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3 Friends A New Project Manager Should Make              
                         by Jason Scriven 

There is plenty of advice in the project manager's secret handbook about managing your team, your clients, and managing 

up - and almost nothing is written about managing sideways. Likely because a sideways relationship within your organiza-

tion is not about managing a project - it's about rallying your colleagues to a common cause - even if that common cause is 

you.  

So as a first-time project manager, make three sideways friends immediately - one friend from Human Resources, one 

from Accounting and one from Systems (or IT, Computing Services, etc.). These new friends will save you hours of addi-

tional work, grief, and embarrassment and allow you to stay focused on hitting your milestones and keeping your clients 

happy. 

 Making friends is easy when you are a new PM, and it’s the perfect time to start building relationships with your Big Three. 

They likely know that you are new to the role and will welcome an opportunity to connect, even if it’s for their own selfish 

reasons.   Each of their areas, Accounting, HR and Systems are largely rule-based and protecting the organization, it’s da-

ta, and employees is one of their main responsibilities. They see you, as a new project manager, as someone they can in-

fluence to do things their way. The right way. Take this opportunity then, to do just that, and you will establish a reputation 

as a PM that respects and works with the support teams within your company.      

Your relationship with these friends should be built like any relationship within your project team itself, through a regular 

series of business specific meetings mixed with more personal interactions to allow each of them to know, like, and trust 

you. The business meetings should be conducive to their style, at their convenience, and on their home turf. It is respect 

that support units often don’t receive, and it will make you stand out in a positive way.                                                                                                                             

                              ...continued on page 3 
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Welcome to a brand new and exciting upcoming season of PMI 

Westchester!  

First, I want to personally thank my predecessor, Pawan Kumar, for his 

outstanding leadership over the past four years.  Pawan helped our chap-

ter exceed 600 members and provided quality programs and education for 

our members year after year.  Thank you Pawan for all of your sacrifice 

and dedication to the chapter. We are forever grateful.   

We have a proud history and I am very honored to be your new President.  

With a new Board of Directors in place, we are looking to bring new 

growth and expansion to our project management community.  We’ve al-

ready begun to hear from some of you on the ideas you want considered 

for implementation.  However, I want to challenge you to become a part of 

seeing those ideas to fruition.  Just like in our every day jobs, we can only 

plan and execute the things we are properly staffed to do.  In order to do 

more, we need more.  I want all of us to think about getting some of our 

member friends together and volunteer to help the chapter execute new 

programs and events.  This doesn’t have to be a long-term commitment, 

but one I feel you will find rewarding.  And hey, it looks good on a resume 

too.  Who knows, maybe we’ll even end up in the local newspapers, now 

that would be fun and cool! 

All I ask is that you think about it. Think about becoming a part of the con-

versation.  Come see me at the chapter meeting next week and I’ll tell you 

all the things I’m thinking…if you dare to know!  You might even like one 

or two.  

See you on Tuesday! 

Brenda Horton, PMP 

President 
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3 Friends a New Project Manager Should 
Make                              ….continued from page 1 

If your friend in Accounting likes a written agenda ahead of time to allow them to pre-

pare, make it so. When the systems manager only wants a quick meeting, pare down 

your items to the critical few and save on the stories and embellishments. If you have to 

schedule a little extra time with HR, because they want to chat about the team – then 

do it. Allowing each of them to work with you in a style that suits them will make them 

want to work with you more. 

While the business oriented meetings are important to allow the Big Three to get to 

know you, it’s in the more personal interactions where they will actually start to like you. 

As long as you listen; we are hard-wired to like people who like the same things we do 

and the best way to demonstrate that is to listen, carefully. You don’t have to have the 

same passion for classic cars, beanie babies or baseball that they do, but listening 

while they talk about their passions, their hobbies, and their kids will create a relation-

ship that is more than “just business”. That’s the kind of relationship that comes in 

handy when you need a special favor, a little extra time or maybe some forgiveness for 

an error in process. 

Most days, however, you won’t need your Big Three resources for anything special, but 

you can still make them feel like superstars. One of the great joys of being a project 

manager is giving other members of your team a chance to shine in their area of exper-

tise. Sideways managers or their staff are definitely part of your team and like anyone 

else they want to be recognized for doing good work. 

Your friends in Systems can make or break the success of project because they control 

communications. Respect that. Don’t try to Control, Alt, Delete your way out of a soft-

ware, hardware, network, Slack, Skype or conference calling mess. In fact, get ahead 

of the curve by reviewing your specific needs ahead of time and asking for recommen-

dations on what hardware, software, apps, and connections are best. Respect their 

knowledge of the organization’s capabilities and limitations and play within the guide-

lines they give you. 

Accounting staff spend their days, by choice, knee deep in spreadsheets, debits, credits 

and invoices. Some problem that seems complex and foreign to you, the new project 

manager, is likely right in their wheelhouse and can be banged out in no time. I’m sure 

you can spend time tracking receivables, calculating FTE’s and reviewing each item on 

the project budget, but why would you? That is not the important work of a Project Man-

ager. Not the work that finishes a project on time. Not the work that receives recognition 

when they are handing out medals and promotions. Leave it to the experts, even if you 

think you are the expert. 

Your HR friend is the same, spending their days with vacation policies, dress codes, 

workplace standards, terminations, disciplinary meetings, and FTE planning. Since 

building a high-performing, cohesive team is the most important work that you will do as 

a manager, having a partner in HR is crucial to your long-term success. It’s likely that 

none of your team members will report to you directly, which makes having an HR part-

ner even more important. They can identify the performers from the malcontents and 

prevent a toxic person from poisoning the team and the project.   

 Since each of these groups is rules oriented, the biggest thing you can do to earn their 

trust is to support them - in front of your team and your clients. Don’t allow an end run 

around the technology because a member of your project team thinks they know better 

because they used to be a developer.   Don’t try to sneak in another FTE. Keep your 

receipts and make your team do the same. Without this public support, your new 

Friends won’t trust you and will see you as someone that is “all hat and no cat-

tle.”                                                                                               ...continued on page 4 

 

https://www.facebook.com/PMI-Westchester-Chapter-340532847939/?fref=ts
https://www.linkedin.com/groups/115286
https://twitter.com/PMIWestchester
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When Can We Estimate? - Managing       

Conflict Between PM And Performer                         
               by George Pitagorsky 

Conflict is any disagreement about anything ranging from minor disagree-

ments to major ongoing warfare. It is a natural and useful part of any pro-

ject or relationship. People will disagree with one another about any num-

ber of things from how long it takes to do a task to whether the project 

should be continued or canceled. Conflict enables the discovery of opti-

mal solutions and becomes an opportunity to promote and sustain healthy 

relationships.  

When Can We Estimate? 

Let's take an example. Imagine a situation in which a project manager 

(PM) and a functional manager (FM) contributing to the PM's project are 

at odds about when to estimate the cost and duration of an activity to be 

performed by the FM's team. The PM is responsible to the sponsor for 

putting together a plan and estimate that would enable the sponsor, oper-

ational line managers, sales and marketing, training and other business 

functions to understand better how and when project results will affect the 

organization and their departments. Finance and sponsors want a sense 

of the cost. The senior stakeholders want the project estimate before they 

authorize expenditures on the project. The PM needs an estimate now.  

The FM knows that they don’t know enough to come up with a definitive 
estimate. They have been burned in the past by making an estimate that 
was too optimistic and has been forced to lower estimates that were per-
ceived as too pessimistic. The FM wants to wait until there are clear re-
quirements and committed resources before giving the estimate.  

Best Practices Eliminate Conflict 

If the organization follows best project management practices, there is no conflict. 

Best practices say that  estimates can be given based on a high-level under- 

                                                                                              ..continued on page 7 

3 Friends... 

                        ...continued from page 3 

 

When the project is done, make sure that 

your Big Three and their staff receive the 

same waves of praise that your team 

does. The first wave should be in public, 

verbally, and in front of the project team. 

A second wave of verbal praise should 

be in person to your friend specifically, 

over a one-to-one celebratory lunch or 

coffee. And the final wave should be in 

writing to the boss of each of your 

friends, formally praising their support 

and the part they played in making your 

project succeed. 

When you find a friend, or Three, you 

give yourself and your project the best 

chance to have the biggest impact on 

your organization. 

 

Jason Scriven is a 

career coach that 

works with project 

managers to help 

them Become 

Better People 

Managers, soon-

er. He has a Master’s Degree in Ex-

ecutive Leadership from the Universi-

ty of San Diego. Jason will be speak-

ing at PM World in Vancouver in    

October 2016. 
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4 Project Management Tips to  

Keep Your Virtual Team on Track 

                By Matt Keener 

Dispersed teams certainly have their benefits. However, conflicting  

time zones and priorities as well as language barriers may present  

new and different challenges. 

Those challenges, in turn, demand answers to questions like, How effective are you at delegating? And: Are you actually creating more confu-
sion than clarity? Here are four project-management secrets for keeping your virtual team running like the well-oiled machine it should be.  

1. Avoid email. 

It’s 7:02 a.m. on a Saturday morning. You’ve just finished your second cup of coffee, when a game-changing idea pops into your head. You 
feel tempted to send an email to your marketing consultant, but you know his inbox is already swamped with dozens of your other "great ide-
as." How can you ensure this one will actually get traction?  

Email is an ineffective means to delegate or collaborate with your team. Each email you send depends upon the receiving party’s ability to 
read, comprehend and take action. In addition, unless you have a stellar memory or spend time regularly scanning your “sent” folder, there’s 
a high likelihood that you will forget to follow up. 

Instead of sending email, then, leverage the power of project-management systems. For work that requires immediate action with defined due 
dates, assign tasks via Asana or Basecamp. New ideas can also be stored neatly on a Trello board. Be sure to set recurring meetings for 
your team to ensure accountability. 

Use those meetings, too, to review the idea backlog and discuss completed work. By doing these things, you’ll feel less stressed; and your 
team’s inboxes will be less chaotic. 

2. Set recurring tasks. 

Take out a sheet of paper and draw a line down the middle. On the left side, write the word “recurring,” and on the right side, put “not recur-
ring.” Now, stop and think about all the work your team does on a regular basis. Are these tasks recurring or not? You may be surprised to 
see the vast number of items in the "recurring" column. 

For each one of those tasks, identify who is responsible for each one and how often it repeats. Perhaps your bookkeeping assistant enters 
data into Quickbooks each Wednesday afternoon. Or maybe your content writer loads blog drafts into WordPress on Tuesday and Thursday 
mornings. 

Whatever the task and frequency, there are several free tools that can automate recurring tasks. Asana is especially helpful, as you can use it 
to define custom recurrence patterns. This flexibility accommodates virtually every work schedule imaginable. 

3. Employ group chats. 

If you rely on offshore workers or freelancers, you likely experience scheduling headaches. Perhaps it’s time to scale back the number of con-
ference calls and give group chats a try. 

Most virtual companies are already using Skype for voice or video calls. Using the chat (typed text) feature to host a group conversation is 
equally easy -- and potentially as rewarding. To get started, click “New Conversation” and begin adding your participants. Once your team has 
been added, you can type your first message to the group. If people are offline, they will see the message the next time they log on. 

Group chats can be very useful for fostering almost-real-time collaboration without the hassle of scheduling real meetings. The expectation is 
that each group member will check Skype daily and stay apprised of any changes within the thread. Many freelancers check Skype before 
they check email, so pinging the group can be a highly effective way to get work done. 

4. Build clear work instructions. 

As demand increases, you may find yourself needing to add more team members. To standardize the work being done, you'd be wise to de-
velop a set of work instructions. 

    .                                                                                                                                                                             ..continued on page 6 
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4 Project Management Tips To Keep Your Virtual Team On Track                     
                           …...continued from page 5 

Big companies that follow ISO 9001 standards are very diligent at documenting their processes. Why shouldn ’t 
you? Granted, you don’t need to go overboard and spend hours writing complex algorithms or booklets. Just 
start by creating some shared Google docs that are categorized by department, function and responsibilities. 
List out the steps to complete the work and assure quality. 

Then, once the work instructions are completed, share the links with the appropriate team members and attach 
them to the appropriate recurring task(s). That way, when workers view their daily work plans, they’ll see a 
targeted list of tasks, each of which contains detailed instructions for completion.                                                                                                                               

For most small businesses, the biggest operating expense is labor.  

By continually optimizing your delegation and project-management processes, you'll help ensure a higher ROI 
for your company and simultaneously increase engagement with your staff. Include paragraph breaks often 

 

 

Matt Keener is president of Keener Marketing 

Solutions, LLC and author of Executive in 

Sweatpants: A Handbook for Launching Your 

Work from Home Career. As an outsourcing 

coach, he helps both clients and contractors 

reach their fullest potential. Visit his blog for 

helpful tips on managing online workers, 

growing virtual teams and more.  
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10 Signs You 
Are  a Project 

Manager 

 

10. Becoming tired of hav-

ing a social life beyond 

work. 

9. Spending hours plan-

ning and re-planning a 

Friday night out. 

8. Thinking Rommel 

would have been more 

effective if he'd used a 

Gantt chart. 

7. Using so much jargon 

customers think you're 

speaking a foreign lan-

guage. 

6. Organizing your life into 

milestones. 

5. Setting time-based 

tasks for your family at 

weekends. 

4. Buying a personal copy 

of Microsoft Project for 

use at home. 

3. Giving regular status 

reports to your other half 

while doing the decorat-

ing. 

2. Creating a Gantt chart 

to plan your holidays. 

1. Referring to food at din-

ner parties as 

"deliverables." 

 

When Can We Estimate... 
                                         ...continued from page 4 

standing of scope but that they must be given in ranges that clearly communicate the level 

of uncertainty to be expected along with assumptions and risks. Best practices include 

iteratively refining the estimate as more is known. 

The further away from performance, the greater the uncertainty. If the functional group has 

never done this kind of thing before, the greater the uncertainty. The more volatile the envi-

ronment, the greater the uncertainty. With this understanding, the FM can feel safe in 

providing an estimate early on. She puts it in writing along with the assumptions and condi-

tions the estimate is based on. She relies on the PM to represent the project to the sponsor 

and other stakeholders in the same way. She relies on the opportunity to revise the esti-

mate as more information is available and as actual results unfold. 

Conflict Management Under Less Ideal Conditions 

There will be conflict under less ideal conditions, for example, if the organization 

does not have a healthy project management process and has a long history of 

blaming when it comes to missed deadlines and blown budgets. Best practices 

are often known but not yet followed as part of the organization's standard operat-

ing procedures - they have not been institutionalized.  

The PM wants an early estimate and wants the FM to have some skin in the 

game. The FM wants to hold off from estimating until there is more information - 

maybe three months down the road. As is often the case each may stick to their 

position without regard to the other parties position. A win-lose conflict is the re-

sult.  

Conditions, Positions, Wants, And Needs - The Evaporating Cloud 

Healthy conflict management relies on knowing the conditions surrounding the 

issue and the difference between wants, needs positions and solutions. The 

wants and needs lead to positions. Solutions emerge from communication and 

decision making in the context of goals and conditions. Positions are often based 

on erroneous assumptions.          ...continued on page 8 
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When Can We Estimate…                    ...continued from page 7 
"A position is a point of view or mental attitude, neutral, for or against something. It is an opinion held in opposition to another. 

It represents a “want.”"[1] Wants are driven by perceived needs, assumptions, and interests. Every conflict is based on the 

difference between the positions held by the parties. Conflicts can often be resolved by understanding the wants, interests, 

needs and beliefs that underlie the positions. With this understanding, it is more likely that common ground can be found. 

Common ground makes it easier for the parties to change their positions and still have their needs or interests met. 

In the case of the estimates, the FM's position is that there will be no estimates until definitive requirements and resource 

availability are known. The PM's position is that he must have estimates now. If instead of arguing about positions that seem 

to be irreconcilable, the PM and FM sit together to explore their wants, goals, needs, and assumptions, they can find a way to 

proceed that satisfies them both. Even if only one of them took the time and effort to separate the positions from what they 

really needed, he or she might be able to shift positions to enable an effective compromise. 

A Needs Fulfilling Proposal 

Here is one way that may play out: 

The PM explains the need for an early estimate, and the FM expresses their fear that they and the team will be held to the 

estimate even if the assumptions they identify turn out to be incorrect because scope and other conditions change. The PM 

acknowledges that the FM's fears are quite rational, given past performance. The PM tells the FM that they have the same 

issue about giving the project estimate. The two agree that they share the common goal of satisfying the sponsor and client - 

the senior stakeholders. The two turn to face the conflict rather than each other. 

The PM agrees to put their overall estimates in a form that clearly states the probability of a significant variance between the 

high-level estimates and the more definitive estimates that will be made when requirements are firmed up. They further agree 

to copy the FM on these estimates as they are submitted to the sponsor and client and to include the FM's estimate, assump-

tions and statement that the estimate can be off as much as 50 - 75% in either direction. 

This proposal not only satisfies the FM's need to be protected from fallout resulting from changes to the estimate but also ena-

bles the PM to properly manage the expectations of his key stakeholders. The proposal is so reasonable that it would be diffi-

cult for the FM to stick to her position. The transparency resulting from the sharing of the overall project estimate creates a 

trust relationship between the two parties. The need for safety and the need for an early estimate are both satisfied. 

When It Doesn't Work 

This resolution relies on the rationality of the senior stakeholders and their commitment to live with a degree of uncertainty 

regarding the real cost of the project. If there are estimate changes as the project progresses and the senior stakeholders 

blame the PM, the PM may resort to blaming the FM and others for the variance. This will make getting early estimates for 

future projects more difficult, if not impossible. 

The courageous PM will take the heat. They will remind the seniors of the assumptions and risks identified in the early esti-

mate. There will be preplanned revision points at which estimates will be revised, and the reasons for any variance clearly 

stated. 

If there are irrational expectations at the senior level, the conflict is now between the PM and senior stakeholders, not between 

the PM and FM. In this case, the same approach can be used - what are the stakeholders' goals, assumptions, needs and 

wants and how can they be reconciled with the needs and wants of the PM? With a hierarchy in place (PMs are usually well 

below the client and sponsor in the pecking order) the Evaporating Cloud approach is more difficult. The seniors may not care 

about the needs of the PM. In that case, the PM must find a way to convince the seniors that it is in their best interest to have  

rational expectations and to not perpetuate a cycle of missed targets and blaming. 

George Pitagorsky, PMP, integrates core disciplines and applies people centric sys-

tems and process thinking to achieve sustainable optimal performance. George au-

thored The Zen Approach to Project Management and PM BasicsTM. He teaches 

meditation and is on the Board of Directors of the NY Insight Meditation Center. 
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Chapter Meeting 

Sept 13, 2016 6PM 

Project Management for 

Social Good 

Agenda 

6:00 | Registration, Networking 
& Dinner 

 
6:45 | Announcements, Intro-
duction of Program 

 
7:00 | Guest Speaker or Inter-
nal Program (1 PDU) 

 
8:00 | Participants network and/
or participate in SIGs 

 
8:15 | PMO SIG, Quality SIG 
programs (1 PDU) 

 

 

Topic: 

Project Management for     
Social Good 

 PDU Category:  Leadership 

 Speaker: Mike Byrnes, 
PMIW Liaison to PMI Edu-
cational Foundation 

 

 

Fees: 

Chapter Members- $20 

Non-Members- $30 

We accept cash or checks.  
Sorry, no credit cards. 

Location: 

The Royal Palace 
77 Knollwood Rd 
Greenburgh, NY 

UPCOMING PMIW EVENTS 

Directions: 

From I-287 

 Take I-287 to exit 4. 

 At end of the exit ramp turn SOUTH and go 6/10 of a mile to the traffic 
light at Stadium Rd (sign may not be visible.) 

 Turn LEFT onto Stadium, go 50 yards then RIGHT into the unused 
end of the parking lot where it connects to the part with the stores. 
Pass the stores and the movie theater on your left until you come to 
the  Royal Palace.             

Topic Date Time 

Breakfast Roundtable- Managing the Art of 

the Tough Conversation 

Sept 27, 2016 7:30 AM 

PMP Exam Preparation Class –Fall 2016 Oct 1, 2016 7:30 AM 

PMINYC Annual Symposium Oct 14, 2016 7:30 AM 

Breakfast Roundtable– PMO’s of the Future Oct 25, 2016 7:30 AM 

Breakfast Roundtable– How to Make Your-

self Work When You’re Not in the Mood 

Dec 6, 2016 1:30 PM 
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PMI Offers On 
Demand Free 
Webinars for 

Members! 

If you are in need of 

PDUs and don’t know 

where to find them, look 

no further. PMI members 

can access a library of 

webinars addressing pro-

ject management trends, 

best practices, how-to-

guidance, and much 

more—all available to 

help you make meaning-

ful contributions to the 

project that you lead or 

work on. 

You can choose from a 

variety of focus areas. 

Just simply log into 

PMI.org and go to the 

Learning, or click http://

www.pmi.org/learning/on-

demand_webinars.aspx 

and you can select from 

any number of free webi-

nars, all while earning 

precious PDUs toward 

you recertification.  

You have nothing to lose, 

only PDUs to gain!            

Happy Learning!! 

    
IIL'S 2016 INTERNATIONAL PROJECT MANAGEMENT DAY 

November 3, 2016 
Earn up to 20 PDUs 

Registration is Now Open! 
 

The Critical Path is PMI Westchester’s free monthly 

newsletter, published as a service for members and 

non-members alike.  

We’re always looking for your contributions. Earn .5 

PDUs for every published article!  

To submit an article for publication, please contact : 

Kathy Steuber −  Newsletter Editor-In-Chief 

 newsletter@pmiwestchester.org 

The Critical Path 

 

Need PDUs? 


