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THE KICKOFF WORKBOOK 0

Make kickoff produce shared decisions

An effective kickoff establishes how people will deliver and work
together.

The purpose
Confirm the project's intended result, boundaries,

responsibilities, delivery approach, major
uncertainties and immediate actions. A meeting
creates alignment only when participants
understand what was agreed.

The running case
A six-week warehouse-label pilot will test a new

labelling process on one packing line. The sponsor,
warehouse lead, IT owner, supplier and project
manager need a common starting point.

The useful output
Leave with a decision record, a short action list

and explicit unresolved questions. Treat the
agenda as a route to those outputs rather than a
sequence of presentations.

TAKE IT TO YOUR PROJECT
Write the three decisions your kickoff should enable.
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THE KICKOFF WORKBOOK 02

Prepare the decision guestions

Do the discovery work that makes meeting time valuable.

Collect the essentials
Read the approval, proposed scope, constraints,

assumptions and existing commitments. Speak
with key owners about disputed points so the
meeting can address them directly.

Frame each question
Instead of "discuss training," ask who approves

the training approach and what evidence operators
must demonstrate before the pilot begins.
ldentify options where a decision is needed.

Prepare a short pre-read
Include purpose, proposed scope, a draft milestone

view, known risks and the decision questions.
Marlk provisional information clearly and send it
early enough for meaningful review.

TAKE IT TO YOUR PROJECT
Turn one vague agenda topic into a specific decision guestion.
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Invite the people who can act

Attendance should support the outcomes and respect people's
time,

Cover the needed roles
Include the sponsor or delegated decision maker,

delivery lead, user or operating owner, key
specialists and owners of critical dependencies.
Invite suppliers for relevant sections where useful.

Check authority
A knowledgeable representative may still lack

authority to accept scope or commit capacity.
Clarify who can decide during the meeting and
how unavailable authorities will be reached.

Assign meeting roles
Name a facilitator, decision recorder and

timekeeper. Explain how remote participants will
contribute and how confidential or specialist

topics will be handled.

TAKE IT TO YOUR PROJECT
Check whether each required decision has an authorised person attending.
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A ninety-minute agenda

Use time boxes to protect the decisions that matter.

Minutes 0-30
0-S: purpose and outcomes. S-1S: business need

and success. 15-30: scope, exclusions and
acceptance. Record contested assumptions rather
than hiding them.

Minutes 30-70
30-4S: milestones, dependencies and capacity.

45-5S: roles and decision authority. S5-70: risks,
issues and readiness. Focus on the interfaces that
could stop delivery.

Minutes 70-90
70-80: communication and working agreements.

Z0-90: decisions, actions and owner confirmation.
The segments total 90 minutes; circulate the
record after the meeting.

TAKE IT TO YOUR PROJECT
Adjust the time boxes to fit your project while retaining a decision review.
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Open with purpose and success

Malke sure the team is solving the same problem.

Ask the sponsor
Why is this project needed now? Which outcome

matters most? How will success be assessed and
who owns the benefit after delivery? Distinguish
a target from verified evidence.

Apply the pilot case
The pilot aims to improve label accuracy on one

packing line while protecting safe operating
practice. The operating owner will confirm the
baseline and proposed target before launch.

Record the agreement
Capture the agreed purpose, measure owner and

any unresolved target. An unconfirmed target
belongs on the action list with a decision date,
not in the minutes as an approval.

TAKE IT TO YOUR PROJECT
Ask a participant to restate the purpose in their own words.
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Confirm scope and acceptance

Give people a common boundary for the work.

Ask the boundary questions
Which outputs are included? What is excluded?

Which systems, locations and users are affected?
What conditions must be met for acceptance, and
who can provide it?

Apply the pilot case
Include one line, its label configuration, operator

training and support instructions. Exclude a
warehouse-wide rollout. Later expansion requires a
separate authorised decision.

Record the acceptance route
Name the warehouse lead as operating acceptance

owner and identify the required test and training
evidence. Record any technical approvals
separately so responsibilities remain clear.

TAKE IT TO YOUR PROJECT
Check one exclusion that could otherwise become an unspoken expectation.
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Test the wmilestowne view

Explore the assumptions behind the date instead of merely
displaying it.

Aslk about dependencies
What must happen before each milestone? Which
dates come from contracts or business events?

What specialist capacity and external inputs are
required? Where is uncertainty greatest?

Apply the pilot case
Configuration depends on an approved label

sample. Operator rehearsal depends on a test
printer and a training slot. The supplier confirms
the printer date rather than the team assuming
availability.

Record the planning actions
Show the six-week target and the assumptions

supporting it. Assign owners to confirm uncertain
dates and agree when the working schedule will
be reviewed.

TAKE IT TO YOUR PROJECT
Trace the most important dependency from input to acceptance.
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Clarify roles and decision rights

People need to know both who works and who decides.

Ask ownership questions
Who coordinates the project? Who accepts each

output? Who approves spending, changes and the
pilot launch? Where does the team need
consultation rather than approval?

Apply the pilot case
The project manager coordinates delivery, IT owns

configuration, the warehouse lead accepts
operating readiness and the sponsor approves
changes outside delegated limits.

Record the escalation route
Define how a blocked decision is raised, the

information required and the point at which delay
affects the plan. Avoid assigning an absent owner
without confirmation.

TAKE IT TO YOUR PROJECT
Ask two owners to explain the handoff between their responsibilities.
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Discuss risks, issues and assumptions

Use uncertainty to shape the next actions.

Ask focused questions
What could prevent the intended result? What is

already blocking progress? Which assumption most
needs testing? What early signal would tell us
that action is reguired?

Apply the pilot case
Uncertain printer arrival is a risk; an already

rejected label sample is an issue. An assumed
training slot needs confirmation. Each requires a
different next action.

Record actionable responses
Capture owner, action, due date and review

trigger. Park detailed analysis for a follow-up
session when it does not need the full kickoff
audience.

TAKE IT TO YOUR PROJECT
Select one uncertainty that should be tested before more work begins.
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Agree communication and working rules

Make the next interaction easier after the kickoff ends.

Ask about information needs
Who needs a delivery update, a decision request or

an urgent warning? What channel and timing suit
each purpose? Where will the current plan and
decision record live?

Apply the pilot case
Use a weekly progress review, a brief blocker

check during testing and immediate escalation for
a failed operating-safety condition. Confirm who
covers absent decision owners.

Record working agreements
Define response expectations, file ownership, issue

reporting and how decisions made outside
meetings enter the shared log. Avoid promising
response times the participants cannot support.

TAKE IT TO YOUR PROJECT
Agree one place where the team will find current decisions and actions.
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Facilitate disagreement constructively

A useful kickoff can expose unresolved conflicts.

Make the difference explicit
Ask each party to state the outcome they need,

the evidence behind their position and the
conseguence of each option. Separate a delivery
constraint from a preference.

Use the case disagreement
Operations wants training before live testing; the

supplier proposes testing first. Explore a
supervised rehearsal with test labels and ask the
operating authority to judge readiness.

Close or route the decision
Record the authorised outcome, or assign a

decision owner and deadline if evidence is
missing. Silence, attendance and a majority
preference do not automatically establish approval.

TAKE IT TO YOUR PROJECT
Prepare one neutral question that could reveal the reason behind a disagreement.
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Keep remote participation effective

Design contribution into the meeting instead of relying on
interruptions.

Before the call
Check access, sound, document permissions and

the shared agenda. Send the decision questions in
advance and offer a way to contribute if a
participant cannot join live.

During the call
Invite input by role, read proposed decisions aloud

and allow a brief check for objections or missing
facts. Use a recorder who can keep the shared log
visible.

After a connection failure
Do not treat a disconnected approver as having

agreed. Capture what needs confirmation and
route the decision through the agreed authority
before relying on it.

TAKE IT TO YOUR PROJECT
ldentify the decision that needs a fallback if its owner loses connection.
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A filled decision and action record

A short record should preserve exactly what people can rely on.

Decision example

DOl Pilot scope is one packing line;
warehouse-wide rollout excluded. Approved by the
sponsor at kickoff. Warehouse lead confirms
acceptance evidence at the readiness review.

Action examples
A0l: IT owner confirms the approved label sample

by Thursday. £02: Supplier confirms test-printer
availability by Friday. #03: Warehouse lead
proposes the baseline and success target by
Friday.

Open decision example
D02: Pilot launch date remains provisional until

printer and training dates are confirmed. Project
manager assembles the forecast; sponsor decides
at Tuesday's review.

TAKE IT TO YOUR PROJECT
Add evidence links and real dates before using this record on a live project.
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Finish with a verbal confirmation

The last minutes protect the usefulness of the whole meeting.

Read back decisions
State what was approved, who approved it and

any conditions. Distinguish an agreed decision
from a recommendation awaiting authority or
evidence.

Read back actions
Confirm each owner, deliverable, due date and

dependency. Ask owners to acknowledge the
commitment; reassign or escalate an action that
nobody can accept.

Confirm the next checkpoint
State when the record will be issued, how factual

corrections are raised and when unresolved
guestions will return. The next meeting should
have a purpose tied to delivery.

TAKE IT TO YOUR PROJECT

Reserve the final ten minutes in the invitation before adding more presentation

topics.
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Follow through in the first week

Kickoff becomes useful when its outputs enter everyday delivery.

Issue a concise record
Share the decision log, action list and links to the

agreed scope and plan. Highlight provisional items
and the authority needed to resolve them.

Update the working controls
Put confirmed actions into the delivery plan, risks

into the register and approved changes into the
appropriate record. Avoid maintaining contradictory
meeting and project versions.

Review the first results
For the pilot, verify the label sample, printer date

and proposed success target. Update the forecast
when evidence changes and raise missed actions
through the agreed route.

TAKE IT TO YOUR PROJECT
Check three kickoff commitments at the first follow-up review.
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Your kickoff desk check

Use this checklist before sending the invitation and after closing
the call.

Before
Clear purpose and decision gquestions; relevant

authority attending; short pre-read; scope and
milestone assumptions visible; facilitator, recorder
and accessible workspace ready.

During
Purpose understood; boundaries tested; ownership

confirmed; risks and dependencies actionable;
decisions and unresolved questions captured; time
reserved for read-back.

After
Accurate record issued; owners acknowledge

actions,; control records updated; decisions routed,
next checkpoint agreed. Adapt the length and
formality to the project's size and uncertainty.

TAKE IT TO YOUR PROJECT
Select the one missing preparation item most likely to weaken your next kickoff.
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