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Who is your host ?
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• Wim Pierson

• Project Manager @PHPro (Cronos Group)

- Where I had the opportunity to learn & grow

• 8,5 years of experience in digital projects

• Here to share insights & experience

• Questions -> interrupt

• Senior PM?

- welcome to share/contribute as well during presentation !
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a project can be similar to this dinosaur



Agenda

1. Before – what can you do before start of the project ?
Or at least at the beginning

2. Measuring + interpreting = knowing
How to have/maintain a quick overview and where you will end up ?

3. Team temperature
Stakeholdermanagement is not only external + generates insights

4. Managing your customer

How to get/keep your customer informed and aligned with YOUR story
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Before
Better to be safe than sorry !

How can you arm yourself beforehand ?

1
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Does your lead "check out" -> Qualification during pre-sales phase

• Before asking questions -> what (financial) information is available

• Purpose & goals

• Vision towards scope/planning/budget 

• Knowledge/experience with (IT) projects 

• Showstoppers/non-negotiables 

• Talking with the decisionmakers

• Architecture/context 

• Risks

• Before you "bite" -> get a good insight & feeling of your lead

- Trust your 'gut feeling' (enough) !
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Project Charter
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• A handy tool for every PM !



What will you do (and what not) ?

• Have a clear MVP/Project/Phase scope

• Indicate what is part of that scope

• Indicate what is NOT part of that scope

• MoSCoW

• Ask yourself ”Why” and what do we gain 

- (to help decide on priority)
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Content & MoSCoW
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• Make sure the 'big picture' is clear

• Structure your project (epics)

• Indicate where you will focus on

In 
Scope

Out of
Scope



Estimates & MoSCoW
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• Not only 1 high level estimation

• Visualize cost of your epics

• Different 'levels' of estimations

• Working epic per epic -> quicker feeling on velocity / cost projections

Individual estimations :

Estimations grouped per epic :

Estimations grouped per epic & prio :
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"CYA"

• Cover Your A**

• Make sure you prevent yourself from getting into trouble

- You : "remember I told you that we were going to do it like this ?"

- Customer : "But I remember it like that"

• Make clear notes

• Communicate decisions

• --> "put it in writing"
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Project estimations – CYA

• New Project <> existing project

• Did you really think of everything ?

- Setup project

- Analysis, (scrum) meetings

- Buffers for feedback, Unit testing

- Time for 

- Technical Architect

- Technical lead

- Non-functionals

- Hosting (set up) & periodic builds/tasks

- Support browsers/devices, Load/PEN-testing (digital projects)

- …

- Bucket to deal with changes -> dealing with it takes time as well ! (see later : T-shirt)

• Go as broad as you can + make it visible to your lead/customer

- Beter to have the customer say 'it is not needed (now)' than you have to say 'oh no, we did not think of this'
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Project Estimations – margin/investment

• What will you earn on your project ?

• Project cost is not only people doing something with an immediate deliverable

• Your project is impacted by other parameters :

- How experienced is your team ?

- Is the team already working together long, or is it a new group ?

- Every new project needs time 

- Who made the estimations?

- An experienced project member

- Who will do the work ?

- The same person that did the estimations ?
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Project Estimations – margin/investment

Calculate & take into account time

• (pre)sales

• Get to know technology/context

• Generalise for future benefit

• Learning & support

• Purely for 'internal' knowledge

- Know your margin

- Follow up on regular basis

- Is there space for (extra) investment ?
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Manage risks, assumptions, dependencies
Changes & decisions do have impact
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• Unclarity/doubt -> Assumption

• Known impact/dependancies -> Risks & mitigations

• After analysis things will be more clear -> this will have an impact as well

• Take a "picture" on a regular basis (after (important) phases/milestones)
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Do you know your key stakeholders ?

• Create a stakeholder map -> overview of people that play a role in the project

• Not only at your customers side, also other parties that are involved

• Handy trick : "RACI" principle
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Apply the "SPOC" principle for project efficiency

• Single Point Of Contact

• PM is SPOC, but you need a SPOC at the customer side as well

• -> make clear who will fulfil this role

• Validate the stakeholder map with SPOC & Project Sponsor -> CYA

- When you have their 'buy-in', it is easier to manage

• You don't want a sudden "important stakeholder" to show up in the middle of your project

• Also protect yourself from not-important stakeholders, to know what input you can ignore

- Put that responsibility also at the client SPOC

- Make sure that you maximize the fact that only relevant input comes your way
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Protect & support yourself
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• Do you have a coach or (senior) colleague for sparring ?

• 4-eyes principle

• It is always good to have a regular challenging session to

- Keep the "helicopter" overview

- Zoom in where needed

• Do this before taking it up with your customer

• Won't be the first time your coach prevents your from doing/saying/promising
something you will regret afterwards
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How to prevent ?

• Qualify lead

• Project Charter

• Scope / MoSCoW

• Insight in cost split (role, epic)

• CYA

• Margin

• Assumptions/Risks

• Stakeholders/RACI

• SPOC

• Sparring partner
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Measuring + interpreting = 
knowing

2
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Efficiency in measuring – need to have status insights (fast)

• Measuring = knowing

• YES ! But how much time do you spend/lose every time to get there ?

GOAL :

• Uniformization within the organisation

• Maximize INTERPRETING time, minimize measuring time in Excel

• Maximize time with team, customer...
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Efficiency in measuring – need to have status insights (fast)

• At PHPro we work with our “PM Excel”, which gives insight in

- Actuals

- ETC (Estimate To Complete)

- EAC (Estimate At Completion)

• Data comes from tools we work with (Jira, TIA, Planning) :

- 1-2u ’configuration’ at the beginning of the project

- 5min per ‘photo’ during project

- →Quick answer to question : ‘what is de financial status of my project ?’

• Pre-condition : actuals & documentation of tickets needs to be close to 100% !

• Result : you can have most of your time interpreting
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Configuration
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• Budget, general & split up per role/epic

• Link timesheet codes (or your system te match this)

• Link the correct rates you use

• Since we use Jira, we can structure on Epics, Labels or Component (JIRA specific)

Type here the title of the presentation



Status HL
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• Visual in EURO

• Visual in DAYS

Type here the title of the presentation

Manual update days of functional 
profiles according to planning



Status per epic
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• Per epic : actuals & ETC

- also % in comparison with budget and EAC

• Corrections (due to learning)

Type here the title of the presentation



Non Billable
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• Total

• Technology

• Learning &

• Support

Type here the title of the presentation



Attention points & gains 

• By dividing into roles/epics, you can follow up more in detail

- Quick insights in team 'velocity' -> also check here why

- No "budget is ok" until "budget is not ok"

• Make sure that all the work is in your backlog (Jira)

- See later 'Backlog management'

• Make sure that everything that needs to be done is estimated

- Don't take estimations for grantend / Definition of Ready

• Make sure you also foresee time for TA, feedback, releases, scrum... not only work

• Limit time to get to status, maximize time to challenge, follow up

- Do monitor evolution actuals, ETC, EAC
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Measuring + interpreting = knowing

• Find a way to quickly get insight

• Documentation & correct actuals is key

• Split per role/epic/feature

• Non-billable insights

• Understand velocity quickly

• All work estimated & planned

• Not only plan the work (overhead)
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Your teams' temperature
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First things first -> DO A KICK-OFF (prepared)

• Prepare that kick-off meeting !

• Prepare it with the impacted stakeholders

• Make sure there are no (unpleasant) surprises

- ...our SPOC will be name...

• Do this internal & external

• Make sure all stakeholders are looking same way

• Get the teams together frequently

- Efficiency in collaboration

- Team feeling & understanding from both sides
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Get your team on board (with the administration & why)

• "actuals & documentation of tickets needs to be close to 100%"

- Your Project/financial status depends on administration of your team

- Key is to make sure that they understand why (should not ONLY be an obligation) 

• Envolve the team in your financial insights, this will contribute to their

- Context 

- Ownership

- Feedback ! (see next slide)

• Also prepare & report steerco to the team 

• But don't be fooled -> weekly follow up will be needed (actuals & estimates)
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Measure temperature – Observe & listen to your team
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PM is not only numbers & excel

• Ask open questions to get insights where problems might arise that impact budget 

- "What remarks do you have ?" (ask individually & don't ask "do you have remarks ?")

- "We go live July 15th, does that seem feasible ?"

- "How goes the team ?"

• Observe : don't lose yourself the entire time in excel, make sure you join your team

- Gives you the opportunity to see reactions, to make sure everyone speaks up

- If you notice that your presence has the opposite effect -> find yourself a 'representor' within

• Within Scrum there are moments to get feedback (like a retro), but this does not work 
for everyone. Make sure you follow up individually.
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Gut feeling & common sense

• Frequently take time to step back and look, what caches your attention ?

• Nothing ? Look harder ! Does it all make sense, seem logic ?

• Still nothing ? Play a bit the 'devils advocate' -> try to think yourself what might go differently

• Listen to yourself :

- What does your gut tell you ?

- What does your head tell you ?

- Any doubt, even the slightest thing -> look into it

• You can always spar about it with your team and/or coach
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Team Temperature

• Prepared Kick-off

• Envolve the team in high level overview

• Listen/observe

• Gut/common sense
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Manage your customer

4
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Project Management triangle as context

38

• As PM your responsibility lays on 3 key factors

• !!! An optimal choice for all 3 factors is impossible in 1 project !!!

• They are connected to each other, like an elastic band, with 'Quality' as a central and 
important value

• "Pulling" on 1 (or more) of these factors will impact the others

- Make sure that the quality of your project does not go down the drain by giving in on everything 

• This might help to share this with the client, to get on the same page 

Budgetprognoses in IT-projecten

The "Devils Triangle" 



You want to finish the project

• You have to manage this 'moving' project (agile)

• You have to make sure we focus on the agreed prios

• The aim is to get to a point where you can say 'this is done'

• Ideally you have a short "tail" on your dinosaur

• The thing is: a lot of questions/feedback/expactations come your way

• It is import you capture that, we don't want to miss anything

• But we don't have to DO everything (now)

• Do a closure meeting/lunch

Budgetprognoses in IT-projecten 39



Budgetprognoses in IT-projecten 40

You want this

Instead of this



Backlog management

• It is important to capture everything, but qualify

• Is this in scope ? 

- Yes ? -> OK -> make a ticket/action point

- No ? -> parking lot (see next slide)

- No, but it is blocking for the project ? -> estimate and ask for approval (see next slide)

• Work with labels/groups (structure) to keep an overview on the scope-evolution (and budget)

- For example : label tickets as 'MVP-extra-scope' in Jira (or make a list in excel)

• Again : you want to hear your customer say 'ok, this is done for me'

- Ask why it is not done and what is expected for closure

- Somethings 'good enough' is good enough 

- Definition of Done
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Parking lot & T-shirt sizes

42Type here the title of the presentation

Parking lot :

• keep track of all the ideas

• T-shirt sizes : a handy way to give a high level insight quickly & help decide



Manage Customer

• PM Triangle

• Get to finish a project (split in phases)

• Backlog management

• Parking Lot

• T-shirt Sizes
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Thanks !

Questions ? 

Feedback ?

Wim Pierson

0473/56.31.32 wim.pierson@phpro.be PHPro.be
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