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WHAT OTHERS SAY ABOUT THIS BOOK
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	"I highly recommend the books from The Effectiveness Institute as texts for new leaders and a review for seasoned leaders - as a reminder of what they should be doing. These books are unique because they’re replete with valuable information that you can actually learn today and use tomorrow. If you want to become absolutely essential to any organization, these books are for you.”

	- Dennis D. Cavin

	Lieutenant General, US Army (Retired)

	Vice President, Army Missile Defense Programs

	Lockheed Martin, Corporate Business Development
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	“I recommend the books from The Effectiveness Institute because Ed Murphy doesn't theorize; he draws on his extensive experience from many years of service in the US Military and working as an Executive Coach in Corporate America. His keen insights and practical advice make these books required reading for anyone trying to negotiate the maze of organizational chaos.”

	- Lee Lacy

	Assistant Professor

	US Army Warfighter Course

	Command and General Staff College
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	“The books from The Effectiveness Institute will help you become more effective at work and in life. They will also help you unlock your potential and direct your team to greater success. I highly recommend these books.”

	- Lance Revo

	Principal Engineering Design Specialist

	Cyber Security at AREVA NP

	 

	 


 

	 

	 

	“I dedicate this book to all those I must leave behind who have the desire to be, do, and have more than they have today.”

	Never Stop Learning!
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INTRODUCTION

	“Optimism is the faith that leads to achievement. Nothing can be done without hope and confidence.” 
 - Helen Keller

	This book is the revised and updated 2025 edition of BACKBRIEFINGS SIMPLIFIED, which you’ll learn about in the next chapter.

	However, before we continue, it’s important to understand that this book is one of forty books that comprise a new Success Training Program.

	This program was created for you, regardless of your occupation, position, or level of authority, to help you achieve the effectiveness and success you deserve.

	The first ten volumes (see OTHER BOOKS) address these core competencies of your effectiveness and success in business:

	Followership, Delegating, Planning, Organizing, Communicating, Problem-Solving, Awareness, Training, Motivating, and Character-Building.

	The second ten volumes (see OTHER BOOKS) explain these ten business skills more thoroughly. 

	Writing, Speaking, Team Building, Managing Risk, Coaching, Managing Projects, Managing Meetings, Achieving Goals, Making Decisions, and Building Consensus with a Team.

	I created this series to give you the essential best practices and critical success skills needed to rise above the crowd, be the best at whatever you do, and stand out rather than just fit in. 

	I’m Ed Murphy, the founder of The Effectiveness Institute. After graduating from West Point, I served 24 years as a US Army Officer during both Vietnam and Desert Storm, traveling all over the world.

	After the military, I spent the next 20+ years as an Executive Coach in Corporate America, working with hundreds of business executives, small business owners, and teams in Seattle, San Diego, Kansas City, and Phoenix.

	During my career, I was always searching for why some people are more effective and successful than others.  

	 

	As a result, I discovered that they were able to achieve extraordinary success by doing these three things:

	
		By consistently producing excellent results.

		By adding greater value to all those who helped them produce their results - especially their boss.

		By treating all those with whom they worked with respect and kindness, regardless of how they were treated.



	This SUCCESS TRAINING PROGRAM was created to help you do these three things better than anyone else.

	What makes this program so unique is that it:

	
		Gives you the most actionable best practices needed to consistently produce excellent results that you won’t find anywhere in academia or corporate America.  

		Teaches the most critical success skills used by the most effective people in their field, which you were never taught in school. 

		Provides step-by-step instructions for each best practice, explaining:



	
		What to do.

		How to do it.

		The tools needed to make it happen.



	No one else does that! Think about it!

	These are all simple things you can easily learn today and use tomorrow. 

	I know you'll enhance your value as you learn, use, and share what you learn here.

	Join us and discover why our readers come away saying,

	“I wish I knew this stuff years ago.”

	This program is my legacy, my small contribution to making a difference in the lives of all those I leave behind.

	Enjoy the book!

	

	

	Also, if this information could help someone else, please let them know. If it makes a difference in their life, they’ll be forever grateful to you, as will I.

	To your SUCCESS! 
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	Founder of The Effectiveness Institute

	

	

	Stop wishing you were better and do something about it today.
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1 
BACKBRIEFINGS
SIMPLIFIED

	“We don’t see the things the way they are. We see things the way WE are.”
 - Talmud

	This book is the revised and updated 2025 edition of BACKBRIEFINGS SIMPLIFIED.

	A Backbriefing is a Plan of Action briefing you give your boss or client explaining how you intend to accomplish their objective by identifying all their concerns and expectations before starting work.

	It’s the 24th volume in a comprehensive Success Training Program (see OTHER BOOKS).

	In business, how do you know if your project meets your boss’s expectations?

	Well, let’s face it. No matter how talented you are, you’ll be starting over or looking for a new job if you don't meet your boss's expectations.  

	One of the main causes of project problems is the failure to uncover the boss's expectations before starting the project. But how do you do that?

	One way is to give your boss a Backbriefing before starting work.

	This best practice is a great way to achieve a “meeting of the minds” before work begins.  

	Backbriefings enhance mutual understanding and trust by exchanging questions and answers to ensure that no unmet expectations or surprises appear later.  

	They also enhance your credibility, thus relieving the need for micromanagement.

	When should Backbriefings be conducted?

	In business, there are two types of projects: 

	
		Expected Projects are already part of your job description, like an annual trade show. For expected projects, provide a Backbriefing to your boss at least 90 days before the project starts. 



	
		Requested Projects are different; they're newly assigned projects.  For requested projects, provide a Backbriefing to your boss no more than a week after receiving the assignment.



	How are Backbriefings conducted?

	Backbriefings are best conducted in these four phases: 

	Phase 1.  Identify the project's requirements first!  

	 

	Situation: Let’s assume that you’ve just received an important project from your boss. A few days later, you met with her to capture her requirements before proceeding.  

	Here’s what to ask to understand the requirements.

	
		Who is this project for? What, when, and where is this project, and why is it being conducted?

		How important is this project, and to whom?

		What’s the desired result, and how will it be measured?

		What’s the limit of my authority to spend money, make assignments, hire, fire, or make decisions?

		What must be started, ordered, or purchased soon?

		What are the most important tasks that must be completed for this project to succeed?

		Who's responsible for each major task?

		Who has conducted a project similar to this before?

		What’s the budget?



	 

	But what if you already know the requirements?

	If you’ve conducted this project before, it might be okay to skip Phase 1. However, don't skip the other phases. During Phase Two, as you brief your boss on your Plan of Action, you'll know if your assumption was correct. Just know that assumptions can be dangerous for many reasons.  

	This is why effective people always confirm the requirements before starting work.  So, be careful!  You don't want to be starting over.

	Phase 2.  Create your Plan of Action (POA).

	Create your Plan of Action (Chapter 7). If there is anything you don’t know, list it as TBA or to be announced. 

	Phase 3.  Conduct your Backbriefing.

	Before starting, give your boss and her team a hard copy of your Draft Plan of Action.  Then, discuss each of the six paragraphs from the POA. This is where your boss should help you fill in the blanks. Any unanswered questions get added to your Unresolved Issues List (Chapter 12) until resolved.

	Remember, you're not expected to have all the answers, but you are expected to have all the questions.  

	Record any assignments your boss made during the Backbriefing and any questions you couldn’t answer.

	Phase 4.  After the Backbriefing. 

	 

	First: Create a Memorandum For Record or MFR.

	After the Backbriefing, create an MFR documenting what happened during the meeting, including any assignments your boss made and any questions you couldn't answer. The next day, give your boss a copy of your memo. 

	 

	Second: Follow through.  

	A few days later, follow through to provide your boss with the answers to the questions you couldn’t answer during the Backbriefing.  Continue to provide periodic Project Updates and take charge of your project. 

	Using backbriefings in business helps improve communication, reduce errors, and ensure that everyone is on the same page 

	If you fail to conduct a Backbriefing with your boss before starting your next project, do so at your peril. 

	 

	Warning!  If your boss ever asks you, "What if this happens?” She's asking you for a Contingency Plan.  

	Also, if your boss doesn’t want a Backbriefing, provide her with a draft copy of your POA for approval.

	Use the format in Chapter 7 to create your Plan of Action.

	Important Notes:

	To make this book more useful for and actionable by everyone in the workforce, it’s important to point out that I’ll be using the term “boss " throughout instead of leader, manager, or employer.  

	I do this because,

	“We all work for a boss, whoever pays us for our work.”  

	Even if you’re self-employed or a small business owner, your boss is your customer, client, guest, or patient, whoever pays you for your services.  

	I’ll also use the terms “member” or “team member” instead of worker, employee, or associate to reinforce the power of teamwork.
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