manager Hat



What can we do
about versioning?

How do we ensure
the security of the
repository?

Project Manager Hat



We don’t know
how to do these
things!

Let’s ask help
from outside.

Project Manager Hat
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Identify the high-level decision maker(s)
Understand and distribute the hats
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Detailed
planning

Weekly Initiation

Daily
Management
High-level

planning

Project Closure

Post-Project
Management



A digital or
physical board

Integrated Project Board

Project
Description

Why this project?

Requi rements

Targets and forecasts

Stak&ho’ders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Meta-cards \

Remain in the first column

Updated during the project

Integrated Project Board

.

Project
Description

Why this project?

Requi rements

Targets and forecasts

Stakeholders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




Why this project?

Example:

our website can gradually
grown and has more
elements than before, but
still has the old structure
that was suitable to a
simple website, which
makes it difficult for people
to use it. By rebuilding the
website and using a better
structure, we can improve
user interactions, and
ultimately, sales.

Integrated Project Board

Project
Description

Why this project>

Requi rements

Targets and forecasts

StakEhO’ders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Integrated Project Board

Requirements
Example:

* It should be search
engine optimized.

* |t should be easy for all
users to navigate.

* |t should enable
cross-sales.

It should look premium.

Project
Description

Why this project?

Targets and forecasts

Stakeholders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Targets and forecasts
Example:

It should be finished before
the New Year sales.

The work will be done by
internal people, but we can
spend up to €10k for
graphic design and other
outsourced aspects.

Integrated Project Board

Project
Description

Why this project?

Requi rements

Stakeholders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Integrated Project Board

Stakeholder:

Anyone who has an
interest in the project and
can impact it.

Project
Description

Why this pr oject?

Requirements

Targets and forecasts

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Stakeholders

Example:

* Monet, the CEO

* Fede, the COO & sponsor
* Kyung, account manager

* Jehan, our biggest
competitor

* Mirai, our main supplier
* GDPR authority

* Customer Protection Agency

Integrated Project Board

Project
Description

Why this project?

Requirements

Targets and forecasts

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




A4 - Create a common understanding

Meta-cards \

Integrated Project Board

.

Project
Description

Why this project?

Requirements

Targets and forecasts

Stakeho,ders

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




Meta-cards \
Remain in the first column

—
Cards /

Should ultimately move to
the “closed” column.

Integrated Project Board

.

Project
Description

Why this projectz

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

Requi rements

Targets and forecasts

Stakeholders

On-Hold




A4 - Create a common understanding

Integrated Project Board

Project Deliverables and Follow-Up Items
Description
Queued In-Progress To-Review Closed
Meta-cards \ Why this projece

.

/ /Reqmre ments \\
Cards

(Deliverables & follow-up items)

On-Hold

Targets and forecasts

Stakeholders




Meta-cards \

—
Cards /

(Deliverables & follow-up items)

Deliverables examples:

Payment gateways

Discount coupons

Integrated Project Board

.

Project
Description

Why this project?

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

Requi rements

Targets and forecasts

Stakeholders

On-Hold




Integrated Project Board

Meta-cards \

—
Cards /

(Deliverables & follow-up items)

AN J
Y

Risks
Issues
Changes

.

Project
Description

Why this project?

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

Improvement plans
Lessons Learned

Requi rements

Targets and forecasts

Stakeholders

On-Hold




Meta-cards \

—
Cards /

(Deliverables & follow-up items)

Follow-up example:

Some people may forget to
enter their VAT number when
placing their order and later ask

for a correction.

Integrated Project Board

.

Project
Description

Why this project?

Queued

Deliverables and Follow-Up Items

In-Progress To-Review

Closed

Requi rements

Targets and forecasts

StakEhO’derg

On-Hold




What concerns do you think each hat should have
in this management activity?

£



What’s the reason for
doing this project?

Approximately how much
money do we need to
finish the project?

p—

What are the benefits
and disbenefits of
the project?

What are the

. investment risks?

Investor Hat




What are the
expected results from
the project’s output?

What are the risks
related to users and
customers?

What are the customer
and end-user needs
and expectations?

o

2

User Hat



Approximately how much
time do we need to create
the project’s output?

What are the

What will the project’s o=t
production risks?

output look like behind
the scenes?




What are the risks
related to how we work?

Have all the hat-wearers
been involved in creating a

Who can impact common understanding?

the project?

&

Project Manager Hat



Are the documents
clear and easy to
understand?

Project Manager Hat
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Identify the high-level decision maker(s)
Understand and distribute the hats
Select tools and create a project repository
Create a common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

I Have Project Initiation peer-reviewed I




A5 - Have project initiation peer-reviewed

Project Deliverables and Follow-Up Items
Description
Queued In-Progress To-Review Closed
Why this projects

Requirements

Targets and forecasts

Stakeholders

Peer Reviewer Project Manager Hat



A5 - Have project initiation peer-reviewed

Project Deliverables and Follow-Up Items
Description
Queued In-Progress To-Review Closed
Why this projects

Requirements

Targets and forecasts

Stakeholders

Peer Reviewer Project Manager Hat

!

External to the project
Expert in project management

(A different person each time)



A5 - Have project initiation peer-reviewed

Project Deliverables and Follow-Up Items
Description
Queued In-Progress To-Review Closed
Why this projects

Requirements

Targets and forecasts

Stakeholders

Peer Reviewer Project Manager Hat

!

External to the project
Expert in project management

(A different person each time)

Helps find mistakes
Both learn from each other



A5 - Have project initiation peer-reviewed

Project Deliverables and Follow-Up Items
Description

Queued In-Progress To-Review Closed

Why this projects

Requirements

Targets and forecasts

Stakeholders

Peer Reviewer Project Manager Hat

!

External to the project
Expert in project management

(A different person each time)

Helps find mistakes
Both learn from each other

P
222

Do other hats need peer-reviews as well?
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A 2
Outsiders
(If possible)
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Identify the high-level decision maker(s)
Understand and distribute the hats
Select tools and create a project repository
Create a common understanding

Weekly Initiation
Daily
Management
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Project Closure

I Make a go/no-go decision I

Have Project Initiation peer-reviewed



What concerns do you think each hat should have
in this management activity?

£



Do we have a proper,
consistent understanding
of and foundation for the
project?

Project Manager Hat



Are the targets and
expectations realistic
and achievable?

Creator Hat



Is the existing definition
of the project’s output
suitable for end users?

User Hat



Is the project
justifiable?

Is the project the
best investment for
us at this time?

Is the project
goal achievable?

2

Investor Hat



Sponsor

® A senior manager

® Provides resources

® Makes important decisions

E.g., co-founders



A6 - Make a go/no-go decision

Integrated Project Board

Is it a good

5 Projeth Deliverables and Follow-Up Items idea to execute
escription . .
E this project?

Queued In-Progress To-Review \,

Why this projecty

Requirements

On-Hold

Targets and forecasts

Stakeholder

The high-level decision maker(s)
(e.g., the Sponsor)



Project team

Time to
sign the

contract!

Customer organization

Supplier organization
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Identify the high-level decision maker(s)
Understand and distribute the hats
Select tools and create a project repository
Create a common understanding
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Project Closure

Project Initiation

| Conduct a focused communication |

Make a go/no-go decision
Have Project Initiation peer-reviewed



What are the advantages of informing everyone in
the organization that we're going to start working
on a new project?

&)









Hey
everyone!

We’'re going to
start a new project!

Oh, that has a
conflict with my
project!

| should talk
to them.



Hey
everyone!

We’'re going to
start a new project!

Oh, that has a
conflict with my
project!

| should talk
to them.

| have a
great idea
for them!



Identify the high-level decision maker(s)
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Project Closure

Project Initiation

| Conduct a focused communication |

Make a go/no-go decision
Have Project Initiation peer-reviewed
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Weekly Initiation
Daily
Management

Post-Project
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Project Closure



| Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Detailed

planning

Weekly Initiation
Daily
Management
High-level
planning

Project Closure

Post-Project
Management



C1 - Revise and refine the common understanding

Integrated Project Board

Project
Description

Why this pr oject?

Requirements

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




C1 - Revise and refine the common understanding

@ Adding new cards

Integrated Project Board

Project
Description

@ Revising the sequence

Targets and forecasts

Stakeholde rs

‘ Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




Integrated Project Board

Project
Description

Why this pr oject?

Requirements

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

A
A

On-Hold

F 3

~~—




Integrated Project Board

Project
Description

Why this pr oject?

Requirements

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

A
A

On-Hold

F 3

N

* Adding comments
e Updating status
* Following up



What concerns do you think each hat should have
in this management activity?

£



What are the most useful
things we can do next for the
end users and the customer?

————__—-~~
- -~y

g . . ~
/ What is the reaction of the S
\

users to the existing state
A of the project output? _7
> — — -
// _ - - _— s s -
z-"

Ve

2

User Hat



What are the best

—— W O O . oy,
- —_—

. - -~
things to do. next f.rom ,° How is the output
a creator point of view? o
\ performing in the real world
N o from a creator perspective?
7 s ===" --"
/
/7 - -

Creator Hat



What can we do next
to bring us closest to
the project goal?

—-—
- =~
P

Ve
[ What benefits have
\ been realized so far?

\\

/ f—_——"
V4 -
//’
-

£

Investor Hat



Have all hats been
involved in revising and

refining the common
understanding?

If we have deviations, what
should we do differently to
meet the targets?

Project Manager Hat



Are the documents
clear and easy to
understand?

Project Manager Hat



| Revise and refine the common understanding
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Daily
Management

Post-Project
Management

Project Closure



| Have the Weekly Initiation peer-reviewed |
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



C2 - Have the Weekly Initiation peer-reviewed

Project Deliverables and Follow-Up Items
Description

Queued In-Progress To-Review Closed

Helps find mistakes

Why this project?

Both learn from each other

Require ments

and forecasts

Stakeholders

Peer Reviewer Project Manager Hat @ @) @
@) e) O
o o
o o o

Do other hats need peer-reviews as well?

External to the project

Expert in project management

(A different person each time)



| Have the Weekly Initiation peer-reviewed |
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



| Make a go/no-go decision |

Have the Weekly Initiation peer-reviewed
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



What concerns do you think each hat should have
in this management activity?

£



Are the targets and
expectations realistic
and achievable?

Creator Hat



Is the existing
understanding of the project
still suitable for end users?

Is it still possible to
meet the requirements?

2

User Hat



Is the project
justifiable?

Is the project the
best investment for
us at this time?

Is the project
goal achievable?

2

Investor Hat



Sponsor

® A senior manager

® Provides resources

® Makes important decisions

E.g., co-founders



C3 - Make a go/no-go decision

Integrated Project Board
Is it still a good

Project
Description

Why this project?

Requirements

Targets and forecasts

Stakeholders

Deliverables and Follow-

idea to continue
this project?

Queued In-Progress To-R

On-Hold

The high-level decision maker(s)
(e.g., the Sponsor)



| Make a go/no-go decision |

Have the Weekly Initiation peer-reviewed
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



| Conduct a focused communication |
Make a go/no-go decision
Have the Weekly Initiation peer-reviewed
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



What are the advantages of telling the status of
the project to everyone in the organization?

&)









C4 - Conduct a focused communication

Hey
everyone!

An update about
our project...



C4 - Conduct a focused communication

Hey
everyone!

An update about
our project...

| think |
should help

them with...




C4 - Conduct a focused communication

Hey
everyone!

An update about
our project...

That would
cause
problems
for us!

| think |
should help

them with...

| should talk
to them!



| Conduct a focused communication |
Make a go/no-go decision
Have the Weekly Initiation peer-reviewed
Revise and refine the common understanding

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Manage follow-up items |




Integrated Project Board

Project
Description

Why thiS projec t?

Requirements

Targets and forecasts

St«akeholde,-s

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

A
A

On-Hold

A

~~—




We have a

problem herel!!!
Integrated Project Board

It's getting too
late, we should
do this urgently!

Queued In-Progress

—m /7
N A

Requirements ‘ ‘

On-Hold

Deliverables and Follow-U

Closed

Targets and forecasts

A
A/‘\
— ~—— ‘
F 3

Do we still
need it?




Are there any new
issues, risks, or
improvement ideas
related to the way
we work?

Are there any new
business issues,
risks, or changes?

What are the best
things to do next
from a creator point
of view?

Are there any new issues,
risks, or changes related to
end users or the customer?

Creator Hat Investor Hat User Hat Project Manager Hat



Are we properly following
up on the identified
issues and risks?

Project Manager Hat



Are the documents
clear and easy to
understand?

Project Manager Hat



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Manage follow-up items |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Manage follow-up items

| Close completed deliverables |




Integrated Project Board

Project
Description

Why this project?

Requirements

Targets and forecasts

Stakeholders

Queued

Deliverables and Follow-U

In-Progress

DONE!!

Closed

A
A

On-Hold




Integrated Project Board

It's ready to
be reviewed

Project Deliverables and Follow-Up |
Description
Queued In-Progress To- Closed
Why this project?

Requirements

Targets and forecasts

Stakeholders

A
A

On-Hold




D2 — Close completed deliverables

Integrated Project Board

Project
Description

Why this projects

Requirements

Targets and forecasts

Stakeholders

Deliverables and Follow-Up Items

Queued In-Progress To-Review Closed
A CS0a
‘A&D
F 3
On-Hold




D2 — Close completed deliverables

Integrated Project Board

Project Deliverables and Follow-Up ltems
Description
Queued In-Progress To-Review Closed
Why this project?

Acceptance
criteria

Requirements

On-Hold

Targets and forecasts

Stakeholders




Integrated Project Board

Acceptance

criteria

Deliverables and Follow-Up Items
Description

Queued In-Progress To-Review

Wh i p
Acceptance Y 1his project?
criteria

Requirements

Acceptance
criteria

Targets and forecasts

Stakeholderg Acceptance
criteria

Closed

Acceptance
criteria




Integrated Project Board

Acceptance

criteria

Deliverables and Follow-Up Items
Description

Queued In-Progress To-Review

Wh i p
Acceptance Y 1his project?
criteria

Requirements

Acceptance
criteria
Targets and forecasts
General -
acceptance criteria
(optional)

Stakeholderg Acceptance
criteria

Closed

Acceptance
criteria




D2 — Close completed deliverables

Integrated Project Board

Project
Description

Why this projects

Requirements

Targets and forecasts

Stakeholders

Deliverables and Follow-Up Items

Queued In-Progress To-Review Closed
A CS0a
‘A&D
F 3
On-Hold




D2 — Close completed deliverables

Integrated Project Board

Project
Description

Why this project?

Requirements

Targets and forecasts

Stakeho’ders

Deliverables and Follow-Up Items

Queued In-Progress To-Review Closed
F 3
2,2
A \\
On-Hold ‘




Is the deliverable
compatible with
our goals?

Is the deliverable
compatible with user
needs and expectations?

Is creating the
deliverable really
completed?

Creator Hat Investor Hat User Hat



Are we working on
too many deliverables
at the same time?

Project Manager Hat



Are the documents
clear and easy to
understand?

Project Manager Hat



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Manage follow-up items

| Close completed deliverables |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Measure and report performance |




E1 — Measure and report performance

Integrated Project Board

Project
Description

Why this project?

New Forecasts

Requirements

Targets and forecasts

) &

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




What concerns do you think each hat should have
in this management activity?

£



Are we getting
closer to achieving
the project goal?

Investor Hat



What’s our guess about the
way the rest of the project
output will be created?

Creator Hat



Are we satisfying the

project requirements?
What's our guess

about the user aspects
in the future?

User Hat



What's our forecast for the
completion of the project?

Does anyone outside
the team need to be
aware of our progress?

Project Manager Hat



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Measure and report performance |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance

| Evaluate stakeholder satisfaction |




Are the external
stakeholders (if any) happy
with the way we’re working?

Are the team members
happy with the way we’re
working on the project?

Project Manager Hat



Project team

Evaluated
every cycle

Customer organization Evaluated less
frequently

(min once per month)

Supplier organization



E2 — Evaluate stakeholder satisfaction

Integrated Project Board

Project
Description

Why this project?

Requirements

Evaluation Results

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

On-Hold




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance

| Evaluate stakeholder satisfaction |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance
Evaluate stakeholder satisfaction

| Capture lessons and plan for improvements |




What can we do
better next week to
move faster toward
the project goal?

What can we do better
next week regarding
the way we work?

What can we do better
next week to address
user needs and
expectations?

What can we do
better next week
for creating the
project output?

Creator Hat Investor Hat User Hat Project Manager Hat



E3 — Capture lessons and plan for improvements

Integrated Project Board

Project

Improvement Plans

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

Closed

Requirements

Targets and forecasts

StakeholdErs

On-Hold




Have we learned anything
new that is not yet
reflected on the board?

Which closed cards
on the board contain
significant lessons?

Project Manager Hat



E3 — Capture lessons and plan for improvements

Integrated Project Board

Project
Description

Why this project?

Requirements

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

N

Closed

On-Hold

Lessons Learned




E3 — Capture lessons and plan for improvements

Integrated Project Board

Project
Description

Why this project?

Requirements

Targets and forecasts

StakeholdErs

Queued

Deliverables and Follow-Up Items

In-Progress

To-Review

N

Closed

On-Hold

*

Lessons Learned

Mark deliverables
and follow-up items
that contain
important lessons.




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance
Evaluate stakeholder satisfaction

| Capture lessons and plan for improvements |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance

Evaluate stakeholder satisfaction
Capture lessons and plan for improvements
| Consider swapping hats for the week |




228222
222222



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Measure and report performance

Evaluate stakeholder satisfaction
Capture lessons and plan for improvements
| Consider swapping hats for the week |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

| Double-check and hand over the final output |




Everything

must be closed

Project Deliverables and Follow-Up Items
Description

Queued In-Progress To-Review Closed

Why this project?

Completed

Requirements

On-Hold
Transferred

Targets and forecasts

Cancelled

Stakeholders

Don’t dele;[e anything!



What concerns do you think each hat should have
in this management activity?

£



Have we satisfied
the business
expectations?

ﬁave we
achieved the

project goal?

Are all the cards on
the board closed?

Have we satisfied the
requirements and the users’
needs and expectations?

Is everything working the
way it should from a
production point of view?

Creator Hat Investor Hat User Hat Project Manager Hat



Do we need to prepare
any additional information
for the maintenance
team?

Creator Hat



Do we need approval or an
official handover before
ending the project?

Have we properly
documented the closing
approvals and similar
documents?

Project Manager Hat



Weekly Initiation
Daily
Management

Post-Project
Management

| Double-check and hand over the final output |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Double-check and hand over the final output

| Evaluate stakeholder satisfaction |




Daily
Management

About the
cycle

Double-check and hand over the final output

| Evaluate stakeholder satisfaction |

About the
whole project

Project Closure

Post-Project
Management



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Double-check and hand over the final output
Evaluate stakeholder satisfaction

| Have the Project Closure peer-reviewed |




F3 — Have the Project Closure peer-reviewed

Project Deliverables and Follow-Up Items

Description " .
T Closed Helps find mistakes

Queued In-Progress

Why this projecey

Both learn from each other

Requirements

Targets and forecasts

Stakeholde,s

P
222

Do other hats need peer-reviews as well?

Peer Reviewer Project Manager Hat

External to the project

Expert in project management

(A different person each time)



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Double-check and hand over the final output
Evaluate stakeholder satisfaction

| Have the Project Closure peer-reviewed |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
| Consider swapping hats for Post-Project Management |




228222
222222



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
| Consider swapping hats for Post-Project Management |




| Archive the project documents |

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management



What concerns do you think each hat should have
in this management activity?

£



What's the best
way of archiving the
documents?

Are the files
made read-only?

&

Project Manager Hat

How do | ensure that only
authorized people will have
access to the documents?

Will the file formats
remain accessible and
usable in the future?




| Archive the project documents |

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management



| Celebrate! |
Archive the project documents

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

Double-check and hand over the final output
Evaluate stakeholder satisfaction

Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management




’ | Celebrate! |

Archive the pi  _ct ggcuments

Weekly Initiation

M

\

Post-Project
Management

@ Project Closure

Project Initiation e @ @
L 0000l Y
@ @ @ @ @ F6 @

Double-check and hand over the final output
Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management




’ ‘l Celebrate! |

An investment in Archive the p‘; <t dacuments
future projects

‘)aily

Management

Post-Project
Management

Project Closure

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management



| Conduct a focused communication |
Celebrate!
Archive the project documents

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management









| Conduct a focused communication |
Celebrate!
Archive the project documents

Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

Project Initiation

Double-check and hand over the final output

Evaluate stakeholder satisfaction
Have the Project Closure peer-reviewed
Consider swapping hats for Post-Project Management



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Project ended
Starting the execution
of the project

., Weekly Initiation

Daily

[ ]
o
[ ]
[ ]
[ ]
o
[ ]
( ]
[ ]
[ ]
( ]
o
Management o.
o
[ ]
[ ]
[ ]
( ]
o

Post-Project

‘. Management

[ ]
Project Closure °



Project ended

Starting the execution
of the project
®e Done by the
. portfolio or program
‘ layers, if any

'.. Weekly Initiation

Daily
Management \

Otherwise, every 1to 6
% months for 1 to 5 years
. by the project hats

Post-Project
Management



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Evaluate the benefits |




How are the users
using the project’s
output?

User Hat



How did the project
output perform from a
production point of view?

Creator Hat



What happened to
the expected benefits
and disbenefits?

Did we have any
unexpected benefits
or disbenefits?

Did we achieve the
project goal?

2

Investor Hat



Have all the hats
been involved in this
evaluation?

Have we documented
the result of the
evaluation properly?

Project Manager Hat



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Evaluate the benefits |




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Generate new ideas |
Evaluate the benefits




Can we target
any new users
for the output?

Can we make any
adjustments to the
output to make it more
suitable to its users?

2

User Hat



Should we make any
adjustments to improve the
performance of the output?

Can we make any new,
useful outputs based on
what is already done?




Inspired by this project,
can we think of other
beneficial projects?

Can we make
adjustments to the
output to increase its

benefits?

_—

Investor Hat



Are we using proper
facilitation techniques for
generating new ideas?

Project Manager Hat



Project
Weekly Initiation
Daily
Management

Project

| Generate new ideas |
Evaluate the benefits




Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Conduct a focused communication |

Generate new ideas
Evaluate the benefits



What are the advantages of informing
everyone in the organization of the benefits
realized from past projects?

&)



We've got the
following benefits




Hey
everyone!

We've got the
following benefits
from the project...

| wonder how
beneficial my
project would be!



Hey
everyone!

We've got the
following benefits
from the project...

| wonder how
beneficial my
project would be!

If such a project
creates benefits
like this, then

maybe we
should...



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure

| Conduct a focused communication |

Generate new ideas
Evaluate the benefits



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



Weekly Initiation
Daily
Management

Post-Project
Management

Project Closure



O High-level overview

O Full review

m=) © NUPP

O Tailoring



NUPP

Nearly Universal Principles of Projects

A

micro.P3.express



NUPP

Nearly Universal Principles of Projects

Applicable to

A

micro.P3.express

P3.express
micro.P3.express
PRINCE2 PjM
DSDM

Scrum

XP

PM?

PMBOK Guide
Etc.



NUPP

Nearly Universal Principles of Projects

Examples:

“Agile vs. waterfall”
Continuous learning
Openness

Prefer results
and the truth to

affiliations.

A

micro.P3.express




Prefer results

N U P P and the truth to

' ffiliations.
Nearly Universal Principles of Projects affiliations

Preserve and

optimize energy
and resources.

Examples:

The 80/20 rule
Decision fatigue
Etc.

A

micro.P3.express



Prefer results

N U P P and the truth to

' ffiliations.
Nearly Universal Principles of Projects affiliations

Preserve and

optimize energy
and resources.

Examples:

Risk management
Critical thinking
Etc.

A

micro.P3.express

Always be
proactive.



NUPP

Nearly Universal Principles of Projects

Examples:

Deadlines
Cherry picking
Etc.

Prefer results
and the truth to

affiliations.

Preserve and
optimize energy
and resources.

A

micro.P3.express

Always be
proactive.

Remember that

a chain is only
as strong as its
weakest link.



NUPP

Nearly Universal Principles of Projects

Examples:

“‘Business case’
Simplicity
Tailoring

Etc.

Prefer results
and the truth to

affiliations.

Preserve and
optimize energy
and resources.

A

micro.P3.express

Don’t do
anything without
a clear purpose.

Always be
proactive.

Remember that

a chain is only
as strong as its
weakest link.



NUPP

Nearly Universal Principles of Projects

Examples:

Checklists
Cycles
Methods
Etc.

Prefer results
and the truth to

affiliations.

Preserve and
optimize energy
and resources.

Use repeatable
elements.

A

micro.P3.express

Don’t do
anything without
a clear purpose.

Always be
proactive.

Remember that

a chain is only
as strong as its
weakest link.



Prefer results
and the truth to

affiliations.

Preserve and
optimize energy
and resources.

Use repeatable
elements.

NUPP

Nearly Universal Principles of Projects

A

micro.P3.express

Don’t do
anything without
a clear purpose.

Always be
proactive.

Remember that

a chain is only
as strong as its
weakest link.



O High-level overview

O Full review



Tailoring effort 1
Tailoring

Maximalist Systems

PRINCEZ2°® PjM
DSDM®
Etc.

Time —



Continuous
Tailoring

Minimalist Systems

P3.express
micro.P3.express

Etc.
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Continuous
Tailoring

Minimalist Systems

P3.express
micro.P3.express

Etc.

Tailoring effort 1
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Adaptation

Continuous
Tailoring
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Minimalist Systems

P3.express
micro.P3.express
Etc.

Tailoring effort 1

Maximalist Systems

PRINCE2® PjM
DSDM®
Etc.

- Upfront
‘Tailoring

Continuous
Tailoring

Always

necessary

Adaptation




micro.P3.express

minimalist project management system for micro-projects



