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Introduction Module goals

Whether you are working with a new client or existing client This module discusses steps you can take to create a quality
you want to ensure you have a quality relationship with them. relationship with a new client or improve your relationship with
Even if you have an excellent standing with your client, you

may want to see if you can improve it. Following some simple
guidelines can either get you started or help you improve your
client relationships. This module takes 25 minutes to complete.

current clients.

After completing this module, you should be able to:

— Explain how to partner with decision-makers, especially at the
c-suite level.

Identify how to connect with the client to identify a need or drive
a solution.

Describe how to use listening skills when working with a client
or partner.

Recognize when you need to ask for targeted assistance from
others.

Module topics

Select any topic to continue.

Collaborate with the client Connect with the client Work with the client

5 minutes 5 minutes 5 minutes

Requesting help Check Your Knowledge

5 minutes 5 minutes

Resources

To learn more about Building Quality Relationships, check out the following link:

- Exploring the inner circle Black Deck (PowerPoint)

— Exploring the inner circle Insights from the Global C-suite circle (PDF file)

— Consulting Fundamental: Effective Communication Skills (PowerPoint)

— Global Blue Consulting Listening Skills (Web page) (Click Learn About at top right of screen, select Listening Skills)

— Leverage the Decision-Making Styles of Others (Video)
— Build and Develop Strategic Business Relationships (Video)

— Advice and Credibility Go Hand-in-Hand for Managers (PDF file)
How to Ask for Help at Work (PDF file),
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Collaborate with the client

The need for strong client relationships

Collaborating with your client stakeholders leads to building strong relationships
with clients. Which, in turn, can lead you to being able to influence your client’s
decisions, break down the barriers, and collaborate inside and outside of the
organization with your clients.

Connecting with a client can be difficult as many times c-suite and client executives
have very little time in their schedules to meet with you. To make better decisions,
executives require the most accurate information possible and in a timely manner.

Quality relationship characteristics

Collaboration is not the single criteria to building a quality relationship
with a client, you must also have honesty and mutual trust.

You and your client executives must have a shared strategic vision and be
comfortable with each other. However, you don’t want to become too
, comfortable with each other as that could stifle healthy tensions, fresh
/Quallty ideas, and different perspectives which are all part of innovation.

Relationship

Collaboration styles

Research has recognized three different collaboration styles for individuals and teams. These are cautious colleagues, natural networks, and
purposeful partners. Refer to the table for a description of each style.

Collaboration style Individual or team characteristics

Cautious colleagues Collaborates warily with their clients and is usually dictated by the type of industry

Already collaborates to a great extent with the client and does not plan to form deeper
nartnershins with the client

Natural networks

Uses collaboration as the means to drive innovation, usually has a specific goal in mind, and expects to

Purposeful partners network with the client to create a competitive advantage for the client

While being a purposeful partner is ideal, both natural networks and purposeful partners understand their customers. They are open to their client’s
influence. However, of these two, the purposeful partner can take this understanding of the client and convert the client’s objectives into dollars.

Distribution of enterprises with strong customer understanding and influence

41% 39% 20%
- - -~ [~ -

Purposeful Natural Cautious
Partners Networkers Colleagues

Distribution of enterprises with weak customer understanding and influence

23% 15% 62%

Purposeful Natural Cautious
Partners Networkers Colleagues

Source: Exploring the inner circle Insights from the Global C-suite Study
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Building Quality Relationships

Connect with the client

Communicating effectively

As a consultant collaborating with your client, you depend on your communication skills to be successful. If you are not effectively communicating with your
clients, you are likely to miss opportunities. Effective communication is not just about writing, speaking, or listening — it is also about connecting with your

rliant There are caveral ecommiinircatinn ckille if vnil can macter will enciire vnii are affective at all lavale nf ecommiinicatinn
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Deeply listen Interpret no Expectation Productive Be concise Confidently state your Know your why
verbal cues management push back value and differentation

real feedback from IBM clients and Partnhers on what works.

Interpret non-verbal cues: When
meeting face-to-face with someone,
approximately 55% of communication is
DOT"éerb?l' !\I?n-verba! communlcatlond This includes being clear about any
Includes facial expressions, posture, an issues that may arise. If there is a

Deeply listen gestures. problem or the potential for a problem,

communicate it with your client. Make
sure you can honor your commitments
and don’t overcommit.

Expectation management: Be very clear
about what is to be delivered, in what
timeframe, and the results expected.

This isn’t just being aware of your non-
verbal cues but watching the non-verbal

e cues of your client.

O

Be concise: Get straight to the point and

Productive be careful when using any Conﬁdently state
h-back communication medium. Remember, your value and
push-Dac both words and phrases have meaning. . . .
differentiation

O

o+

Know your why: Know why you are
communicating with your client, and
make sure your tone, word choice, and
delivery are consistent with this reason.
A call to action isn’t necessarily a
physical action, such as completing a
task or setting up a meeting; it could be a
non-physical action, such as leaving a
client meeting with a positive feeling that

your project is on the right track. Q

Decision-Making Styles
Let’s relect.

You have been learning about the importance of developing a strong relationship with your client. Do you feel you have a strong relationship with your
client, or are there areas you think you could improve? Reflect on what you have learned in this module and other modules, such as the personal and
professional power modules.

Now, take a couple of minutes to reflect on the value you bring to your relationship with your client and identify what communications skills you may
need to develop or enhance. This is not an elevator pitch, rather an honest reflection of where you feel your strengths and weaknesses are in your
communication skills.

Finally, type in a statement based on your reflection in the text block below and then download the text file for your personal use. Any information you
enter in the text box is for your personal use and will not be seen by anyone else.

Type your answer in the box below.
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Building Quality Relationships

Work with the client

Linguistic mirroring

When working with a client, one of the most important skills you can have is the ability to listen. You will quickly and easily earn
the trust of your stakeholders by actively listening to what they have to say.

When you pitch to a client or present to an executive with whom you have a preexisting relationship, you already have insight
as how the client thinks, reasons, interprets, and processes evidence. Having this insight enables you to tailor your message
and copy the client’s communication style. This ability is called linguistic mirroring.

Decision-Making Styles

Watch the Leverage the Decision-Making Styles of
Others video, which shows an example of how not
listening or learning about your client’s communication
style can be a deterrent to winning the client’s business.

Select the Play icon to learn more about decision-
making styles

Select here to view this video’s transcript.

Find common ground with your client

As mentioned previously, linguistic mirroring is one method to use to gain trust with your client. Another method is to find common ground with the
client. This doesn’t mean just in the work environment; you could potentially have personal common ground.

Select each tab to learn more about the different ways to find common ground with your client.

Common Indirect Contact Genuine
link link interest

g1

Another vital aspect of working with a client is to be credible. Let’s look at how to lose
ital credibility first. Have you ever worked with someone who continually asks for advice from
others but never takes it or explains why they didn’t take the advice or is persistently negative
Power And Influence about choices made by others? Do you feel you can trust this person? You would not consider
this person to be credible.

A contact, for example, your client likes going to museums to view paintings,
but you do not. However, your significant other does have an interest in fine
art, and you accompany them to museums.

Build credibility

Harvard E’

Business =
Review PLELN

On the other hand, how do you feel about the person who follows your advice or explains why
they may not follow it? Give people credit for work they have done or look to understand a
situation before speaking about it. This person is building credibility and is more apt to become
a trusted advisor to the client.

Read the following article by the Harvard Business Review, which provides two examples of

Advice and Credibility
Go Hand-in-Hand for
Managers

If you have an agenda, you're taking the wrong approach.
by David A. Garvin and Joshua D. Margolis

Module home

creditability. The first example shows how the head of a business unit potentially ruined his
credibility and how it affected his working relationships. The second example shows how an
executive created credibility with her colleague.

Advice and Credibility Go Hand-in-Hand for Managers (Note: This link takes you to a search

result page, click the Advice and Credibility Go Hand-in-Hand for Managers link. If the PDF file
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Building Quality Relationships

Requesting help

Realize you need help

You are working with your client and realize you need help. You’re concerned that
if you ask for help, your colleagues and supervisors might think you do not know
your job. This won’t happen if you approach asking for help in a logical manner.

How do you ask for help? Begin by doing a self-assessment of your current
knowledge.

— First, determine what you know. This will give you a starting place to figure
out what you don’t know and what you need to ask. Be thorough and honest
to yourself about what you do or do not know.

Second, determine if you can find the information yourself by researching
project folders and documents, emails, or the IBM intranet. While you don’t
need to look at every document, you must make sure you do conduct a
thorough review of the documentation.

Once you’'ve completed the self-assessment and determined that there is still a
gap in your knowledge, only then should you ask for help.

Who to ask for help

Now that you have determined you need to ask for help, who do you ask? If you
don’t know, you may need to reach out to colleagues or supervisors to ask for
names of individuals who may be able to help you.

Once you have a name or several hames, ask yourself who is the best person to
answer your question. Now, ask yourself if this is the correct person to help you.
Be truthful to yourself and be objective. The person you initially think can help
you may not be the best choice. You may be able to ask someone in a lower band
level to get the help you need. Generally, you should try to start with the lowest
possible band level when asking for help. If that person cannot assist you, they
will definitely point you to someone who can.

Organize your thoughts

Now that you’ve determined who to ask for help, you need to organize yourself.

— Next, decide when it is the best time to ask. Put yourself in the other person’s
shoes and take consider the person’s workload (if you know it), time zone,
work schedule, and preferred method of communication. If your choice
doesn’t appear to have the time, you may need to select another person for
help.

— You now need to determine where to ask your questions. Look in w3 and find
the person’s preferred method of contact and proceed accordingly.

— Finally, before contacting the person, write down your questions. Aside from
asking your original question, try to think of other questions you may want to
ask. It is always better to ask several questions in one communication rather
than in repeated follow-ups.

Receive help

Don’t assume the person will be able to talk to you. In the initial contact, aside
from introducing yourself, provide a short explanation of why you are contacting
the person, and then ask the person if there is time to talk to you and answer your
questions.

If the person you contact cannot meet with you, they may have a report or
collateral documentation that will answer your questions.

If you do have a meeting, make sure you share any information you already know,
what you found out during your research, and why you are asking for help. During
the meeting, ensure you understand the responses to your questions and write
down any information you receive that you need to remember. Once the meeting
IS over, show your gratitude by thanking the person for the help and offering your
assistance if they need help in the future.

Building a quality relationship with your client doesn’t happen overnight. You
need to build credibility with your client and connect with them through
collaboration, honesty, building trust, and asking for help when needed. Using
what you’ve learned in this module will go a long way toward your client seeing
you as a trusted collaborator having their best interest in mind. This promotes a
win-win situation. IBM gains or maintains a valuable client and the client gets the
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Launch the Project Effectively

,,,,,,,,,,,,,,

Introduction Module goals

Congratulations! IBM won a big contract! . _ _
Once a contract has been won, you need to take into consideration

Now, what is the next step? What do you need to do to ensure you resources, project plans, assumptions, governance, and work
don’t miss a step? What can you do to make the project run smoothly? location. This module will begin to give you the tools to succeed and
address those considerations and make sure your project runs

— —
“ “&
N .
V' .'

smoothly.

This module takes approximately 40 minutes to complete.

After completing this module, you should be able to:

— Describe techniques to identify assumptions, anticipate risks,
and plan for mitigation.

— Recall how to build a strong governance plan.

— Identify potential risks and predict points of failure.

Module topics

Select any topic to continue.

Assumptions, risks, and Governance plan Risk prediction and management
mitigation plan
10 minutes 15 minutes 15 minutes

Check Your Knowledge

5 minutes

Resources

To learn more about Delivery, Start it Right, check out the following links:

— Project Journey Guide (PJG)

— Integrated Project and Planning Forecasting (IPPF)

— GBS Learning & Knowledge (L&K) Project Management

— The Estimating 7 Keys

— Managing e-Government Projects with "The Seven Keys for Success"
— Seven Keys to Success

— Project Management, Chapter 16. Risk Management Planning

— Federal Forecasting for Public Sector (FFPS)

— FFPS Community page
FFPS video
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Assumptions, risks, and mitigation plan

What is at risk?

Everyone wants their project to be successful. However, everyone also knows a project can
run into trouble. Before learning about best practices to make your project successful, let's
see if you know what factors can put a project at risk of failure.

Use the text field provided to list factors that could put a project at risk for failure.

Type your answer here.

Select the plus (+) symbol to see factors that could cause a project to fail.

O

The IBM Pro ject Management team have identified 10 root causes that could lead to project failure. How does
your list compare to theirs?

— Ineffective or insufficient financial management

— Failure to implement or exercise proper change management process

— Lack of adequate project management plan or schedule

— Failure of IBM to fulfill responsibilities with the customer or other IBM organizations
— Inability to acquire properly skilled resources

— Technology and architecture issues

— Ineffective communications

— Lack of an adequate quality plan

— Lack of management oversight and support

— Lack of an adequate risk management plan

To ensure your project is successful you need to document critical information needed at each step of the process. Let's look at where to
start and best practices you can use to make sure your project is a success.

Where to start

The best place to start gathering information about this project is to
understand what was committed and the expected final deliverable.

Start by looking at the Statement of Work (SOW). Read the SOW thoroughly to
gain an understanding of the project requirements and the final deliverable.
Write down any questions you have or areas you need clarification. But don’t
stop there!

Next, make sure you are part of an official handover meeting with the owner of
the SOW. This meeting can either be in person or virtual; but is necessary to get
clarification on any points where you need it as well as answers to any
outstanding questions.

Ask the SOW owner the questions you wrote down previously. Also, have the
SOW owner explain any points where you need clarification.

Key activities to be performed at project launch
Understand

Along with understanding the SoW there is other information that you must take into my contract
consideration. The Project Journey Guide (PJG) provides a Project Launch wheel that Resource my
helps you start and keep track of your project. project

From the PJG home page you can open a PJG for your project. You can also watch an

overview of the purpose of the PJG, take tutorials, and see tips to help you get your

project started off right. Technical Establish
aspects _; governance

Let’s take a brief look at each of the eight sections of the Project Launch wheel to see
what you need to be aware of as you move your project forward. /

Items shown in blue text on the popup must be completed within Supplier Financial
10 days of project launch. The remaining items should be set-up set-up

completed within 45 days. Project

management

)

set-up

Use the text field provided to list factors that could put a project at risk for failure.

Type your answer here.

Select each plus (+) to read more about causes of troubled projects

° Understand my contract

— Ensure you understand the agreement or contract.

— Conduct a formal solution handover.

— Verify the project is General Data Protection Regulation (GDPR) compliant.
— Ensure internal Document of Understandings (DOUs) are in place.

c Know my client

G Establish governance

c Financial set-up

Q Project management set-up

— Ensure project management plans are created.

— Conduct a project kickoff

— Verify the Project Management Support Summary (PMSS) is in place.
— Determine how often the management team meets.

— Decide who should attend the management meetings.

0 Supplier set-up

Technical aspect

-+

Resource my project

X

— Verify a human resource/staffing plan is in place.

— Confirm the project claim codes are established.

— Check that the onboarding/offboarding process is documented.
— Ensure the project is staffed as solutioned.

Ten tips to start your project right

To be successful in starting your project off right you need to employ your skills in a variety of ways.

Select each plus '+' button to learn more.

O Be accountable

Make yourself accountable to
O O make sure things are done not

only in a timely manner, but on
SARAA time.

Communicate with others Trust individuals

Start right

Remember, while you do need
technical skills, starting your

project right relies more on soft
skills.

v skills are your listening skills.

Listening to your client, peers, G
team members, and advisors to
make sure you are leading

Cover all aspects effectively.

Listen Motivate and engage team
J _ m
) — Just as important as your soft Don’t forget arbitration can be a

Ground the solution

powerful tool. Don’t
automatically say no, if you are

not able to do something now,
you may be able to do it later.

Arbitrate

Policies and procedures

Be aware of IBM's policies and
procedures and adhere to them.

Tools to help with financials and risk management

Another important aspect of starting your project right is to use the Integrated Project Planning and Forecasting (IPPF) tool to make sure the price case is

set up correctly and the cost case is right.

Select the right or left arrow to learn some risks you may need to address during the lifespan of your project.

Integrated Project Planning and
Forecasting (IPPF) tool

Another important aspect of starting your o |

. . . . Alert notification preferences = IPPF home (
project right is to use the Integrated Project
Planning and Forecasting (IPPF) tool to make R Asia Pcifc G
sure the price case is set up correctly and the Asia Pacific & GCG [7a][37)]

SOW Analyzer

13:00

The IPPF is used internally by IBM project
manager and partners during project deliver
to help in managing and controlling project
financial and non-financial information. Data
Is received from various IBM systems and

Europe & MEA Latin America & Canada United States Japan

COSt case |S nght. Related applicat “‘-;‘-‘ftartdailywindow — — End daily window

................................................................................. "Technical SME" for Phase Gate 1 - workaround ©®

...........................................

09:00-l-——-—mm e

notices
Completed OK ~ Completed - minor issues Critical issues
Geo: AP EU JP LA US
[RESOLVED] No Submit Approval buttons in Monthly ... €

Geo: AP EU JP LA US
Invalid date CPM exemption - workaround [©}

Geo: AP EU JP LA US

used by the project manager to better
understand the performance of their project.

Module home
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Governance plan «
What is a governance plan?

The governance plan, or G plan, is used to help you identify project priorities that need to be
communicated throughout the life of the project. This plan is robust enough to launch the project and

keep it on track through the end of the project.

As you develop the governance plan you need to keep in mind the components of governance and the
value of having a governance plan in place.

Select each tab to read more about governance.

Characteristics of governance Value of governance

ot — Consistent communication.
! — Transparent priorities.
< — Structure is aligned to business strategy.
b — Provides clarity of roles and responsibilities.

— Has a clear decision framework which includes the:
« Schedule

>—
\ « Process for change management
p - Deliverable approval process
‘ - Escalation process
= « Reporting status
k_/ — Provides metrics that demonstrate the effectiveness of the governance model.

— Describes the quality of the project outcomes.

| &=

Three-tier governance model

Having a good governance structure, allows you to be flexible and adaptable to a client’s needs and wants. The three-tier governance model promotes
transparency and cooperation, a win-win partnership between the client and IBM.

Client IBM

Executive Steering Committee Meetings - Quarterly

¥

L . CIo « Client and IBM strategic update « Industry Vice President
8,” « Contract Executive « Current high priority initiatives « SO Executive
W - Transformation Director « Balanced Scorecard  Proiect Executive ;’U
/ 5-)- « Other participants as needed « Innovation « Other participants as needed =
o @
—
[ ‘T‘\ . L4
' 0 Management Meetings - Weekly/Monthly _g
- Contract Executive « High profile initiative / project reviews « Project Executive g)
< - Contract Manager « Risk and issue management and resolution « Delivery Project Executive é
QE) - Finance Manager « Operational performance reviews:  Contract Manager —_
@ - Other participants as needed « Contract Manager « Finance Manager g
'?é) — SLAs « Other participants as needed =
c — Finance Manager 3
1" : : : (¢»)
s — Project Status Reviews for key projects W
— Contract / Finance Management =+
c
O
=
‘g Service Delivery Meetings - Daily/Weekly =
® - Contract Manager  Operational performance « Delivery Project Executive
c : : : : : :
o - Service Manager « Operational risk and issue management « Service Delivery Managers
+  * Business Manager « Change Management approvals and schedule - Service Managers
& ° lechnical Manager - Key escalations « Technical Architect
~ 8. « Project Manager « Project Manager

Key components in project management governance plan

Select each tab in the flip book to learn which components MUST be established in a governance model.

Structure

All projects have roles, all roles have responsibilities. This section of the
Goals governance model shows each and a clear list of the responsibilities for each role.
Some common governance roles are:

— Program sponsor

— Program governance board (member)

— Program manager

— Project manager

— Project team members

Schedule

Checkpoints

.,
2.4
34
- -

Quality Process

Viodule home

. 00 N8

Previous topic

| Nexttopic
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Risk prediction and management

Apply eminence successfully

Launch the Project
Effectively

All projects have risk factors. Some projects have more risk
than others, some projects have less. Some projects have
low level risks, and some projects have high level risks. It is
your responsibility to determine potential risks, the impact
of each risk, and how to potentially mitigate the risk.

Risk prediction and
management

Select the Play to learn more about risk management.

Select here to view this video’s transcript.

Identify risks and the associated impact

A table can be used to help identify risks and the impact a
ImpaCt risk or risks could have on the project. To use the table:

Identify assumptions and failure points that could put your
project at risk. List these in the Assumption column.
Identify how this assumption or failure point could put your
project at risk and put these in the risk column.
Determine the impact this risk could have on your project
and put these in the impact column.

Assumption Risk

When you know the risks associated with your project, you
can work toward mitigating the risks, which will increase
the chances of a successful project.

Identify assumptions, risks, and impacts

Identify whether the following statements are assumptions, risks, or impacts and move each statement to the correct box. Once you have sorted each
statement under Assumption, Risk, or Impact, select "Submit Answer" to reveal the correct answers.

The options assumption risk impact

W U NS -

Submit Answer | Question not submitted. Submissions available: 1 '

Causes of troubled projects

You may be starting your project with great ideas and a positive mindset; but you’re also
likely starting with a few assumptions made based on your knowledge of the project. What

Understand

my contract

happens if your assumptions are wrong? What risks could slow down the project? Not all risk

: , : e L Resource my

risks can be prevented, for those that can’t be prevented, you should create a risk mitigation S

plan. /

Once you have identified risks, look at your project again to see if you missed any potential Technical Establish

risks. aspects governance

risk risk

One risk that cuts across all the major management areas is ineffective communications. Use

what you have learned previously to effectively communicate with your client, peers, team : _ .

members, and vendors. Supplier —\ Financial
set-up risk . A\ set-uprisk

Project

Remember, the Project Launch wheel with eight spokes you looked at earlier in this module? management

Let’s look at some risks you may need to address as you move your project forward.

set-up risk

Select each plus (+) to read more about causes of troubled projects

° Understand my contract risk

You need to know what the contract says and if it clearly stated. Some risks that may occur are:
— No stakeholder agreement
— A poorly stated solution or estimation

— The overall quality of the SOW is poor or hard to understand
— No completion criteria

0 Know my client risk

0 Establish governance risk

c Financial set-up risks

6 Project management set-up risks

All projects need to be managed correctly. If you do not have sound project management, you risk the chance your project may
fail. Some risks that can occur are:

— The project management plan is poorly written.

— Relevant stakeholders are not identified throughout the plan.

— A change management process isn’t identified.

— Itis not known how to handle turnover when a stakeholder or team member moves off the project.
— There isn’t total agreement on the solution.

— The approval process is rushed.

Supplier set-up risks

Technical aspect risks

-+

Resource my project risks

X

An important aspect of a project, but one that may not always be adequately covered are resources. When resources are
mentioned, it is usually assumed to be discussing people. However, remember, there are other resources that may be needed
such as facilities and supplies. Here are risks that may occur:

— Inadequate facilities are identified.

— The staffing plan may not be held to. For instance, the SOW calls for x amount of Band 6 resources; however, there are not
enough Band 6 resources available, and a higher band is used.

— Individuals do not have the needed skills at the band level requested.

— There is an inability to acquire resources with the right skills.

— There are not enough people to staff the project when it starts.

— Time is not allocated to bring the team together or up to speed on the project.

— The project is delayed, and the resources are on the bench. Do the resources remain on the bench or are they assigned to
another project? When the project starts, how will it be staffed?

A real-life tale of risk management

You have been learning how to identify risks and assess
their potential impacts on a project. Let's listen to (insert
name and job title) as he/she talks about a risk he/she
anticipated and a risk he/she did not anticipate and how it
was handled.

Select the Play to learn how (insert speaker's name)
handled risk management in his/her project.

Select here to view this video’s transcript.
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