PLAN UP
Simple Scripts to Convince Your Team &
Stakeholders You Need a Plan

For more information, visit teamgantt.com/plan-up

By failing to prepare, you are preparing to fail.
— Benjamin Franklin

Planning isn’t optional.
Chances are, if you’re reading this, you already know you need a plan to successfully
complete any project. But maybe the people you work with put up roadblocks.
It’s really tough to be confident managing projects—especially when it feels like you’re
working against the very people you need to make the project succeed.
That’s why we’ve created this quick guide.
Whether you’re researching, designing, building, or producing something, the only way to
ensure you’re actually on the right track is with a complete project plan. That said, you can’t
really get on the right track without buy-in from your team and stakeholders.
This guide puts the projects aside and focuses on how you can get your team and
stakeholders on board with plans before you even spend time creating one. Get ready to dig
into the best ways to explain why you need a plan, with tactics you can use to convert plan
doubters to plan makers.
After all, every project is a team effort, and your job as a project manager will only get easier
when you know everyone involved is planned up.

Go team!
Brett Harned
Director of Education, TeamGantt
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The Plan Up Mindset
Planning isn’t optional.
It doesn’t matter what kind of work you ship
or methodology you use. The only way to
ensure you’re actually on the right track is
with a full project plan.
So why does it even have to be said?
With business moving faster and faster, too
many teams see planning as a waste of time
that gets in the way of doing the work.
That’s insane.
Without a plan, how do you know you’re on
the right track? You don’t.

A plan is your only sure ticket to success—
and there are lots of reasons it should always
be part of your process:

▪ Plans minimize stress.
▪ Plans inspire confidence.
▪ Plans drive communication.
▪ Plans unite and focus teams.
▪ Plans create accountability.
▪ Plans keep deadlines on track.
▪ Plans prevent team overload.
▪ Plans take fear out of change.
▪ Plans mitigate risk.
▪ Plans increase profitability.

The Principles of
a Good Plan
Plans come in all shapes and sizes.
There’s no single standard format for an effective project plan.
It’s more important to build your plan around what your people
and project need and keep everyone updated and aligned
throughout the project. That’s where simple yet solid principles
will help.

1.

A good plan fits any process—even Agile.

2.

A good plan puts people first.

3.

A good plan sets clear expectations.

4.

A good plan evolves with the project.

How to Convince a
Doubter Planning Is Worth It
You may set out to create a plan with your team and be
met with resistance before you even create your first
task. It happens. Their reasons for not wanting to
participate in planning can range from serious concerns
to ridiculous excuses. Here are a few you may encounter:
Project plans can look and feel complicated.
Plans and priorities often change, and that
can make planning feel like a “waste of
time.”
Plans create accountability, and that makes
some people nervous.
Many team members want to work on the
project itself—not plan it.

Either way, you’ll have to get them on board with—and
invested in—your plan.The best way to do this is to
review the benefits of a plan and package up an
argument that directly addresses their concern and
illustrates how a plan will positively impact them.

Many stakeholders just want to see the
work product and don’t realize they play a
role in a project’s success.
There’s no industry standard for plans,
which can lead to disagreement on what
your plan should look like or how it should
function.

How Plans Benefit Your Team
Here are some key ways project plans benefit your
teams. These are high-level by design, but are likely
issues you’ll relate to. In fact, you may discover even
more benefits once you take your own team,
organization, product, and processes into account.

Plans show all of your assignments/
responsibilities in one place, making it easy
for you to plan your work.

Plans help us keep work in scope so you
know exactly what to do and don’t underor over-deliver.

Plans enable us to find you help when you’re
stressed and even identify opportunities for
collaboration to strengthen our work.

Plans help us spot issues and save you from
frustration due to things like indecision or
rework.

Plans help keep deadlines on track so you
won’t end up overwhelmed with work.
Plans help us keep work in scope so you
know exactly what to do and don’t underor over-deliver.
Plans help us spot issues and save you from
frustration due to things like indecision or
rework.

Sample Scripts to Convince
Team Members
This is where you’ll test the limits of this
guide. After all, complaints and concerns are
often highly personal. That said, we know
there’s no possible way we can cover every
scenario!
To get the most out of this guide, view these
examples as ways you can approach any
conversation, and feel free to adapt them as
needed. Just remember: The more personal
you can make the argument, the more likely it
will resonate with your team member.

Scenario 1:
The Busy Team Member
Feeling overwhelmed at work is a very real feeling for
many people. It’s also used as an excuse to put off the
tasks that can ultimately help your team members
avoid that stress.

The Conversation:
The Busy Team Member
Team member: “I’m too busy to plan.”

You: “I know you’ve got a ton going on. But a plan will help keep you from
feeling overwhelmed in the future. If you can make a little time now to
discuss the project and how you’d like to work, we can build a plan that takes
your needs and workload into account. That way we know what we’re up
against when it comes to tasks, effort, and deadlines.”

Team member: “I can’t see how that’s possible. I’m always so busy.”

You: “Having a plan for every project gives me a bird’s-eye view of all your
tasks and assignments. That means I can make sure we’re not overbooking
you with work. My goal is to ease the stress you’re feeling overall, and a plan is
a great place to start.“

The Bottom Line
Hey, stress is real. What you want to
communicate here is this: As a project manager,
you’re doing everything you can to ease
everyone’s stress by planning as much of their
work as possible.

TeamGantt tip:
When you use TeamGantt to plan and manage all
your projects, you can estimate tasks and view
overall workloads to help avoid issues. Having
this level of visibility into the work will give you
and your team the confidence to make decisions
about workloads and how to handle any project
changes that arise down the road.

Scenario 2:
The Siloed Team Member
Many projects include a variety of different tasks with
dependencies. Unfortunately, not every team member
will understand the complexities of the project or how
their work impacts others.

The Conversation:
The Siloed Team Member
Team member: “I really only care about my tasks on the project. Can you
just tell me when I need to get them done?”

You: “I can definitely do that, but there are some details we should discuss
as a team. A quick conversation about the pacing and requirements of the
work leading up to your tasks—and even after your tasks—will minimize
confusion around handoffs, reviews, and even decisions that could impact
your work. That all plays into the plan. I value your expertise and would hate
to see us miss something now that causes stress or frustration later. Trust
me, this is time well-spent for the whole team.”

Team member: “Doesn’t the rest of the team already know what I do and
how it helps them?”

The Bottom Line
The message you want to get across here is: It’s
not all about you!
You can’t let anyone on your team work in a
vacuum. Projects require communication,
collaboration, and even a little time to talk about
expectations and workflow.
TeamGantt tip:

You: “Possibly, but it’s a bad idea to make assumptions. We have the
opportunity now to avoid issues down the road, and that’ll help everyone on
the team—not just you.”

Discuss your plan with the team early, and note
dependencies and task requirements in
TeamGantt before work gets underway. That will
make the process a whole lot smoother for
everyone in the end.

Scenario 3:
The “Just Do It”
Team Member
Some people want to skip past planning and just get
down to work. That might work for small projects that
only rely on 1-2 people, but bigger projects require a
measured approach. A well-crafted plan has the power
to show you when team members can jump right in and
how their work impacts the rest of the team and
project.

The Conversation:
The “Just Do It”
Team Member
Team member: “Planning is a waste of our time. Let’s just jump in and get it
done.”

The Bottom Line
You: “This project might seem quick and easy, but there’s actually a lot to
consider beyond the work you’ll be doing. We also need to take the project
scope, goals, budget, and deadline into account—as well as any other
project work you or other team members have to juggle. If we can carve out
30 minutes to discuss this as a team, it will ensure we don’t miss anything
important that could cause an issue or delay, which could lead to rework,
missed deadlines, or budget overages. This is pretty important stuff, and I
need your help here."

You can’t “just do” anything that’s bigger than a
single task, and sometimes it’s easy for a team
member to look at a project and consider their
tasks alone. You have to help your team
members understand the bigger picture of the
project and how many things could go wrong if
you don’t have a plan.
TeamGantt tip:
When you pull your plan together in TeamGantt,
assign people to tasks so they have a sense of
how involved they’ll be at every turn of the
project, and don’t forget to add dependencies.
This will show team members all the work that will
happen around their tasks and make them think
more critically about how their work impacts other
tasks and people.

Scenario 4:
The “Things Will Change”
Team Member
Let’s face it: Plans change. That fact alone lead to the
Agile method. The thing is, you don’t have to be Agile
to respond to change. In fact, having a plan will help
you adapt and reset expectations as needed.

The Conversation:
The “Things Will Change”
Team Member
Team member: “The plan is just going to change, so why bother?”

The Bottom Line
You: “You’re right, things will change—and I’ll handle that with your input as
needed. But honestly, it’ll be hard for me to adapt quickly without knowing
how we all expect to work. Having a plan will help me assess risk, protect
everyone’s working time, and even come up with alternate plans as needed.”

Team member: “So you’ll need me to replan when change happens
anyway?”

Change will happen, no matter what—but that’s
no reason to denounce a plan. Even if change
doesn’t affect tasks or timing, you’ll need a plan
you can follow and update to ensure you’re on
the right track. That means progress is change
—in fact, it’s exactly the type of project change
you want!
TeamGantt tip:

You: “Yes. I know it’s not ideal, but part of planning is knowing things will
change and preparing for it. Getting your input now will make it easier for all of
us to weigh our options later so we can make decisions quickly. I’ve got your
back here. But I do need your help to ensure our team can roll with the
punches more easily.”

Taking time to create a plan in TeamGantt gives
you a baseline for what to expect—plus quick,
simple ways to explore alternate options when
change occurs. You can add tasks and
assignments, extend deadlines, and view
workload shifts in minutes. Knowing that almost
makes you want change to happen because
you’re confident you can address it quickly.

Scenario 5:
The Non-Committal
Team Member
Plans make every person on your project accountable
to specific tasks and timing in a very open way. This
visibility can overwhelm some people to the point
where they avoid actually agreeing to your plan. It’s a
tricky situation, but you can use it to build trust and
understanding.

The Conversation:
The Non-Committal
Team Member
Team member: “I’m pretty busy with other stuff, and honestly, I’m not sure
how long my tasks will take on the project anyway. Put in whatever tasks and
timing you want, and I’ll let you know later.”

You: “Hey, I understand you’re busy. The thing is, we have to make some
overall commitments to be sure this plan is as realistic as possible. I know
things could change by the time we get to your tasks in the project, and I’ll
address that change when it comes. But for right now, I need to have a
pretty firm grasp on what’s needed to get the work done so I can reassure
the stakeholders that what we’ve planned is feasible based on our scope.”

The Bottom Line
You don’t have to call someone out on not being
accountable by making them feel bad about it.
Sometimes you simply need to remind them of
the big picture so they understand there are other
issues at play and their task or deadline is just one
piece of a larger puzzle.

TeamGantt tip:
Team member: “Okay, just slot in 3 weeks, and I’ll make it happen.”

You: “I appreciate that, but it feels a little too general given the scope of the
project. That makes me uncomfortable. Let’s take some time to sit down with
the team to ensure we’re considering details. Trust me, we all want to move
on with this. But I need to make sure we’re thinking this through as a team so
we can ALL be confident, comfortable, and accountable for what’s planned. A
quick discussion will not only help the two of us, but the rest of the team as
well.”

When you rally a team around a plan, it helps you
get important details out in the open and set
clearer expectations. Documenting that plan in
TeamGantt will enable you to confirm and
manage those details and expectations better.

How Plans Benefit Stakeholders
You shouldn’t have to convince a stakeholder on the
need for a plan too often because they’re typically very
keyed into meeting deadlines and budgets. But some
stakeholders simply may not see the value. These points
can help you make the argument for how a plan serves
your stakeholders well.

Having a plan allows you to clearly map our
scope to deliverables.

Plans show you when you’ll need to devote
time to the project.

Plans give you an inside view of what the
team is doing on a daily basis.

Plans help us make decisions when change
occurs.

Plans keep everyone accountable to the
project.

Plans help us sort out issues before they’re
problems.

Plans help us deliver work on time.

Sample Scripts to
Convince Stakeholders
Just as with the sample team scripts, this is
where you’ll test the limits of this guide.
Remember, complaints and concerns come
from a personal place. But convincing a
stakeholder might be a bit more challenging
because their objections can also come from
someone higher up in the chain, like a
managerial or executive directive. That’s why
it’s important to explore their reasoning and
then make a case for your plan.
At the end of the day, you can always create
a plan for your team to follow and use status
updates to communicate next steps and
details to stakeholders. It’s not ideal, but
skipping a plan altogether is an even worse
option.

Scenario 1:
The Impatient Stakeholder
Sometimes stakeholders just want you to rush, rush,
rush to deliver. They may not care about your plan,
your process, or even your team. That’s fine and well,
but the only way you’ll meet their goals and
expectations is with a plan—one that not only accounts
for your team’s hard work, but for your stakeholders’
involvement as well.

The Conversation:
The Impatient
Stakeholder
Stakeholder: “Don’t waste your time planning. You have a team, and you
know what to do. Just get to work.”

The Bottom Line
You: “Creating a plan that will help us deliver on time and meet your
expectations is an important part of the work. Planning won’t take long, and
honestly, it will save us time in the long run.”

Stakeholder: “Whatever you need to do, just don’t spare any time. Let me
know when the project is done.”

It’s common for stakeholders to want you to do
your work in a vacuum. After all, they’re likely
overseeing several projects and initiatives. The
busy mind can trick us into thinking that “just
doing” will get things done faster—but projects
require partnership. Without a plan, you’ll end up
with no way to account for how and when you’ll
need project partners to participate.
TeamGantt tip:

You: “We’ll need your help to get the project done. Our plan will not only
outline our tasks and timing to meet the deadline, but will include major
milestones and decision points that need your input to make the project a true
success. Trust me, there’s nothing I’d love more than to come back in 3
months with a finished product, but I know there are decisions you’ll need to
make and feedback you’ll want to offer. A plan will show you how those points
fit in with our work so we can get your time when we need it. Otherwise, it will
be tough to keep things on track—and I never want to risk missing a deadline
or going over budget.”

When you map out tasks and milestones—things
that require your stakeholders’ involvement—in
TeamGantt, you set clear expectations about the
time and expertise that will be needed to move
your projects forward. That will make scheduling
meetings, key decision points, and even
approvals a little bit easier for you and your
stakeholders to manage.

Scenario 2:
The Carefree Stakeholder
Some stakeholders don’t care about the plan at all or
think they’re doing you a favor by being hands-off.
We’ve said it once, and we’ll say it again: Projects
require partnership. If you want to deliver a successful
project, you’ll have to find a way to engage carefree
stakeholders in the process.

The Conversation:
The Carefree
Stakeholder
You: “We have a detailed plan to share with you. Can I grab 30 minutes on
your calendar to review it together?”

The Bottom Line

Stakeholder: “Oh, great! I’ll take a look when I get a minute, but feel free to
carry on. You guys are awesome!”

Relaxed stakeholders are the best—until they
realize they didn’t plan for their work on your
project. This can drag everything down, including
timelines, budgets, and even morale.

You: “Thanks, we’re excited about the project! I know you’re really busy, but
it’s important for us to review the plan together. It includes some tasks and
milestones that will require your time and attention, and looking over it now will
help us avoid confusion or delays further down the road.”

Get ahead of this by helping your carefree
stakeholder understand their involvement in the
project is something you care about—and they
should too. You’ll show you know your stuff and
that you’re looking out for them at the same time.

TeamGantt tip:
Sharing is caring! Give stakeholders easy access
to your TeamGantt plan so they can follow along
with progress and be notified when their tasks are
coming due. You can add them as users of the
plan, send a view-only link, export a PDF, or even
share on your social networks.

Scenario 3:
The Busy Stakeholder
Stakeholders tend to have people and projects pulling
them in many different directions. That means you
need to help them understand what they need to pay
attention to if they want their project delivered on time
and budget. Don’t let people use “too busy” as an
excuse to disengage from critical parts of your project.
After all, a plan is likely the most critical piece of all.

The Conversation:
The Busy Stakeholder

You: “We have a detailed plan to share with you. Can I grab 30 minutes on
your calendar to review it together?”

Stakeholder: “Oh, I’m so busy. Just send it over so I can look at it when I’m
less overwhelmed.”

You: “I get it. But here’s the thing: If we don’t review the plan together now,
there’s a chance you’ll be surprised by something later. Or worse, we won’t
properly plan for your involvement at critical points of the project, and that
could mean timeline and budget extensions. That makes me nervous because
I want to knock this one out of the park.
Honestly, we can’t do it without you—you’re a very important part of the
project team. How’s tomorrow morning at 9 a.m.? We’ll make it short and
sweet. I can walk you through the plan and ask some questions to be sure we
agree on things. Then we’ll have dates for deliverable reviews, feedback
timing, and even approvals we can plan for. All of that will make this project
run a lot more smoothly.”

The Bottom Line
Being busy isn’t an excuse to skip a plan. In fact,
it’s the perfect excuse to have one! That said, it’s
tough to get the attention of busy stakeholders.
When you do have their attention, make a strong
case for why planning will help ease their stress
and save them time in the long run.
If that fails, you can always pull out the “timeline
and scope overages” argument. That one should
always grab a stakeholder’s attention because
they don’t ever want to see that happen to their
projects.
TeamGantt tip:
Make sure your plan’s tasks and timing match the
project scope. Then, use TeamGantt’s baseline
feature to capture a snapshot of your plan before
work begins. That will make it easy for you to
show stakeholders exactly how an action (or
inaction) will impact your project overall.

These conversations are tough
You may be thinking, These scripts seem too idealistic. I know I’ll be faced with
attitude and denial no matter what I say!
It’s true—you probably will. That’s why we’re offering some basic how-tos to
smooth out the conversation, paving the way for a well-done plan everyone can
agree on. The most important thing you can do is arm yourself with facts, make
your case, show your experience and expertise, and just talk it out.
If that’s not enough inspiration to get you moving, check out the next page for tips
on how to manage a difficult conversation.

Tips for managing difficult
conversations
Don’t avoid the conversation about planning.
In fact, get on it ASAP.
Deliver your message straight away in an
authoritative, but friendly, tone. (Saying We
always need a plan can be impactful, but
have back-up ready too.)
Be willing to listen to follow-up concerns or
issues.

Come up with solutions, and show you’re
committed to them. (Example: What if I share
the plan and point out the key points and
questions I have for you so we can have a
quick, effective discussion? That way we’ll
both get what we need.)
If you can’t get them on board in your initial
discussion, schedule a follow-up
conversation.
Worst-case scenario, have a plan ready to
review so you get what you need. (Sneaky
but effective!)

It takes as much energy to wish as it does to plan.
— Eleanor Roosevelt

All projects
need a
plan.
Meet deadlines, streamline team communication, and
keep everyone updated and happy.
For more information, visit teamgantt.com/plan-up

