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The workbook  
 

The workbook is designed in such a way that you can use it independently. 
However, it will be much more enjoyable and productive if you carry out these 
exercises with your project team and use them to stimulate discussion about project 
management standards in your organisation and project consortium. 

You will learn and practise how to:  

● Build and manage your project team, 
● Effectively use a steering committee, 
● Use team management tools such as RACI, 
● Organise meetings, 
● Develop and motivate teams. 

 

People management is the most important task of a project manager. A good project 
manager is a person who motivates, manages, and directs their project team. 

Project teams can be composed of people who work in the same organisation and in 
the same location (office, building); in the same company but in different locations 
(cities, countries); or work for different organisations who came together to 
implement  a common project (project team members work together on a project but 
are not based in the same building, city, or country). 
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1. Organisational structure 
 

Organisational structure is a factor that influences how projects are conducted. It 
affects the time that people can give and, often, their attitudes towards projects. The 
structure defines whether people work full-time on projects under the lead of  
a project manager, or report to a functional manager with only occasional 
involvement in projects. 

 

There are three types of organisational structures: 

1. Functional – in this case each employee has one clear supervisor. Staff 
members are grouped by speciality, such as marketing, engineering, etc. Each 
department does its projects independently of other departments. 

 

Grey boxes represent staff engaged in project activities1 

                                            
1A Guide to the Project Management Body of Knowledge (PMBOK Guide) (5th ed.) (2013)  Project Management 
Institute 
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2. Projectised– most of the employees are involved in project work and project 
managers have a great deal of independence and authority. 

 

3. Matrix – this is a mix of functional and projectised structures. Matrix 
organisations can be classified as weak, balanced or strong depending on the 
level of power and influence between functional and project managers. Here 
is an example of a balanced matrix organisation2: 

 

                                            
2Ibid. 
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Exercise No. 1 
Organisational structure 

 
What kind of structure is applied in your organisation? What kind of structures are in 
your partner organisations? 

Why is it important to know? It will help you to plan how to engage your team. 
Moreover, if you manage an international project, knowledge of the organisational 
structures of your partner organisations will help you understand who the decision 
makers and important stakeholders are. 
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2. Teams in European and international projects 
 

An international project team is a group of people who work together on a project 
but are not based in the same building, city, or country.  

Such teams are known as virtual teams or geographically dispersed teams. They 
usually meet at six-month intervals in one of the partner organisations’ locations. 
Between face-to-face meetings, the team communicates by information and 
telecommunication technologies, such as email, phone, Skype, or project 
management software. COVID 19 further reinforced the need for remote team 
management skills. Many software providers, such as Google and Zoom, now offer 
online meeting tools that can help to replace face-to-face meetings. 

Project consortiums include partner organisations from different countries. 
Consortiums can be made up of universities, schools, non-profit organisations, 
research institutes, SMEs, and multinationals, public administration units.  

The composition of a project team in international projects:  
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The project manager is based in the leading organisation. Sometimes, they are the 
person who wrote the project application or who was involved in the process of 
writing. At other times, they are nominated by supervisors to manage the project 
once it has been approved. For this workbook, people who manage the project in 
partner organisations are called project coordinators, although in reality their titles 
may vary between different organisations, e.g. project managers, EU managers, 
project coordinators, administrators, etc. The project manager and the project 
coordinators each supervise a group of staff and experts in their organisations. 

A very important cornerstone in both international or European projects is that the 
partner organisations are equal. It does not matter whether an organisation is a small 
NGO or a well-established national research institute; their voices are equal. All team 
members have the freedom to express their opinions and concerns.  

The role of the whole project team, apart from delivery of project outcomes, is: 

▪ Identification and involvement of stakeholders, 

▪ Time and cost estimation, 

▪ Risk identification, 

▪ Ground rules enforcement (more information in the kick-off meeting section), 

▪ Implementation of preventive and corrective actions. 

 

 

Exercise No. 2 
Project team 

 
Create a structure for your project team. List all the organisations involved, write 
down the names of project coordinators and those who make up the staff and expert 
teams. This task will make your life as a project manager much easier later in the 
project. You will know who is responsible for what project area. 
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Exercise No. 3 
Project team: role & contact details 

 
Once you know who your team is and what the team structure is, create a database 
with all the necessary contact information and a description of each team member’s 
role. Keep this document (an excel version is also available on our website) up to 
date, and make sure that your team has access to it. It is important that people know 
who is responsible for various project activities. 

 

No Partner 
organisation 

Name & Surname Position Contact details Role in the 
Project 

1      

2      

3      

4      

5      

6      

7      

8      

9      

10      
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3. Steering committee 
A steering committee is composed of the most senior team members from each 
partner organisation and, if required, other important project stakeholders. The most 
important role of the steering committee is to approve project deliverables, evaluate 
risk, and manage conflict. 

The steering committee meeting is ordinarily held on the last afternoon of each 
partner meeting. The partner meeting and the steering committee meetings should 
each have  a fixed agenda that also allows for the consideration of unplanned 
matters. The fixed agenda items at the steering committee meetings should 
comprise project deliverables acceptance, quality, financial status, reporting, risk and 
change management, and problem solving. 

The composition of a steering committee: 
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Exercise No. 4 
Steering committee 
 

Think about your current project. If it does not already have a steering committee, 
think of who could be involved in it. Fill out the diagram: 
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4. Project team management tools 
 

The RACI matrix3 is a useful tool to document and manage team members’ roles and 
responsibilities. RACI stands for Responsible, Accountable, Consulted, and Informed. 
The assigned resources can be shown as individuals or groups. 

 

Responsible are those who do the work to achieve the task. 

 

Accountable  is the person who is ultimately answerable for the correct and thorough 
completion of a deliverable or task, and the one who delegates the work to 
those responsible. There must be only one accountable person specified for each 
task or deliverable. 

 

Consulted  are those whose opinions are sought, typically subject matter experts, 
and with whom there is two-way communication. 

 

Informed  are those who are kept up-to-date on progress, often only on completion 
of the task or deliverable, and with whom there is just one-way communication.4 

 

For each task, you should appoint someone who is responsible and accountable. 
Consulted and informed are optional but very useful roles to ensure good 
communication (informed) and quality (consulted). 

 
 
 
 
 
 

                                            
3A Guide to the Project Management Body of Knowledge (PMBOK Guide) (5th ed.) (2013) Project Management 
Institute 

4Smith, Michael (2005). Role & Responsibility Charting (RACI), Project Management Forum. p. 5 

https://en.wikipedia.org/wiki/Subject_matter_expert
https://en.wikipedia.org/wiki/Project_Management_Institute
https://en.wikipedia.org/wiki/Project_Management_Institute
https://en.wikipedia.org/wiki/Project_Management_Institute
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Here is an example of a RACI matrix adapted by M-Powered for European and 
international projects: 
 

 Partner organisation I Partner organisation II 

Project deliverables 
Project 

manager 
Staff 1 Staff 2 

Project 
coordinator 

Staff 1 Staff 2 

Work package 1/ 
Intellectual output 1 

  

Activity 1 I C I A R I 

Activity 2 A R R I I I 

Activity 3 C C C A / R R R 

Work package 2/ 
Intellectual output 2 

  

Activity 1 A R R C C I 

Activity 2 I I C A R R 

 

Case study 

It takes time to prepare a comprehensive RACI matrix. Most of the people I introduce 
to this concept are hesitant to take it on. They are afraid it will be another time-
consuming tool that no one really uses. Four years ago, I trained a group of senior 
managers from the Children’s University Foundation, an NGO that delivers 
educational programmes to several thousand children in Poland every year. At first, 
they were reluctant. However, RACI proved to be a successful tool not only in the 
projects they deliver, but also in their operational work. Their fundraising department 
especially benefited from the structural division of tasks given by RACI. 

A RACI Matrix should be developed in the first phase of project implementation. 
Management need to review and approve it before it is implemented. It should then 
be effectively communicated to each member of a project team. Whenever 
necessary, it should be revised and updated during the project lifecycle. 
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Exercise No. 5 
Your RACI matrix 

 

Now it is your turn to experiment with RACI! You can do so here, in this document, or 
use the excel template available on our website. 

 

 Partner organisation I Partner organisation II 

Project deliverables 
Project 

manager 
Staff 1 Staff 2 

Project 
coordinator 

Staff 1 Staff 2 

Work package 1/ 
Intellectual output 1 

  

Activity 1       

Activity 2       

Activity 3       

Work package 2/ 
Intellectual output 2 

  

Activity 1       

Activity 2       

Activity 3       

Activity 4       
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5. Acquiring a project team 
 

Usually the project manager cannot choose who will be on their team. The team 
members are employed by other partner organisations, so it is up to their directors or 
managers to assign them to the project.  

It puts the project manager in a difficult situation because they may not have  
a chance to meet their team before the first project meeting. Therefore, it is crucial 
for team members to establish a good relationship as soon as possible, and the best 
opportunity to do this is during the kick-off meeting. 

 

6. Meetings 
 

The kick-off meeting is usually the first time that the whole project team meets. 
Customarily, it is organised by the lead partner and it is attended by two people from 
each partner organisation (a project coordinator and an assistant, or a project 
expert). The main goals of the kick-off are to: 

▪ get acquainted with the other team members, 
▪ clarify the team roles and functions of the team members, 
▪ develop communication and conflict management strategies, 
▪ set up general rules for teamwork. 

 

Unfortunately, project meetings can be tiring and unproductive. It is not easy to 
organise and facilitate them in an engaging way. It is a skill that comes with practice 
and experience. Below you will find tips and a checklist that can help you to organise  
a successful meeting. 
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Tips how to organise a successful project meeting: 

✔ If possible, organise the meeting in an inexpensive but comfortable and 
pleasant place. You may be able to book a place in the outskirts of your city, 
with lots of space and with natural landscapes. People love to visit authentic, 
and not overly touristic, places and often value the simpler hospitability of  
a countryside hotel than a four-star city hotel. 

✔ Send a meeting agenda a couple of weeks before the meeting, so people have 
enough time to comment and get prepared.  

✔ Make it clear when exactly the meeting will finish, so you are sure that the 
team members will not leave before the official end of the meeting.  

✔ Help the team members to book flights. Send them instructions on how to get 
to the meeting place. You may also organise a Skype or a Zoom meeting to go 
through the agenda and to answer their questions. 

✔ Before the meeting, check whether anyone has any dietary requirements so 
that, if necessary, you can organise vegetarian, lactose free, or other types of 
food.  

✔ Invite your boss or director to the meeting to welcome the project team. It will 
make a good impression and will show that the project is important to your 
organisation. 

✔ During free time (e.g. in an afternoon, after a meeting), organise a cultural visit 
and sightseeing. You do not have to hire a professional guide. It will be equally 
good if you bring people on a short trip and show them around your region 
and give some tips about your culture and language. 

✔ At the meeting breaks, serve fresh fruits and juices in addition to coffee, 
biscuits and pastries. We all tend to drink too much coffee at meetings. It is 
sometimes refreshing to drink some juice instead and have some grapes. 

✔ You can share the meeting costs. If each partner organisation gets its own 
travel budget, it is recommended to share the cost of catering, workshop 
materials, and if necessary, conference room rental. 

✔ Plan a lot of short breaks during the meetings. It will help the team to stay 
focused. 

✔ Get people moving! You can rent bicycles to move around the city or do some 
energetic icebreaker activities. Physical activities are a great team building 
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tool. People feel good when they exercise. It also helps the team to bond. 
However, when planning physical activity be aware of the different 
constraints people may have, including medical conditions or disabilities.  

✔ Together with the team establish ground rules, such as “we do not use mobile 
phones or write emails during the meetings”. Such rules improve meeting 
quality. 

✔ Be yourself and enjoy the time you are spending together!  

 

Remember that project meetings are expected to promote clarification of team 
processes, trust building, shared interpretative context, and high identification with 
the team! 

 
Exercise No. 6 
Project meetings 
Write down your own ideas for a successful meeting: 

Think back to a specific meeting you attended that you consider successful. List 
everything you think was crucial to this success. If it is helpful, you can also think 
back to a meeting that was not successful. What were the factors that made it 
unsuccessful? 
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Project meeting checklist 

 
I sent information about the meeting location and travel to team members at least 
1 month before the meeting. 

 

I prepared a meeting agenda and allocated time for: 

 Monitoring reports and performance review, 

 Planning upcoming project activities,  

 Steering committee meeting. 

 I sent the agenda to team members at least 2 weeks before the meeting. 

 The agenda was approved by all team members (either by email or Skype). 

 
I clarified meeting roles and tasks with the relevant team members at least  
1 week before the meeting. 

 
I explained a “minimum PowerPoint presentation rule” before the meeting. This 
stipulates that presentations should not be overused. Whenever possible, group 
work and interaction should be facilitated. 

 I checked if there are any special dietary requirements. 

 I invited my boss or director to the meeting to welcome the project team. 

 

Applicable for the kick-off meeting: 

 I went through the Project Management handbook,  

 I conducted a conflict resolution workshop,  

 I facilitated a risk identification and management workshop. 

 
I planned team building activities (e.g. sightseeing or physical activities). Activities 
are adjusted to the needs of the team members.  

 Short breaks are planned every 1.5h – 2h. 

 The meeting took place, and after every discussion, a decision was taken. 

 I or my assistant took minutes and recorded every decision made.  

 The team scheduled the next project meeting.  

 I sent minutes to the team members within a week of the meeting. 
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Case Study  
In 2013, I started managing a European project, “Healthy, Active Living for Seniors”. 
There were seven partner organisations in the consortium: universities, NGOs, a 
sport organisation, and a technology partner. I had only worked with one of them 
before. We had two days during our kick-off meeting to get to know each other and 
to establish teamwork principles.  

I decided to organise the meeting in a remote, but unique place called Killary 
Adventure Centre in Connemara National Park, on the west coast of Ireland. It was 
November and, although it was cold and windy, we got outside for some activity and 
learned how to climb a wall and swing on a giant rope. When we came back to the 
centre, we had our project meeting and workshops on conflict resolution strategy 
and communication. In the evenings, we sat together in a cosy room with a fireplace. 
We played games and laughed.  

This kick-off meeting established our team foundations that helped us to overcome 
the problems we encountered in the subsequent years. 
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7. Team development 
 

Most teams follow a path that was described in 1965 by psychologist Bruce 
Tuckman as the forming, storming, norming, performing and mourning model. It 
describes different stages of team development. 

 

Forming 

In the first phase, around the time of the kick-off meeting, the project team is still 
building. Most team members are positive but cautious. They do not fully grasp what 
work will be required of them. It is the project manager’s task to clarify the roles and 
functions of each partner organisation and team member. It can be challenging 
because the project tasks may not yet be well-defined.  

Tips: 

✔ Create a management structure (steering committee, project coordinators, 
and project assistants) before the actual start date of the project. Such  
a structure will allow all team members to feel more comfortable in the 
project. 

✔ Conduct inaugural Skype meetings with each partner organisation before the 
kick-off meeting to welcome them into the consortium and to briefly review 
the project plan and their role within it. Any questions related to these items 
can therefore be clarified before the first meeting, thus saving time, making 
the first meeting more efficient and productive, and enabling effective project 
work to begin sooner. 

✔ Prepare a project management handbook, which will contain a detailed work 
plan and will describe project management plans for human resources, 
communication, stakeholders, quality, risk, change, etc. The team should go 
through the PM handbook together at the kick-off meeting.  

✔ The kick-off meeting is also a good opportunity to talk about conflicts that 
may arise and to come up with a common resolution strategy(more about 
conflict management in Chapter 5). 
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✔ Introduce a clear communication strategy and, if necessary, provide training 
on how to use communication tools (i.e. Google drive, project management 
software). 

✔ Explain the "forming, storming, norming, performing and mourning" model, so 
that the team members understand why problems may occur.   

The forming stage may last a while, as people start working together and getting to 
know each other. 

 

Storming 

This is a difficult stage where team members may push against the boundaries 
established at the beginning of the project. They may not like the working styles of 
other colleagues; they may challenge the project manager’s authority; they may 
question the worth of the project; and they may resist taking on tasks. Others who 
stick with the task at hand may feel frustrated and stressed. Some people will 
express their dissatisfaction openly, others will be quiet.  

This is a crucial phase for team building. How you overcome difficulties and 
communicate will greatly affect subsequent project activity. Projects that do not have 
strong, experienced project managers who understand these stages and how to 
navigate them can become stuck in this stage and never move on to “performing”. 
This can negatively impact the project results.  

Tips: 

✔ Your role as a project manager is to identify these indicators and react 
accordingly (conflict management techniques are described in Chapter 5). 

✔ To better understand arising problems, you can schedule one-to-one 
meetings with each team member, after the official part of the project 
meeting.  

✔ This is also a good time to evaluate and adapt the work plan and project 
management processes in the PM handbook.  

✔ Check that the team roles are well enough defined.  
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✔ But, most importantly, remain calm and positive. Do not panic! Respect your 
team! Be a leader people can count on.  

 

Norming 

After the storming stage, team members calm down and move into the phase in 
which they get used to each other’s working styles and cultural differences. People 
develop  
a stronger commitment to the team goal, and you start to see good progress 
towards it. This is a perfect time to revise the PM Handbook according to results of 
the previous phase and to adjust it to the project team’s needs.  

Tips: 

✔ Never underestimate the social aspect of project meetings. Encourage host 
organisations to organise field trips, activities not related to business, common 
dinners, etc. 

✔ Watch out for signs of a returning storming phase. As new tasks come up, the 
team may lapse back into the behaviour of the storming stage. 

 

Performing 

You want your team to reach this stage as soon as possible. During this phase, the 
team works well together to achieve project goals. They accept the management 
structure, their role, and you as project leader.  

Tips: 

✔ You can now delegate much of the project work to the team and you can 
focus on communication and monitoring. 

✔ During this time, you can concentrate on team members as individuals and 
support their development. Think about what they need to grow 
professionally. Your support will motivate them to perform even better in the 
project. 
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Mourning 

Whenever a project or task has been completed, the team should celebrate its 
achievements. The team may experience feelings of sadness at breaking up, but it is 
time to move on and start new projects. 

 

 

Exercise No. 7 
Team development 

 
Think about your own project management experience and about a time when you 
were part of a new developing team. Can you distinguish the forming, storming, 
norming, performing and mourning stages? What strategies were applied to help the 
team to perform? What improvements would you propose now? 
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8. Motivation and management styles 
 

There are many motivational theories. One of the most popular is Maslow’s hierarchy 
of needs5: 

 

According to this theory, people are not most motivated by security or money to 
work, as long as these needs are already fulfilled at a satisfactory level. Instead, the 
highest motivation is to contribute, develop their talents and use skills. The highest 
need is self-actualisation!  

Theory X and Theory Y of human motivation and management were developed 
by Douglas McGregor. They are two opposite assumptions of what motivates 
employees and form the basis of two different managerial styles. Theory X stresses 
the importance of strict supervision, external rewards, and penalties. On the other 

                                            
5Maslow, A.H. (1943). A theory of human motivation,  Psychological Review.  
 The table: Maslow, A.H (1970). Motivation and personality, Harper & Row 

PHYSIOLOGICAL 
Food   Water     Shelter      Warmth 

SAFETY 
Security  Stability  Freedom from Fear 

BELONGING - LOVE 
Friends    Family    Spouse  Lover 

SELF-ESTEEM 

Achievement Mastery 
Recognition Respect 

SELF-
ACTUALIZATION 
Pursue inner talent   

Creativity    
Fulfillment 

https://en.wikipedia.org/wiki/Douglas_McGregor
https://en.wikipedia.org/wiki/Abraham_Maslow
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hand, Theory Y highlights the motivating role of job satisfaction and encourages 
workers to approach tasks without direct supervision.6 

Management and leadership styles 

● Directing/autocratic – you tell others what to do; a top-down approach 
● Facilitating – by facilitating, you coordinate others work 
● Coaching – by coaching, you help the team to achieve its goals 
● Supporting – you provide a lot of assistance 
● Delegating – you give people enough authority to complete their tasks 
● Charismatic – you encourage and energise people; you are the project battery 
● Bureaucratic – you follow organisational procedures 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                            
6McGregor, D. (1960). The human side of enterprise,  New York, Mc GrawHill. 

https://en.wikipedia.org/wiki/Job_satisfaction
https://en.wikipedia.org/wiki/Supervision
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Exercise No. 8 
Your management style 

 
What kind of manager are you? A strict supervisor, who has to control the team, or  
a more democratic type of leader? And how does it affect your colleagues and the 
project team?  

Think about these questions for a couple of minutes and write down your answers 
below. Usually, we are a composition of two, sometimes even three styles. At times, 
one style is dominant. If you are not sure which style best describes you, you can try 
an online management style test.  

I would describe my management style as:       

 

 

 

 

 

 

Think about a difficult teamwork situation, which you did not handle so well. What 
went wrong? What would you do differently now? 
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Think about a difficult teamwork situation, which you are proud of handling well. 
What did you do to solve the problem? How did it make you feel? 

 

 

 

 

 

 

How do you want to feel as a project manager? 

 

 

 

 

 

 

What do you have to do to feel this way? 
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What is the perfect style of project management, the one that will lead to a very 
motivated and committed team? Unfortunately, there is no secret formula. It depends 
on the correlation of many different factors, such as: your and team members’ 
personalities, as well as organisational factors, for example, the type of institutions 
you work for and the type of project. Although you cannot change peoples’ 
personalities, you may influence their working styles, motivate them to engage in the 
project, and teach them soft skills that will improve teamwork. 

Before you try to find the best tools to motivate your team, you should understand 
what they really need and how they want to feel. Danielle LaPorte, a business 
strategist, life coach, and author of the Desire Map concept says that “When you get 
clear on how you want to feel, the pursuit itself will become more satisfying”7.  

As the manager of a project, you cannot always use typical motivational factors, such 
as salary bonuses or job promotions. In European projects, for example, both these 
factors are controlled by each partner organisation. However, once you know exactly 
what your team members need to feel fulfilled, you can motivate them by: 

▪ Giving them more responsibility (maybe there is a task in the project that they 
would like to lead), 

▪ Helping them with their professional and personal development (e.g. by 
offering training or advice in an area in which they want to develop), 

▪ Recognising their achievements (saying “thank you”, writing a recognition 
letter to their boss, etc.). 

 

 

 

 

 

 

                                            
7 LaPorte, D. (2014). The Desire Map, Canada, Sounds True. 
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Exercise No. 9 
How to motivate the team 

 
It is not easy to analyse a person’s needs, especially at the beginning of the project, 
when you still do not know your team members well enough. However, by talking 
informally with people, you can make some assumptions about their needs.  

This exercise can be used as a teambuilding activity at a kick-off meeting, and it can 
help to set the overarching rules of the team’s cooperation. It is most effective when 
done during an informal part of the meeting. 

Ask each person to answer these questions: 

1. What is your favourite role in a project (e.g. leader, team member, influencer, 
etc.)? 

2. Other than salary and promotion, what usually motivates you the most at 
work? 

3. How do you want to feel being a member of this international team? 
4. How do you want to feel when this project is over? 

Ask people to write down their answers on post-it notes. When they are ready, ask 
them to stick them on a wall. Facilitate a discussion and summarise what types of 
people are in the team, what motivate them, and what they want to feel.  

Based on the discussion, make a motivation strategy. This is one of only few 
documents that should not be included in the project management handbook. Keep 
it for yourself and update it whenever you get new insights. 
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Your notes 
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