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if  you are a
small business owner
entrepreneur
nonprofit leader
community advocate
artist or  creator
family organizer
or someone with an important goal

with the goal to
launch a new product or service
start a s ide hus tle
introduce a new program
organize an event
build or renovate a house
or anything important to your li fe

this guide will make it happen
built for real-l ife ideas and goals
no syste ms or jargon req uir ed

proven with millions of people
i t 's  projec t ma na ge ment ta me d for re gul ar  pe ople

loved by our students
the  ste ps a re  intui tive  a nd instantl y hel pful

use with our blank playbook
to create a playbook specific to your goals
get the  b lank pla ybook at pm ez.org

playbook guide 
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this guide provides a simple way 

achieve big goals

how to use
al l you need is a  piece of paper and pencil

pick only the steps you nee d for your situation

work through the  steps in the  orde r that  is r ight for you

expe ct to update things as you work through the  steps

get  the FREE blank playbook from pmez.org to capture your work

tips

skip anything that doesn't fe el helpful
not  ev er y  st ep is n eed ed  for  ev er y goal or  id ea

plan to work on different steps at the same  time
do n't  wor r y about  f inis hing one step before star ting anot her

tune the steps so they work for you
th e guid e is a start ing point  t o g et  y ou thin king

focus on progress, not perfection

playbook guide 
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building your playbook

1. decide t he steps yo u will use

2. follow the inst ructions for the steps fro m this guid e

3. capt ure th e results in your  p layb ook
 use the  f re e bla nk pl aybook at  pmez .org to get  sta rte d

4. check progress and adapt

* we only cover how to cre ate a simple timeline in this guide

PMEZ PLAYBOOK 
steps

 def ine your outc om e 

 fi gure out the players

 SHАРЕ

 def ine the  scope

 ide ntify components

 understand resourc e ne eds

 cre ate ti meline*  

 manage  ri sks

DO

 che ck and adjust 

 deal wi th change

THINK

SHAPE

DO

playbook guide 
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transform your idea into a clear, realistic 

outcome

includes two steps

define your outcome
clarify your idea or goal

figure out the players
und erstand who needs to be invo lved

doshapethink 

 outcome 
 players

playbook guide 
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define your outcome
clarify  your ide a or goal

concepts
outcome

• the  e nd result  of  your ide a or goal
• the  ou tput of  t he work  you put in
• the  f inish line you a re working towa rds

why i t matters
provides a north star-

a  c le ar  dire ct ion guide s you r efforts
sustains enthusiasm-

a  c le ar  ta rget he lps ma intains your morale
defines the finish line-

a  c le ar  e nd point show s w hen you are  done

approach
✓ visualize  the end resul t (outcome)

• w hat is  t he f inal re su lt or output?
• w hat doe s suc ce ss look l ike?

✓ write  down a short  statement capturing the outcome visualize d
✓ check the statement by asking

• is  i t ob servab le - i t’s  a  ‘som ething’ not an a ction or ta sk
• is  i t real ist ic - i t’s  wit hin your  c ontrol,  tim e,  sk i lls  and bud ge t
• is  there  a  cle a r f ini sh lin e- you ca n pinpoint whe n you  a re  done

✓ note important  constraints l ike
• bud ge t
• timefra me
• a ssu mpt ions
• c once rns/risks

in the blank playbook
• on pa ge  1,  rec ord your outc ome (s)
• in the c onstra ints, list im porta nt infor ma tion like  bu dge t,  time fram e a nd 

a ssu mpt ions

playbook guide 
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figure out the players
understand who nee ds to be involved

concepts
players (or stakeholders)

• pe ople  w orking on the outc ome
• pe ople  w ith know ledge  or  swa y over  de cisions or resourc es
• pe ople  a ffe cte d by the outc ome

why i t matters
clarifies responsibilit ie s-

e ver yone know s the ir role
prevents bott lenecks-

pe ople  a re re ad y to wor k w hen nee ded
avoids blind spots-

differe nt view s a re unde rstood ea rly

approach
✓ list  the people involved and their rol e
✓ decide each person’s clout on the outcome

• key player- dire ctl y a ffec ts the  ou tcom e
• help er-  ca n assist,  provide re source s,  etc.
• p ers uad ers- ha s knowle dge or opinions that c ar ry we ight
• on looke r- ha s opinions but no rea l inf luenc e

✓ plan an e ngageme nt approach base d on clout & att itude
• active engagem ent- ke y pla yers and  pe rsua der s
• targeted  engagem ent - he lper s
• l im ited engagem ent - onlooke rs
➢ gu arded- for anyone  w ith a ne ga tive a ttitude,  a dd “gua rde d” to the 

a pproa ch

in the blank playbook
• in the pla ye rs ta ble  on pa ge 2 l ist pe rson,  rol e, c lout and  a ttitud e
• de cide  the enga gement a pproa ch a nd p ut an a ste risk  ne xt any wit h 

a  ne gative  a ttitu de to i t to re m ind you  to be  on gua rd
• be  c ar eful a bout who see s the  tabl e

playbook guide 
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layout a solid game plan to achieve the outcome

includes five steps

define the scope
layout what’s in  and what’s out

identify components
break it down to make it happen

understand resource needs
make sure you have what you need when you need it

sketch a timeline
l ine up your tasks so they get done

manage risks
spot a nd p reve nt trouble

 boundaries
 components
 resources 
 timeline 
 risks

doshapethink 
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define the scope 
layout what's in and what's out

concepts
scope

• ca ptu res wha t is inc lude d in the  ou tcom e
• f la gs w hat is  e xc lude d in t he outcome
• ide ntif ies any big  things ne ede d,  behind the  sc ene s,  to ac hieve  t he 

outc ome

why i t matters
se ts cl ear expectations -

e sta blishe s the  bounda rie s for the outc ome
provides structure

highlights w her e chunks of  work  will  be  nee ded
keeps you foc used-

pre vents wa sting e ffor t on things out of  sc ope

approach
✓ gathe r all of the ideas and suggestions for your outcome

• w hat ha ve you promise d?
• w hat do other s expe ct ?
• w hat you expe ct of  you rself?

✓ identify as in-sc ope the  things that  are esse ntial for
• he alt h, sa fe ty,  le gal re asons
• ba sic ope ra tion,  use,  enjoyme nt
• c omm itm ents or prom ises ma de

✓ for the other ideas and suggestions, choose whe ther to
• skip- i t's  nice  to ha ve but  not ne ce ssa r y
• sim plify-  i t's  good t o ha ve,  bu t in a  sm a ller  or  e a sie r form
• postpone - i t ca n wa it for  a nothe r tim e

in the blank playbook
• in the in-scop e tab le on page  3,  list t he things tha t ar e in-scop e
• in the things exclud ed,  postponed  or  s im pli f ied ta ble,  list  things exclu ded
• a dd any note s a bout w hat wa s includ ed or excl uded  a nd why

playbook guide 
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identify components
break it  dow n to make it  happen

concepts
components

• are building blocks for  something  in -scope
• are big thing s or  features for something in scope
• are us ed when something in-scope is big,  complex or unfamiliar
❖ IMPORTANT:  not all  s copes need components

why i t matters
organizes effort-

ide ntif ies the c hunks of wor k ne ede d and the  u nder lying t asks
reduces overwhelm-

c ompone nts a re  sm a ller  a nd m ore ap proa cha ble  to wor k on
prevents forgetting some thing important-

de fining c ompone nts ensure s you unde rstand  a ll of  t he piec es nee de d for 
things in sc ope

approach
✓ look at  eac h thing in -sc ope and ask

• does this s eem really big or complicated
• does this have different versions,  phases, features,  aspects,  etc. 

to handle separately
❖ if  so, then identify its components  

✓ then ask
• am I confident I know make or create ever ything  in  scope –  

including  any components?
❖ if  not, research or consult with experts to unders tand whether 

other components are needed
✓ then look at  what’s in sc ope and the  components and de cide  if 

you want to group things differently

in the blank playbook
• in the c ompone nts t abl e on p age 4,  l ist  a nything in -scop e nee ding 

c ompone nts in the  f irst c olumn
• in the sec ond colu mn, list t he com pone nts

playbook guide 
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understand resource needs
make sure you have what you need when you need it

concepts
resources

• p eople-  a nyone contr ibuting ski ll s,  la bor or expe rtise
• materials, equ ip ment, su pp lies -  physic al things
• location  an d facil i ti es -  spa ce  re quire d for  a ct ivities,  etc.
• oth er reso urces-  softwa re,  web sit es, lic ense s,  training,  etc.

why i t matters
prevents l ast-minute scrambling

knowing wha t you  ne ed a hea d of  time  a voids su rprise s a nd del ays
improve s budgeting

unde rsta nding re source s ne ed ed m ake s it  e asie r to estim ate  c osts
keeps work flowing smoothly

w hen eve ryt hing is  in pl ac e,  w ork  progre sses without  de la ys

approach
✓ for things in-sc ope and any components note

• pe ople  a re ne ede d
• m ate ria ls, e quipm ent,  supplie s re quire d
• loc ation or fa c ili ties nec essa ry
• othe r resourc es like  softw a re, we bsite s,  lice nses,  tra ining,  e tc.  ne ede d

✓ check whe ther you have these resources ready -to-go
✓ if you don' t,  plan tasks to get  them in plac e ahead of t ime

in the blank playbook
• use  the  resourc es tab le on page  5
• in the f irst column, list you r sc ope  a nd any c ompone nts
• l ist resourc es nee de d,  w hethe r the y a re  a t your disposa l a nd a ny  ta sks 

re quire d to get  the m  in the  othe r col umns 

playbook guide 
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sketch the timeline
line up your tasks so everything gets done on time

concepts
tasks

• a ctions or wor k to cre ate  c om ponents a nd sc ope
• usua lly inc lude s a  d ate  w hen the  ta sk be gins a nd end s

timeline
• ta sks orga nized  in a  c hronologica l order
• inc lude s a  w a y to ide ntify whe n a  ta sk comple tes

why i t matters
ensures your outc ome is ready whe n needed-

onc e you know  w hat ne eds to ha ppe n and w hen you ca n e stima te  w hen 
your  outc ome ca n be a vail abl e

shows whethe r if you are on track-
de la ys a re e asie r to spot a nd handl e with a  t ime line

informs people what the y nee d to do and when-
pre vents scra mb ling get  he lp at the  l ast m inute

approach
✓ identify tasks to produce things in scope and any 

compone nts
• use  high-le vel ta sks for wor k tha t is unde rstood or fa m ilia r 
• use  more de ta iled ta sks for wor k tha t are  new  or  intr ica te

✓ include tasks to get any missing re sources
✓ add start  and end dates to the tasks
✓ put the tasks in order by start  date
✓ ste p back and review the flow

• doe s the  order  ma ke sense?
• do the  da tes see m re al istic ?
• ca n ta sks be  combined  to make mor e sense?

✓ add comments to explain special dependencies or concerns

in the blank playbook
• on tim eline  ta ble  page  6,  list  the  sc ope  ite m  or  c omp onent in the 

f i rst column
• l ist the ta sks nee ded to cre at e ea ch scop e or com pone nt
• a dd the sta rt date  and e nd d ate  a nd a ny  c omm e nts a bout 

inte rdep ende ncie s a mong the  ta sks or conc er ns

playbook guide 
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manage risks
spot and prevent trouble

concepts
risk

• possible  fut ure probl em - it ha s not ha ppene d yet,  but c ould
• outside  of  your full c ontrol
• c hanges over  time - some fa de,  ot hers grow and  ne w ones pop up

why i t matters
avoids disruptions

w hen you sp ot r isks e a rly,  you c a n m a ke a djustm ents
provides perspec tive

he lps you  focus on rea l conc er ns,  not im prob abl e situat ions
reduces stress

shifts  e nergy  to a ction instea d of  w orr y

approach
✓ write  down the risks bothering you
✓ for each risk ask:

• how like ly is  t his to ha ppen? (ba se it on fac ts, not fee lings)
• i f  i t ha ppe ns,  how big is the  im pa ct  (sm al l,  m ed ium, la rge)

✓ for large risks- the ones that are likely to happen or cause 
se rious trouble
• look for w ays to redu ce  the  likel ihood t hey ha ppen ( preven tio n)
• think  abou t a  ba cku p p lan i f  a risk  d oes happ en ( adj us tmen t )

in the blank playbook
• in risks ta ble on pa ge  7,  list ea ch risk
• the n a dd the  l ikelihood  a nd imp ac t
• a dd a pre vention or a djustm ent for risks that  loom  la rge

playbook guide 
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shapethink do

do the work and manage the inevitable detours 

along the way

includes two steps

check and adjust
review progress and update plans as needed

deal with change
decide to shi ft or not

 check
 change

DO

playbook guide 
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check and adjust
review progress and update plans if needed

why i t matters
avoids surprises-

you ca tch de la ys in time to corre ct  the m
reduces stress-

knowing wha t is  rea lly  ha ppe ning fee ls bette r tha n gue ssing
builds confidence-

a djusting p uts you  in cont rol v s re ac ting
prevents wasting time-

solving sma ll proble m s e ar lier  a voids bigge r m esses late r

approach
✓ decide when to check progress

• c hoose  a rhyt hm tha t f i ts  you- we ekly,  monthl y, w hate ver  ma kes sense
✓ note tasks that have comple ted or should have complete d

• w hat is  ta king longe r or proving ha rde r tha n e xpec ted ?
• w hat should ha ve st ar ted by now,  but ha s not?

✓ decide how to handle the se tasks
• probl em  solve - f ind wa ys t o c atc h-up
• a da pt- a djust the tim eline
• do nothing- i f  i t is  m inor no a ct ions m ay  be  nec essar y

✓ check on the  risks
• i f  any a re be com ing m ore likely or im pa ctful,  de cide  to ta ke  pr eve ntative  

step s or e sta blish a  ba c k-up pla n

in the blank playbook
• go t o the  time line  on pa ge  6
• ba sed on the da te,  indic ate  in the  sta tus colu mn if  t he ta sk has 

c ompl ete d or  not
• upd ate  the  com me nts i f ne ede d to re cord  use ful infor ma tion

playbook guide 
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deal with change
decide to shift or not

concepts
chan ge

• a n id ea ,  e vent or issue tha t affec ts the  outcom e
• impa cts your scope,  compone nts or re source s
• re quire s you to dec ide w hethe r to shift or sta y t he cour se

why i t matters
keeps things in control-

a  c le ar  de cision to shift  is  ma de,  inste a d of  dri ft ing into it
keeps the timeline  real istic-

ne w tasks a re a dde d t o the  time line  a s a pprop riat e
prevents c haos-

disru ptive c hanges a re spotte d a nd given ca re fu l a tte ntion

approach
✓ when a change c omes up, ask

• doe s this  ha ve to ha ppe n- ye s or no
• do you wa nt this  to ha ppe n- ye s or no

✓ if the answer is yes to either question, ask
• is  the cha nge re alistic-  ca n i t fi t  into your  tim e  a nd av ai la ble  resourc es

✓ and if this is  also yes
• unde rsta nd how  t he cha nge affec ts t he outc ome,  sc ope  c omp onents,  

re sou rce s or  ta sks
• upd ate  the  time line  a s ne ed ed

in the blank playbook
• go t o the  cha nge  tab le on pa ge  8
• list the pote ntia l cha nge
• the n note  i f i t m ust ha ppe n or is de sired to hap pen
• i f  eithe r are  yes,  re cord  i f  the c hange is  rea listic
• a nd if i t is,  list wha t nee ds to cha nge w ith t he outcome,  sc ope,  

c ompone nts, re sou rce s or  ta sks

playbook guide 
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you’ve got this

Your playbook is more than a plan—it is your 

custom path for turning an idea into reality.

Remember- achieving an important goals rarely 

follows a  straight  line. Allow yourself to adapt, 

pause, or ask for help. What matters most is that 

you stay pointed toward your outcome.

For more support  and downloads visit us at
 pmez.org

doshapethink 
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in-person or virtual
from 5-50 participants

micro PMEZ PLAYBOOK 
TWO one-hour sessions

Learn the practical, no-nonsense framework for bringing 
ideas to life and leave with a realistic basic timeline to 
achieve an important goal.

mini PMEZ PLAYBOOK 
THREE one-hour sessions

Learn the practical, no-nonsense framework for bringing 
ideas to life and leave with a realistic detailed timeline to 
achieve an important goal.

total PMEZ PLAYBOOK 
FOUR one-hour sessions

Learn the practical, no-nonsense framework for bringing 
ideas to life and leave with a realistic detailed timeline to 
achieve an important goal.  Also, learn how to create a 
visual timeline to see at-a-glance what needs to be done.

host a workshop for the 
P ME Z  PL AY BO O K

visit pmez.org to host a workshop

httops://pmez.org/workshops
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PMEZ
we tamed project management for you TM

visit pmez.org

more free guides
booking a workshop
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