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Three Key Questions(
This job aid provides three questions you should ask stakeholders in order to have a clear discussion about a project. Their answers will reveal their interests in and perceptions of a project and give you early warning of emerging conflicts.

Because lack of stakeholder support is the leading reason for project failure, effective Project Managers make stakeholders alignment a top priority.
Stakeholder alignment is the process of understanding stakeholder interests and, as much as possible, aligning those interests with the objectives of the project. It takes skill in communication and negotiation to align stakeholder interests, particularly when stakeholders have very different perspectives and needs.
What follows is a practical tool for talking to stakeholders about a project. It should be used in two ways:

1. Understanding Stakeholders. Ask stakeholders the three key questions and make note of their answers. Stakeholder answers reveal their interests in and perceptions of a project, and when stakeholders answer the questions differently, you have early warning of emerging conflicts.
The goal of Stakeholder Alignment is to get agreement from stakeholders on what the answers to these questions should be. Note that it is easiest to achieve this agreement at the very beginning of a project – ideally, during the Define Phase.

2. Communicating with Stakeholders. While different stakeholders should have an opportunity to influence the answers to the three questions early in the defining and planning process, at a certain point, the project should arrive at “official” answers to the three key questions. These “official” answers should be approved by the Project Sponsor and Steering Committee.

Be sure that all stakeholders, including those who do not support your project, have a shared understanding of (i) what your project is doing; (ii) why it is doing it; and (iii) who will judge project success.
Three Key Questions:
1. How will we know when the project is complete?
The answer to this question is a list of outputs or deliverables, sometimes with measures of completeness or quality. Examples are as follows:
· “A policy report is submitted with recommendations for how to reduce traffic accidents”
· “Recommendations for how to reduce obesity are submitted along with an Implementation Plan for those recommendations”
· “New human resources software is designed and implemented”
2. How will we know when if the project has been a success?

The answer to this question names desired project results. It should not restate project outputs or deliverables; instead, it should state what impact outputs and deliverables will have on those outside the project. Examples are as follows:
· “Rates of childhood obesity do not increase as forecasted”
· “Traffic accidents are reduced by 35% in two years”
· “New human resources software reduces HR team workload by 20%”
3. Who gets to answer questions one and two?
The answer to this question names who the primary stakeholders are for a project. Examples are as follows:
· Project Sponsor

· Project Steering Committee

· End users of software
· Combination of the above



























































































( Modified from Don’t Park Your Brain Outside by Dr. Francis Hartman





Three Key Questions
1

[image: image1.jpg]