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Chapter 4: Starting with the Basics

4 )

The purpose of this chapter is to help you:

« Look at how high-performing organizations
and project teams communicate.

* ldentify things to consider when
communicating on projects, including the
need for inclusive language.

* Distinguish between formal and informal

communications.

« Examine the scalability of project

commuhications

\_ /
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We have two ears and one mouth so that we can listen twice as much as we speak.

—Epictetus, Greek philosopher
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Starting with the Basics

s

\_

Regarding communications, what do high-performing organizations do differently than

other organizations?

Communicate key project topic areas better, including the objective of the project, its value
for the business, and its outcomes, along with budget, scope, and schedule;

Are better at delivering clear, detailed communications about the project on time, through
appropriate channels, with nhontechnical language;

Use formal communications plans for nearly twice as many projects as low-performing
organizations;

Create project communications management plans that are more than three times as

effective as the plans of low-performing organizations.

_/

Dr. Raef Baraka
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Starting with the Basics

1. Words Matter

4 )

* In a leadership role—in projects, business, or other
environments— people may hang on to every word
you say.

* Words have an impact. Your words may have a
positive impact that encourages and inspires the
project team, or your words may have a negative
impact where team members “shut down” and resist
getting tasks done.

« Choose your words carefully, both in writing and
orally. You never know what lasting impact, good or
bad, your words may have.

G J

Dr. Raef Baraka

MATTER

on the people
who hear or
read them
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Starting with the Basics

2. Verbal and Nonverbal Communication

a A

« Not all communication is verbal or written. There is

also tone—the volume or inflection of the words being
said. Most important, however, is what is not being
said—the body language.

- This includes facial expressions, eye contact,
movement of hands, position of arms and legs, and

other factors. Much research has been done (with

NON-VERBAL
COMMUNICATION

varying results) on how much of our communication

\ is done through body language. )

Dr. Raef Baraka
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Starting with the Basics

2. Verbal and Nonverbal Communication

a4 )

 Body language makes up a significant percentage of
our communication. This makes it especially
challenging to work with virtual teams because you
are not able to see team members’ body language
when you are having a conversation (without using
video or a camera device).

* You must rely mostly on the words being said.
Understanding body language and the ability to
“read” the nonverbal signals or movements are key

skills for communicating on projects.

g _/

Dr. Raef Baraka

NON-VERBAL
COMMUNICATION
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Starting with the Basics

3. Listen

Do you listen differently when you are communicating with external stakeholders versus
internal project team members? Do you listen more intently when a customer is talking
rather than when a colleague is speaking?

« Listening differently often happens on project teams. Internally, most often the team
member does not report to the project manager.

« Usually, the team member reports directly to a supervisor or functional manager. So why
should the team members listen to the project manager, if they don't report to them?
How do you get an executive stakeholder to listen to you when you have little or no
authority?

« Active listening is an important skill for everyone on the project.

-

Dr. Raef Baraka



|
MIDOCEA[T!

UNIVERSITY

Starting with the Basics

3. Listen |
4 N

There are six key active listening skills:

|| _ WITHOLD
1. Be attentive. ATTENTION ' JUDGEMENT

2. Keep an open mind.

3. Be attuned to and reflect feelings.

4. Ask open-ended and probing questions.

5. Paraphrase.

| = SUMMARISE
6. Share your own thoughts and feelings. v

- /

Dr. Raef Baraka
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Starting with the Basics

4. Give and Seek Feedback

 While listening is important, receiving feedback is equally important. Bill Gates once said,
We all need people who will give us feedback. That's how we improve.

« Feedback allows you to make necessary adjustments.

 Feedback allows you to confirm that the communication methods you are using are
working and adjust those methods that are not working.

« Or, if a method is working for some but not others, remember that you don't have to get

rid of what you have. Rather, you can add a communication method that can support all

\_ stakeholders.

Dr. Raef Baraka
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Startlng with the Basics

4. Give and Seek Feedback I
4 N

 Feedback on communication processes

helps identify potential communication ....... . N *

brea kdowns before or as soon as they ................................. —

occur. Look for opportunities where you

can provide feedback—both as a way to ﬂq .......................................

- W L

recognize a job well done and areas e - [ ) _ r .........

where improvement is needed

- /

Dr. Raef Baraka
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Starting with the Basics

5. Deal with “Talkers”
4 )

- Do you have people on your project team who love to hear themselves talk? These

individuals are usually creating and sharing their thoughts at the same time, rather than
formulating their thoughts first before speaking.

« One technique to try is the talking spoon; or use any object that you can hold in your
hand. A pencil, pen, or marker will also work. The object permits you to talk. As long as you
are holding the object, it is your turn to speak. When you are done talking, you put the

object down on the table, and another person picks up the object. It is now their turn to

\_ speak, and it is your turn to listen. )

Dr. Raef Baraka
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Starting with the Basics

5. Deal with “Talkers”
4 )

* This exercise can be done informally without others even knowing it. Or it can be part of

your team’s operating principles (discussed later in this chapter) on giving everyone the
equal opportunity to verbally participate.

* For virtual teams, the object can be something shown on the screen during your video
conference calls. At the next opportunity when you experience a team member using too
much airtime, give the talking spoon technique a try. As project managers, team

members, and stakeholders, we need to be able to articulate our points and let others

\_ express theirs. -/

Dr. Raef Baraka
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Starting with the Basics

6. Avoid Using Technology as a Crutch

4 )
- Too often, people hide behind the keyboard rather than have

conversations. They prefer to send an e-mail or text instead of engaging
in a rich, interactive dialogue with another person or group. In having
real-time conversations, you might gain valuable information, share new

ideas, build relationships, and earn trust. However, meaningful

interactions like these take time and effort. il 5 . ’AS A
* The use of technology “encourages us to act as if speed and convenience ‘ CRUTCH

are the most important criteria for how we communicate.”5 But they are

 SIIhONe Lse

not! Remember that every interaction is important. Step out from behind

the keyboard and take advantage of opportunities to have meaningful

. interactions—either in person or virtually. )
Dr. Raef a
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Starting with the Basics

7. Be Present
a )

* With so much happening in today’s dynamic project and working environments, it is easy

to be distracted. Our minds are elsewhere. We are constantly interrupted by technology—
phones, e-mails, and text messages.

When we attend project meetings or have project conversations; it is possible that our
minds are thinking about other tasks we need to get done.

« We might even be checking e-mail on our phones while another team member is
speaking during a meeting. While we might be physically present, we are not mentally
present. The project team needs you (and your mind) at your best on the topic at hand. It
needs your active contribution and valuable ideas. Therefore, you need to be “there”™—to be

present—in every communication, conversation, and interaction.

g _/

Dr. Raef Baraka
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Starting with the Basics

7. Be Present

Encouraging Active Participation and Discussion

Create a Safe and Incorporate Provide

Inclusive Visual Aids Opportunities for

Environment Creative
Expression

Use Open-Ended Encourage
Questions Peer-to-Peer
Interaction

Dr. Raef Baraka
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Starting with the Basics

8. Define Roles on the Team

(" h

» For effective project communication, roles and responsibilities on the project need to be

clearly defined.

« This should be done at the project kickoff meeting.

 To accelerate the process of establishing role definitions, start with roles that have been
previously defined in other projects, for example, the project manager, project

coordinator, team member, project sponsor, functional manager, etc.

\ W,

Dr. Raef Baraka
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Starting with the Basics

8. Define Roles on the Team

Dr. Raef Baraka

L Define Role Of Team Members

Project Leaders

»  Take Responsibility For Key Initiatives

»  Coordinate Project Team

> Report To Business Unit GM And Change Office On Project Progress

Release Management Role
> Develop Leadership Change Management Capability
»  Provide Ongoing Change Advice To Leaders

Process Co-ordination Role

»  Coordinate Project Infrastructure & Integration
> Prioritize And Plan Overall Project Timeframes

Performance Management Role

»  Take Responsibility For Key Initiatives

>  Coordinate Project Team

> Report To Business Unit GM And Change Office On Project Progress
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Starting with the Basics

8. Define Roles on the Team

7

« At the project kick-off meeting, review the sample roles together. Make adjustments

specific to this project and this project team.

« Make sure that responsibilities for project commmunication are clearly defined for each

role.
« Once the roles and responsibilities have been established and agreed upon, put the role
definitions into your project plan.

« Everyone should refer to them as needed throughout the project.

\_

Dr. Raef Baraka
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Starting with the Basics

9. Lead by Example

John Wooden, legendary American basketball player and coach, once said, “The most

powerful leadership tool you have is your personal example.”

As a participant on the project team, you should be role modeling what you consider to

be good communication practices and acceptable behaviors.

If you set good communication examples and actions, psychology indicates that others

will follow. It starts with you.

-

Dr. Raef Baraka
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Starting with the Basics

9. Lead by Example

Dr. Raef Baraka

Boosts employee
morale

)\ Builds trust and
' respect

\ Fosters a positive
' work culture

Increases
productivity

BetterUp'
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Starting with the Basics

9. Lead by Example

Bounce back
after failure

Sharpen your

. . Communicate
leadership skills

kindly

Be constructive
when handling
conflict

Take care
of yourself

Practice ethical C.eleb!'clte
leadership diversity
BetterUp'

Dr. Raef Baraka
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Starting with the Basics

10. Avoid Silence

«  When project team members and stakeholders are hot communicating, there is a risk
that these groups will start having conversations among themselves.

* This can create a foundation for even bigger problems, misunderstandings, and potential
conflict.

« A quick “check-in” is better than saying nothing at all. In some company cultures or
project teams, silence means acceptance. In other words, if you do not respond, you are

agreeing to the decision, action, or content.

\

Dr. Raef Baraka
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11. Use the Rule of Seven
a )

 The origin of the rule of seven started in marketing, where buyers nheeded to see and hear

the same message seven different ways before they would make a purchase. The same
concept can be applied to project communication. Aim to repeat the same message seven
times, in seven different ways, to ensure everyone understands and receives the same
message. What does the rule of seven look like in a project? Here is an example.

« Susie is the project manager. She has created a lessons-learned document in the electronic

project folder. At each status meeting, Susie communicates that no one has posted

\_ information in the lessons learned folder and asks everyone to write their lessons learned. /

Dr. Raef Baraka
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Starting with the Basics

11. Use the Rule of Seven

7

\_ well as a mix of verbal and written communication. )

S

At the next team meeting, the lessons learned document
(or log) is still empty. To set the example, Susie starts
posting information in the lessons learned log and
communicates that she has done so.

She tries the rule of seven approaches, using seven
different ways to remind the team to take action. She uses

a combination of formal and informal communication, as

Dr. Raef Baraka

The Rule
of Seven

for wrilers

HOW TO
PRESENT YOUR MESOAGE
TO GET MORE READERS



UNIVERSITY

1
MIDOCEA[TII

Starting with the Basics

11. Use the Rule of Seven

N

Susie clearly states the reminder at each status meeting.
She includes a lessons learned category in status reports.

Susie adds a reminder in her e-mail signature.

TN

She posts her own lessons learned each week and then shares the updates with each team

member via e-mail.

5. Susie asks each member of the project team to share two lessons learned at the weekly
stand-up meeting—one positive result and one negative resulit.

6. She sets up checkpoints throughout the project to capture lessons learned.

7. Susie creates and shares a short video about lessons learned with the project team.

- /

Dr. Raef Baraka
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11. Use the Rule of Seven

é )

 As a result, she sees that each member of her
project team is now actively participating in
capturing lessons learned on the project. The
rule of seven really does work! Consider doing a
similar activity: Try delivering the same message
in seven different ways and see the difference.

Then share the results with your project team.

G v,

Dr. Raef Baraka

MARKETING TIP

Rule of SEVEN

YOUR AUDIENCE NEEDS TO SEE OR HEAR YOUR
BRAND AND MESSAGING AT LEAST 7 TIMES
BEFORE THEY BUY FROM YOU
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Starting with the Basics

12. Use Push, Pull, and Interactive Methods
4 N

 On a project, there are numerous communication

Communication - Select the one best suited to

M . f . t.
methods that the project team will use. Push Methods PUIPOSO Ol commiinicaten

communication methods require that the « most efficient way to gain

Interactive consensus between parties

information be sent out. Pull communication

e . « can reach large audience, but
methods require individuals to come to where the comprehension is uncertain

information is located, whether that location is

« suitable for data that supports
performance of specific task(s)

physical or virtual. Interactive communication

\_ Mmethods use an exchange of information. Y,

Dr. Raef Baraka
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Starting with the Basics
|

12. Use Push, Pull, and Interactive Methods

Table 4.1 Examples of push, pull, and interactive communication methods®

Push methods Pull methods Interactive methods
Instant messaging Shared document repositories Phone call

E-mail Intranet Teleconference

Voicemail Blog (repository) Wikis

Text Bulletin boards VOIP/videoconferencing
Project reports Kanban boards Groupware

Presentations Meetings

Dr. Raef Baraka
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Communication Methods
Interactive vs Push vs Pull

PUSH
COMMUNICATION

Push communication is not a
face to face communication
type like interactive
communication. The project
manager sends the
information to the recipient
with no expectation of
receiving immediate feedback
or response.

Dr. Raef Baraka
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13. Utilize Training
4 )

* Project management is both about knowledge (training) and experience. To qualify for many

project management certifications, both project education hours and project experience
hours may be required. Most project professionals have taken classes and studied project
management. However, how much training have we done to learn about communicating?

« If 90 percent of a project manager’s time is spent communicating, can we be really good at
it just by experience? Probably not. Consider taking some communication classes. Read

books on project communication— including this one! Follow blogs to learn more about

\_  effective communication. )

Dr. Raef Baraka
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'Components of Communication Training

» Focuses on improving speech clarity, articulation, tone,
Verbal Communication and effective use of language.

* Emphasizes the importance of body language, facial

Nonverbal expressions, and gestures in conveying messages.

Communication

» Enhances skills in writing clear, concise, and impactful
Written Communication emails, reports, and other documents.

» Addresses the challenges of communicating across
different cultures and helps develop strategies for
effective interaction in a global context.

Cross-Cultural

Communication

Dr. Raef Baraka
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14. Be a Continuous Learner
4 )

« Look for opportunities to grow your

Improvement

communication skills, knowledge, and

Continuous

experience.

« “To produce excellence, you must study Learn'“g

excellence.” Fosterin;l

« Start doing both today—studying and

Development

producing project communication

Knowledge

Lifel
\_ excellence. J E0E Han

Dr. Raef Baraka
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15. Implement Team Operating Principles
4 )

« Team operating principles (or ground rules) outline the way communication is handled,

what to expect, and who is responsible, along with many other aspects of working together.
Some people call it a “team contract” or “team agreement.” Regardless of what it is called, it
shows formally that all team members have committed to how they will work together—

including communication protocols and expectations.

- W,

Dr. Raef Baraka
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Exhibit 4.1

Sample ground rules for team communications

* The project manager will send a status update every Friday via e-
mail by 5:00 p.m.

« Team leaders are responsible for updating any tasks that are
impacted by the status update no later than 9:00 a.m. on Monday
morning.

« Team members should talk with a team lead for clarification about
tasks.

« The project sponsor is responsible for updating the leadership team
on the project’s status at least once a month or as requested.

 Inquiries about the status of the project that come in to any member
of the team should be reported to the project manager.

 The project team will have at least one monthly face-to-face
meeting or teleconference for an internal status update. All team

members are expected to attend and participate in the meeting.
Dr. Raef Baraka
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Exhibit 4.1

Sample ground rules for team communications

All meeting invitations must include an agenda or description of
the purpose of the meeting and the expected outcomes.

No cell phones are to be used in project meetings; laptops should
only be used for notetaking or other actions relevant to the meeting
(no checking e-mail).

[f you are making a task or assignment, provide a clear, specific
deadline of when you need it.

Keep e-mail threads on topic. If you need to discuss a new topic,
send a new e-mail rather than a reply.
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16. Use Inclusive Language—No Jargon

(" )

You may want to adjust the language you use when communicating with different levels in the

organization as well, based on their interests. For example:

«  When communicating with executives and senior management, their interest may be the
bottom-line impact and a high-level summary of the project.

«  When communicating with functional managers, their interest may be in the people and
resources, specifically the team members they have assighed to work on the project.

« When communicating with outside stakeholders, their interest may be in progress, status
updates, and results achieved.

« When communicating with the project team, their interest may be staying on schedule,

completing tasks, addressing risks, and delivering project success.

- W,

Dr. Raef Baraka
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TERM TO ALTERNATIVE
RECONSIDER TERM TO USE

Just a ballpark figure o 4 Just an estimate
Knock it out of the park o Did a good job
You've hit the nail on the head =5 You're right
In the loop - Aware
It should be a It should be straightforward,
piece of cake = easy, or simple
In light of - Because of

AN -

Dr. Raef Baraka
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Lecture Summary

-

Whether you are communicating on a project, or communicating in general, it
is important to start with the basics. Use practical techniques and sensible
approaches for effectively delivering your message.

Research has shown that high-performing teams and organizations are better
at communicating key project concepts, delivering their messages on time
using inclusive language and the right methods, and effectively using formal

project communications management plans.

~
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Starting with the Basics

Lecture Summary

 With the increase in the number of different ways to communicate, there are
many things to consider in your project communications.

« Scaling your project communications pertains to the amount of
communication shared, the impact of the communication, the size and types of
stakeholder groups, the various tools, and the diversity of the audience.

« And don't forget that words matter. Regardless of how they are delivered—

formal, informal, written, or verbal—words have a lasting impact.
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