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A weekly meeting between stakeholders on the project to give updates on progress or issues.

	Updates On Last Weeks Commitments

	Record everyone’s update on the previous week's commitments, if there are any.

	



	New Commitments

	Record everyone’s new commitments for the next week.

	



	Clear The Path

	This is where we write down solutions to peoples problems they have encountered with their commitments or other possible tasks that have gone poorly. The team can help with this if necessary.

	



	Other

	Any other notes that need to be added or addressed.

	



	Team Accountability

This should be a weekly 20–30 minute meeting between stakeholders on the project to give updates on progress or issues. This is different from a project status meeting that gives updates to executives and key stakeholders.

All stakeholders involved and tasks that have been
listed out and assigned should also be visible to
everyone included in the meeting.

This weekly meeting is crucial for moving a project
along. The project manager is the person in charge
of making sure this meeting happens. If someone
can’t make it to the meeting then it is the project
managers' job to report that person’s updates on the project accurately to everyone else.

This is a tool that can be used to evaluate the
progress on the project. Keep in mind this won’t
force people to magically work, project managers
have to do that with buy-in separately.

This should be kept as a record for future review of
the project or past mistakes in the project.

Session Goals

· Focus on the project schedule and Budget. Are we where we’re supposed to be? If not, why?
· Focus on how we can help each other clear the path when necessary.
· Commit to doing specifically what’s necessary to get the project back on track or keep it on Track.
· We do it quickly and stick to the purpose of the meeting.

Micro Check-Ins

It may be necessary to have micro meetings or one-on-one meetings with stakeholders and team members. This form can be used for those as well.

This is not just another reason to meet. These are crucial meetings possibly throughout the day to make sure everything is going well. This doesn’t replace Team Accountability Sessions nor does it require all stakeholders or team members to be involved. You may need to have multiple of these as project manager.
	Dealing With Difficult Stakeholders

How do you hold people accountable who are being difficult on the project, or don’t want to hold themselves accountable? This is done first by holding yourself accountable for mistakes you make on the project, and admitting them. Don’t shame people or disrespect them. But also don't avoid doing anything about it. Once you let something slide, everyone else will either keep allowing things to slide, or the people doing the work will lose respect for you and other stakeholders. 

Remember to use the four keys to a successful project manager:

1. Demonstrate Respect (Don’t shame them)
2. Listen First (Listen to them and let them speak)
3. Clarify Expectations (Restate the commitment)
4. Practice Accountability (Let the team member know everyone counts on them)

This will hopefully re-enforce that they have let the team down, not just the project manager, and get other team members to hope they don’t put themselves in that position by slacking off.

You may need to meet with this person one-on-one. Team members need to know you are handling the situation. Make sure everyone knows this. Use the Conversation Planner form to help guide you in this.

Keep in mind these solutions may not work every time. Meetings can be stressful and tense, but approaching these types of meetings with patience and empathy is the best way we can keep projects moving forward
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