Project Name

Project Meetings By Phase

	PROJECT MEETINGS BY PHASE

	Project Meeting
	Type or Purpose
	This meeting is designed to…
	Objectives
	Inputs
	Outputs
	Suggested Participants

	Initiate Phase Meetings

	Ideation meeting
	Creative development
	Gather participant ideas and suggestions about a specific topic without being constrained by artificial boundaries.  The ideation meeting allows for a free, unconstrained exchange of ideas and thoughts regarding a specific business need or problem.  This may result in the suggestions for new or improved features, products, services, technologies, processes and/or organizational structures. 
	· To understand the business problem or need along with its perceived drivers

· To come up with possible strategies for addressing  the perceived business problem or need


	· Statement of business problem or need

· Description of business strategy, vision (if available)

· Available market, customer and competitor analysis

· List of individual ideas and thoughts (if participants were asked to provide a sample list prior to the meeting)
· List of high level pre-defined categories to spark conversation


	· Validated or redefined problem or need description

· List of categorized or prioritized brainstormed ideas  

· List of suggested improvements or strategies for addressing the need or problem

· List of data needed to further assess the suggestions
	· Facilitator

· Potential project sponsor(s)
· Potential project manager
· Line of business stakeholder(s)

· Marketing representative(s)
· Subject matter expert(s)

	Strategy meeting
	Creative development
	Evaluate the proposed business case while reviewing analysis of data that either supports or does not support the suggested business need.  The strategy meeting provides an opportunity for participants to determine if the suggested business need fits within the organization’s’ strategic framework and vision.

	· To determine if the business case warrants further exploration

· To begin to frame the business case in light of the organization’s strategic vision
	· Output from any ideation meetings
· Description of business strategy, vision (if available)

· Data, reports and other information needed to assess the business need or problem


	· Business Case draft 

· Statement outlining how the proposed project supports the overarching business strategy / vision

· Formal recommendation to move forward or cease work on effort
	· Facilitator

· Senior executive(s)

· Potential project sponsor(s)
· Potential project manager
· Line of business stakeholder(s)

	Project scope meeting
	Creative development
	Allow participants to clearly outline the purpose and objectives of the proposed effort.  The project scope meeting is ultimately held to clearly define the anchor points or scope that will frame the effort of work that is about to be undertaken.   
	· To clearly define the purpose for and objectives of the project 

· To draft the project scope and phasing of the effort 


	· Latest version of the business case 

· Business objectives and targets

· Description of business problem or need

· Notes from any preliminary scope discussions

· Output from ideation and/or strategy meetings
	· Preliminary scope including proposed project purpose,  project objectives, assumptions, constraints and phasing


	· Facilitator

· Potential project sponsor(s)
· Potential project manager 

· Potential product manager
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Subject matter expert(s)

	Project charter concurrence  meeting
	Decision making
	Provide a forum for participants to confirm and agree upon the scope, proposed purpose statement, objectives, and key project drivers for the proposed effort.  An approved project charter serves as the official sanction or start of a project and allows for continued planning, funding, and resource allocation.  
	· To confirm the business case

· To finalize the project purpose and scope

· To confirm the key drivers of the project from both a business and a consumer perspective


	· Finalized business case

· Data analysis to support the business case and customer needs completed to date

· Preliminary project scope 
	· Confirmation of project scope

· Agreed-on project charter document

· Approval to formally fund the effort 

· Approval to engage a project manager
	· Facilitator

· Key executive(s) 

· Potential project sponsor(s)
· Potential project manager 

· Potential product manager
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Subject matter expert(s)


	Plan Phase Meetings

	Project planning meetings
	Creative development 
	Allow the Project Manager to meet with those identified as part of the core project team (may need to meet multiple times) to begin to identify potential subteams and to align resources with the overall purpose and scope of the effort based upon the finalized project charter.  
	· To confirm core project team members

· To identify extended project team members

· To develop presentation materials & agenda for the kickoff meeting
	· Finalized Project Charter

· List of potential core and extended project team member

· Notes from all preliminary project planning meetings 
	· Agreed-upon list of core team and extended project team members

· Finalized kickoff meeting Agenda

· Finalized kickoff meeting presentation materials

· Baseline recommendations for potential subteams and possible subteam members

· High-level project road map
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Line of business stakeholder(s)

· Technology representative(s)


	Key deliverable planning meeting
	Creative development & Decision making
	Determine and confirm the key deliverables that are required to support the effort and to agree on a standard format in which the deliverables will be created.  
	· To identify nonnegotiable key deliverables and the meetings required to create the key deliverables

· To align individual key deliverable meetings within the agreed-upon project timeline

· To identify baseline objectives for each of the individual key deliverable meetings
· To confirm project team owner for each of the key deliverables

· To agree on standard format of key deliverables  
	· Updated list of assumptions, constraints, dependencies

· List of any outstanding timeline concerns

· Proposed list of roles and responsibilities 

· Finalized list of subteams and subteam members

· List of standard project deliverables, if one exists, or list from similar type of project

· Sample deliverable templates, if they exist


	· List of nonnegotiable key deliverables

· List of key deliverable meetings and target completion dates (analysis and design meetings, business requirements meetings, technical design, implementation approach, communication approach, training approach, and so on)
· Updated proposed list of roles and responsibilities, with potential key deliverable owners identified.  

· Agreed-upon key deliverable formats
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Project management office representative(s)
· Subteam owners

· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Timeline creation meeting
	Creative development
	Allow the project team to think through the key project milestones in an interactive way.  This meeting provides a forum for all participants to discuss concerns, assumptions, constraints, dependencies and to look at potential mitigation strategies to overcome timeline-related issues (sometimes this meeting is held in conjunction with the project kickoff meeting)..  
	· To visually depict the size and time needed to complete the effort

· To uncover unrealistic dates and overlapping activities 
· To identify key constraints and dependencies
· To discover conflicts between the timing of project, operational, technology and potentially vendor timelines and activities that are occurring concurrently

	· List of all known assumptions, constraints, dependencies

· List of any scheduled enterprise application release dates

· High-level project roadmap

· List of key deliverables

· Known resources
	· Agreed upon project milestone timeline

· Updated list of assumptions, constraints, dependencies

· Timeline rationale 

· List of any outstanding timeline concerns
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Subteam owners

· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Kickoff meeting
	Information exchange
	Provide an opportunity to introduce the effort to the core and extended project team members.  This meeting generally serves as the official beginning of project meetings that involve the core and extended project team members who will be responsible for implementing the project.      
	· To review the finalized business case

· To review the finalized project purpose and scope

· To review the key drivers of the project from a business and a consumer perspective. 

· To discuss a potential project timeline
· To identify additional resources whose expertise is not represented

· To ensure the entire project team (core and extended members) begins to work on the project from the same baseline
	· Finalized business case

· Finalized project charter

· Proposed baseline project timeline

· Project background presentation materials (to provide history and background on work done to date)
· List of potential subteams and suggested team members
	· Confirmed list of core and extended project team members

· List of additional resources needed to join effort due to special expertise or the area they represent

· List of newly identified assumptions, constraints, dependencies

· List of concerns and issues with proposed timeline

· Draft of subteam groups and team members
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Subteam Owners

· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Lessons learned meetings
	Creative development
	Gather best practices and identify suggestions for improving the project process.  These meetings should be held multiple times throughout the project lifecycle.  Provides an opportunity to prioritize and to develop an action plan for implementing the suggested improvements.  
	· To share best practices

· To identify processes that work well
· To identify suggestions or ways to improve the process

· To discuss impacts of the lesson learned (on people, process, technology)
· To identify and prioritize a list of mitigation strategies (that will improve the process for the next project or the next phase)
· To identify the owner and a target due date for any improvement activities
	· List of individual ideas and thoughts (if participants were asked to provide a sample list prior to the meeting)
· List of high-level predefined categories to spark conversation

· Lessons learned from previous project efforts that may be applied to this project


	· Lessons learned matrix 

· Mitigation approach
	· Facilitator

· Project sponsor(s)
· Project manager 

· Project management office representative(s)
· Product manager
· Subteam owners

· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Execute Phase Meetings

	Rules of engagement
	Decision making
	Bring the members of the newly formed project team (core and extended) together to agree on the approach of how project documentation and communication will be handled during the course of the life of the project.  This includes determining the standing meeting schedule, the roles and responsibilities of each team member, status reporting guidelines, escalation guidelines and where and how to access project documentation.  
	· To clarify the roles and responsibilities of each team member

· To establish the status reporting guidelines (frequency, due dates, format, recipients)

· To establish escalation guidelines (document severity levels, key contacts, and methods of communication)

· To identify where project documentation will be stored

· To outline overall project communication processes 
· To schedule a standing project meeting (day, time, frequency)
	· Confirmed list of core and extended project team members

· Preliminary list of potential project roles (outputs from  planning meetings)
· Draft of subteam groups and team members

· Output from project planning & kickoff meetings 


	· Roles and responsibilities matrix (RACI chart:
R = Responsible

A = Accountable

C = Consulted

I = Informed).)
· Scheduled standing project meetings
· Finalized list of subteams and subteam members

· Scheduled subteam meetings
· Status reporting guidelines

· Escalation guidelines

· Documentation storage process

· Communication approach (for project team members)
	· PMF

· Project manager
· Core project team

	Project status meetings
	Information exchange
	Provide an opportunity for individual team leaders to give an update on the current status of their progress.  
	· To provide the status of work completed to date
· To identify activities that were scheduled but did not occur

· To provide a status on any open issues

· To identify issues that will stop forward progress of the effort if not resolved

· To determine what information needs to be shared in the stakeholder review meeting
	· Individual team member status reports listing…

· Accomplishments

· Work scheduled but not completed

· Issues 

· “Roadblock” items preventing forward progress until resolved

· Next steps


	· Consolidated status report to share with stakeholders

· List of cross- functional issues and impacts

· List of “roadblock” items that require stakeholder and executive decisions

· List of next steps in the project effort


	· PMF

· Project sponsor(s)
· Project manager 

· Product manager
· Project core ream

· Subteam owners
· Supporting functions such as Quality professional(s), legal & compliance representative(s)
· Subject matter expert(s)

	Stakeholder review meetings
	Information exchange
	Provide status of the progress made to date, outline key issues, and ask for direction to clear roadblocks preventing the project from moving forward.
	· To provide current status and health of the project

· To outline key risks and issues facing the project team

· To escalate issues that require stakeholder input for resolution

· To confirm that the project is on track with the overall vision of the stakeholders
· To determine what information will be presented in the executive overview meeting
	· Consolidated status report (from project status meeting)
· List of “roadblock” items that require stakeholder / executive decisions

· List of next steps in the project effort


	· One-pager 

· List of stakeholder resolutions to “roadblock” items

· List of unresolved “roadblock” issues to escalate to the executives for decision


	· Project sponsor(s)
· Project manager,  PMF

· Line of business stakeholder(s)



	Executive overview meetings
	Information exchange
	Provide an opportunity for the stakeholders and project manager to meet with the executives to report status of the progress made to date, outline key issues, and ask for direction to clear roadblocks preventing the project from moving forward. It is very similar to the stakeholder review meetings.  It is often a smaller audience than the stakeholder meeting (or is a subset of participants).   Refer to the one- pager document as described in Chapter Three).
	· To provide current status and health of the project
· To confirm that the project is on track with the overall vision of the executive team

· To outline key risks and issues facing the project team

· To escalate issues that require executive input for resolution


	· One-pager
· List of unresolved “roadblock” issues to escalate to the executives for decision


	· List of executive resolutions to “roadblock” items

· List of questions for project team members from executives
	· Key executive(s) 

· Project sponsor(s)
· Project manager, PMF 

· Line of business stakeholder(s), if required to better understand the issues



	Risk identification meetings
	Creative development
	Identify and assess the high-level risks associated with the project.  Some areas of focus include (but are not limited to) customer, employee, finance, operation and market risks.  A more in-depth meeting may include identifying all the ways a product or process may fail.  
	· To identify the potential risks surrounding the project effort

· To identify the causes and impacts of those risks

· To agree on the required actions and mitigation strategy
	· List of risks identified during any of the Key Deliverable Meetings (analysis and design meetings, business requirements meetings, technical design, implementation approach, communication approach, training approach, and so on)
· Any other identified risks from previous project phases
	· Prioritized list of risks by severity, probability of occurrence, and detectability

· Mitigation strategy for identified risks

· Identified “owner” to monitor the mitigation strategy
	· PMF

· Project sponsor(s)
· Project manager 

· Product manager
· Project core team

· Subteam owners
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)


	Team development meetings
	Coaching
	To encourage the development of a cohesive team and address any roadblocks preventing team members from being effective in their roles.
	· To review project goals

· To identify ways to improve the group's experience

· To assess what is working well 

· To identify roadblocks that are preventing the project team from moving forward
	· Project scope, purpose, objectives

· Team member project experiences


	· Confirmation that project goals are in alignment with overall business strategy

· List of roadblocks that need to be escalated

· List of best practices (to be incorporated into the Lessons learned matrix)
	· PMF

· Project sponsor(s)
· Project manager 

· Core and extended project teams



	Individual development meetings
	Coaching
	Review individual interests, set long-term and short-term goals, and establish key developmental steps to ensure continued professional growth. 
	· To review individual goals

· To correlate project team goals with individual goals
· To agree on career path steps
	· Individuals’ goals

· Project team’s goals

· Project manager’s goals

· Observations regarding individual performance

· Any other issues or topics to be discussed
	· Career development plan

· Action plan for resolution of issues, if any

· Commitment to development steps
	· Project manager
· Individual team member

	Control Phase Meetings

	Change control meetings
	Decision making
	Review project change control requests ensuring that the project tracks to the timeline, stays within budget, and does not experience scope creep.
	· To review incoming change control requests

· To provide project team with one of four change control decisions:
· Approved

· Complete

· Deferred

· Denied
 
	· Change control request form
	· Decision (approved, complete, deferred, denied) regarding individual change requests

· Updated change control matrix
	· Facilitator

· Project sponsor(s)
· Project manager 

· Line of business stakeholder(s)



	Crisis resolution meetings
	Creative Development
	Gather information when something is not working correctly.  The meeting is a brainstorming session where participants identify the problem(s), identify ways to correct the problem, and outline a target timeline to correct problem.  
	· To capture key problems and issues faced by the project team   

· To identify root causes of the problems and issues identified

· To identify suggestions to correct the problems and issues 

· To identify owners of the corrective activities

· To agree on a timeline for implementation of the corrective activities

· To determine impacts to the overall project timeline
	· List of individual ideas and thoughts about the problem (if participants were asked to provide a sample list prior to the meeting)
· List of high-level predefined categories to spark conversation

· Project timeline

· Risk matrix


	· Prioritized list of problems and  issues to be resolved

· List of corrective activities (with owners and timeframes identified)

· Updated project timeline

· Updated risk matrix
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Subteam owners
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)


	Turnover meetings
	Decision making
	Confirm who is responsible for or owns specific pieces of the project going forward as the effort moves from project status to normal course of business and daily operations.  During the meeting, any open action items or issues must have owners assigned and a plan outlined of how to close those items so the project can be officially closed.  
	· To clearly outline roles and responsibilities of project members to line of business owners

· To confirm that all project and implementation issues have been closed

· To identify an owner and a timeframe for resolution of any carryover items from the project team to the business owner
	· List of open items

· List of line of business and daily operations owners


	· Proposed roles and responsibilities matrix

· List of closed project implementation issues
· List of open project implementation issues
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Subteam owners
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Testing representative(s)

· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Close Phase Meetings

	Project wrap-up meeting
	Information exchange
	Confirm that the project is incorporated into the ongoing daily operations of the organization and tie up all the loose ends as it relates to the implementation, turnover plans and project deliverables.

This meeting should also provide feedback on the project results to goals thus far.


	· To verify original scope was met as defined

· To verify desired business objectives were met

· To obtain buy-in and sign-off on implementation activities so that project can be officially closed

· To review any outstanding or open implementation issues

· To gain agreement on approach to close or resolve any open issues. 

· To validate that all project deliverables have been finalized
	· Project turnover meeting documentation

· Proposed normal course of business responsibilities matrix

· List of closed project implementation issues

· List of open project implementation issues 

· List of project deliverables

· Assessment of project results to original goals (as known at this point)
	· Confirmation that original project scope and business objectives were met

· Confirmation of normal course of business responsibilities matrix 
· List of open project implementation issues 

· Celebration party scheduled

· Confirmation of completed deliverables and storage location of historical documentation
	· Facilitator

· Project sponsor(s)
· Project manager 

· Product manager
· Subteam owners
· Line of business stakeholder(s)

· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Testing representative(s)
· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)

	Project retrospective meeting
	Creative development
	Review of a consolidated list of all of the lessons learned.  Evaluate which mitigation strategies worked, which did not, and why.  Identify ways to incorporate learnings into future efforts.  
	· To share best practices

· To identify processes that work well
· To identify suggestions or ways to improve the process

· To discuss impacts of the lesson learned (on people, process, technology)
· To identify best practices could be applied to future efforts
	· Consolidated and categorized list of all lessons learned and possible mitigation strategies

· List of individual ideas / thoughts (if participants were asked to provide a sample list prior to the meeting)
· Learnings that the team or individuals may want to offer from their team development or individual development meetings
· List of high-level predefined categories to spark conversation

· Know who will own the resulting action plan


	· Finalized lessons learned matrix

· List of best practices that can be applied to future efforts

· Action plan for getting the improvements implemented


	· Facilitator

· Project management office representative(s)
· Project manager 

· Product manager
· Subteam owners
· Marketing representative(s)
· Technology representative(s)
· Quality professional(s)
· Testing representative(s)

· Legal representative(s)
· Compliance representative(s)
· Subject matter expert(s)
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