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1. Introduction 
Purpose 
The purpose of this guide is to show how TASKey processes applied through web software can 
be used to significantly improve consulting outcomes. 
 

Benefits to Consultants 
The key benefits to consultants and consultancies are: 

 Provides high security of critical task and team information on a need-to-know basis 

 Saves time and effort 

 Reduces frustration and stress 

 Provides a simple means to standardise and improve processes 

 Keeps critical task and team information automatically flowing 7x24 

 Provides close to real-time progress reporting 

 Presents information from each userôs perspective; so they stay focused and clearly 
understand what they need to do in context 

 Reuses past activities to increase quality and save time and effort 

 Allows structured involvement of clients (so they can be more easily managed) 

 Records work done so billing is easier to do and explain/justify 

 Keeps many different clients, projects and tasks organised concurrently 

 Streamlines costing and billing 
 

Benefits to Clients 
The key benefits to clients are: 

 Provides high security of critical task and team information on a need-to-know basis 

 Saves time and effort 

 Reduces frustration and stress 

 Provides a simple means to standardise and improve processes 

 Keeps critical task and team information automatically flowing 7x24 

 Provides close to real-time progress reporting 

 Presents information from each userôs perspective; so they stay focused and clearly 
understand what they need to do in context 

 Reuses past activities to increase quality and save time and effort 

 Allows structured involvement of consultants 

 Documents work done so billing is easier to understand 

 Keeps many different staff members, consultants, projects and tasks organised 
concurrently 

 

Unique Features 
More detail on the following unique features of TASKey TEAM is provided at Annex A: 

 Natural Management processes 

 High security without passwords or permissions 

 Real-time business process mapping 

 Templating 

 Streamlining formal & informal Meetings 

 Costing and Billing 
 

Scenarios 
Annex B provides a number of indicative scenarios that give an insight into how TASKey TEAM 
can be used by consultants.  
 

Complementary Processes 
In any consulting job there are two complementary processes that must be managed in concert: 
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 Direct Processes ï consulting work that is unique to the particular consultancy 
(contributes directly to the deliverables). 

 Indirect (Enabling) Processes ï processes that are required to enable the work to be 
done.  Processes such as planning, organising, coordinating (this consultancy and with 
other work), communicating, billing, and reporting on the work being done. 

 
There are a lot of overlaps between the two processes and both must be done to successfully 
complete a consultancy 
 

Indicative Consulting Process 
Consulting assignments have a number of broad phases.  Phases vary from consultant to 
consultant, organisation to organisation, and type of consultancy.  However consultancies can be 
broadly divided into the following four phases: 
 

 Phase 1 ï Develop a Proposal 

 Phase 2 ï Agree the Proposal and Implementation Plan 

 Phase 3 ï Implement the Agreed Plan  

 Phase 4 ï Finalise the Consultancy 
 
Each phase is discussed in more detail to provide a basis to explain how TASKey web software 
can improve each phase. 
 

Key Processes to be integrated 
A significant part of any consultancy is devoted to enabling core tasks to be completed.  In broad 
terms, there are four broad processes that need to be managed: 

1. The Consulting Process (enabling) 
2. The Governance Process (enabling) ï admin, project management, issues, risk, quality.  
3. Meetings Process (enabling) ï both formal and informal 
4. Core Task Processes (core) ï doing the actual work 

 
The effectiveness of managing the first three processes has a strong influence on the success of 
Core Task Processes that produce the deliverables linked to clientôs payments. 
 
TASKey TEAM facilitates and integrates all four processes to do more with less. 

 
Interacting with Clients 
Consulting usually involves the interaction with clients whose inputs are important to the 
consulting outcome.  In some cases, managing clientsô inputs can take a lot of time and effort.  
When TASKey software is used by both consultant(s) and client(s), a partnership is facilitated 
based on a common understanding and agreement on who needs to do what when.  Reporting 
and feedback is automatic, so keeping everyone informed is fast and easy. 
 

Key Concepts 
It helps to understand the key concepts underpinning TASKey TEAM.  The key concepts are: 

 The Fundamental Difference between Tasks and Actions 

 Consolidating Actions into Personalised ToDo lists 

 Coordinative Control 

 Macro Framework  

 Micro Framework 

 Tasks presented on a Need-to-Know basis 

 Basic task module (joined by the Macro framework) 

 Automatic Progress Reporting 
 
These key concepts are explained in more detail at Annex C.  
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2. Overview of Consulting Phases 
The key parts of each phase will be discussed in more detail to provide a basis for showing how 
TASKey software can be applied to add significant value.  Templating will be addressed in some 
detail in the next section. 
 

Phase 1 ï Developing a Proposal 
In most cases, consultants and clients need to agree on the scope of work, time to complete, 
people involved, resources required and costs.  This process begins with a discussion with the 
client on what they want to achieve, by when and some idea of acceptable costs. 
 
When the consultant has sufficient background to the consultancy and a reasonable 
understanding of the deliverables, a proposal is developed in some detail.  The proposal includes: 

 A statement of the scope in terms of tasks to be completed for each deliverable by when 

 A broad implementation plan that shows how the tasks will be completed by who and by 
when.  Deliverables are often expressed as milestones. 

 A list of key actions required for each task and expectations of client inputs. 

 Indicative costs for resources and people 
 
For more steps and an explanation of how TASKey TEAM can add significant value to developing 
a proposal - see Chapter 3. 
 

Phase 2 ï Agreeing the Proposal and Implementation Plan 
Work with clients to develop a common understanding of the implementation plan and 
deliverables: 

 key tasks and milestones (deliverables) 

 what is to be done by who and when 

 client inputs and any 3
rd

 party contributions 

 resources required 

 time required 

 costs, and  

 payments against milestones. 
 
Fine-tune the implementation plan until all parties understand and agree to how the plan will be 
implemented and payments made. 
 
For more steps and an explanation of how TASKey TEAM can add significant value to gaining 
agreement on a proposal and implementation plan - see Chapter 4. 
 

Phase 3 ï Implementing the Agreed Plan 
Start by completing the actions that complete the tasks in the agreed implementation plan.  It is 
common to need to update the plan as more information becomes available during 
implementation.  Sound management of these variations is critical to ensure that everyone stays 
on the same sheet of music (as variations can be a major source of dispute at a later time). 
 
Decisions made in formal and informal meetings need to be documented, so it is clear who needs 
to do what by when.  Issues, quality and risk management also need to be managed as an 
integral part of the implementation of the plan. 
 
Actual people times and resources need to be recorded progressively in the context of the actions 
being performed.  By costs being directly related to the work being done (actions), later attribution 
judgements (that may be hard to explain) are avoided. 
 
Reporting of task and overall progress need to be provided to relevant people in as close to real-
time as possible to all decision makers.  In addition, everyone involved needs to be quickly 
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informed about any changes to the plan that may affect them.  This keeps everyone focused on 
what they have to do and makes it easier to keep the consultancyôs work flowing smoothly with 
other assignments. 
 
A structured interaction with clients that facilitates a common understanding of what is to be done 
in some detail creates trust, ownership and a greater perception of value for money. 
 
For more steps and an explanation of how TASKey TEAM can add significant value to 
implementing the agreed plan - see Chapter 5. 
 

Phase 4 ï Finalising the Consultancy 
The consultancy is finalised and reviewed to identify lessons for future consultancies.  The 
progressive updating of the agreed plan and variations during implementation provide the 
foundation for finalising the consultancy with the client.  There should be no surprises because all 
variation should have been agreed and reasons noted in the context of the changes. 
 
Lesson learnt are often difficult to identify without an audit trial of what actually occurred and 
metrics.  Without adequate documentation, the memory of participants is all that is available.  In 
many cases, participants can remember the overall sequence of events, but the detailed timings 
and interactions between tasks and teams needed for quality analysis and metrics are not 
available. 
 
Being able to compare planned to actual tasks and actions is very important for continuous 
improvement.  In addition, detailed templates of the total consultancy or selected parts of the 
consultancy are invaluable when developing future proposals.  These templates provide many 
metrics that are needed for future consultancies. 
 
For more steps and an explanation of how TASKey TEAM can add significant value to finalising a 
consultancy - see Chapter 6. 
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3. Phase 1 ï Developing a Proposal 
Consultants use TASKey software to set scope and develop a draft implementation plan.  Key 
steps are: 

 Discuss with clients their list of requirements and deliverables 

 Identify the key blocks of work to produce each deliverable 
o Create a list of high level tasks required to achieve each deliverable 
o Add planned start and end dates to each task  
o Create a milestone for when each deliverable must be completed 

 Sort out the tasks and actions into a chronological workflow 

 Add stakeholders to each task 

 Get as many stakeholders as possible from each task to create a list of actions required 
to complete each task 

 For each action create an action team from the stakeholders 

 All stakeholders check that the proposed actions are compatible with other actions they 
need to do (for other assignments and on-going work) 

 Adjust the actions so they all can be done to complete tasks and milestones on time. 
 
For the proposal print a hard copy of: 

 the proposed task schedule 

 a plan for all major tasks 

 a list of actions to be completed for each milestone 

 a list of planned resources by task and action 

 a list of planned time by task and action (rolled up as required) 

 ToDo lists for the client (tasks and actions can be allocated to specific client staff in the 
next phase) 

 
Add additional material such as CVs, conditions of provision, support, etc to create the proposal. 
 
Note:  TASKey software will keep all actions coordinated with the other tasks each stakeholder is 
directly involved in.  It is very important that this consultancyôs actions are considered in the 
context of existing and proposed commitments. 

 
Using TASKey TEAM to develop a Proposal 

1. Discuss with clients their list of requirements and deliverables 
This discussion helps a client specify the end state (deliverables) they are prepared to pay for 
to be achieved.  A common understanding between the consultant and client is very 
important at this point, because all plans must be focused on achieving this end state 
(deliverable). 

 
Note:  In phase 1, the clientôs interactions are usually entered in very broad terms.  An easy 
method is to enter the client as a user and make that user responsible for all client tasks and 
actions. 
 
2. Identify the key blocks of work to produce each deliverable 
This is needed to simplify plans and to facilitate a common understanding of the blocks of 
work that need to be done.  These blocks of work provide a framework for the implementation 
plan and help the client appreciate the work required (and the value they are receiving).  
 
Identify the key blocks of work to produce each deliverable 

o Create a list of high level tasks required to achieve each deliverable 
o Add planned start and end dates to each task  
o Create a milestone for when each deliverable must be completed 
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TASKey TEAM is an excellent tool to identify and document key blocks of work (at a macro 
level).  This can be achieved by entering key tasks then grouping these tasks in a number of 
parent child relationships.   
 
Tip ï Dragging and dropping tasks is a fast way to change/reorder task relationships.  
 

 
 
Note: There are four main blocks of work:  1.  The Consulting Process  2.  Governance Process  

3.  Meetings  4.  Core Tasks.  For control, all these blocks need to be managed together.  Security of 

who can see the various tasks will be discussed later. 
 

3. Sort out the tasks into a chronological workflow 
 
TASKey TEAM has an option for sorting sub-tasks into ñChronological Orderò.  This feature 
can be used to confirm that task start and end times actually flow.  Once task times have 
been sorted out ñNatural Orderò can be reselected (if desired). 
 
The Chronological Order Option is accessed by clicking the round TASKey button in the top 
left of the view.  Click Options when it is shown. 
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The Option view will be shown with the Tree sort Method in the middle.  Choose 
ñChronological Orderò 
 

 
 
Note: Once task start dates have been sorted, it is best to return the Tree Sort to ñNatural 
Orderò.  Natural Order is more logical in cases where tasks are not sequential. 
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4. Add stakeholders to each task 
 
Stakeholders are added to the Task Team by the person responsible for the task or their 
delegate. 
 

 
 
Stakeholders are added to the Task Team though the Edit Task Team Dialog.  The Find 
shows users who can be stakeholders.  The Blue arrow head buttons move to and from 
the Task Team.  By default the person who added the task is Responsible until they 
make someone else Responsible.  Team Members can be made a delegate to give them 
full edit rights for the task.  In this case, A Client is a stakeholder and therefore they will 
see the task (but cannot edit details). 
 
Note:  Business rules also ensure that Task Team membership includes stakeholders 
who need to see the task, because of its relationship to other tasks. 
 
 

5. Get as many stakeholders as possible from each task to create the list of actions 
required to complete each task.   
 
The Action Tab view can be accessed by clicking the Actions Tab (between the Task and 
Notes Tabs)  see on next page 
 
The simple list approach matches the way people work naturally.  By clicking the task 
name in the task tree, the action view will automatically change to actions for that task.  In 
the view on the next page, you will see for the task selected, start and end dates and 
progress date are shown to the right of the Print button below the Tabs. 
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You will also see that the rectangle to the left of the task name in the task list is nearly 
full.  This tells the user that the date of next action due is over 75% of the task duration 
(time between task start and end dates).  For behaviour when sub-tasks are present see 
the Notes below. 
 
Notes:   

1. The progress shown to the left of task name also takes account of the progress 
of any sub-tasks of the task. 

2. The traffic light rectangles to the left of the task name provide a broad 
indication of task progress and a means to quickly identify potential problems.  
For a detailed view of progress, click the Progress header button.  You can 
select a scale ranging from days to years to identify specific issues.    
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6. For each action create an action team from the stakeholders 

 
In many cases, only the person responsible for the task is available to create the list of 
actions.  Actions can be added to any task where a person is a Task Team Member 
(Stakeholder).   
 
If the person adding the action is responsible for or a delegate for the task, the action is 
automatically accepted.  If the person is only a team member the action is added as a 
suggestion (with the person responsible and delegates being informed).  The responsible 
person or their delegate can accept or reject the suggestion. 

 

 
 
The Task Team membership (stakeholders) is shown in the list under the Task Team 
heading.  Action team members are added using the Blue Arrow Head buttons.  The 
person Responsible for the Action is shown above the Action Team. 

 
By clicking the Action Notes Tab to the right of the Action Tab, you can add notes about 
the action.  These notes can be cut and pasted from and to other documents.  For 
example, when the action is to send an email, a copy of the email can be stored in the 
Action Notes. 
 
Note:  The person adding an action is automatically responsible for the action.  More 
action team members can be added from the list of task team members (stakeholders).  If 
you want to add a person to an action team who is not a stakeholder, they need to be 
made a task team member first. 
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7. All stakeholders check that the proposed actions are compatible with other actions 
they need to do (for other assignments and on-going work) 
 
When known actions have been added to all consultancy tasks, each team member 
should ñFocusò on the consultancy and check their ToDo list to confirm that they can 
contribute to all consultancy tasks.  To focus on the Consultancy 1 Task, click the 
Consultancy 1 Task Name (the name also shows in the Task Tab on the right), then click 
the Focus Button to the right of the green arrows. 
 

 
 
Only tasks in the Consultancy 1 tree will be shown.  Next click the ñToDoò button on the 
header between ñProgressò and ñReportsò to show the userôs personalised ToDo list for 
the Focused tasks only (in this case, Consultancy 1 and all it sub-tasks). 
 
Note:  Clicking the ñMy ToDo Listò Tab to the right of Documents is another way to 
display the ToDo list for the Focused Tasks. 
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By clicking ñUnfocusò, all tasks (including Consultancy 1 tasks) will be shown in the task 
tree.  If the ToDo list is selected with all tasks showing, the ToDo list will show all actions 
from all tasks.  This will show how the consultancyôs actions fit in with everything else the 
person is doing (including other consultancies). 
 
Note:  Using the Focus and Unfocus feature makes it easy to see all the actions for a 
particular task or related tasks (such as a project). 
 
REMEMBER that TASKey TEAM is automatically synchronizing your tasks and actions 
with other peopleôs tasks and actions.  If you made a change that affects another team 
member or they make a change that affects you, you will be notified by email and on the 
Today screen (header button between ñReportsò and ñSearchò) in TASKey TEAM. 
 
Actions and tasks that donôt fit should be adjusted to fit.  If the action modification causes 
a change to the task dates (ie. which may also cause a task blowout), the task dates 
should be revisited to accommodate the action changes. 
 
Note:  TASKey TEAM automatically tests that actions are within the task start and end 
dates.  If the action is outside the task dates, this will cause a blowout. A Blowout 
Warning is given before the new dates are saved.  If they are saved the person 
responsible for the blowout task will be notified by email and on the Today screen of the 
blowout.  They can then adjust the task dates or tell the person responsible for the action 
to move it back within the task dates. 
 

8. Adjust the actions so they all can be done to complete tasks and milestones on 
time. 
 

Some iteration of actions for tasks may be required to get all actions within their tasks.  
While this may take a little time, it is minimal compared to the effort required to do this 
gross error check manually. 
 

9. Link tasks to relevant documents 
 

 


