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Foreword

This guide book is aimed at both new project managers and people 
who want a refresher on the topic of managing a product develop-
ment project. The book contains the minimum information that I 
believe is needed for the challenges that a project manager faces. 
I cover the big picture of project management from a design think-
ing point of view and I guide the project manager during her/his 
challenge of leading an interdisciplinary team towards the desired 
outcome using methods from design thinking.

In the beginning of the guide book, I cover more precisely the topic 
of design thinking. In my opinion, the great value of design thinking 
lays in understanding the big picture and user needs. These things 
can also be seen in the book in the way that I cover project manage-
ment both from a process and team management point of view. To 
make it easier to take the big picture into account, I strive for visual-
izing and simplifying the different phases of a product development 
project. Additionally, I take a look at themes that are important from 
a team leading point of view and that the project manager should 
be aware of and bear in mind during the entire process. User-driven 
team management is strongly present in the guide book.

This guide is divided into three sections which cover relevant themes 
related to the beginning, middle, and end of a project. At the begin-
ning of each section, I briefly describe the content of the section 
and list typical feelings for the project phase, for which a project 
manager should be prepared. 



Over the course of the book, the reader will be presented with con-
crete solutions to the challenges that the project manager faces. 
However, it is good to remember that management is acting with 
people and things do not always go as planned. It is advisable to be 
gracious to oneself and to remember that the project manager is a 
human being like everyone else. To do one’s best in a challenging 
situation is enough.

My goal was to make a practical guide that is easy to read. If you 
want more information, please check the source material in the end 
of the book. The main source for this guide, however, has been the 
overall knowledge and experience that I have gathered during my 
own project manager experience in the Product Development Pro-
ject -course. All the content of the book may and shall be applied to 
ones own and the team’s needs. Each project and team is different 
and we can learn a lot from each other. I will gladly receive feedback 
or questions through my email: saga.santala@hotmail.com. I wish 
you the best of luck and success in your future projects!

Helsinki in fall 2016,
Saga Santala
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Introduction

Design thinking refers to solving problems using methods that are 
familiar from design. A product development project involves a lot of 
problem solving. However, a problem can be a great opportunity, if 
one is able to face it with imagination and trust in one’s own capability.

The mission of a project manager is to find out what skills the team 
has and put those skills to the best possible use in order to get 
the best results. From a design thinking point of view, this means, 
among other things, taking the people and the big picture into ac-
count, emphasizing group work, and utilizing different kinds of de-
sign methods. By implementing the aforementioned, genuinely in-
novative products that answer to a real user need can be developed.

A project manager, who exploits design thinking, leads a team with 
user needs in her/his mind. She/he gets to know the team members 
and strives for taking their needs into account in her/his manage-
ment style and actions. She/he sees the benefits of working togeth-
er and strives for improving team work with different methods.

A project manager should improve the team’s communication and 
serve as a link between different stakeholders. Visualizing and pro-
totyping are great methods for enhancing communication and un-
derstanding. By exploiting these methods, especially in an interdis-
ciplinary team, meetings and ideation sessions filled with special 
terminology become more understandable and things proceed.

What is the value of design thinking in project management?
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Product development project (Pdp) is an interdisciplinary course 
aimed at engineering, industrial design and business students. It’s 
hosted by Design Factory, an experimental co-creation platform 
of Aalto University. The course is open for other students too and 
there are participants also from outside Aalto University. Altogether, 
there are more than a hundred participants in the course.

At the beginning of the course, much attention is directed to the 
forming of highly motivated interdisciplinary teams. The intention is 
to find the most suitable project for each team amongst the spon-
sors that are mostly manufacturing companies. The goal is to give 
students unrestricted freedom to conduct the project.

During the course, studying is based on problem based learning. 
The teams plan their process together with their sponsors and try 
to utilize interdisciplinary know-how to the best of their abilities.
Projects typically include planning, research, concept generation, 
prototyping and testing. At the end of the course, the final results 
are presented in the Product Design Gala, which is open to every-
body.

Pdp - Product development project
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Project initiation

A�project�is�typically�initiated�based�on�a�need.�After�this,�resources�
are�examined�and�a�project�team�led�by�a�project�manager�is�being�
gathered.�A�team�with�great�team�spirit�works�better�together�and�
is�more�likely�to�achieve�the�goals�that�have�been�set.�At�the�begin-
ning�of�the�project,�it�is�good�to�conduct�a�comprehensive,�but�not�
too�detailed�project�plan�and�make�sure�that�everybody�involved�
in�the�project�has�seen�and�approved�it.�At�the�beginning,�it�is�also�
good�to�decide�on�the�communication�and�project�management�
platforms�and�immediately�start�to�use�them.�This�way�the�team�
gets�used�to�them�and�all�information�can�be�found�clearly�from�
the�same�place.

Typical feelings: excitement, enthusiasm and uncertainty
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Project initiation

A project is initiated for achieving a certain goal. It is unique and it 
has a well-defined beginning and end. A project is typically initiated 
based on a need. Value is trying to be provided either to the company 
or the customer. Often these two go hand in hand. After this, it is 
examined whether it is sensible to initiate a project and if there are 
enough resources for conducting it.

A project is characterized by a defined schedule, budget and objec-
tives. The project manager is responsible for making sure that the 
aforementioned are followed and she/he guides and enhances the 
team through the project. However, it is not always possible to keep 
to all three criteria so it is good to discuss in the beginning which 
criteria can be bargained. It is important that the project has a spe-
cific goal or objective that is aimed at during the entire process. This 
helps the team to plan what should be done and how.
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Project initiation

SCHEDULE

BUDGETOBJECTIVES
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Putting together a team

A team is a tight self-run group that works together towards a com-
mon goal by utilizing complementary skills in the group. When 
forming a team for a project, it is essential to gather relevant exper-
tise and genuinely interested people together. Interest for the topic 
is important in order to have a motivated team and to be able to 
achieve good results.

In addition to skills, personal chemistry is important. Ideally, the one 
putting together the team knows the people from before and can 
choose people that she/he believes or knows to get along well. In 
the case of a product development project, it is good to remember 
that diversity is a great benefit. Real innovations can be generated 
in such a team, where the different point of views and skills meet. In 
this case, the learning experience is also more versatile.

When forming a team, a personality test or making a know-how 
map can be beneficial. A know-how map can also be used during 
the project for checking what kind of skills can be found in the team 
and who to ask for help.

Appendix 1. Know-how map



15

Putting together a team
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Stakeholders

All the people that are affected by the team’s actions and with 
whom the team is dealing with, are called stakeholders. Different 
stakeholders have different roles and interests in terms of the pro-
ject and they require different amounts of communication. At the 
beginning of the project, it is good to identify the different stake-
holders and make a communication plan with them. Things to think 
about are when, how and on what matters to communicate, and 
who will take the lead on communication.

Stakeholders with a larger role in the project have more influence 
and interest in knowing how the project is progressing. Less impor-
tant stakeholders can be satisfied with simple progress updates. 
Some decisions are preferable to make together with the different 
stakeholders and sometimes other types of cooperation can bring 
great value to the project.

Appendix 2. Stakeholder analysis method
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Stakeholders

Customer

Customer’s contact person

Project owner

Project manager

Team members

Example
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Roles and responsibilities

Roles define work distribution between the team members, as well 
as expectations concerning them. They clarify the process, take care 
of things being done and may, in the best case, motivate the team 
to do a better job. Responsibilities are bigger entities that consist of 
smaller tasks and are taken care of by a specific person in charge.

It is important to find meaningful roles and responsibilities for 
everyone. If some of the responsibilities do not attract anyone and 
are still necessary, they can also be raffled or put into a list, from 
which each can select their preferred one. However, it is always best 
for the team members to participate in the sharing of tasks to make 
them more committed to the project. With the help of a know-how 
map, tasks can also be shared based on skills or learning goals.

It is good to define together with the team what roles the project 
requires and what they include. This way the one in charge for a role 
knows what is expected from her/him. Roles can also be swapped 
if desired.
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Roles and responsibilities

Example

Project manager Team member
Assistant

Team member
Responsible for research

Team member
Responsible for design

Team member
Responsible for ideation

Team member
Responsible for testing

Team member
Responsible for budget

Team member
Responsible for back-up

Team member
Responsible for fun
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Project manager

The project manager is primarily responsible for achieving the 
project objectives. Her/his main duties include defining clear and 
achievable project goals, communication between stakeholders, to 
ensure the cooperation between the different parties, as well as 
project time, cost and quality control.

The project manager’s task is to delegate tasks within the team and to 
motivate, help and quide, if necessary. A skilled project manager 
also helps team members achieve personal development goals. 
However, the project manager does not need to know everything 
and she/he is authoritized to ask stupid questions. With her/his 
example she/he creates a safe team spirit and encourages open 
communication and sharing of thoughts and ideas.

The project manager should utilize the team’s knowledge and opin-
ions, and ask for feedback on her/his actions. This way she/he will 
have an opportunity to become a better project manager and take 
the team’s needs better into account. The project manager’s task is 
to ensure that everybody is following. Writing notes can help when 
difficult topics are discussed.
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Project m
anagerPRESENT

FAIR

DESIRE TO LEARN MORE

ENCOURAGES

COOPERATOR

GOOD LISTENER

QUALITIES OF A GOOD PROJECT MANAGER

BELIEVES IN 
THE PROJECT

HELPS AND GUIDES

SHOWS EXAMPLE

SERVES AS A LINK

INSPIRES

COURAGE TO 
MAKE DECISIONS
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Mentor

A mentor, as a person with more experience in a particular topic, 
provides guidance to a less experienced mentee. In a product de-
velopment project a mentor is a person from outside of the project 
team. She/he can support, give advice, encourage and possibly also 
give concrete proposals on how to solve complex challenges.

The mentor can be met when needed, for example once a month 
for an hour or two. The key challenges can be discussed with the 
mentor or she/he can help with preparing for future challenges. 
The mentee’s job is to think about and tell the mentor what she/he 
is expecting from the meetings. It is good to focus on one to three 
themes in one meeting, to get the most out of the meetings.

The meetings with the mentor are based on open discussion, equality 
and trust. The mentor can also help with reflecting on the mentee’s 
own qualities, goals and development. Although the meetings aim 
at development of the mentee, the mentor can also learn a lot.

APPENDIX 3. Mentor’s future reminiscence method
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M
entor

PRESENT

SUPPORTS 
SELF-CONFIDENCE

HELPS TO REFLECT

ENCOURAGESGOOD LISTENER

QUALITIES OF A GOOD MENTOR

SUPPORTING

HELPS AND GUIDES

SHARES EXPERIENCE

EQUAL

SUGGESTS
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Team member

A team is only as strong as its weakest link. Therefore, it is every-
one’s responsibility to show good example and take care of other 
team members. Adherence to agreed schedules, self-imposed con-
tribution and active communication are included in the manners of 
a good team member. It is also important to take care of one’s own 
responsibilities and ask for help, when needed.

It is the team members’ responsibility to provide enough informa-
tion to the project manager for common decision making and let 
the project manager know what kind of resources are needed for 
executing one’s own tasks. Active participating effects the team 
spirit and leads to a successful outcome.
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Team
 m

em
ber

PRESENT

SHARES THOUGHTS 
AND IDEAS

SHARES KNOWLEDGE

PARTICIPATES 
ACTIVELY

LISTENS TO OTHERS

QUALITIES OF A GOOD TEAM MEMBER

SELF-IMPOSED

HELPS OTHERS

CREATES GOOD 
TEAM SPIRIT

RESPECTS OTHERS

SUGGESTS
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Good team

A good team is united and active. Its members feel safe and dare 
to participate. They openly share their ideas and thoughts, and 
no one needs to be afraid of failure or humiliation. A good team 
is encouraging and has a supportive atmosphere. The challenges 
are common, not anyone’s alone. Team members actively provide 
their knowledge in order to achieve common goals and they are not 
afraid of challenges, instead they want to learn more.

Open communication, active participation and motivating tasks 
bring a good team closer to their goals. The project manager should 
find a way to deal with difficult things with the team. It may be, 
for example, gathering together so that the project manager clearly 
explains why the team has been convened. At the beginning of the 
project, a team can create common rules and hang them on the 
wall for the duration of the project.
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G
ood team

agree on team culture
create common rules
form common goals
discuss expectations and skills
respect each other
pull together
maintain safe team spirit
everyone takes responsibility 
for themself

• • • • • • • • 

ACTIONS OF A GOOD TEAM
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Interdisciplinary team

An interdisciplinary team has a wide range of expertise. Making use 
of this knowledge requires open communication and the courage 
to ask when something is not understood. Working in a team like 
this has advantages and challenges. When the team spirit is high 
and everybody feels safe to share thoughts and ideas, it is more 
likely that the outcome is something innovative.  Challenges may be 
related to different point of views or priorities; different things feel 
important, and the way of thinking can be difficult to understand.

Additionally, terminology can complicate communication. The same 
word can be understood in many ways or sometimes it is not clear 
at all what is being discussed. In severe situations, it is good to put 
one self in anothers’ position and try to understand the situation 
from her/his perspective. It is important to provide clear instruc-
tions and avoid assumptions. Visualization, asking stupid questions 
and summarizing can be helpful when there is a need to ensure 
consensus among the team.
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Interdisciplinary team



30

Team spirit

A unified team is created by building team spirit. This will serve as 
a basis for the entire project. Team spirit enhances a sense of inclu-
sion and a team that gets along well with each other participates 
and takes more responsibility of the project. In this kind of team, 
there is no intention of deceiving others and help is provided more 
easily.

Good relationships make the team members more committed to 
the project and create a sense of security within the team. A feeling 
of security is a prerequisite for courageous trying and the sharing of 
ideas, which in turn contributes to the creation of innovations.

The importance of building team spirit should not be underestimated 
and it is good to invest in it right from the start. The better one plans 
the building of team spirit, the better results one will achieve. Team 
spirit should be maintained throughout the entire project.

APPENDIX 4. Introductory games
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Team
 spirit

come up with a team name
organize a team photo shoot
create common rules for the team
cook together
have a party
go on a project-related trip
play introductory games

• • • • • • • 

IDEAS FOR BUILDING TEAM SPIRIT
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Project plan

A Project plan contains all plans related to the project in one place. 
It describes how the project is being executed and managed. When 
planning a project, it is good to make use of the entire team’s and 
stakeholders’ knowledge. The project manager’s role is to manage 
the project’s planning, instead of doing it alone. Participating in 
the planning also makes the team more committed to the project. 
When the project plan is ready, it should be approved by all parties. 
After this, a kick-off meeting, that will officially launch the project, 
can also be organized

During the project. the project manager’s task is to ensure that the 
project plan is followed and updated regularly. The project plan 
instructions on the next page are provided by Jyväskylän kristillinen 
opisto. Source: http://www.peda.net/veraja/jko/amm/atut/lanu/
s11/nelonen/suunnitelma

Example of a Gantt Chart -project schedule:

Research

 AU
GU

ST

Ideation

 SEPTEM
BER

Task 1.
Task 2.

Task 3.
Task 4.
Task 5.

 w 1    w 2    w 3    w 4    w 5    w 6    w 7    w 8     w 9

 O
CTO

BER
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Project plan

PROJECT PLAN

1. SUMMARY
- a concise summary of the need for the project, goals, execution  
  model
2. PROJECT BACKGROUND AND THE NEED
- background and baseline description
3. ACTORS AND MANAGEMENT
- a description of the project organization: lead/steering group,     
  actors, partners as well as their roles, responsibilities and tasks
4. TARGET GROUPS AND BENEFICIARIES
- the actual target groups of the project and other possible   
  beneficiaries
5. GOALS AND INDICATORS ERGO MONITORING OBJECTIVES
6. PROJECT IMPLEMENTATION MODEL AND WORK PLAN
- a description of the execution of the project (most important  
  actions and ways of working)
- rough schedule
- safety plan as well as other permits and requests when necessary 
7. RESULTS
- most important results that the project is aiming at
8. RESOURCES
- human resources, materials, facilities, trips etc.
9. BUDGET
- estimated incomes and costs based on resource based calcula 
  tions
10. RISKS AND THEIR PREVENTION
- a description of the challenges of the project
11. DOCUMENTATION, REPORTING AND EVALUATION
- project reporting and schedule/ e.g.: information sharing,   
  documenting, project forms
- evaluation of the project and schedule/e.g.: individual and   
  group evaluations, customer feedback
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Communication

Communication is sharing knowledge and producing understanding 
and meanings. At the beginning of the project it is good to agree on 
how the communication is taken care of and to teach and adapt the 
team to use the possible communication platforms.

Communication can never be too clear and in the case of important 
matters it is good to make sure that the message has been under-
stood correctly. Communication can happen for example face to 
face, over various web-based platforms, in meetings or in feedback 
sessions. A picture is a great communication tool that allows one 
to avoid language barriers and jargon-related misunderstandings, 
especially in an interdisciplinary team. Abstract ideas become 
understandable to others when they are expressed by a picture.

In communiction it is essential to target the right information to the 
right people. It is good to put things that are communicated to the 
entire team somewhere visible, so that absent team members can 
see it when they return. The project manager is typically responsible 
for communication between stakeholders. It is good to include a 
communication plan in the project plan.
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Com
m

unication

If you do not get an 
answer for an urgent 

matter, call!
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Documenting

Documentation is important for both communication and learning. 
There is often a need to get back to previous documents to check 
contracts or on the progress of things along the way. It is good to 
make documenting a habit from the beginning of the project. In this 
way the important information is available when needed, for example, 
when informing the stakeholders. 

All documents should be collected to one place, where they are 
available to everyone. A project management program can also be 
used as a documentation platform. For example meeting reports, 
photos and various notes can be collected there. The important 
thing is that the material is easy to find.
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D
ocum

enting



38



39

Project execution

A product development project typically starts with a research 
phase and continues from ideation to building a prototype or the 
final product. Team members work under the direction of the pro-
ject manager either alone or in smaller teams to complete different 
project-related tasks. The most important thing at this point is mo-
tivation and communication in order to work on the right things and 
to achieve right goals. The project manager coordinates activities 
and ensures that the right information reaches the right people.

Typical feelings: enthusiasm, flow, frustration, lack of motiva-
tion, disagreements and uncertainty
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Project phases

Example

RESEARCH IDEATION

PROJECT SELECTION
BUILDING TEAM SPIRIT AND PLANNING

CONCEPTING

“identifying 
 challenges“

In the research phase, 
the possible project brief 
is questioned and the 
team tries to identify the 
real challenges. In this 
way real value can be 
produced for the custom-
er and the company. 

Methods

- observing
- interviewing
- the identification of      
  the user experience

“stretching
 imagination“

The ideation phase 
aims to come up with 
as many different and 
even crazy ideas as 
possible. At this point, 
criticism is ignored and 
quantity comes before 
quality.

Methods

- brainstorming
- post-it notes
- sharing cafe
- 6 thinking hats

“from an idea 
 to a concept“

In the concept gener-
ating phase ideas can 
be looked at critically 
and be formed into 
functional entities.  
The customer choos-
es their favourite idea 
from the concepts.

Methods

- classifying ideas by  
  the theme
- how would apple  
  do it

More info about different methods in the book: Delft Design Guide



41

Project phases

PROTOTYPING TESTING END DELIVERIES

“demostrating the idea     
 and concreteness“

The purpose of the 
prototyping phase is to 
communicate ideas to 
others and to demon-
strate how they work in 
practice. The prototype 
can also be used as a tool 
for ideating.

Methods

- making quick prototypes
- a play
- demonstrating user  
  experience

“developing ideas 
through experimentation“

The testing phase ad-
dresses if the idea works 
and if it fits for an actual 
user need. Feedback 
should be gathered from 
each testing session and 
used to further develop 
the product.

Methods

- controlled testing
- testing intuitivity
- role play
- observing

“material for selling the    
 idea to the public“

Final deliveries are 
the culmination of the 
project. That material is 
used for selling the idea 
to the public and con-
vincing others. It is good 
to keep this in mind 
throughout the project.

Methods

- interactive prototype
- ready product
- dazzling 
  presentation

PROJECT CLOSING
PRESENTATION
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Meeting

A meeting is a situation where two or more people meet to dis-
cuss issues or plan activities. It can be formal or informal. In formal 
meetings, for example, declaring a quorum is very important. It is 
good to only invite the people who the meeting concerns, so that  
participants are motivated and things proceed.

Project management software can be a good platform to create and 
edit a meeting agenda. During the meeting, decisions and follow-up 
activities can be documented there and serve as a meeting sum-
mary. In meetings where decisions are made enough information 
should be provided before decision making. The project manager 
should utilize the team’s knowledge and, in case of difficult ques-
tions, pairs can be formed to investigate the issues. 

The project manager does not need to know everything, she/he can 
also direct to a person who has more knowledge about the issue or 
take a small thinking break. Team members should be asked to give 
input in advance on important matters, so that the project manager 
has time to prepare for difficult topics before the meeting.

inform participants about the meeting early on
book a space and plan the agenda for the meeting well in advance
be on time
guide the discussion and stay on schedule
observe participants and take breaks when needed
delegate
make sure things are understood
end the meeting clearly, preferrably when the spirits are still high,
thank the participants and make a summary of the meeting

• • • • • • • • 
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M
eeting

MEETING AGENDA

It can be a good idea to start a meeting with a “How 
are you?” -round, so that the participants calm down 
and can focus better.

1. OPEN THE MEETING

2. ANNOUNCEMENTS

3. DECISIONS TO MAKE

4. OTHER EMERGING MATTERS

5. CLOSE THE MEETING
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Workshop

A workshop is a good way to bring a team together to work inten-
sively on an issue. It is good to have a clear goal and a good plan for 
the workshop, in order to achieve the goals that have been set.  One 
should choose the right participants for the workshop, as well as 
buy the needed materials and book the facilities in advance.

The one holding the workshop should act as a facilitator throughout 
the whole session. In case of a long workshop, it is good to remem-
ber to have enough breaks and possibly snacks, so that the partic-
ipants have enough energy to work. Eating together can also serve 
as a team spirit strenghtening activity. It is good to keep in mind that 
people often plan schedules that are too tight on time.

At the end of the workshop, the team should go through what has 
been done and document the results, as well as agree on further ac-
tions, if needed. A good workshop ends clearly and at the appointed 
time. It is good to stop the workshop, when the spirits are still high, 
so that the participants leave in a good mood and can enjoy further 
work on the same things later on.

APPENDIX 5. Teapot exercise
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W
orkshop

WORKSHOP PLAN

THEME: Motivation, goals, user interface

17:00 START
 Motivational video and picture
17:15 TASK 1
 Teapot exercise
18:10 BREAK
 Pizza and drinks
18:45 TASK 2
 3 main challenges to solve
 - first discuss in pairs
 - then discuss in teams
 - teams write 3-5 challenges on paper
 - select 3 main challenges with the whole team
19:00 TASK 3
 Based on the three challenges, the teams build  
 a quick prototype in groups of 2-3 people
19:30 FINAL DISCUSSION
 Each team presents their quick prototype
 Open discussion of outcomes
20:00 HOME
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Commitment

A committed team member feels a sense of duty towards the project. 
The goal is to get the team members feel like they are an important 
part of the project and to take more responsibility for the outcome 
and success of the project. Commitment can be built on tangible 
or intangible things. Tangible commitment involves money or oth-
er kind of rewards, whereas intangible commitment can involve, 
among other things, being committed to the team values and 
decisions.

A committed team member is ready to invest more in the project 
than a non-committed team member, and is genuinely motivated 
and interested in its success. As a return, a committed team member 
gets a bigger role and impact on the project. For a committed team, 
working together can be so much fun that the team will happily 
spend time together on the project.
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Com
m

itm
ent

common activities
food
a trip together
material for one’s CV
socially meaningful work environment
roles and responsibilities
common decision-making 
monetary reward
meaningful tasks for increasing 
own competency

• • • • • • • • • 

IDEAS FOR COMMITMENT
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Delegating

Delegating means transfering a task to another person. This is one 
of the project manager’s main tasks and at the same time is a pre-
requisite for a successful project. The project manager should learn 
to delegate effectively at the beginning of a project, otherwise there 
is a risk that she/he will experience burnout. The responsibility 
areas make delegating easier. The goal is to distribute the workload 
evenly among the team members and get things done.

When delegating, one must take the team members’s skills and 
interests into consideration, in order to support high motivation lev-
els and good quality work. One must also rely on the team members 
when delegating. However, it is good to immediately agree on when 
and how tasks are reviewed. If tasks are not checked, the team may 
feel that their contribution does not matter. Big or difficult tasks 
can also be delegated to, for example, pairs. A well-performed task 
should always be noticed and the person should receive positive 
feedback for it.
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D
elegating

everybody proposes what they want to do
lists: select your favourite task
lottery
on the basis of suitability
on the basis of interest
on the basis of the learning goals

• • • • • • 

IDEAS FOR DELEGATING
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Motivating

Motivation is the sum of many factors. A feeling of relevance, skills, 
feeling of one’s own capability and a comfortable work environ-
ment are essential for motivation. Additionally, concrete goals and 
clarity improve motivation. When the goals are clear from the start, 
unpleasant surprises and false expectations can be avoided.

People are motivated by different things, this is why the project 
manager should get to know the members of her/his team and to 
find out what motivates them. This information should be utilized 
throughout the project. It is good for the entire team to understand 
each other’s motives and goals, as these things significantly affect 
the process of the project and forming realistic and meaningful 
goals, as well as time management.

The project manager must know how to listen, discuss, coach and 
come up with solutions together with the team. Good feedback and 
moments of success are factors that increase motivation. On the 
other hand, rushing, too much stress, challenges that are too big, 
or tasks that are too boring are motivation’s worst enemies. A team 
member who has an influence on her/his tasks cannot blame the 
project manager for boring tasks.
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M
otivating

team spirit
goals
life situation
internal vs. external motivation
encouragement and acknowledgement
skills and knowledge
belief in one’s own abilities and capability
feeling of being important
feeling of security even when failing
realistic schedule and expectations
meaningful tasks
motivating working environment
the consistency of topic and values
noticing own improvement
experiencing success

• • • • • • • • • • • • • • • 

FACTORS AFFECTING MOTIVATION
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Involvement

In a good project, the team has an active part, rather than just 
listening and taking orders. A participating team member is involved 
in ideating and decision making. She/he is genuinely affecting the 
project and feels as an important part of it. It is also essential that 
the topic interests her/him.

The roots for involvement are created at the beginning of the project 
when the team spirit has been built. However, the project manager 
needs to actively involve team members throughout the entire 
project. A motivated and involved team member takes an active 
role in the project, but this situation does not apply to every team 
member. In this case, different participatory methods may be helpful.
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Involvem
ent

comment round
(x min.) speaking-tags, which must be used 
throw a ball, the recipient answers
color cards: red= disagree and green= agree 
using a timer, if somebody speaks too long
sharing tasks (ideas on page 49)
voting
groupwork
preparatory tasks
holding a presentation that has been agreed on in advance
utilizing roles and responsibilities
share post-it notes, everybody writes an idea per post-it
collecting feedback
a lot of methods can be found for different project phases 
(e.g. ideation methods)

• • • • • • • • • • • • • • 

IDEAS FOR INVOLVEMENT
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Decision making

At the beginning of a project it is good to determine in the project 
plan how decision will be made during the project. At the time of 
decision making, it is ideal to have as much useful information as 
possible on hand and to have the relevant people present. However, 
it is good to keep in mind that there rarely is a situation in a project 
where complete information can be provided to support the deci-
sion making.

It can be useful to define points where decisions need to be made 
in advance and it is beneficial for this information to be commu-
nicated to the entire team. Some of the decisions are good to be 
made together with, for example, the project owner.

The team members’ responsibility is to help and to provide the pro-
ject manager and others enough information to support collabora-
tive decision making. Collaborative decision making engages team 
members to the project and the tasks at hand. The project manager 
should try to anticipate project related issues and to prepare an 
alternative plan for unexpected situations.
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D
ecision m

aking

When it is time for decision 
making, be brave and make 

decisions so that things 
move forward and the team 

does not fall behind.

Who makes the decisions?
How are the decisions made?
Which decisions should be made and when?
Is there enough information to make the decision?
Whose opinion is needed in the decision-making?
What follows after the decision?

• • • • • • 

ESSENTIAL QUESTIONS
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Problem situations

With teamwork it is almost impossible to avoid some sort of disa-
greement, but one can learn to deal constructively with problem 
situations in a team. Problems should be addressed as soon as pos-
sible and solutions should be looked for together with the involved 
parties. Things proceed when everybody tries to see the situation 
from others’ perspective and tries to be solution-focused.

When dealing with a problem situation, it is good to also discuss 
how to behave in the future and what will happen if the situation 
does not change. In this way the expectations are clear and people 
will get a second chance. The final outcome of the situation will be 
up to them. It is good to write down the agreements so that one can 
get back to them later if the situation does not change.

Visibility can prevent the emergence of many problems. When the 
responsibilities have been clearly pointed out to the whole team, 
also the peer pressure is a pushing factor. A person of authority can 
be added into an email conversation if the messages are not other-
wise being taken seriously. The project manager should recognise 
which problem situations she/he can deal with and which should be 
outsourced. When things are handled promptly and constructively 
people can learn from them and, ideally, continue stronger forward.
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Problem
 situations

communication
engaging team members
personal chemistry
disagreements
different goals and expectations
cultural differences
schedules
quality of work
distribution of workload
motivation

• • • • • • • • • • 

TYPICAL CHALLENGES
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Feedback

Receiving feedback is essential to development. It gives people 
the opportunity to continue what has been done well and to learn 
more about areas where there is still room for improvement. Feed-
back should be constructive and solution-oriented. Difficult things 
should be said in an encouraging way. In the best case feedback can 
be inspiring and motivating. 

Everyone should have the opportunity to give and receive feedback 
in a safe atmosphere. There are many ways for collecting feedback.  
It can be, for example, oral, written, post-it notes or smileys. One 
can use their imagination freely to think of different ways of col-
lecting feedback. The project manager should also ask for feedback 
to be able to understand the team’s needs and to become a better 
manager.
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Feedback

A great method for sharing group feedback can be 
found from here: www.ilikeiwish.org.
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Project closing

At�the�end�of�the�project,�there�is�an�opportunity�to�present�all�the�
work�done�during�the�project.�Although,�the�end�product�is�ready,�
the�team�has�done�its�best,�and�the�project�is�seemingly�over,�the�
importance�of�this�step�should�not�be�overlooked.�Finally�the�ideas�
generated�during�the�long�process�are�being�presented�for�people�
outside�the�project�team.�The�opportunity�should�be�utilized�for�
arguing�for�the�outcome,�and�the�achievements�and�ideas�should�
be�presented�with�great�pride�to�others.�At�this�point,�it�is�time�to�
convince�others�and�to�bring�the�project�to�the�next�level.

Typical feelings: enthusiasm, flow, awareness, stress, hurry, 
exhaustion and excitement
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Presenting

Presenting is often taken for granted and not rehearsed properly.   
It is an important skill that should be rehearsed and is learned best 
through practice. However, it is something that everybody can learn.

Typically, the project manager represents the project and she/he 
has already presented the project many times before the final pres-
entation. The final presentation is nevertheless the culmination of 
the project. It is the moment when all the work that has been done 
can be presented. It is the opportunity to argue for decisions that 
have been made and market the final product.

One should prepare for the final presentation carefully and with 
enough time. It is also good to know the audience. A good presenta-
tion is targeted to its audience and it is relevant and understand-
able to the listeners. To get the audience’s attention, one should 
be confident, take the audience into account, and show one’s own 
enthusiasm.
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Presenting

A GOOD PRESENTATION
(10 MIN)

2 MIN    SET THE SCENE
       Tell what you are going to tell
       Catch the audience’s attention
       Lists of 3 things stick in mind

5 MIN    ACTUAL TALK
       Tell what you came to tell
       Get straight to the point
       Show your own passion for the topic
       A storyline can improve the presentation

3 MIN    SUMMARY
       Tell what you told
       Aim for a strong ending
       Leave time for questions

Stage fright can be eased by standing confidently
in the Wonder woman -pose before the presentation 
for 2 minutes.

• • • 

• • • 

• • • • 
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Final deliveries

Typically, an end product and project report are expected from the 
team at the end of a product development project. The end product 
can be a prototype of the idea or a ready product, depending on 
what has been agreed on. A project report is a written aggregation 
of the different project phases, research findings, ideas and the 
final outcome. All the essential information of the project should be 
found from the project report.

The project report is important for the team’s learning experience. 
The report can be viewed for checking what has been done and 
through this process one can learn how to do things even better 
in the future. It also explains how the team has settled upon the 
final outcome. In the case that the project is continued later and the 
need for previously explained information appears, this information 
can be found in the project report.

It is advisable to work on the project report during the project in 
order to avoid forgetting things. This way, a huge amount of work 
can be avoided at the end of the project when there is definitely 
enough other important work to focus on. It is good to keep the end 
deliveries in mind from the start.
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Final deliveries

PROJECT REPORT

The content of a project report can vary a lot across 
different projects. The project plan can serve as a 
good basis for the project report.

1. PROJECT BACKGROUND
    Starting point
    Stakeholders
2. RESEARCH PHASE
    Research methods
    Research findings
    Describing the chosen challenge
3. CONCEPTS
    Ideas
    Concepts
4. FINAL PRODUCT
    Presenting the final concept 
    or product
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Project closing

Closing a project includes handing over the outcome of the complited 
project to the customer. Typically, at minimum the project report 
and the final product or a prototype are handed over. In addition, 
the outcome of the project is often presented in a final presentation 
at the end.

At the end of the project, all important material produced during 
the project should be handed over so that the project can be con-
tinued if needed. The material that is in electronic format can be 
handed over on a memory stick, e-mail or Google Drive, according 
to what is determined to be most convenient and safe.

When the material is handed over, it is time to celebrate. The team 
deserves a reward for their hard work. The same people might also 
work together in the future, which is why it is important to finish 
the project on a high note. When a project is ended properly, it is 
easier for everybody to move on to the next challenge and the pro-
ject does not stay hanging on anybody’s shoulders with some extra 
tasks.

It is suggested to use the cele-
bration ideas listed on the next 
page also during the project to 
build up team spirit and to cele-
brate moments of learning and 
achievements. Working should 
also be fun!
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Project closing

open sparkling wine
eat at a restaurant
have a BBQ
go on a cruise
cook together
celebrate in the city
give playful prizes

• • • • • • • 

IDEAS FOR CELEBRATING
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Attachments

A know-how map can be done in many different ways, this is 
just one example. The essential thing is to present the necessary 
information clearly on the map. The team can be given the task of 
creating a know-how map in their own style.

Appendix 1. Know-how map

First name Last name 
Education/Title

First name Last name 
Education/Title

First name Last name 
Education/Title

- skill 1
- skill 2
- skill 3
- skill 4

- skill 1
- skill 2
- skill 3
- skill 4

- skill 1
- skill 2
- skill 3
- skill 4
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The stakeholders are marked in the table based on their commit-
ment and influence. This information is used for planning commu-
nication.

Appendix 2. Stakeholder analysis method

Keep close and well 
informed

Keep satisfied

Keep informed
Follow

(minimum effort)

COMMITMENT

IN
FL

U
EN

CE

small big

big
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The goal is to solve a chosen challenge. The mentor will guide the 
mentee in a open space, as if on a timeline, and will ask questions 
that the mentee will answer.

1. Choose a situation that you want to look back to in this moment.
2. Choose a time point in the future when your chosen challenge is  
     in the best possible way or very well. How is it then?
3. How have you achieved it? Describe the specific actions and           
    means (what have you done, how have you won the barriers and  
    concerns etc.)
4. Who has helped you?
5. For what can you thank yourself and others?
(6. How can you show this gratitude?)

Appendix 3. Mentor’s future reminiscence method
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Slap

Participants form a circle and one of them is selected to the centre 
of the circle. The selected person rolls up a newspaper and points 
someone in the circle. The pointed person says  someones name 
from the circle (e.g. Riikka) and the person in the centre tries to slap 
Riikka. Riikka tries to say a new name from the circle before she is 
being slapped. If she gets slapped before she says a new name, the 
roles are switched and she will become the person in the middle of 
the circle.

Queue�game

Participants are divided into two or more teams. The teams’s task is 
to always form a queue according to what the director of the game 
says. The fastest team wins. Topics for forming queues can be e.g. 
age, shoe size, number of siblings, the first alphabet of the surname, 
height etc.

Appendix 4. Introductory games
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You will need: an object, open space and questions

Place the object in the center of the room and ask the team to gather 
around it. Explain that you will ask questions, and the team mem-
bers should answer the questions by moving closer to or further 
away from the object. Explain the goals for the task. Ask additional 
questions during the exercise and aim for open communication. 
Remember to give people enough time to react and react yourself 
to gestures that communicate something.

Example�questions:

• How motivated are you currently about the project?           
(Why did you choose that place?)

• How much time are you able and willing to use for the project? 
(What kind of thoughts do others place choices evoke in you?)

• What kind of outcome would you like to achieve with the project? 
(What kind of thoughts do others’ answers evoke in you?)

• How can we all get to the same distance from the object, or is 
it necessary? (What more can you give or what do you have to 
give up for the project to get to the same distance?)

• Are there still thoughts about the matters that we have now 
discussed?

Appendix 5. Teapot exercise (Theme: motivation)
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Notes
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