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Welcome to Prodevia Learning 
Advanced Professional Development for Experienced Project Managers.  
Prodevia Learning offers advanced, expert-approved strategies for project managers to 
grow their skill sets and careers.  We provide the most effective professional 
development courses in our industry written by the best names in our profession. You’ll 
discover how to interact much more successfully with your stakeholders and get the best 
outcomes from your projects than you ever thought possible.  

With Prodevia Learning courses, you can get started immediately because everything is 
available online as soon as you enroll.  And, when you enroll in one of our paid classes, 
you’ll find they are also portable – you can optionally choose to have printed course 
guides shipped to you because we know you know that being chained to a computer or 
stuck at your office to take an online class is not always the most convenient method or 
the best way for you to grow and implement your learning.  Your schedule requirements 
are ours, too.  So, you have an unlimited amount of time to complete a course once you 
enroll.  That’s right – there is no “limited time access” to courses at Prodevia Learning.  
You can take as much time as you need to complete your course; we’ll always be here to 
help you when and where you need it. 

Prodevia Learning is committed to helping you achieve the goals that are important to 
you in your career: 

 Build stronger project methods and plans, and execute them with more success 
 Get more done in less time because you aren’t spinning your wheels 
 Develop and maintain constructive partnerships with your customers 
 Build respect among all of your stakeholder groups as someone who can get things 

done 
 Create a competitive advantage for yourself within your organization and industry 

If you want to develop the expertise you need to have the kind of success in project 
management that you want to achieve, then you can trust Prodevia Learning to help you 
to get there. 
Learn more at www.prodevia.com.  



 

 
 

The Professional Project Executive™ (PPE™) Certificate Program 
A Practical Certificate Program for Experienced Project Managers. 
Every course in our catalog brings practicing project managers one-step closer to being 
recognized as a Professional Project Executive (PPE) while earning valuable 
recertification credit for professional designations. Convenient and affordable, the 
Professional Project Executive Program provides an opportunity to expand your skills as 
you work toward your PPE at the same time that you earn PDU credit for professional 
designation earned by the Project Management Institute® (PMI)®.  
Designed to complement existing process-centric PM certifications the Professional 
Project Executive reflects a commitment to developing the practical and critical skills 
required to manage a project successfully. The experience gained through the PPE 
Program provides balance to hard-earned PM certifications that focus more on process 
than practical application. The skills developed through the PPE Program are globally 
recognized and applicable across industries. 
The Professional Project Executive curriculum has been developed by bringing together 
the most respected thought leaders in the industry; practitioners that are recognized as 
the experts and founders of their specific disciplines.  Prodevia Learning is the only 
provider that offers these practical and diverse courses from the best names in the 
business on your schedule and without the financial or schedule strain of traveling to 
attend these popular sessions at on-site seminars and conferences.  Earn more and 
learn more with the Professional Project Executive Program from Prodevia Learning. 
How to Earn Your Professional Project Executive (PPE)  
Requirements are simple; complete any combination of 120 credit hours from our catalog 
to earn your Professional Project Executive Certificate.  Choose the courses that fit your 
professional development goals through our diverse course catalog.  The 120 hours 
required to earn the PPE represents the equivalent of a three-week, full-time educational 
program of study from the most trusted experts within the project management 
community of practice. 
The PPE curriculum remains current and relevant through the addition of new courses 
developed by leading experts to address the growth and advancement of the project 
management practice. 
Be a better project manager, starting today! 
 
Note: PMI is a registered mark of the Project Management Institute. 



 

  
Effective Leadership For Project Managers 

       
   

 

  
  
  
   
  
  
 1-800-291-6244 
  
  

Copyright 2016 Prodevia Learning, Inc. All rights reserved. 



Effective Leadership for Project Managers 

www.prodevia.com 
1 

Table of Contents 
 

HOW TO COMPLETE THIS COURSE ............................................................................... 1 
MODULE ONE – INTRODUCTION TO LEADERSHIP ...................................................... 4 

INTRODUCTION TO COURSE ............................................................................................... 4 
WHAT IS LEADERSHIP? ...................................................................................................... 5 

Leadership Defined .................................................................................................... 5 
The Concept of Leading ............................................................................................. 6 
What Leadership is Not .............................................................................................. 7 
Leading vs. Managing ................................................................................................ 7 

WHY LEADERSHIP IS IMPORTANT FOR PROJECT MANAGERS ................................................ 8 
Why Most Projects Fail ............................................................................................. 11 
Maximizing the Probability of Success through Leadership ..................................... 13 

A MILITARY EXAMPLE OF LEADERSHIP ............................................................................. 14 
Key Thoughts for Your Consideration ...................................................................... 16 

REVIEW AND SELF REFLECTION QUESTIONS .................................................................... 18 
MODULE TWO – QUALITIES OF GREAT LEADERSHIP .............................................. 21 

INTRODUCTION ................................................................................................................ 21 
Generic Practices of a Good Leader ........................................................................ 22 
Characteristics of a Good Project Leader ................................................................ 22 
Key Thoughts for Your Consideration ...................................................................... 28 

REVIEW AND SELF-REFLECTION QUESTIONS .................................................................... 29 
THE LEADER AS A VISIONARY........................................................................................... 31 

Duty to a Higher Cause – The Leader as a Professional ......................................... 32 
Passion and Enthusiasm Expressed ........................................................................ 32 
The Leader as Visionary - Key Thoughts for Your Consideration ............................ 34 
The Leader as Visionary - Review and Self Reflection Questions ........................... 35 
The Leader as Visionary - Case Study .................................................................... 35 
The Leader as Visionary - Student Journal Questions............................................. 36 

THE LEADER AS A STEWARD OF OBJECTIVES .................................................................... 37 A Tactical Focus toward Planning and Completing Activities .................................. 37 
Integrity and Honesty in Word and Deed ................................................................. 38 
Resiliency to Challenge and Change ....................................................................... 39 
Emotional Fortitude When Under Stress .................................................................. 41 
Problem Resolution .................................................................................................. 42 
The Leader as a Steward of Objectives – Key Thoughts for Your Consideration ... 43 
The Leader as a Steward of Objectives – Review and Self-Reflection Questions .. 45 
The Leader as a Steward of Objectives – Case Study ............................................ 46 
The Leader as a Steward of Objectives – Student Journal Questions .................... 47 

THE LEADER AS A SERVANT OF PEOPLE ........................................................................... 49 
Confident Humility .................................................................................................... 49 
Attentive Communication ......................................................................................... 49 
Empathy ................................................................................................................... 50 
Delegation, Accountability and Supportiveness ....................................................... 51 
The Leader as a Servant of People – Key Thoughts for Your Consideration .......... 52 
The Leader as a Servant of People – Review and Self-Reflection Questions ......... 54 
The Leader as a Servant of People – Case Study ................................................... 54 
The Leader as a Servant of People – Student Journal Questions ........................... 56 



Effective Leadership for Project Managers 

www.prodevia.com 
2 

THE LEADER AS A STUDENT OF EXPERIENCE .................................................................... 57 
Learning from One’s Own Successes and Failures ................................................. 58 
Learning from Others ............................................................................................... 58 
The Leader as a Student of Experience – Key Thoughts for Your Consideration ... 60 
The Leader as a Student of Experience – Review and Self-Reflection Questions .. 61 
The Leader as a Student of Experience – Case Study ............................................ 61 
The Leader as a Student of Experience – Student Journal Questions .................... 62 

MODULE 3 – APPROACHES AND TECHNIQUES TO LEADERSHIP DEVELOPMENT
 .......................................................................................................................................... 63 

INTRODUCTION ................................................................................................................ 63 
HOW TO DEVELOP THE ABILITY TO HOLD AND SHARE VISION ............................................ 65 
HOW TO DEVELOP AN OBJECTIVES MINDSET .................................................................... 66 
HOW TO BECOME A PERSON OTHERS WISH TO FOLLOW ................................................... 67 
HOW TO CAPITALIZE ON EXPERIENCE OF SELF AND OTHERS ............................................. 70 

Key Thoughts for Your Consideration ...................................................................... 73 
Review and Self-Reflection Questions ..................................................................... 75 

MODULE 4 – THE SELF ASSESSMENT ........................................................................ 77 
“THE LEADER AS…” QUICK ASSESSMENT TOOL AND SCORING CALCULATION SHEET - 
INSTRUCTIONS ................................................................................................................ 77 
PROJECT LEADER INDIVIDUAL PROJECT ASSESSMENT WORKSHEET – INSTRUCTIONS ........ 78 
THE LEADER’S CONTINUED DEVELOPMENT ACTION PLAN ................................................. 78 The Past ................................................................................................................... 78 

The Present .............................................................................................................. 78 
The Future ................................................................................................................ 79 
Review and Self-Reflection Questions ..................................................................... 79 
The Leadership Crossword Puzzle Review ............................................................. 81 

SUGGESTED ANSWER KEY .......................................................................................... 83 
MODULE 1 – INTRODUCTION TO LEADERSHIP .................................................................... 83 
MODULE 2 – QUALITIES OF GREAT LEADERSHIP ............................................................... 87 

Introduction ............................................................................................................... 87 
The Leader as a Visionary ....................................................................................... 91 
A Steward of Objectives ........................................................................................... 92 
A Servant of People ................................................................................................. 94 
A Student of Experience ........................................................................................... 95 

MODULE 3 – APPROACHES AND TECHNIQUES TO LEADERSHIP DEVELOPMENT ................... 97 
MODULE 4 – SELF ASSESSMENT ...................................................................................... 98 

APPENDIX ...................................................................................................................... 100 



Effective Leadership for Project Managers 

www.prodevia.com 
1 

How to Complete This Course 
How to Complete the Guide and Exercises 
This course is broken down into course modules.  In order to develop a better 
understanding of the content of this course it is recommended that the student complete 
the work as follows: 

 Complete a reading and a study of the information contained in each 
module for understanding and comprehension. 

 The student is encouraged to make notes as they work through the 
course guide.  These notes can assist the student in assignments 
following each module.  Notes may be related to key ideas the student 
wishes to remember as well as personal insights the student may have. 

 Complete all corresponding assignments (see Completion Checklist, 
located on the following page).  Ideally, the student should keep a 
student journal (separate notebook or file) with his or her answers to all 
assignments. 

 Check off assignments on the Completion Checklist as they are finished. 
 Work through the course guide one module at a time, completing all work 

associated with the current module before advancing to the next module. 

How to Contact the Instructor 
Prodevia Learning course instructors are available via email.  All course correspondence 
will be returned promptly. 
Contact your course instructor at support@prodevia.com 

How to Submit Course Completion and Report PDUs 
When you have completed working through this course guide, return to the Course 
Completion page at www.prodevia.com and follow the instructions there to formally 
complete your course with Prodevia Learning. You are required to formally complete your 
course in order to receive your Certificate of Completion and be awarded 15 Professional 
Development Units. The Course Completion webpage also includes instructions and a 
link for you to submit your PDUs directly to the Project Management Institute (PMI)® 
online. 
Course Detail: 
PMI Provider ID: 1945 
PMI Activity ID: Printed on your Prodevia Learning Certificate of Completion 
 Note: PMI is a registered mark of the Project Management Institute. 
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Complete course through the Course Completion tab at www.prodevia.com 
Submit PDUs to the Project Management Institute 
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Course Objectives 
By the end of this curriculum the student should be able to: 

 Define the basic characteristics of good leadership and explain 
why leadership is important for project managers. 

 Explain the reasons projects fail describe the role of a project 
manager in project failure or success. 

 Describe the difference between leadership and management 
as applied to projects and why both are important. 

 Articulate the factors and sources that impact communication 
and its difficulties. 

 Describe suggested styles and techniques for successful 
leadership of projects. 

 Develop a personal leadership assessment and improvement 
plan. 

 All course objectives can be measured through end-of-module 
review questions and an end-of-course assessment. 
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Module One – Introduction to Leadership 
Introduction to Course  
This course will address leadership both conceptually and as applied specifically 
in the management of projects.  It will begin with the concepts of leadership as 
contrasted with the principles of management.  While considering some of the 
basic tenets of the concept and qualities of good leadership, we will examine 
their application in managing projects. 
This is not a course in leadership theory. It deals with practical methods and 
techniques to operate in the real world. These concepts are based on more than 
40 years of experience in both the military and commercial industry managing 
projects and the managers of projects.  The size of those projects range from 
that of developing a yearbook for a church choir to the world-wide installation of 
computer systems costing $7.2 billion. 
It seems that anything that you do is harder than you expect once you actually 
begin performing the tasks.  Projects are certainly no exception.  In fact, most 
experienced project managers know that Murphy is alive and well and lives in 
their projects.  His second law especially applies in that ‘if anything can go 
wrong, it will.’  This course addresses the things that can go wrong to make a 
project late, over budget or with a result that does not meet the level of quality 
expected. 
Surprisingly, the causes behind project failures are more often found in the soft 
or people-related side of the project than in the technical side.  This course will 
explore both the general and some specific people-related actions that cause 
projects to fail and some general and specific techniques to improve your 
chances of success.  We will conclude with a recommended personal path to 
successful leadership. 
In this course we will examine leadership in the framework of a government or 
business environment where a new service or product is to be created.  The 
emphasis is on projects where a providing organization is performing the project 
for the good of a client organization.  The same concepts apply, however, for a 
project performed internally because there are also many clients to satisfy on an 
internal project as with an external project. 
There is one other terminology issue to clarify.  Some people use the term 
‘program’ to describe large projects, especially if they have their own separate 
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funding and budget.  In this course the two terms will be assumed to be 
synonymous. 
After reviewing the basic aspects and qualities of leadership and their application 
to projects, we will address useful approaches and techniques.  Next we will 
explore ways to use your experience in developing personal leadership skills.  
Some self-assessment methods and tools will be provided for your use that can 
be helpful along the way at whatever point in the journey to great leadership you 
find yourself. 
What is Leadership? 
Leadership Defined 
To set the ambiance for our thinking we can start with a dictionary definition.  
Consider some of the terms in the American Heritage College Dictionary (2004) 
to describe what constitutes leadership: 
 Position 
 Ability to lead toward a desired result 
 To show the way by going in advance 
 To guide or direct 
 To induce behavior 
 To inspire conduct 
 To play a principle role 
 To be a channel or conduit. 

This source even mentions a baseball player advancing a few steps off the base 
toward the next base, the forward edge of a sail facing the wind, and the leading 
edge of the wing of an aircraft.  So there is definitely an aspect of being ‘out in 
front.’ 
Note that the concept described here is morally neutral.  There is no distinction 
between good or bad behavior and result.  Hopefully, it will be clear that this 
course advocates good appropriate leadership. That is where integrity comes 
into play and we will say much about that. 
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Student Exercise 
Everyone has a personal concept of what good leadership is.  It is largely 
intangible and difficult to measure.  Some people even say that they cannot 
define it, but they can recognize it when they see it.  
Think about the eight dictionary descriptions listed in this section and explain 
each in your own terms.  What other factors and functions would you add?  Jot 
down a few notes on what you think leadership is.  How do you personally 
measure up? To stimulate your thinking consider: 
 What good leaders have you observed? 
 Are good leaders born or can they be developed? 
 Can a weak leader succeed as a project manager? 

The Concept of Leading 
There are many different definitions for leadership and it has been studied for 
centuries without consensus as to what traits it takes to make a person a good 
leader.  General Douglas MacArthur once said that it is simply the ‘ability to get 
people to do things that they would not normally want to do’.  In his farewell 
address to the cadet wing at his beloved West Point, he more nobly described it 
as a ‘total commitment to duty, honor and country’.  
A generally accepted working definition regards leadership as the ability to 
influence people to achieve desired objectives.  Note the emphasis on ‘people’ in 
all definitions. 
Leadership deals with people—both as individuals and as members of groups.  
The required capabilities of a good leader vary over time and in different 
environments and situations.  Obviously there are differences in leading a high 
school football team and in leading a software development team in building a 
paperless factory. Therefore, there is no simple cookbook set of rules that fits 
every context.  We should not advocate the extreme of ‘situational leadership’ 
that bends and turns like a weather vane with every gust and directional shift of 
the wind. Some of the tools the high school quarterback uses will also help in the 
factory. Certain bedrock principles always apply in every case.  In different 
environments some principles might be more or less important than others.  
As a starting point let us use General Douglas MacArthur’s practical working-
level description (getting people to do what you want them to do, which might 
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include doing some things that they might not normally want to do).  Of course, 
he had combat in mind but most experienced project managers (PMs) will tell 
you that project work can be real combat.  Like Clausewitz said in On War,  ‘In 
combat everything becomes simple.  Even the most simple tasks become 
extremely difficult.’ 
For purposes of this course we will use the definition that leadership is the 
influencing of behavior toward desired objectives.  In the project business teams 
are normally involved. 
What Leadership is Not 
Leadership does not automatically wrap around you when you are placed in a 
position of authority. Ask any military officer who has ever been a commander. 
Good leadership is an ability that you may be better able to exercise because of 
your position, but it does not automatically come with rank or pay grade.  
MacArthur said that successful leadership is 90% preparation for the 10% 
probability that you will be lucky and have the opportunity to use your preparation 
for greatness. 
Leadership is also not the same thing as charisma. You do not need to be a 
swashbuckling superhero. Neither must you be physically attractive nor an 
eloquent speaker. Although, as we shall address, you must be an effective 
communicator. 
Some people think that leadership is something that you are either born with or 
will never have. They picture leaders as being great heroic people who inspire 
followers through power and forceful postures.  If this were true then there would 
be no value of studying leadership or in trying to develop and grow your 
leadership capabilities. There have been many non-charismatic leaders 
throughout history that disprove that image. 
Leading vs. Managing 
The distinctions between management and leadership are not that clear and their 
functions often overlap and interlace.  An often heard but perhaps oversimplified 
explanation is that ‘you manage things and lead people.’ That captures the 
essence, but the problem with that explanation is that you must plan and 
organize people as well as things.  
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Management includes three functions: 
 Planning 
 Organizing 
 All the people-oriented functions such as directing, coordinating, 

controlling and motivating. 
In this course we include all of the people-oriented functions as part of leadership 
responsibilities. Clearly for a project to meet a project’s ‘triple constraint’ of on-
time, on-budget and on specification, all the functions of leading and managing 
are critical. Otherwise, without good planning and organizing, a leader might 
motivate and guide the team toward the wrong objective—like a highly motivated 
platoon blindly following the disoriented lieutenant into danger.  
Why Leadership is Important for Project Managers 
Before proceeding we must, for the sake of completeness, define the word 
project.  The Project Management Institute’s definition is widely accepted.  In its 
Guide to the Project Management Body of Knowledge®, it states that a project is 
‘a temporary endeavor undertaken to create a unique product or service.’ The 
terms ‘unique’ and ‘temporary’ distinguish projects from on-going operations. 
Under this definition you could have a church project, a community project or a 
personal improvement project.  You can build a case that life itself is a project—
or should be.  Certainly life is temporary and most of us have goals.  But that is 
another story. 
For this course we will focus on projects conducted in the corporate or 
governmental world.  Usually the desired result is a better process, service or 
product and it can be either internal or external to an organization. In either case 
there will providers of the results of the project and many levels and departments 
as the receivers of the result.  So the project manager always has many 
customers as well as constituents in his or her own organization and they all 
have a stake in the outcome. Typically, the project team may be designing, 
building and installing an automated system or it could be planning and 
conducting a world-wide conference.  The upper extreme would be the Systems 
Program Office to develop a new weapon system for the Air Force or Navy. At 
the other end of the spectrum could be a project to improve the information flow 
within a small office. 
This brings us to the role of leadership in project management.  As a project 
begins, the principals agree on the objectives and, hopefully, a contract that 
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specifies the counterpoints of time, costs and quality considering the available 
resources.  This should be done in support of a business plan. Management 
must then locate, allocate and assign the required resources and skills.  Next, the 
project team forms and is tasked to achieve the objectives.  To this point the 
planning and organizing has been done at a high level, but the project team has 
to structure and align itself at a working level to complete lower level tasks to 
achieve the higher level plan.  
The project plan breaks down the necessary activities into phased actions, 
resources and time increments to move the team to the objectives. This planning 
function employs the technical tools of project management such as work 
breakdown structures and automated schedulers to arrive at things such as 
critical paths and eventually a schedule. 
These early planning and organizing functions for projects are not always done in 
the sequence described here.  The actions frequently overlap, are not complete 
or are performed haphazardly. Desire to close the deal, or other imposed 
deadlines, often compresses the time spent on the planning tasks and cheats 
reality.  Ideally, the project manager is on board and exerting influence during 
these management functions—along with members of the project team.   
This is not the real world. For instance, there is normally intense pressure from 
the Sales Organization if this is a competitive engagement to reduce the price 
and close the deal quickly.  The user always needs the project results sooner.  
Diplomatic leadership is needed to negotiate for realism.  If the project manager 
is assigned after the terms and conditions are fixed, then the leadership 
demands are an order of magnitude greater.  In that unfortunate case the best 
course of action is to consult with your team, discover the true situation and to be 
honest with everyone immediately.   
The longer you wait the more drastic will be the reaction when the truth comes 
out.  This brings out the cardinal rule of leadership. You must always be totally 
truthful and honest with everyone, everywhere, at all levels and at all times.  The 
truth will always come out eventually and, if you ever sugar coat your story to one 
constituent, you may not remember what you told someone else. The results of 
projects are always visible. 
This also touches on the second cardinal rule of project leadership which is to 
communicate, communicate and communicate!  Everyone with an interest in the 
project should know the status at all times.  
There are different types of leadership required, derived from different sources, 
as a project proceeds. The project manager is designated as the leader and is 
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made responsible for the results of the team.  As the project evolves, certain 
technical experts may at times usurp part of that leadership role as the result of 
specialized information, skill or knowledge.  Thus, leadership can sometimes be 
shared, although responsibility and accountability cannot. This can make life 
interesting for the project manager. 
When you are designated as the manager of a project, your organization expects 
you to lead the team to a successful conclusion.  In the project business that 
success is measured in terms of meeting a schedule and budget while achieving 
an objective (which usually involves satisfying a customer by delivering a new 
product or improved service.)  The project manager represents a larger 
organization and reports to a higher-level manager who delegates authority to 
the project manager. Thus the project manager must satisfy many constituents: 
the project team, various customers, and those in his own management 
structure.   
He or she must also comply with many corporate directives, regulations and legal 
constraints.  The wise project manager must seek harmony and balance between 
these often competing needs.  The weak project manager places blame on these 
competing demands, whereas the strong project manager walks a potentially 
career-limiting tightrope by building an overall team willing to compromise when 
necessary to balance them. This team spirit allows the project manager to 
harmonize actions and decisions with all constituents. Nobody ever said it would 
be easy!  This is definitely the most difficult leadership challenge that faces a 
project manager. So to be successful on projects requires strength of character 
and, at the same time, a tolerance for ambiguity. 
Some weak project managers often lean on a ‘lack of authority’ crutch in the 
search for someone or something to blame. The other extreme is to assume 
authority under the old adage that forgiveness is easier to obtain than permission 
and to charge ahead at full speed. A reasonable degree of that boldness is 
essential.  The best course of action is to be ever mindful that the successful 
project manager must lead upward, downward and horizontally.  This is easily 
forgotten in the ‘heat of battle,’ but you are at risk when you do not keep this in 
mind. It requires a delicate balance achieved by continued effective 
communication with all who have a stake in the project outcome.  Daily decisions 
are required and the effective leader must at times assume the authority and 
responsibility to produce the desired result.  
To remain assigned as the project manager you must fully explain the reasons 
for your decisions to all who have the need to know.  You must be effective in 
getting buy-in for your decisions and maintaining continuing support. 
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Project management demands both strong management and leadership. The 
fact that you can influence people does not tell whether you can plan and 
organize. Conversely, the ability to plan and organize does not mean that you 
can lead people.   Perhaps, nowhere else in all of mankind’s endeavors is there 
anything as complex as the entrepreneurship involved in managing a high-
technology project. 
Studies show that experience can improve project performance in the area of 
management, but not necessarily in the leadership area. Most projects fail. Some 
are never completed. Some experience major redirection, and the vast majority 
are late, over budget, or never achieve the promised quality. The reasons for this 
usually involve people more than the technology. Leadership deals with people 
and people determine success or failure. 
Why Most Projects Fail 
Projects are created with budgets, schedules and deliverables with an expected 
level of quality. Knowledgeable project managers know that if any two of these 
three variables is fixed, then the third one is predetermined. On the other hand, if 
you change one of them, it impacts at least one of the other two. The forces of 
profit, productivity, resource availability, and human imperfections result in most 
projects being completed late, overspent, or with a client who is dissatisfied with 
the deliverable. Many projects never complete or experience major redirection 
and restarts. The business world is full of clients or customers who have had 
career-limiting project experiences. 
Managing a high-technology project (especially if software development or 
integration is involved) demands the utmost skill and experience. Yet, often an 
organization confuses availability with qualification and assigns a person without 
the experience and skills in management and leadership necessary to tackle this 
incredibly difficult undertaking. There are many reasons for this dismal state of 
the art. 
First of all, the competing demands already mentioned result in unrealistic 
budgets, impossible schedules and insufficient or inappropriate resource 
assignments. The worst possible case is when the project team is not involved in 
setting the parameters.  Who knows better how long it will take? 
Accompanying the setting of unattainable goals is the setting of false 
expectations. There is a natural tendency to make optimistic promises to a 
prospective customer (or internal client) if someone’s career or financial success 
depends on closing the deal. 
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As God only placed a very few perfect project teams on this planet, most teams 
are composed of humans with all the imperfections entailed. We make mistakes, 
we omit details from our estimates, we get ill, we get tired, we have conflicts, we 
misunderstand, we disagree, we forget, we get emotional, we fear the unknown 
and miscommunication occurs. So we are not 100% productive at all times. Thus 
it is not surprising that team performance is a large factor in project failure. These 
same factors even apply to the project manager himself at times. 
Poor communication may be the number one problem. The critical two-way flow 
of information within the project team and with clients can overcome less than 
perfect performance or it can sabotage excellent performance. Untimely 
communications can be as damaging as weak communications. Everyone hates 
surprises, except on their birthdays. Often heard expressions of dissatisfaction 
include:  
“But you promised…..” 
“Why didn’t you tell me…..?” 
“Do you know what Carol told me?” 

“Did you even know the system was 
down?” 
“Bill told Fred that you said…..” 

Projects are about risk and the management of risk. Either your internal 
organization or a client organization needs to risk changing something in order to 
make essential business improvements. By their very nature projects involve 
risks. Even with the applied judgment of the best management minds and tools, 
the outcome is never known and that is risky. The project team is assuming a 
major share of that risk. Thus we are risk managers. How well we assess and 
manage that risk will impact all the stakeholders and our own careers. 
As mentioned above, we conduct projects because we want to change 
something. People inherently deny, fear, and resist change. Stability equates to 
comfort and change threatens that comfort. Project teams must confront the 
entire range of emotions from a general non-specific uneasiness to a valid 
concern that downsizing may result if the project is successful. 
Sometimes we don’t even know what we do not know. A wise man once said, 
“The more I learn the more I know what I do not know!” At the beginning of a 
project there will be certain risks that we know about. For those, we can estimate 
the probability of occurrence, assess the impact, and devise contingency plans. 
We know those risks exist but can only predict their likelihood. There are other 
risks that are totally unknown and we cannot begin to assess and manage those. 
Therefore, we must somehow account for the unknown as well as for the 
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uncertain. One way to do this is to add a percentage of time across the board to 
the schedule...always hotly contested and therefore rarely adequate, 
Maximizing the Probability of Success through Leadership  
A major study examined 81 projects and revealed that those with clear written 
contracts, understood by both the provider and the client, succeeded at a much 
higher rate than those that did not. This seems to be self-evident but there are 
two facets to this picture.  The contract must be in writing and must be 
understood and used. First, oral ‘hand-shake’ agreements invite disaster. What is 
to be delivered and when, must be clearly laid out in measurable terminology and 
the terms and conditions must be truly understood by all stakeholders. This is 
perhaps the first occasion where the project manager applies the leadership skill 
of communication. Whether he or she is involved in creating the deal or not, a 
kick-off meeting to introduce the players and to fully define and explain the 
deliverables and the schedule is an excellent starting point. During execution, the 
wise project manager continuously refers to the contract as the guide. Several 
project managers have a sign behind their desk that reads, ‘What does the 
contract say’ as a prominent reminder. 
Success requires an experienced professional project manager leading a team of 
professionals who have a passion for the vision and a sense of urgency. Wow! 
Reread that sentence. It says volumes in just 24 words. It may sound like a 
given, but it is the cornerstone of success and it involves leadership big time. 
Consider these aspects of the above declaration. 
It helps if the project manager has experienced a similar type technology as the 
current project, but it is more important to have experience in managing projects 
and be well grounded in the methodology, tools, and techniques of the profession 
of project management.  
Certain specialists may be scheduled in and out of the project as needed. 
However, the core team members must be full-time dedicated resources with a 
stake in the result. They should be well-founded in their particular skills. In the 
real world (wherever that is), that is not always the case. One salty old project 
manager once stated that, when you ask for a person, if they agree to assign him 
or her to you, you probably don’t want that person. You need the kind of people 
that you must negotiate, beg and plead for. It takes leadership in today’s 
matrixed world to bargain for and to get the kind of resources that you need.  
Once your team is formed, your leadership skills must really kick in! A word 
‘satisfice’ has been coined to recognize that you never have enough really good 
resources, enough time, or enough dollars to truly optimize the solution that your 
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project is providing. Rather you must do the best that you can to ‘satisfice’ the 
requirement with what you have because you can rarely ‘satisfy’ it. The 
successful leader must, therefore, motivate the team to give the proverbial 110% 
effort. Every member must embrace the vision, believe in its importance, and 
exhibit a sense of urgency.  Every member must speak with one language and 
with the same message. The example at the end of this section will illustrate this. 
Many clients report that they do not care how bright and educated project 
managers are. They want to see some gray hair to show that they have been 
through the wars and paid their dues. Experience gives the project manager the 
confidence that, whatever happens, he or she will be able to manage the 
situation. A former coach of the Atlanta Falcons NFL team said, “Never let them 
see you sweat.”  It involves more than appearing to be in charge. All projects 
encounter unexpected problems and the more times you have reacted and 
survived, the more confident you grow. 
Initiating a new project, managing the total team daily, and resolving unexpected 
obstacles requires strong leadership—upward, downward and across. Obviously 
you must direct, control, coordinate, evaluate and motivate members of your core 
team, you must also influence the people in the client organizations as well as 
those laterally and upward within your own organization. The successful project 
manager must masterfully balance the myriad of constituents at all levels while 
guiding them to a shared vision. 
Credibility is critical as everyone involved must trust in the leader’s honesty and 
judgment. That trust must be earned and is much easier lost than gained. This is 
addressed in the Project Management Client Oriented Results Model, 
PM/COR©, course which is available from Prodevia Learning. 
A Military Example of Leadership 
In 1980, morale and retention was at a near all-time low in the post-Vietnam Air 
Force. One particular command experienced a steady decline in productivity, 
combat capability and safety. Aircraft utilization was drastically down, 
programmed flying hours were not met, and lack of retention among pilots and 
maintenance people was alarming. Huge budget cuts and the resulting long 
working hours, along with a lack of mission orientation, caused an insidious trend 
to reduce each year’s budget because the previous year’s goals were not met. 
Frustration reached from the top to the bottom as all were caught in the 
downward spiral. 
It was as if individuals as well as the entire world-wide command had lost its self-
esteem. Flight line maintenance and supply people were the most affected.  They 
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worked long hard nights out in the cold or heat and felt that they received little 
respect. Low morale and poor performance followed. 
A new General was named as commander. He quickly surveyed the situation 
and the trends. He was an ‘old school’ commander with the philosophy that a 
leader never eats nor sleeps until his troops are fed and quartered. His 
remarkable results were noticed throughout the Air Force. His programs to 
reverse the trends had dramatic results even during a period of continuing 
budget austerity, with less people and equipment, while facing increasing 
commitments. He made it clear that headquarters staff people were there to 
support the working troops rather than the other way around and he chased his 
staff people out to the field often to see what the troops needed in order to better 
do their mission. He initiated programs to improve the conditions where the 
troops lived and worked. For example, largely through self-help, previously 
rundown ugly hangars and dormitories were painted bright attractive colors. He 
expected and demanded that workers maintain proper dress standards. Other 
commands wanted to know what his initiatives and techniques were because the 
results were remarkable. So an intensive study reviewed and documented the 
findings. 
A few of the general’s principles of leadership in action were not particularly 
surprising. They included that a good leader must: 
 Provide positive vigorous input to the group 
 Identify problems both quantitatively and qualitatively 
 Establish goals and high standards 
 Give everyone a stake in the outcome 
 Create rewards for successes and penalties for failures 
 Care about your people and give tangible evidence that you do 
 Have the courage to sometimes take unpopular action 
 Emphasize communication up, down and sidewise 

Number eight was deemed to be the primary reason for the unbelievable turn 
around. For months during the study, whether the study team interviewed a 
fighter pilot in Nevada, a personnel officer in Virginia, a supply officer in Texas, a 
flight-line mechanic in California, or a computer operator in Germany, every 
person spoke with the general’s voice. They all spoke the same message and 
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with the same passion. Now that’s communication! There will be much more on 
communication later in the course. 
Key Thoughts for Your Consideration 
 Experience is a key success factor in project leadership 
 Most project failures are people-related 
 This course is not theory, but practical useful approaches 
 These concepts apply whether to small projects or large programs, in the 

government, in industry or your personal life 
 The best leaders know that they do not know all the answers 
 Leadership deals with people, both in groups and as individuals 
 Leadership involves influencing behavior toward desired objectives 
 Leadership does not come with position 
 Leadership can be good or bad, strong or weak 
 The appropriate leadership style varies with the situation but some 

principles are universal 
 Management deals with processes whereas leadership deals with 

guiding, directing, motivating, coordinating and controlling people 
 On projects, leadership involves teams  
 Projects are temporary endeavors to create a unique product or service 

and can be internal or external 
 The project plan breaks down the high-level business plan objectives into 

resources, tasks and schedules 
 Early planning is often not done well and usually without project manager 

involvement 
 Whenever assigned, determine the truth and tell all 
 First rule of leadership - be honest 
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 Second rule of leadership - communicate, communicate, communicate 
 Leadership is shared at times 
 The leader answers to many constituents and stakeholders who often 

have different and competing demands 
 The successful project manager must lead upward, downward and 

horizontally to gain and maintain support 
 The project leader is both a player and a coach 
 Most projects fail by being late, over-budget or with unsatisfactory 

deliverables 
 Projects are often established without allowing sufficient time or 

resources 
 Overly optimistic estimates result in unrealistic goals and false 

expectations 
 PM and teams are imperfect humans and are thus a significant factor in 

failures 
 Poor communication is the Number 1 problem in projects 
 Project managers are risk managers 
 Project teams face two kinds of risk—uncertainty and unknowns 
 Projects frequently cause fear of change 
 Written contracts define the project deliverables and how success is to be 

measured 
 Project success requires experienced professional project managers and 

teams who have a passion for the vision 
 Confidence increases with successful experience 
 Credibility is critical to leadership 
 People perform better when they feel that they contribute 
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Review and Self Reflection Questions  
The following review questions will assist you in developing comprehension of 
the material in this module. Answer the following questions in your student 
notebook. 

1. Explain the difference between an internal project and an external project. 
2. Is there a difference between project leadership and program leadership?  

Explain your answer. 
3. Why might character and trust be important in project leadership? 
4. How would you define a successful project?   
5. Explain the importance of the contract in project business. 
6. It could be asserted that it is dangerous to provide anything not specified 

under the contract. Do you agree? Explain. 
7. Why is experience important to the project manager? 
8. What are some of the ‘bargaining chips’ you might use when you need a 

particular team member from a lateral organization whose manager does 
not want to let you borrow him or her? 

9. How can you establish credibility? 
10. The example of the Air Force general is several decades old. Why are its 

lessons not obsolete? 
11. Do you think the ‘speak with one voice’ theme of the military analogy is 

still relevant today?  To projects?  How? 
12. Why is it important to know what leadership is not? 
13. How would you define leadership?   
14. What are some functions of leadership?   
15. Describe the technical functions of management as applied to projects.   
16. Why is leadership important in a project?   
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17. Describe at least three competing forces that contribute to the creation of 
projects that are predetermined to fail. 

18. Name some elements of project team performance. 
19. Why would you think good communication might help overcome 

resistance to change? 
20. Do you agree that a project team shares risk? How? 
21. Explain the difference between the uncertain and the unknown. 
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Module Two – Qualities of Great Leadership  
Introduction  
So far we have addressed understanding what constitutes leadership and what 
the role of a leader consists of.  The rest of the course will focus on what 
distinguishes a good leader and specifically what makes a project manager a 
great project leader. 
People have studied leadership for centuries attempting to divine the 
characteristics that made leaders like Napoleon, Churchill, Ben Franklin, and 
MacArthur achieve great feats as national leaders.  Scholars have sought the 
secrets of how to educate and develop leaders. These scholastic publications 
have never reached definitive conclusions. Current authors on the subject 
advance different concepts and techniques as fads come and go. 
However, certain empirically developed concepts are generally accepted.  The 
truly successful leader must be able to envision the goal or goals and 
passionately move his or her group to that end.  It is widely agreed that a good 
manager or leader must manage by or to objectives.  There is always a desired 
goal that must be achieved in order to succeed.   
The successful project manager must demand much from many different people. 
The study of human behavior reveals that to mold teams, meet goals and 
motivate hard work requires extremely effective communication, empathy and 
respect for people. 
Reading and study helps develop these abilities but experience plays a major 
role, also.  People make mistakes and project managers, because they are 
involved in so many complex issues, prove the rule.  No one is perfect and we 
must accept that fact of life while striving to become the first exception.  What we 
should not accept is repeating the same mistakes.   All project managers should 
have a leadership development plan that documents and reminds them of good 
as well as bad techniques. This plan should be based on experience and it 
should be reviewed often to incorporate learnings that can prevent future 
mistakes and lead to improvement. Here is a key concept to incorporate into your 
philosophy of life—no one ever masters leadership; however, we should be 
lifetime students of leadership and practitioners of the art! 
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Generic Practices of a Good Leader  
Most people, if asked, could construct at least a partial list of principles and 
practices of good leadership. Most others would agree at least in the abstract. 
Your list will most likely include some or all of the following:  
 Care for your people 
 Clarify objectives 
 Make clear assignments and give guidance 
 Listen to people’s views and inputs 
 Remove obstacles that prevent good performance 
 Evaluate performance and give timely feedback 
 Provide incentives for success and give all a stake in the outcome 
 Make the tough decisions when needed 
 Be visible and accessible 
 Set the example 
 Be honest and direct 
 Establish high standards 
 Have the courage to sometimes take unpopular action 

Characteristics of a Good Project Leader  
Of most interest to us for this course is good leadership practices as applied to 
the project environment. Five are provided with a brief explanation of each. 
Integrity is an absolute requirement! 
 A project manager is too visible and exposed to too many constituents to escape 
detection of any misdeed or character flaw.  Dealing with many stakeholders 
demands credibility with everyone. Remember—integrity is what you would do if 
no one were watching and would never know what you did.  In the project 
business, sooner or later they will.  This moral basis must be coupled with 
strength of character and flexibility to serve many masters. 
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Unfortunately, this concept seems to be becoming rare in corporate America.  As 
young managers progress throughout their careers they compromise their 
principles just a little, tell a small fib or stretch the truth, and cheat a little here 
and there in order to get promoted to the next higher level.  They tell themselves 
that they are really virtuous and these little indiscretions are just necessary to rise 
to the top of their profession and once they get to the top their true character will 
come out. After making their way upward through the many levels, when they 
finally reach the top, they discover that they have no integrity left. They have 
given it away a small piece at a time in order to get to the top!   If this seems too 
cynical to you, consider recent criminal actions of several corporate CEOs that 
confirms this dilemma. Millions who have lost their pensions would probably 
agree with this scenario.  How great it would be if the project managers of 
America could become the catalysts to reverse this trend! 
 
The effective project leader must be an exceptional team builder. 
Projects involve teams.  Most large projects include several.  There may be 
subproject teams and super project teams. Customers may be involved including 
players from different departments and managers at different levels.  Parts of a 
team may be on-site and parts off-site. Other parts might be composed of 
specialty technicians and some members might be part-time while others are full-
time for the duration of the project.  
The really good project leader must impart the vision and inspire a passion to all 
members creating a sense of importance and urgency to all. Everyone must be 
totally committed to the milestone dates, to high quality and to satisfying the 
customer(s).  You must deal with them all collectively and as individuals.  Social 
events such as Friday evening happy hour, cook-outs and lunches may help or 
creating artifacts with appropriate logos.  Slogans and mottos may add a sense 
of belonging to the whole that is greater than the sum of its parts. 
Remember, you are not just using people. You want to provide incentives for 
them all to want the entire team to be outstanding.  If possible, provide awards at 
critical milestones and for successful completion.  Have dinner or lunch with 
small groups and with individuals.  Get to know them personally and let them 
know that you appreciate it when they sacrifice their personal life for the good of 
the project.  If, for example, a key member misses his daughter’s graduation 
because he was working late to meet a deadline, send flowers to the family and 
give him compensatory time off as soon as possible. Birthday cards are a simple 
way to show that you respect and appreciate them as persons. 
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A team building plan can help and you should improve it after each project based 
on what worked well with which groups. 
Communicate, communicate, and communicate! 
Those who study information science know that perfect communication is not 
possible. Perfect communication would require a total two-way exchange of 
information based on mutual respect and understanding. That is expecting too 
much and here is why. 
If you picture two people; a ‘sender’ (speaker) and a ‘receiver’ (listener), you can 
see the importance of time, distance and noise.  Time may be critical if the 
sender uses the US mail. Or timing will be a factor if both try to be the sender 
simultaneously and both speak at once causing role confusion.  
The medium or channel through which the information is transmitted might be air, 
phone line, internet or paper.  Each has its own limitations. Noise can be 
atmospheric, darkness, physical, historical or psychological.  If I don’t trust you, I 
might question the information or misunderstand what you say. 
We try to structure our reality by constructing a language representing our own 
interpretation of the environment. Pronunciation maps our concepts into speech. 
For the receiver, comprehension maps verbal symbols into subjective meaning.  
Both of these mappings are imperfect and vary with each person’s background. 
To the extent of overlap between the understanding of the speaker and receiver, 
information is transmitted.   
Language is so complex and variable that we use only a small portion of its 
power, and the potential for noise is so high it is a wonder that we communicate 
at all. No wonder that one politician once said to another, “We know that you 
believe you understand what you think we said, but we are not sure you realize 
that what you heard is not what we meant.” 
The reason for delving this much into information science is to strongly reinforce 
the importance and difficulty of clear communications. A few key points (credos) 
result from this: 
 To be successful, the process must be two-way. 
 You need to talk with people, not at them. Active listening is as important 

as accurate transmission 
 Consider all possible sources of noise (jargon, distraction, accents, 

personal biases and emotions). 
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 Construct your messages carefully 
 You must repeat to overcome unavoidable losses of information. 

Based on this brief trip into information science coupled with extensive 
experience in the project world, here are 10 general principles of communication. 
They are not advertised as complete or universal but are presented as examples.  
 Live by a set of personally developed communication credos.  An 

interested project manager can improve the credos above and is 
encouraged to do so. Your personal communication credos should be 
used as the basis for a communications plan that you are strongly 
encouraged to develop for each project. 

 Never assume that you understand.  Improve your probability of 
success through a reverent respect for the art of communications. Be 
extremely precise when you give or receive important information.  One 
useful technique is simple but effective, when assigned a major project 
think over and document what you think the assigner wanted.  Provide a 
written description and have him confirm that you understood what he 
thinks he said.  Use this technique when you assign tasks, also. 

 Do not allow grapevines to grow.  Grapevines are informal means of 
communication that can sometimes have negative implications.  Consider 
the information that you must transmit and the channels of the 
organization.  To communicate an unpopular decision, reduce the impact 
of distortion, exaggeration and the side effects of informal channels by 
going directly to the whole group.  Find a facility large enough for the 
whole group and explain the policy or issue to everyone at once, be 
prepared to answer some tough questions. As painful as the experience 
may be, it is considerably better than the rumor flow that can generate 
otherwise. Take this action as soon as your decision is firm or the 
grapevine will beat you to the punch. 

 Get out and mingle! Use all channels including informal feedback to 
your advantage.  Study both the formal and informal channels in the 
organization(s).  If possible, try to align the two. Cliques will be a thorn in 
your flesh. Determine whether to try to dissolve them or learn how to live 
with them. Make informal channels work for you by being accessible. Let 
your ‘open door’ swing both ways.  
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 Be wary of jargon, fad words, acronyms, and academically 
impressive language.  In some cases they might enhance efficiency, but 
more often they may be misunderstood or psychologically turn off the 
listener.  Use the mnemonic KISS.  It really means ‘keep it short and 
simple’ rather than ‘keep it simple stupid.’  The more complete, concise 
and clear you make it the less chance there is for noise. 

 Minimize and energize required meetings.  If you do not have 
important information or need some, don’t have the meeting! You will 
probably waste people’s time.  If the session is required, give pertinent, 
interesting and dramatically presented facts.  Personalize the content to 
the attendees to make it meaningful. 

 A molehill of shared information is better than a mountain of data.  
Resist the desire to monopolize information.  The solution is management 
by exception and delegation of decision authority.  Shorten channels and 
reduce vertical information flow.  People on-the-spot have better technical 
data and can act quicker.  Otherwise higher levels will be buried under 
details, decisions will be delayed, and you will not have time for important 
functions.  The computer can also put you in the data swamp.  Do not let 
it give you tons of reports just because it can.  Demand and accept only 
critical information at each level.  Too much data becomes noise. 

 Assume that your decision-making information is bad.  Subjective 
judgments enter the process of preparing and transmitting the information 
creating biased conclusions. Expect hidden assumptions in analysis, 
overemphasis of quantitative facts, personal opinions and red-herring 
techniques.  This does not imply being skeptical of people—just realize 
that they are human.  You should be skeptical of the information. It will 
always be imperfect and incomplete.  When evaluating alternatives, 
evaluate the sources of the information and recognize the effects of 
emotional noise. 

 Evaluate yourself and make continual improvements.  Do not assume 
that you are effective or that information flows effectively throughout your 
group.  Practice your skills in two-way information exchange. Become a 
good listener. This will help you measure your skills as a communicator.  
Take random samples several levels down in the hierarchy to locate 
problems. 

 Be sincere.  This is the basis for effective communications. A phony will 
be recognized.  People observe what you do as well as what you say.  
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Are you really interested or merely pretending to be interested?  Your 
philosophy, communication and actions must be consistent.   

Set the example.   
It is extremely difficult to lead from the rear.  You need to be on-the-scene, 
visible, and showing as much as telling.  Personal involvement will allow your 
passion to rub off on others and assure others that you are sincere and really 
care.  Team members will notice if you leave early when they are staying late.  
This does not require that you micromanage and you should delegate when 
appropriate.  When there is a difficult issue or person that needs attention, don’t 
pass the buck and never delay action.  Clear direction and fair assessment of 
expected results comes from being direct, firm and honest.  Tell your team 
members what to do, not how to do it.  On the other hand, if they need your help, 
be readily accessible. 
Be knowledgeable.   
First you must master the art of project management and be the expert in that 
discipline.  Project Management Institute certification as a Project Management 
Professional® (PMP)® is a start.  You must also possess or quickly develop a 
deep understanding of the business arena that has the need for the project—
whether it be manufacturing, distribution, flight operations, sales, marketing, 
education, legislation, or whatever.  You need a knowledge deep enough to 
envision the needs and be credible in showing the way.  Spend the time needed 
with the users. 
Otherwise, how can you establish and communicate the vision.  Naturally you 
can have subject matter experts on the team but you must be able to 
comprehend what they tell you and to discern whether what they tell you is 
correct.  
If you try to bluff your way, chances are you will be doubted and your credibility 
will suffer, although you may not know it until it is too late.  This requirement may 
necessitate that you to expend large amounts of personal time studying a field 
unfamiliar to you.  The time so spent will provide dividends. 
  
Note: PMP is a registered mark of the Project Management Institute. 
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Key Thoughts for Your Consideration 
 Successful leaders envision the goal and passionately move the group to 

that end 
 Motivation requires effective communication, empathy and respect 
 Reading and study coupled with experience help develop leadership 

ability 
 All project managers should have a living leadership development plan 
 Project managers should be lifetime students of leadership 
 Personal as well as public success begins with integrity 
 The project leader must create a selfless group whose individuals put the 

success of the whole group first 
 Project managers should develop team building plans for each project 
 Considering and respecting the complexities and imperfections of human 

communication should cause project managers to develop 
communications plans for each project 

 You should be suspicious of the information that you receive and consider 
the sources 

 Be present, involved and show the way 
 Master the art of project management and learn the business field 

involved 
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Review and Self-Reflection Questions  
The following review questions will assist you in developing comprehension of 
the material in this module. Answer the following questions in your student 
notebook. 

1. Explain why vision is important to a project leader. 
2. What is the difference between a vision and an objective? 
3. Why would an experienced project leader need a leadership development 

plan? 
4. Pick your favorite three from the good leadership principles listed above 

and explain why? 
5. What leadership practices would you add? 
6. Explain the difference between training and education. 
7. Do you think leaders are born or created? Support your view. 
8. Compare the study of war with the study of projects. 
9. Does the project leader’s training and education ever end? Why?  
10. What would you propose as your personal leadership study plan?  
11. Can leaders be trained? Why? 
12. How would you approach reaching a ‘win-win’ agreement with an 

unhappy customer? 
13. Why is communication a preeminent quality required of a leader?  
14. Why is it important to understand the many elements involved in 

communication? 
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For the remainder of this module we will discuss four facets of leadership.  They 
are the leader as: 
 

o A Visionary 
o A Steward of Objectives 
o A Servant of People 
o A Student of Experience 

 

The Leader As…

A
Visionary

A
Steward of
Objectives

A
Servant of 

People
A

Student of
Experience
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The Leader As…
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The Leader as a Visionary 
By this term we are not necessarily speaking of 
becoming a psychic or prophet in a Biblical sense. 
By ‘visionary’ we mean a person with the ability to 
see the big picture plus being able to see how today 
fits into tomorrow and to picture that future.  For 
example, if the project is to automate the blast 
furnace in a steel mill, the visionary should be able 
to mentally see how smoothly the operation will work 
and feel the pride in removing the unsafe operations now performed manually.  
He or she can describe how proud the project team feels as their effort results in 
a mill that becomes the show place of the industry—and is addition to that, it was 
completed on-time and on-budget!   
This requires a person with a desire to broaden their education, who is well-read, 
and who is creative.  He or she must be skilled and comfortable in discourse 
about many subjects with other people of widely varied occupations and 
backgrounds. There in no educational or training experience that will not be of 
value to you somewhere sometime. The leader must be capable of mentally 
conceiving and visualizing a solution before that solution is even designed. 
Someone else may actually design the solution but the project manager must be 
able to vividly visualize it, embrace it, and convey it to others. Then he or she 
must be able to realize the impact of the solution on everyone involved.  Of 
course, the project manager must chart the path to arrive at that vision.  This all-
encompassing vision must be firmly held in mind guiding daily activities as 
obstacles are faced during the journey to the vision. 
Many of today’s projects incorporate high technology to satisfy a business need 
for a particular customer.  In that case the project manager has to be able to 
relate technology to the nature of the business need and translate both to the 
technicians and the receiving users of that technology. In this role as visionary, 
degrees in   engineering, business, and behavioral science would be of great 
value.  Expertise in communication is essential!   
This envisioning of technology within business and today into tomorrow requires 
the project manager to know or quickly learn much about different things and 
effectively communicate so that all stakeholders can be made to share the vision. 
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Duty to a Higher Cause – The Leader as a Professional 
There is, or should be, an interlinking between leadership and professionalism.  
We think of ministers, doctors and historically great generals as ‘professionals’ 
because of their concern for and/or impact on people. By definition, a profession 
is a career field that requires special education and the sense of a personal 
calling to that field and to the service of mankind.  Doctors swear the oath of 
Hippocrates; military officers swear allegiance, and ministers are ordained.  In its 
efforts to establish project management as a profession, the Project 
Management Institute requires a signed Professional Code of Ethics as a 
prerequisite for certification. 
It helps a project manager to possess almost a missionary zeal for the success of 
the team and for the customer to realize the benefits from the planned goal. He 
or she should also feel the same allegiance to the profession of project 
management. 
To reach that sense of urgency and passion, the leader must be able to picture 
the end result and to feel the pride of accomplishment as the vision becomes 
reality.  The pride is enhanced when coupled with the knowledge that the team 
did it on-time and on-budget. The leader must have such a clear mental image of 
the final objective that it becomes reality before it is done. The project manager 
must make the team feel this warm, pleasant pride of a job well done and impart 
that vision and sense of achievement to all team members even before it is done.  
That vision and sense of pride must be renewed and re-energized throughout the 
project. 
Tom Peters wrote about what he calls ‘WOW’ projects. He encourages us to 
make our project exciting to ourselves and the rest of the team. He urges that if 
you cannot feel that way - get off the project. That may not always be feasible 
without unwanted results. What you can do is get creative and make the project 
exciting. Your team can help. What can you do to make people notice that you 
are doing something special? Decide to meet a difficult schedule and actually 
finish early and shock management. Or be determined to make the result so 
outstanding that it draws attention as the best project team in the company. 
Passion and Enthusiasm Expressed 
It is one thing to be able to envision the final result of a project and mold a vivid 
picture that creates enthusiasm and energy. The transference of that to others so 
that they share your level of understanding and passion is another matter 
requiring other talents.  The magical ingredients to accomplish that were 
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discussed above as characteristics of a great leader—primarily communication 
and setting the example. 
It is not possible to over communicate or to overstate its difficulty.  Now some 
may say that if you communicate too much, you will just clog the channels or turn 
people off.  Remember that it is not communication unless information is 
exchanged and in two directions. Information scientists know that perfect 
communication is practically impossible. Educators know that students retain 
only about 20% of what they hear in a lecture but if they take notes the retention 
doubles because of the reinforcement of adding the additional channel of 
communication. Repeating it to a classmate reinforces yet again. That is why 
professors use repetition, written information, exercises and research 
assignments—to reinforce lecture material. 
Therefore, project managers might consider the following: 
 Use of various mediums such as voice, writing, email, telephones and the 

internet. 
 Using different approaches depending on whether you are talking to large 

groups, smaller groups, or individuals. 
 Allowing for different languages, accents, cultures, experience levels, 

backgrounds and attitudes.  In today’s diverse society, sensitivity training 
might be of value. 

 Account for noise sources such as physical distractions and psychological 
bias (for example, if there is a question of trust). 

A person need not be eloquent or charismatic to communicate well, but constant 
work is necessary to improve.  Continual improvement in communication will 
improve leadership ability.  Always remember how difficult it is to convey your 
vision to others and to have them buy into it as strongly as you do. Also 
remember that setting the example will help you speak or write the intended 
message. 
The fact that many teams are now virtual groups, not physically co-located, make 
communications even more complex and even more important. Whatever travel 
budget you can arrange in that situation should be fully planned in detail and 
used to provide the most personal contact possible.  Phone calls and emails are 
much more effective once you get to know the person at the other end. Nothing 
adds to a team member’s self-importance like a visit from the boss. In addition, 
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all available technologies (videoconferencing, teleconferencing, personal emails, 
phone calls, etc.) should be fully utilized and made as personal as possible. 
The Leader as Visionary - Key Thoughts for Your 
Consideration 
 Envisioning is seeing how today fits into the future 
 Extensive and broad education help develop the ability to picture a vision 

and to convey it to others 
 Many projects use technology to satisfy business needs. The project 

team must be able to understand and picture how the technology will 
meet the client’s business need 

 Professionals must have special training and be ‘called’ to serve 
 Project leaders must have zeal for success and the vision as well as for 

the project management profession 
 The project leader should be awed by the project.  If not, he or she should 

turn it into a ‘WOW’ project 
 The most difficult communication requirement may be to transfer the 

vision to the team 
 In communicating, the leader should: 
 Use various media 
 Use different approaches  
 Allow for differences 
 Account for noise 
 It takes constant work to improve communication 
 Virtual teams, who are not collocated, demand special attention and 

approaches to communication 
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The Leader as Visionary - Review and Self Reflection 
Questions 
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. How can you improve your powers as a visionary? 
2. What are the three requirements of a ‘profession’? 
3. Does project management qualify? 
4. How realistic is Tom Peter’s advice relative to ‘WOW’ projects? 
5. How can you instill passion and enthusiasm in your project team? 
6. What elements would you include in a project communications plan? 

The Leader as Visionary - Case Study  
The following case study and corresponding questions will assist you in applying the 
material in this section. Answer the case study questions in your student notebook 
John was a bright hard-working software expert.  He had worked his way up 
through the ranks by outstanding performance at every level.  He had begun in 
computer operations, and then was a COBOL coder, then a systems analyst and 
software designer.  In every assignment he had always mastered the appropriate 
skills.  He was well known as a team player and was respected by all who knew 
him. Tom, the project manager, had selected him to head the software group on 
this project and had publicly recognized him several times for his role in meeting 
milestone dates. 
Sarah had worked in sales all of her adult life.  She had an MBA in marketing 
and, before this project, was an area sales manager. She was personable and 
had a delightful sense of humor that helped her make friends everywhere she 
went. Because of that, she has many personal contacts. She had decided to 
move into the technical side of the business and was taking several graduate 
courses in business and computer science. She told Tom, “I am making this 
career move on the advice of Professor King who said that, to advance upward, 
you must, also move horizontally into other career fields.” This was her first 
experience on a project team and she was assigned as project administrator.  In 
that role, she worked very closely with Tom and was involved with all aspects of 
the project. 
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The team was six months into an 18-month project and everything was going 
well.  The vision was an automated robotics textile mill using artificial intelligence 
for quality control and to select appropriate thread colors and roll sizes from 
different spindles without human intervention.  Any small error would be very 
costly due to destruction of material that did not meet the specifications of the 
order.  
Your company merged with a competitor and Tom opted to accept an early 
retirement package.  John was selected to replace Tom as project manager. 
After six weeks Leigh, the client, asked to meet with you. (As PMO Director, you 
are John’s manager.)   
Leigh gets directly to the point! “I like and respect John but I’ve noticed a change 
in the attitude and performance level of the team since Tom left. The energy and 
sense of urgency seem reduced and I suspect that the schedule is beginning to 
slip.  My users tell me that they don’t think that John really understands their 
need.  What do you think?” 

1. What went wrong in the scenario above? 
2. What are the likely impacts to the project manager’s credibility and to the 

project? 
3. What could have been done differently? 
4. How should you respond and what positive outcomes would result from 

your suggestions to the previous question? 
The Leader as Visionary - Student Journal Questions 
The following student journal questions will assist you in looking introspectively 
toward the material in this section. Answer these questions in your student 
journal. 

1. Describe a project experience where you have witnessed or participated 
in the noncompliance or adherence to this competency. 

2. What were the impacts/advantages to the project? 
3. What two changes/improvements can you make related to this 

competency? 
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The Leader As…

A
Visionary

A
Steward of
Objectives

A
Servant of 

People
A

Student of
Experience

The Leader as a Steward of Objectives 
Projects have objectives. That is why they exist. At 
the risk of sounding cute, we could even say that the 
object of projects is objectives. Projects are costly in 
time and money. There is no real need to manage or 
lead unless there is a meaningful goal to pursue.  
Whether the project is within a church choir, a 
neighborhood association, a government body, or a 
corporation there is always an objective or set of 
objectives.  Objectives provide the purpose that drives the project.  Usually there 
is an issue or problem to solve or you want to make things better. 
A steward is one who manages an estate or property for someone else. In Old 
English, a steward was a ‘keeper’ for another.  The analogy fits for project 
managers because project managers represent a larger entity than self and have 
a commitment to care for and be accountable for the objective. 
A Tactical Focus toward Planning and Completing Activities 
During the planning and selling (or obtaining funding) for a project, the project 
manager should be deeply involved to ensure that the desired objectives are 
reasonably reachable and that the schedule and budget are realistic.  Likewise, 
the project manager should consult with members of the core team (if assigned) 
for their input.  If the team has not yet formed, input should be received from 
other appropriate project specialists. 
This may require a great deal of courageous leadership influence to get yourself 
involved.  It is common to drop a project on the project manager with the 
constraining parameters already set and before the project team is formed. That 
is the worst of all possible worlds and you should always keep your antennae up 
and scanning for new projects that may be coming down the road.  Campaign 
and politic strongly for project manager involvement and for that to become policy 
in your organization.  It is much easier to envision the end result when you have 
been involved in conceiving the concept and it is much more likely for a schedule 
and budget to be realistic if project expertise is involved in the creation and 
planning.   Keep in mind that, if any two of the triple constraints are set without 
your involvement, you have no hope of controlling the other one. 
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During project execution the project manager has to concentrate on focusing 
while encountering numerous distractions.  You must live and breathe staying 
‘on-time,’ ‘on-budget’ and satisfying the customers-- while keeping every team 
member’s attention likewise focused.  Once again, balance enters the picture as 
you must expect and demand much from the team and yourself including long 
hours, intense pressure and occasionally someone will miss a daughter’s 
graduation or other important event due to a project crisis.  You must respect 
individuals and care for them at the same time that you are demanding that they 
put the team first.  Respect for people and team building does not mean you 
have to be everyone’s den mother or that you run the team like a fraternity. You 
must show that you put the team first and it will become easier for them to do 
likewise. 
Always consider the impact your decisions have on team members. Minimize 
pain as much as possible and find ways to make it up to them when there is pain.  
The old military officership guideline that the commander should never eat nor 
sleep until the troops are fed and quartered philosophy transfers well from the 
military to the project, but it is also true that the mission comes first.  There is no 
substitute for victory. So, as always, the project leader must carefully balance the 
need to meet goals while caring for the people. 
Integrity and Honesty in Word and Deed 
We have said that, ideally, the project manager and team should be involved in 
building the plan.  During this early phase the first of several crises of integrity 
may occur.  The project manager will be driven by many forces to agree to 
accept or promise unrealistic results, to meet overly optimistic schedules or to 
achieve physically impossible contract specifications in order to ‘close the deal’.  
This might be a clear misrepresentation of known constraints or it may be 
allowing yourself to confuse wishful thinking with reality.  At times the thin line 
between dishonesty and poor judgment becomes almost invisible. 
This situation becomes a crisis of integrity for both you personally and for your 
project team.  The pressure brought to bear can be severe.  If a sale to a 
prospective client depends on the promised result, schedule or price the sales 
force will plead, cajole and threaten.  Your own manager might counsel or at 
least infer that you should not build a reputation for being negative or too risk 
adverse.  You must carefully measure the cost of that reputation versus the risk 
of being the project manager of a failed project—a tremendously tough choice!  
The personal career implications are extreme. 
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You should never let a short term period of indecision force you into a dead-end 
street. The hard cold facts are that miracles do happen, but not on projects; and, 
this is where Murphy lives (the guy who says that, if anything bad can happen, it 
will).   Always remember that somewhere, sometime the truth will be revealed. 
Others involved in the decision will have moved on but you are still in charge and 
responsible.  More importantly, you have to live with yourself and self-forgiveness 
is a destructive process…rather like selling your soul to the devil.  If the team 
knows that you knowingly committed them to a project doomed to fail, you will 
never capture their hearts and minds.  At that point or later, during conduct of the 
project, you will never be able to obtain the level of focus and motivation you 
need once your credibility slips.   
As a project proceeds there will be some form of status reporting.  It can be 
tempting to optimistically delay facing the inevitable and hope for the best. (Most 
executives have experienced progress reports that don’t always reflect reality - 
the “95% complete” myth.)  Your constituents will not appreciate surprises!  
Remember the truth will come out, and a pleasantly surprised stakeholder is 
much better than the alternative.  Promulgating good news falsely to keep people 
happy is similar to the false body bag reports of Vietnam fame.  It takes courage 
and integrity to ‘face the music’ in real-time, when appropriate, and to be direct 
and honest in all cases.  It is also the most practical, simple and safe lifestyle.  It 
can be too difficult to remember which of different versions you gave to different 
stakeholders once you start giving differing interpretations of the truth. Nowhere 
else on earth will reality become evident like on projects.  If you are late or 
cannot make the product work, it will be noticed; and, if you overspend the 
budget you will pay for it.  Even more importantly, you should want your clients to 
succeed and your word to be highly valued by all.  
Integrity is not totally necessary for short-term success. This has been recently 
evidenced by several CEOs of large corporations who, acting as corporate 
raiders, have lied and cheated to collect huge bonuses at the expense of their 
employees’ jobs and pension, as they drove their companies into ruin.  They 
showed little character and compassion as they put themselves first thinking that 
they would never be found out.  That is not the style of leadership that we seek 
and the reality is that the end result finally leads to failure.   
Resiliency to Challenge and Change 
Given all the dire consequences, pressures and crises described so far, why 
would anyone be crazy enough to choose to become a project manager? It takes 
a special breed.  One of the reasons true project leaders love the project 
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business is the intense thrill and confidence gained by meeting and overcoming 
challenges.  Nothing is as satisfying as slaying dragons!   
That is not to portray this ‘dragon slayer’ as a super hero who intuitively ‘flies by 
the seat of his pants’.  Just as a pilot with longevity learns to trust the instruments 
when flying in bad weather, the successful project manager has processes and 
techniques to help navigate through the clouds of uncertainty.  
Most projects bring major change to an organization and the people therein will 
progress through the normal change cycle phases of denial and resistance.  As 
with all other aspects of good leadership, good communications is the key to 
minimizing the pain.   
Preparation is critical.  The project manager and core project team have to spend 
extensive time preparing the people who will be impacted by the project.  Make 
them understand why the change is coming, the expected benefits and how it will 
affect them personally.  Continuing communication during the project is required.  
For example, one common issue will be concern over the possibility of 
employees being laid off.  If that is a possible result of the project, people need to 
know it.  If they will be retrained, let them know that.  Answer their questions fully.  
Be frank but optimistic. 
At one factory an automated shop floor system was being developed and 
implemented.  For months before the project began, frequent meetings were held 
explaining the new system and its benefits. The transition period during the 
project was discussed in detail and all questions were answered and discussed 
in great detail.  During the 18-month project frequent breakfast meetings were 
conducted for night-shift workers. Pizza lunches were conducted for others.  At 
these meetings frank discussions followed presentations from top executives of 
the company and the project manager.  Progress was described and folks were 
prepared for what would come next, including how it would affect their different 
departments.  There was no hype and no minimizing the effects of the new 
system. It was made clear that the changes were necessary for the plan to 
survive. This management support and project leadership paid off as the project 
succeeded and the new system was embraced by the employees. 
In addition to this project manager role as change management agent he or she 
must be personally flexible enough to accommodate unexpected events.  One 
case is a major change order that may cause the schedule or deliverables to 
undergo drastic revision—perhaps even drastic enough to constitute a restart of 
the project.  Another example is when the management structure or key 
personnel change.  You have built a good professional relationship and mutual 
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rust with the client’s project manager but she gets fired, promoted or retires 
suddenly.  Her replacement is a jerk and you must satisfy him.  It happens and 
the seasoned project manager is mature and confident enough to overcome.   
There are two specific actions that the project manager can use to help manage 
change and to live with uncertainty.  One is to encourage the client organization 
to designate a project manager to be your prime contact. That person must 
speak for the client organization and resolve issues between various divisions or 
departments and between different management levels. If this is done and if that 
project manager is good, it will help keep you out of their internal politics.  The 
other recommended practice is to create a Steering Committee composed of 
high-level executives from all involved organizations. This small group should 
meet often, perhaps monthly, and you should brief on the status, action items 
and decisions needed. If this body can be a non-bureaucratic action-oriented 
vehicle to resolve issues and disagreements it can reap great benefits. 
Emotional Fortitude When Under Stress 
The number one success factor for good project management is experience.  
Managing a high-technology customer project in today’s (often hostile) business 
world is the most difficult endeavor ever attempted by mankind.  The deliberate 
and calm handling of situations with the lives of many people and many millions 
of dollars at stake is only attained after years of meeting such challenges head 
on and persevering untarnished.  Only through experiencing panic and crises 
again and again do you develop the confidence that, whatever comes up today, ‘I 
can handle it.’   As the team leader you must always display a calm in-charge 
demeanor so that members of your team and your customers absorb your 
confidence.  As a former Atlanta Falcons coach once said, “you can’t let them 
see you sweat.”   
This is not to promote false bravado but to encourage building the confidence to 
face tough decisions without visible perspiration.  We are describing a targeted 
‘total’ person who has the strength of character and is supremely well-rounded 
and capable of dealing with stress that would ruin a lesser person.  By ‘total’ 
person we mean one who is physically and mentally healthy, well educated, 
deals well with all people and thrives on pressure.  This is not a lifestyle that fits 
everyone.  You are not born with these characteristics but you can develop them.  
Strong family support may help in some cases as can a strong religious 
foundation.  The project leader must develop this strength of character as the 
career progresses.  Perhaps this is why most wise clients look for a project 
manager who has grey hair—the badge of experience.   
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On the other hand, project managers sometimes burn out after too many of these 
high stress events and melt down comes from experiencing so much stress one 
time too many.  When this occurs it is time to switch to another career field.  This 
does not necessarily indicate a weak person, just one not cut out to be a career 
project leader. Hopefully they will migrate to less stressful management or staff 
jobs where they can interface with project managers with an increased 
understanding. 
Problem Resolution 
Every day a project manager is a problem solver addressing short-range, long-
term, minor and critical large issues.  Above all the project manager must 
develop and internalize a problem solving methodology and framework of 
reference that is so inherently relied upon that it becomes subconscious or 
second nature.  There are many books and courses in problem solving. All 
project managers should complete several and review them often. 
The primary requirement is skill in addressing issues without emotion while 
objectively evaluating all possible alternative courses of action against an 
appropriate set of criteria.  Each option is measured in light of the pros and cons 
as to how well it meets the criteria. Once the best course of action is selected, 
the project manager must directly and honestly communicate the decision.  
One other point relative to analysis pertains to the result on analysis done by 
others. Whether it is a written report publicly available or analysis done 
specifically for a project, the project manager must be skeptical.  The person 
performing the analysis can influence the result through intentional or 
unintentional biases. Determining who performed the analysis may determine if 
there are biases in the analysis.  Probe the methodology used as much as 
possible.  For example, if a study indicates that a particular medicine is effective 
in treating a particular symptom, who performed the study?  Was it the drug 
company who developed the drug?  How large was the experiment and to whom 
were the drugs administered? 
Of course, the project manager doesn’t have to have all of the solutions himself, 
but must be able to arrive at the solution by facilitating its development through 
others.  A problem solver should fully utilize all available resources. The use of a 
Steering Committee was recommended in the previous section. If you can get 
them to share in your decision and support it, your life becomes more pleasant. 
In practice these have proven effective when well implemented. 
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A strong client project manager can be helpful. It should be a person with 
decision authority and the respect of all in the client organization. If you have built 
a good trustful dialog, he or she can be a good input into your analysis and can 
be extremely helpful in communicating the decision and the rationale for it. One 
warning is appropriate here because a weak client project manager can generate 
a problem-solving scenario for you. The result of your problem solving may 
cause you to ask for his removal.  That stand would take a lot of courage but 
your success would depend upon your ability to convince project managers’ 
managers that removal is necessary in order for the project to succeed. 
Never forget your most accessible source of information. Consult your core team 
and include all of their input into you decision-making process.  Also, use them to 
help in your analysis.  You might even use them as a test bed to help predict the 
reaction and results of your decision.  Brainstorming can be a great help in 
generating creativity. This is what participatory management is all about. 
The Leader as a Steward of Objectives – Key Thoughts for 
Your Consideration 
 Objectives set the purpose for projects 
 Project managers should be involved in setting the objectives 
 If any two of the triple constraints are set without project manager 

involvement, the third cannot be controlled 
 The project manager must totally focus on the objectives despite many 

potential distractions 
 As steward the project manager is responsible for the objectives 
 Project leaders must balance the need to focus on objectives versus 

focus on people 
 The project leader must be courageously honest in resisting the 

temptation to confuse wishful thinking with reality 
 At the risk of a reputation for being negative, the project leader must be 

honest 
 The team will know if you make promises that you cannot keep 
 Project status reports that are less than 100% accurate only delay the 

inevitable 
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 Leaders with weak character and integrity will eventually be revealed 
 Career project managers must love meeting challenges and overcoming 

them 
 Preparation and communication can help ease the pain of being a change 

agent 
 Personal flexibility to accommodate the unexpected is a plus 
 A strong project manager on the client side is a must have 
 A good steering committee can take some of the pressure off the project 

manager 
 Experience helps build confidence in the face of stress 
 A career in project management is not for everyone 
 Effective problem solvers must have an internalized objective and 

analytical framework 
 The project manager should be skeptical of all information received. Ask 

questions 
 Consult your team and listen to let them help solve problems 
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The Leader as a Steward of Objectives – Review and Self-
Reflection Questions 
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. Why should the project manager be involved early in the process? 
2. Did you ever have a bad project dumped on you and you knew it was 

doomed for failure?  What did you do? 
3. Describe some strategies you can use to enhance effective 

communications with your stakeholders. 
4. Which is the most important, focus on the objective or caring for your 

people?  Explain. 
5. How can you soften the pain for your people when they must personally 

sacrifice to meet objectives? 
6. Is wishful thinking a matter of judgment or integrity?  Explain. 
7. Have you observed a project manager with weak character and integrity?  

Describe. 
8. How do you personally feel about slaying dragons? 
9. How would you prepare an organization for a major change? 
10. What are the values of a steering committee? 
11. Is project burn-out a permanent condition or temporary? 
12. How can personal biases impact an analysis? 
13. How can you ever get experience if you must have experience to 

successfully manage projects? 
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The Leader as a Steward of Objectives – Case Study  
 
The following case study and corresponding questions will assist you in applying 
the material in this section. Answer the case study questions in your student 
notebook. 
Your client (Beturlif) is a huge insurance conglomerate and you have overall 
program management responsibility for developing a worldwide sales 
management system to identify high potential prospects, to track sales calls and 
to report sales performance statistics. 
Beturlif’s project manager (Joseph) plans to retire soon.  He openly supported 
your primary competitor during the bid phase and makes no effort to hide his 
disappointment that you won the contract. Rumor has it that he plans to consult 
for your competitor when he retires from Beturlif.  During monthly steering 
committee status reviews you note that he seems detached and contributes little.  
Fred, your project manager, has trouble getting timely inputs from Joseph’s 
people. 
At an internal status review, Fred and his team tell you that Joseph is 
counterproductive. “Two of his own key players disrespect him publicly and he 
can never make a decision.” 
While in the rest room one day, you overhear a member of the project team say, 
‘Fred is fun to work for and has great relationships with the client. We’re going to 
need that because the schedule is slipping and he doesn’t even know it.’ 
After one steering committee meeting, Joseph’s manager (Lisa) whispers in the 
hallway that “Fred is a nice guy and we really like him but he spends all his time 
‘schmoozing’ with people and socializing.  Everyone is having fun but I suspect 
that the work is not getting done.  Today’s review confirms that.”  
At the next steering committee meeting it becomes clear that the team cannot 
meet the next scheduled milestone date. Lisa tells you to come see her. 

1. What went wrong in the scenario above? 
2. What are the likely impacts to the project manager’s credibility and to the 

project? 
3. What could have been done differently? 
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4. What positive outcomes would result from your suggestions to the 
previous question? 

The Leader as a Steward of Objectives – Student Journal 
Questions 
The following student journal questions will assist you in looking introspectively 
toward the material in this section. Answer these questions in your student 
journal. 

1. Describe a project experience where you have witnessed or participated 
in the noncompliance or adherence to this competency. 

2. What were the impacts/advantages to the project? 
3. What two changes/improvements can you make related to this 

competency? 
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The Leader as a Servant of People 
Confident Humility 
In Robert Harris’ novel Pompeii, Attilius the 
Engineer wonders, “What was leadership after all, 
but the blind choice of one route over another and 
the confident pretense that the decision was based 
on reason?”  Unfortunately, the answer to his 
musings is sometimes true, always somewhat true 
because there are few certainties in project 
management. But, hopefully, it becomes less true as 
the project manager gains experience.  Experience can form the basis for 
improved judgment which should make for better decisions which, in turn, 
promotes confidence. 
Although rarely mentioned as a trait of leadership, humility is important because 
it is the essence of team building and it supports all the other elements of 
leadership.  A touch of ‘humanness’ allows you to win the hearts and minds of 
others and to enlist their help.  It tends to lower defensive barriers and allows 
bonding.  Humbly seeking constructive input can result in beneficial reverse 
coaching which can improve results while building confidence.  That is the 
essence of participative management. That touch of humility allows you to 
empathize with people’s personal situations while asking them to make the 
project first priority even to the point of personal sacrifice. 
Humility aids in team building when the project manager realizes that it is not all 
about ‘me’ but that success depends on the contributions from every member of 
the team as the group builds a collective sense of ‘we.’  The sense of ‘we are 
succeeding’ embodies all the elements of passion and urgency previously 
mentioned.  It all begins with the leader, as he or she convinces the members of 
the team that he or she knows how to guide them to great heights but can only 
do it with 100% support from all.  Under this two-way dependency, ‘confident 
humility’ is not an oxymoron.  
Attentive Communication 
Building and maintaining the desired sense of ‘team’ requires extensive 
communication with emphasis on action and attentiveness.  As stated earlier, 
effective communication requires frequent repetition to overcome the inherent 
difficulties.  That continual repeating of the important messages must be with all 
stakeholders.  Note the use of the preposition ‘with’ rather than ‘to.’   Never forget 
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that communication is not communication unless it is two-way with you doing as 
much active listening as speaking—active in that you are fully engaged, carefully 
evaluating what is being said and why you need to have that information.   
You never know when an original idea from a different source might lead to a 
creative solution for a difficult issue. Treat everyone with respect and value their 
ideas assuming that they may offer something of value. If you do not, they will 
stop trying to contribute. 
Talk with groups, subgroups as well as with individuals.  Group brainstorming 
can yield unexpected and astounding results when you do not reject any input 
until all ideas are in and then you compare them all together.  On the other hand, 
some people might provide better input privately.  Every available channel must 
remain open for two-way flow throughout the project. 
Total democracy can become chaotic.  Not everyone’s ideas can be 
implemented every time.  Through your effective communication you must make 
everyone understand that all input is valued, but that once the decision is made 
that decision becomes the team’s path forward and it is time for everybody to 
‘shut up and color.’  You will occasionally encounter an individual who is unwilling 
to live with that and will have to privately deal with that person without delay.   
As described earlier in this course, an astute project leader will likewise never 
forget that communication is imperfect and will devise personal methods to 
improve and reinforce the effective two-way flow of information with all clients. He 
or she might want to keep the ‘three Rs’ of repetition, reinforcement, and rumor 
control in mind. 
Empathy 
Most people are familiar with the Native American advice to walk a mile in the 
other person’s moccasins before criticizing him.  It is rather easy to forget this 
good advice. Also, it is possible to carry it too far in a project. Like so many 
project issues, it is a matter of balance.  As the leader you must give direction 
and guidance.  You have set high standards and, when someone’s performance 
does not meet the standard, correction and control are necessary. Your 
approach may differ depending on whether the performance issue is intentional 
or not.  In either case your action will be more appropriate if you remember that 
you are dealing with a real live and breathing person rather than a numerical 
statistic.  A little empathy might result in a small private discussion and a major 
improvement. 
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Empathy is the ability to project yourself into another’s situation and to 
understand that person’s feelings and motivations. The good project leader 
carefully balances the need to achieve the project’s objectives with a sincere 
caring for his or her people.  At times the project must come first; if the team sees 
you personally put the project first, they will be more likely to be willing to do so 
when needed.  Mutual empathy helps create a comfortable cooperative 
environment.   
Professionals will disagree.  You must be willing to accept dissent—and even 
seek it.   Handled skillfully and with empathy, the clash of ideas can improve the 
result when egos are subservient to the success of the team.    
Delegation, Accountability and Supportiveness 
The juxtaposition of these terms implies that a relationship exists between them.  
There is conflict here.  How can you hold people responsible, be supportive and 
empathetic at the same time?  Once more, it is a matter of balance.  Managers 
are taught to delegate in order to be efficient and to multiply their own efforts.  
They are taught not to micromanage because of the risk of stifling initiative.   
In the past, managers had secretaries or administrative assistants to handle 
schedules, mailing, copying and phoning.  This was to provide a multiplying 
effect by relieving the manager from these routine activities thus allowing more 
time to be spent on higher level and more creative work.  The current electronic, 
virtual world has left more and more managers doing these routine activities 
through Personal Data Assistants, email, and voicemail. In fact, this change can 
allow a project manager to be more effective (even if efficiency suffers) because 
of the increased personal contact.  This should be considered when deciding 
whether to have a project administrator. 
Delegate, hold accountable and support—this is one arena where leadership 
functions (direct, control, guide, motivate, coordinate) and management functions 
(plan, organize) come together.  The result can be either a synergistic blending 
or a turbulent disconnect. First, a clear and workable project plan must be 
developed and well communicated so that it is accepted and used meticulously 
as the guide for who does what and when.  It must become ‘our plan.’  Next, the 
team or teams must be structured in the way that best fits the nature of the 
project, the capabilities of the available resources, the technology involved and 
perhaps the geography.  This can be a challenge in today’s virtual world. 
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Military professionals are taught that you can delegate authority but never the 
responsibility.  Effective delegation never equates to laissez faire (hands off) 
management style.  The effective leader/manager must organize resources to 
carefully align skills with tasks.  On a project the Responsibility Assessment 
Matrix (RAM)   relates this alignment to the Work Breakdown Structure (WBS) 
ensuring that each element is assigned to a responsible person. This task 
assignment is followed by clear guidance and each individual must know exactly 
how he or she fits into the overall scheme and must feel important.  Self-
generated motivation must be created through the leadership skills discussed 
above.  Then the leader remains present, available and visible providing 
coaching and support as needed.  Frequent status reports and team meetings 
can provide the opportunity for cross-talk and perhaps create a little friendly 
internal competition which can add impetus.  This supportiveness is not the same 
as constantly interfering, looking over the shoulder or telling in detail how to 
perform assigned tasks. 
One especially useful technique during critical phases, or when encountering a 
major challenge is a short daily ‘how goes it?’ meeting of key players at 8:00AM 
to learn the previous day’s progress, issues and the plans for today.  Everyone 
learns what others are doing and how they interact with each other.  You might 
even consider making it a ‘stand-up’ meeting to keep it short. Fifteen minutes is 
ideal.   
Public and private recognition, praise and incentives can add to the drive to 
succeed and accent the pride one feels for doing well.  On a highly functional 
team each member is as proud of another person meeting a milestone as if he or 
she did it personally. An example is a football lineman celebrating when the 
tailback scores a touchdown.  Motivation depends on the individual’s personal 
goal and the perception of its value toward the group goals.  In other words, 
individuals and groups are more satisfied and productive when their personal 
goals are harmonized with those of the team.    
The Leader as a Servant of People – Key Thoughts for Your 
Consideration  
 Project managers deal with uncertainty, but experience can improve 

judgment 
 Humility is the essence of teambuilding that allows you to enlist help 
 Humbly seeking constructive input lowers defensive barriers and can 

generate reverse coaching 



Effective Leadership for Project Managers 
Module 2 – Qualities of Great Leadership 

www.prodevia.com 
53

 Humility moves the team from a sense of ‘me’ to one of ‘we’  
 Confident humility promotes a two-way dependency that promotes 

passion and improves results 
 Attentive communication is open, engaged, active and two-way.  You 

listen as much as you speak 
 Talk with individuals as well as with groups 
 Seek and use all available channels for communicating 
 At times you reach a point when analysis is over, you decide and move 

on 
 Empathy can assist in improving performance or resolving personal 

issues 
 Mutual empathy promotes a comfortable cooperative team 
 Conflict can be healthy when handled with empathy 
 Electronic tools can increase personal contact 
 A good project plan can help resolve the contradiction between 

delegating, holding responsible and supporting 
 Effective use of project manager tools (WBS, RAM, project plan, status 

reports) with clear guidance and supportive coaching can provide high 
motivation 

 Public and private recognition and incentives motivate individuals and 
groups 
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The Leader as a Servant of People – Review and Self-
Reflection Questions 
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. Why is it somewhat true that (as stated) leadership is a blind choice of 
one path over another? 

2. Contrast humility in a leader with weakness as a leader? 
3. What do you think of brainstorming as a technique? 
4. How can empathy help a negotiator? 
5. How can empathy help a project manager? 
6. Discuss the role of ‘balance’ in project leadership. 
7. Do electronic communications devices help or hurt the project leader? 
8. Discuss the role of the project plan. 
9. What do you think of the idea of the 15-minute stand-up meeting?  Why? 

The Leader as a Servant of People – Case Study  
The following case study and corresponding questions will assist you in applying 
the material in this section. Answer the case study questions in your student 
notebook. 
You have been in charge of the team for four months.  You have a great team, 
good relationships with the client and the project is on-time and on-budget by all 
indicators. 
You have spent a great deal of time in team building and the results are evident.  
You have weekly, informal social events and members bring their spouses. One 
member of the team even wrote a team song sung to the tune of a current rap 
hit.  Mutual respect is apparent and everyone is working hard but having fun.  
Free expression of ideas allows for good information flow and was responsible 
for much valid input that resulted in an excellent project plan. You feel proud that 
everyone shares the vision and is passionately pursuing the schedule. 
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Data mining is a major part of the system you are building for the client and 
Jason is your key database designer. About a month ago he began to exhibit a 
questionable attitude.  He is argumentative with other team members and acts 
disinterested.  During meetings he mutters comments such as, ‘whatever’ and ‘if 
you say so.’   
You have checked throughout your company and no one else with his expertise 
is available right now.  His activities are on the critical path. During the last 
internal project review it became obvious that he would be late completing his 
current task.  When questioned about that, he blew up saying, “So what? Big 
Deal!  Who cares?” and stormed from the conference room.  After the review he 
was not at his desk for the remainder of the day. 
When you arrive at work the next day he is sitting in your office. He is very 
embarrassed and apologetic for his actions the previous day and for being late 
on his task.   
When you probe into his change in attitude and level of performance he confides 
that his wife suddenly left him and their two small children. Consequently, he is 
struggling trying to keep up with his work, worried about his family and not getting 
much sleep.   
On top of that, he feels that the rest of the project team “looks down on me as a 
‘techie.’”  “This is my first time to serve on a project team and it is important to 
me.  I feel like I’m doing my share but the rest of the team doesn’t support me.”  
He pleaded for another chance. 

1. What went wrong in the scenario above? 
2. What are the likely impacts to the project manager’s credibility and to the 

project? 
3. What could have been done differently? 
4. What positive outcomes would result from your suggestions to the 

previous question? 
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The Leader as a Servant of People – Student Journal 
Questions   
The following student journal questions will assist you in looking introspectively 
toward the material in this section. Answer these questions in your student 
journal. 

1. Describe a project experience where you have witnessed or participated 
in the noncompliance or adherence to this competency. 

2. What were the impacts/advantages to the project? 
3. What two changes/improvements can you make related to this 

competency? 
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The Leader as a Student of Experience 
 An infamous huge US Air Force logistics system 
was once almost double the budget and two years 
late. Several years later, the deputy manager of 
that program was asked how in the world does a 
project get to be two years late. His reply was “one 
day at a time!”  There are several lessons in that 
sad example. One is that the successful project 
leader must be personally hands-on enough to 
avoid confusing optimism and reality. (The Laissez 
Faire manager relies on hope more than information.) He or she must give and 
insist on others giving honest status reports. It helps to remember that initial 
estimates are usually overly optimistic. 
You must avoid letting your team become a committee. A committee studies, 
analyses and debates. A project team must be action oriented. Once the project 
begins, it is time for more action than analysis. 
Leadership style comes in many forms. A burning desire to succeed is the 
starting point. There are different ways to ignite the team with that desire. Some 
leaders are driven only with concern over achievement without regard to ethics, 
human factors or relationships. This style, used exclusively, will probably not lead 
to a long-term career as people will not chose to work with that person on future 
projects. Others operate in a fashion exactly the opposite to that, in that their 
primary concern is affiliation. They like to run the team like a fraternity where 
everyone is a happy brother whether anything is accomplished or not. Too much 
of this style can also lead to a shortened career. Then there is the third type 
leader whose main interest is power. This can be the authority granted by the 
person’s position or could be the power arising from a particular knowledge or 
skill. Obviously a successful project cannot rely totally on any one style but 
instead must blend some of each. In different situations and with different teams, 
more of one or the other will be most appropriate. The trick is to find the best 
balance for each particular team. 
The above statement describing a power that can result from knowledge leads us 
to a brief tangential issue. In fact there can be more than one leader on a team. 
In addition to the formally assigned project manager, often an informal leader 
may appear. It may be because of a strong personality, clever sense of humor, or 
a critical skill upon which the rest of the team depends. The project manager 
must be aware of this and devise the best strategy to deal with it. It may be 
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dangerous to confront an informal leader publicly. If you can gain his support, his 
leadership might strengthen and enhance yours.  
Learning from One’s Own Successes and Failures 
Perhaps the only way to gain experience is to get experience. There is a 
difference between having 15 years of experience and having a year of 
experience 15 times. Or to put it another way, practice does not necessarily 
make perfect. Only the practice of perfection makes perfect. The point is to 
actually learn from your experience and to learn means to change your 
behavior—in this case to improve your leadership skills.  
Experience is the world’s best teacher, but only if you are a ‘learning project 
leader’.  When you finish or survive a project, do you move on to the next one 
without thoughtful examination of what you did right, what worked well and what 
did not?  Did you conduct an honest and frank in-depth close-out review to get 
everyone’s input and feedback?  Did you document lessons learned for yourself 
and others to use? Do you ever go back and review those lessons?  Did you start 
your next project with a personal communications strategy in mind? Do you 
construct personal checklists to help avoid pitfalls that you have encountered on 
past projects? Do you update your checklist after every project? 
You can even learn from failure.  It was once rumored that a large aerospace 
corporation was hiring project managers.  Their criterion was that the candidates 
should have a track record of three successes for every failure.  But to be hired, 
you had to have one failure.  They felt that strongly about what can be learned in 
failing.   
To learn means to acquire knowledge in order to behave differently next time. In 
the Chinese society, learning means to study and practice constantly. Experience 
should be treated as a major part of the ‘learning project manager’s’ life-long 
education process.  
Learning from Others 
Do not forget to learn from your fellow project managers by sharing their 
experiences.  This can be in an active assistance role, through on-going personal 
dialog or participating in their project reviews.  There is only a handful or so of 
problems that ambush projects. They reappear in various reincarnations on other 
projects.  At collective project reviews, the project managers are always 
astounded at how many similar problems they share.  They always find it useful 
to learn how other project managers have dealt with the same problems that they 
have experienced. 
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The best of all learning experiences about project leadership is that of serving as 
a member of a project team.  It is especially helpful to experience a project as 
deputy to the project manager and observe first hand how he or she leads the 
team.  Of course the project manager should be one with an outstanding record 
and reputation.  Also, it certainly makes sense for a new project manager to 
serve as deputy at least once before being assigned as project manager. 
Here are a few examples of some things that experienced project managers 
have learned from actual practice on external projects.  
There must be two project managers with one on both sides (the providing and 
the receiving organization). Both must be accountable and have decision-making 
authority. The receiving project manager must resolve internal disputes between 
different users and managers within his or her organization and must speak for 
the whole group.  Customers who say they do not need one are headed for 
disaster and you must tell them so. Otherwise the providing project manager will 
become embroiled in the customer’s internal politics…a lose-lose deal! 
You will encounter weak customer project managers and you must ‘bite-the-
bullet’ and demand that they be replaced—even at the risk that you, too, may be 
replaced. This takes courage, but it probably is better to be removed early in the 
project rather than after it fails. 
Personal ‘pats-on-the-back’ go a long way in motivating team members and other 
constituents. The same is true of ‘kicks in the backside’ when warranted. 
During critical phases or when things are not going too well, a short daily status 
meeting with key players to review the previous day’s results and today’s 
activities can be useful. One manager even conducted his status meetings in a 
room without chairs to assure brevity. 
Converse with your clients in their own language. Explore their business needs 
and seek ways to help them be successful. Make them heroes and you, too, will 
become one. 
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The Leader as a Student of Experience – Key Thoughts for 
Your Consideration  
 Experience teaches us to realize that   all estimates are overly-optimistic. 
 A project manager must balance being ‘hands-on’ with not micro-

managing. 
 We are all motivated in varying degrees by the desire for power, 

achievement and affiliation.  Each project manager must be aware of that 
and find the blend that works. 

 When a team member gains a temporary share of the leadership due to 
personal knowledge or skill, the project manager must carefully manage 
the situation to make it become supportive rather than detracting. 

 Practice helps, but only if you practice the right things. 
 If you do not conduct a review and self-evaluation at the end of each 

project, you are missing your best source of experiential learning. 
 Your next project should incorporate the learnings from your last one. 
 Never miss a chance to participate in the review of a fellow project 

manager’s project. The amount of common ground will surprise you. 
 Discussions and questions with good experienced project managers are 

extremely valuable. 
 The best preparation for project leadership is to serve on project teams. 
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The Leader as a Student of Experience – Review and Self-
Reflection Questions 
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. How would you prevent a late project?  
2. How would you keep your team action oriented? 
3. Why should your team not become a fraternity? 
4. Why does practice not necessarily make perfect? 
5. Which is the most important—experience or education? Why? 
6. Which trait tends to be your strongest concern—achievement, affiliation 

or power? (Be honest with yourself)  
7. Do you effectively balance your style with different teams and situations? 
8. What techniques can you use to know when your schedule is slipping one 

day at a time? 
The Leader as a Student of Experience – Case Study 
The following case study and corresponding questions will assist you in applying 
the material in this section. Answer the case study questions in your student 
notebook. 
Betty Lou was recently hired as a junior project manager. She has an MBA 
degree and was recently certified by PMI® as a PMP®.  She has completed six 
months of training on company procedures, project methodology and tools.  She 
has assisted other project managers in the group.  She was a team member on 
one short project where she was assigned as project administrator.  Her tasks 
included constructing the RAM, WBS, MS Project, computing Earned Value and 
preparing status reports.  Her project manager closely supervised her activities 
and was very pleased with her understanding of project management. 
Her company won the competition for a large and complex project in another 
state.  Business is brisk and no other project managers are available so she is 
announced as the project manager.  Clay, her PMO calls her into his office.  
“Betty Lou, I have a wonderful opportunity for you to show what you can do.  The 
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team is already formed and is waiting for you.  They are a really strong group and 
I’m expecting great things from you.” 
Betty Lou expresses some doubt about her readiness to lead such a major 
project. “Are you sure I can handle this?”  Clay assures her,   “I’ve seen you in 
action and I’m confident you will be OK.  Besides, I and the other project 
managers in the group will help you if you need it!” 
Two months later Betty Lou calls Clay from the customer site.  “Some of the team 
won’t listen to me.  They are more experienced than I and they think I don’t know 
what I’m doing.  Some have accused me of being too process oriented.  I don’t 
know where to turn!” 

1. What went wrong in the scenario above? 
2. What are the likely impacts to the project manager’s credibility and to the 

project? 
3. What could have been done differently? 
4. What positive outcomes would result from your suggestions to the 

previous question? 
The Leader as a Student of Experience – Student Journal 
Questions 
The following student journal questions will assist you in looking introspectively 
toward the material in this section. Answer these questions in your student 
journal. 

1. Describe a project experience where you have witnessed or participated 
in the noncompliance or adherence to this competency. 

2. What were the impacts/advantages to the project? 
3. What two changes/improvements can you make related to this 

competency?
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Module 3 – Approaches and Techniques to Leadership Development 
Introduction 
The study of leadership and professionalism is highly subjective. You can 
observe successful leaders using a variety of approaches and reach different 
conclusions. Different styles work for different people in different situations.  
So it is highly personal and to some people it is so sensitive that they do not want 
to discuss it. Most of us assume we are good leaders whether or not the results 
indicate that to be true.  
However, there are concepts and techniques of leadership which, if you master 
them, could help you perform more effectively. Reading and study of famous 
leaders is a good source of ideas as we can share what others perceive as the 
characteristics and traits that lead to success. Project managers can learn much 
about what works and what does not work from other project managers. It is an 
excellent idea to participate in each other’s project reviews. 
Sociologists, psychologists, historians, political scientists and military writers do 
not agree on how to define leadership or what traits a good leader should 
possess. Yet, all agree that effective leadership plays a critical part in helping an 
organization reach its goals. For example, there is general agreement that 
exceptional US military leadership has been decisive during wartime throughout 
history. The role of military leadership during peacetime is less clear. 
Each of us has a leadership philosophy which is a collection or system of 
attitudes, beliefs, and values that guide the way we deal with other people. By 
the same token, those we lead have value systems of their own which we must 
consider if we need to exert influence. In particular, we must understand that the 
total value system of every individual is really a response to the cultural norms, 
educational background and life experiences formed up until now. Understanding 
these personal factors is important in motivating people. 
Because our response to specific situations is affected by the values, beliefs and 
attitudes that we hold, our present is often determined by the past.  Previous 
success and failures influence how we influence others in any current situation in 
which we work—whether or not the people or the situations are the same. 
Corporations cannot afford failed projects nor can our individual careers. Prince 
Otto von Bismarck said that, “Fools say that they learn by experience. I prefer to 
profit by others’ experiences.” Hopefully we can do both. 
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So how can we develop successful project leaders when on-the-job training is so 
expensive and risky? General Marshall stated that realistic training derives only 
from the continued study of what happened in war. If project business is our 
combat zone, then studying what happened on past projects can give valuable 
lessons on current and future projects. It is this author’s conclusion, however, 
that we do not do enough of that. 
Not only do the ‘experts’ not agree on what traits make a good leader, neither do 
they agree on how to develop them. Usual objects of study include Napoleon, 
MacArthur, Churchill, Vince Lombardi and sometimes even Hitler.  No 
satisfactory theory has emerged. Many have tried. There was even a proposal 
that unhappy family life or sexual dysfunction enhances leadership. Furthermore, 
some people think that you cannot teach leadership—you must be born with it. 
Either you have leadership ability or not. You cannot acquire it. That group would 
regard leadership training as trying to make silk purses out of sows’ ears. 
In addition, there is an academic distinction between training and education. The 
former usually refers to preparing for tasks that are more physical and menial 
such as operating machinery, performing administrative office work or physical 
sports. Education normally refers to more intellectually oriented activities and 
more complex abstract relationships. So we could say that you can train a pilot to 
land an aircraft, but he or she must be educated in how to be a good aircraft 
commander leading a crew on a difficult and dangerous mission. 
It is generally accepted that some innate propensity toward leadership is internal, 
but through study and experience it can be enhanced. Thus, we couple study 
and experience to develop innate qualities of leadership. This course proposes 
that one important source of your development should be experience—both that 
of others and your own. So maybe we can educate the minds of trained project 
managers to produce more successful project leaders. 
There is one more caveat!  We must also combine that training and education in 
leadership with training in the functions of management. Planning and organizing 
are vital. This Gestalt view is necessary to prevent cases analogous to the 
platoon commander who blindly leads his highly motivated troops over a cliff with 
passion because he did not understand the objective. 
Several analogies can be instructive in studying project management. Just as a 
ship’s captain is the equivalent of the mayor of a city, project managers must be 
part bureaucrat and part entrepreneur with responsibilities analogous to a 
battlefield commander. 
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How to Develop the Ability to Hold and Share Vision 
If at all possible the project manager should be involved in creating the vision.  If 
not, he or she will have to go through basically the same creative process in 
order to internalize the vision.  Otherwise he or she will not truly own a share of 
the vision and not be able to lead the project team into fully embracing it. 
The vision developing process requires imagination and the capacity to project 
yourself into the future and then question how you got there.  Some people find 
this process to be too much touchy-feely stuff for those who deal with the real 
world as project managers do.  Some shy away from imagining the future as 
fantasy about an unknown space that is best left to science fiction dreamers.   
Vision is not the same as hopes and dreams.  It is a bold analyzing of the desired 
future state of affairs used to guide the present. It can move the world.  Ask 
people such as Martin Luther King, Gandhi, or Bill Gates.  Here are a few of the 
beneficial consequences of vision: 
 Presents a compelling picture of what the future can be 
 Overcomes fear and uncertainty 
 Gets you on your feet and active 
 Inspires people to listen 
 Provides clarity and direction 
 Provides the destination for the organization 
 Provides a force that influences daily decisions 
 Provides a clear picture of the desired product or service 
 Builds the faith to persevere 
 Influences the future. You become what you visualize 
 Provides the basis for strategic planning 
 Creates a sense of commitment, excitement and urgency 
 Can be translated into project plans 

That said, how do you get there?  Even if the concept originates within one 
individual there is usually a group involved in refining the vision. The key is to 
establish a climate for intellectually open, creative thinking and processes for 
innovation. Brainstorming or focus groups can be useful.  It usually begins with 
personal reflective thinking about the strengths and weaknesses of the 
organization. Most meaningful and lasting changes originate in the imagination 
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then work their way into reality. The clearer you picture your goal the faster you 
will achieve it.  Once the vision is articulated, the resources, structure and 
process can be formed to implement. 
In creating, sharing and holding the vision, the vision creates tension that can 
energize. Ideally, you want to create environment without boundaries where the 
group is convinced that, ‘with this team, anything is possible!’ 
Having a clear vision will help establish you as the leader.  So how do you do it 
and how do you develop your creative skills in envisioning.  There are college 
courses available and you can learn from others who exhibit this capability.  Most 
companies have appropriate training in creativity or ‘thinking outside the box.’ 
You can use group sessions to help you develop creative inputs into potential 
visions.  Practice in groups. Take a few ideas and flesh out the details.  Recall 
that constructive conflict can spark creativity.  In setting up a session, draw on 
your past studies and experiences. Tap into some of your creative friends and 
discover how they envision.    
How to Develop an Objectives Mindset  
The objectives of a project come from the vision.  Once the vision is affirmed the 
envisioning phase of the project should begin.  The purpose of the envisioning 
phase of a project is to allow the project team to determine the goals, scope and 
structure of the project.   
During this phase the following activities are completed: 
 Team members and their roles are identified  
 The customer project manager and other customer members are 

identified 
 All objectives are identified and explained 
 Success criteria and indicators are developed 

A well conceived and implemented vision comes from people who embrace the 
vision and focus on achieving the objectives.  Vision and strategic planning 
establish the concepts and the tactical planning is prescribed in the project plan.  
Objectives are divided into task assignments which are converted into schedules. 
The project plan should be developed by the project manager with input from the 
members of the team. It is not a document to be put on the bookcase but a daily 
action guide for the team.  It converts objectives into actions with constant focus 
on the objectives as the path to the vision.  It should be a lighthouse to keep the 
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team on course, but will only do so if the project manager and team uses it 
actively and devoutly. 
To make the project plan a living document, make it a management by objectives 
plan.  Assign personal goals by name with completion dates and intermediate 
status reporting dates. Stress the importance of these assignments; spend 
quality personal time in the reviews and fully prepare for them so that you can 
fully understand the issues when they come up and can appreciate the 
challenges team members encounter.  Give credit when due and encouragement 
as needed. Under this system if a task that supports a particular objective starts 
to slip you will know it and can augment or supplement resources.  The project 
plan can be the tool to make you hold the objectives in mind.  
This total concentration on objectives on your part will be obvious to the team 
and will be contagious. In this way you share the mindset with the rest of the 
team. 
A brief word about being objective about objectives (poor pun intended).  A really 
good project leader has to be a two-headed creature that is adept at both right 
and left brain activities.  Much has been said to this point about being a creative 
visionary and that kind of thinking is critical. Developing and executing the project 
plan requires a critical analytical objective approach.  Analytical tools such as 
PERT as well as scheduling software can help keep you objective. 
As the project progresses, an unemotional evaluation must continually assess 
progress and judge deliverables against the pre-established criteria.  Problem 
solving was previously discussed.  The framework that you develop for yourself 
to establish criteria and use them objectively to evaluate and choose the best 
alternative must become so ingrained that it is applied automatically when 
reviewing status toward objectives.   
How to Become a Person Others Wish to Follow  
Leadership occurs at all levels so the organization with leadership that goes 
deepest in its ranks will win against others.  Great companies need people with a 
passion for life—not spectators.  Great leaders are a force for change, are 
obsessed with learning new things but also have intellectual humility.  Plato 
wondered whether we attain virtue (personal integrity) by education or practice.  
Although we do not claim to address that question, we do contend that both 
constant study and practice is required to enhance the natural leadership ability a 
project manager has. 
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Most companies and governmental agencies realize that and offer many courses 
in leadership.  Institutions of higher learning do as well.  There is a plethora of 
management and leadership books so there is no shortage of reading material to 
stimulate your thinking.  That is a starting point. 
Our military service academy cadets live by a simple honor code that demands 
that they not cheat, lie, steal nor tolerate among them those that do.  This is an 
excellent basis for a life of integrity.  However, today’s culture tolerates more and 
more of both lying and cheating. A true leader must stand above the current 
norm in terms of integrity.  All team members and stakeholders must know that 
they can take the leader at his word. 
This is especially true in project management.  A person who stretches the truth 
or disguises the actual situation might get lucky and escape undamaged once or 
twice.  Over the long haul someone will detect the truth and that person will never 
be trusted again.  Even if no one ever knew, it will be difficult to live with yourself 
if you know that you are a phony.  You can only fool yourself for so long. 
First of all, you must know your job and you must be professionally competent. 
Not only must you master the knowledge and skills promulgated by PMI®, but 
you must learn everything you can about your customer’s business and the 
technology being implemented with your project. On top of that, you need to be a 
lifetime student of the art of leadership. Read everything you can find on the 
subject! 
You must be a strong team builder who can focus the efforts of the group toward 
the goal with a sense of urgency. Every member of the team must feel important 
and they must understand their roles and how various roles interact. Personal 
visits and personal interest has very high value. 
Set the team rules up front. Communicate them clearly and expect all to follow 
them.   
Expected and unexpected problems will occur and you must manage them with 
confidence—even when the contingency plans do not work. Individual personal 
problems must be dealt with as they happen—and they will happen! You will 
show up one morning and learn that two of your key team members both went to 
the hospital during the night with emergencies. The better you know your people, 
the better prepared you will be. Experience helps build confidence. Nothing helps 
to focus more than the prospect of a hanging and the more times you have faced 
the gallows and won, the more confidence you have that you can survive. 
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On any project you will have many clients and many critics. Whether the project 
is internal or is for an external customer, there will be managers and users at 
every level and within different departments. Each has different needs, different 
concerns, and different agendas. Likewise, you have your own managers and 
organizations to please and you can never neglect your team members. The 
successful project leader must empathize with the point of view of all these 
clients. Napoleon emphasized the importance of a commander to see the 
situation through the eyes of the enemy, ‘seeing the other side of the hill.’ That 
involves two talents - first, the ability to negotiate win-win solutions for all clients 
and, secondly, the power to see and focus on a vision. 
Even possessing these leadership qualities will not guarantee success unless 
you are a superb communicator. Above all else, the project leader must excel in 
this skill and most of us think we do. We think we are great communicators, but 
few of us really are. If we say or write something, we assume that everyone 
understands and believes. How often do we follow up and test to see whether 
our message was truly understood by all?  Being a great communicator does not 
equate to being either charismatic or eloquent. It does require continuous study, 
practice, repetition and self-evaluation. 
Whether you have yet to manage your first project or if you are a seasoned 
veteran of many projects wanting to improve, here is some food for thought for 
aspiring project leaders: 
 You should reward team performance more than individual heroics. 
 Change management is helping people remain productive during 

transition. 
 Consider why our automobiles have both windshields and rear view 

mirrors. 
 Leaders do not hate change—they seek it! 
 Project managers are professionals. 
 Life is a project. 
 You must be a lifetime student of leadership. 
 You must enjoy challenges. 
 Do you stay off the dance floor when the elephants are waltzing?  Politics 

are a part of the game. 
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 Leaders need a methodology to serve as a flight plan. 
 Communication is critical.  It is wise to test yourself to see how effectively 

you communicate. 
 You must always expect and demand excellence of others and yourself. 
 Fix it now. Don’t put it off (delay leads to other more severe problems). 
 Always share the credit with your team but accept the blame for what they 

do. 
 Do what is right always! 

How to Capitalize on Experience of Self and Others  
War stories are great!  They entertain while teaching us.  Give experienced 
project managers the chance and each will try to outdo the other.  If you have 
project experience, surely you have some of your own.  Have you shared them?  
You should.  Do you really actively listen when you hear one?  Do you evaluate 
and do you agree with what the other project manager relates. Such 
conversations should be relished and incorporated into your personal project 
body of knowledge. 
Below are a few conversation starters.  Review them and reflect.  Do they 
coincide with what you have experienced?  Discuss with other project managers 
and get their reaction. 
In no particular order or priority, the following suggestions are proven cases 
where a project manager can help ensure success through the use of influence. 
(This also serves as a summary review of the material covered in this course.) 
 Be involved early with Sales or the people closing the deal and approving 

the project. Influence the parameters of the contract to bring reality.  
 Brainstorm the project schedule with the whole team, getting estimates 

from each contributor for his or her tasks. Impress upon the team the 
importance of the schedule and the need to be efficient. Challenge them 
to be successful. If the team does not think it can meet the contracted 
schedule, make appropriate management aware. Investigate possible 
ways to improve, such as, adding people, reducing functions, rearranging 
the order of the schedule, or modifying the contract. 
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 Involve your team, including the technical members, in the business of 
the clients. Help them understand the concepts and to feel involved in the 
clients’ goals. 

 Spend a great deal of time in team building. Continue team building 
throughout the project. Include the clients and users within the team as 
much as you can. An occasional lunch or happy hour can be useful. 
Events to celebrate successful completion of a major milestone are 
especially productive. 

 Know your job and show it. Set the direction. Be actively involved and 
lead by example. Use the ‘Management By Walking Around’ tool 
constantly. Management by Walking Around works. It motivates people 
and you might receive valuable input. You might receive good ideas or 
you might hear about a potential pending issue in time to prevent it from 
becoming a problem. In today’s world of virtual teams, MBWA can be 
difficult. It can still be done even if you have to use video conferences, 
phone calls, and added nights away from home. 

 Set high standards. Expect and demand excellence. 
 Involve users early. Make it their system, product, or service that they are 

eager to receive rather that something new you are imposing on them. 
 Address people’s fear of change. Spend a lot of time preparing them for it 

and in overcoming their natural resistance. Listen to them and get their 
participation if you can. 

 Give credit when and where it is due—both publicly and one-on-one.  
 Provide incentives. They should be team-oriented. Give financial rewards 

if possible for meeting milestones on schedule. Look for other ways to 
recognize team and individual performance. 

 When a problem arises and it is time to negotiate, get the parties together 
and look for a way to find some degree of ‘winning’ for everyone. This 
requires everyone to understand each others’ perspective. It helps if you 
have already established a relationship as partners where you have their 
trust and they don’t consider you an adversary. 

 People issues will arise. Resolve them head-on. Never delay because 
letting the problem fester will make it more severe. As difficult as it may 
be, sometimes you have to replace someone. You must be convinced of 
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two things. First, no one person is ever indispensable! Secondly, people 
will usually rise to the occasion and outperform expectations. That is 
nearly impossible to believe at times but has been proven over and over. 

 Avoid scope creep! It is the number one cause of project failure.  Assure 
that everyone understands this and has a formal system to assess, 
approve and control change. One company goes so far as to have its 
project manager meet with the client on day one and advise that they 
should expect change orders and should set aside money for them. 

 Create a high-level Executive Steering Committee with members from all 
involved organizations. Chair the meetings and present the progress and 
issues in a professional manner. This body should meet at regular 
intervals. They should be a meaningful session and action items should 
result. 

 Have fun! It takes a special person to be a successful project leader. It 
can be done! You must love meeting extreme challenges, overcoming 
severe problems, dealing with people who do not understand (and can 
sometimes be jerks), and risk highly visible catastrophic failure. There is 
always the slight possibility that your team might dream and conquer the 
impossible dream. You have to feel confident and reach the state of 
eternal optimism unheard of since Candide. You should awake each 
morning eager to get back to your exciting and successful project. 

One more cliché—nothing succeeds like success!  If you expect to succeed, you 
probably will. If throughout your career you build upon your successes, people 
will expect you to succeed and that will help.  Good people will want to be on 
your teams and clients will want you for their projects.  It is a true win-win. 
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Key Thoughts for Your Consideration  
 There is disagreement over how to develop leaders or even whether you 

can 
 Leadership style is very personal, varies with the environment and there 

is no how-to-do-it cookbook 
 Reading is an excellent source—especially biographies of great leaders 
 Effective leadership requires us to harmonize our collective system of 

beliefs, attitudes and values with those of others 
 We must consider other people’s culture, background, education and 

experience in order to influence their behavior 
 We must examine the differences between current situations and past 

experiences 
 We often fail to study experience on past projects 
 Training involves physical routine activities whereas education is more a 

broadening of abstract intellectual aspects 
 A project manager can be trained in using the science of project 

management, but we need to educate our minds in the art of leadership.  
Both are critical to success 

 Envisioning requires creativity that we do not inherently possess.  Groups 
can help with input if you create the right atmosphere.  Encourage 
reflective thinking and solicit original ideas 

 Train yourself to focus more on how to improve things than on 
complaining about what is wrong 

 Take every course you can find on creative thinking 
 Practice envisioning in groups 
 Vision establishes the strategy and the project plan creates the tactical 

objectives.  Work continually on both 
 Project plans communicate the objectives oriented mindset that the 

project manager uses to convert the abstract to the specific 
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 Project leadership requires exercise of both sides of the brain 
 Read and study leadership as a lifetime project 
 Hold yourself above the world in terms of integrity and character. People 

will notice and will follow 
 Train yourself to know people and to empathize 
 Develop the ability to look for win-win conditions for all 
 Strive to become professional 
 Observe and listen to other project managers 
 Ever strive to become better than you are 
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Review and Self-Reflection Questions 
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. Review the suggested techniques above. Which ones have you 
encountered? Do you agree with the suggestion? Why? 

2. What areas of leadership influence would you add to the list? 
3. Do you agree that ‘no one person is indispensable’? Why? 
4. If project management is so difficult, why do you want to do it? 
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Module 4 – The Self Assessment  
 
It is important for any student of leadership looking to continue to develop his or 
her abilities take the time for assessment and self-reflection.  As such, this 
module will provide three discrete tools for accomplishing this: 
 

1. “The Leader As…” Quick Assessment Tool and Scoring Calculation 
Sheet 

2. Project Leader Individual Project Assessment Worksheet 
3. The Leader’s Continued Development Action Plan 

 
 
“The Leader As…” Quick Assessment Tool and Scoring 
Calculation Sheet - Instructions 
In the Appendix of this guide you will find “The Leader As…” Quick Assessment 
Tool and Scoring Calculation Sheet.  Complete it in the following manner: 
1. Answer the 20 questions asked on the Assessment Tool.  Utilize the following 
scoring guidelines: 
 If the statement never represents you, score the statement with 1. 
 If the statement rarely represents you, and only by exception do you align 

with the statement, score the statement with 2. 
 If you believe the statement represents what you know to be true; 

however, you inconsistently represent it in behavior, score the statement 
with a 3. 

 If you believe the statement represents what you know to be true and you 
often represent it in behavior, score the statement with a 4. 

 If you align with the statement in both word and deed consistently, score 
the statement with a 5. 
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2. Transfer scores from the Assessment Tool to the Scoring Calculation Sheet.  
For each “The Leader As…” four facets, total the score.  This score represents 
you in this facet of “The Leader As…” tool.   
3. Combine all four facet scores to arrive at a combined score.  This score 
represents your “The Leader As…” leadership overall. 
This tool should be used a quick measure of where your strengths and 
challenges are. 
 
Project Leader Individual Project Assessment Worksheet – 
Instructions 
In the Appendix of this guide you will find the template to complete this exercise.  
For each project you have previously managed, complete a separate worksheet. 

 
The Leader’s Continued Development Action Plan 
The Past   
Going back as far as you can remember, what management or leadership 
courses have you completed that left permanent impressions?  What were the 
key messages that you recall?  Document them. 
Do the same process for any management or leadership books that you have 
read. 
The Present 
Research available resources for educational opportunities and readings that 
interest you. Schedule the courses and acquire the books selected. Put the 
books in your briefcase or on the bedside table.  They make excellent airplane 
reading material.  Document the key ideas. 
If possible get yourself assigned to a project management group; often called 
Program Management Office (PMO.)  If you have access to other project 
managers project reviews, schedule them and attend. Actively listen and 
participate sharing experiences.  Document key lessons learned. 
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If assigned to a project, review the above key concepts as the project begins.  As 
the project proceeds, document people issues and how they were addressed and 
what was the result. If you are too busy to document, save status reports until 
project completion. They can serve as a reminder when you do find time to 
document.  
The Future 
As you complete leadership courses and readings, document the new ideas and 
concepts.  As you try new approaches and techniques, analyze the results and 
document them. 
As each of your projects is completed, schedule time to reflect on what 
approaches worked and which ones did not.  Was your communications plan 
effective?  How about your team building plan?  In addition to your self-
assessment, get feedback from other team members on how they reacted to 
your leadership style. Convene a team debriefing.  Meet separately with key 
individuals.  Ask them if your communication was clearly received and 
understood.  What worked and what didn’t?  You may be surprised at some of 
the input from your team. Document your findings for each project on the 
template provided in the Appendix of this guide. 
Each time you begin a new project, review the template before starting your new 
team building and communications plan. 
 

Review and Self-Reflection Questions  
The following review questions will assist you in developing comprehension of 
the material in this section. Answer the following questions in your student 
notebook. 

1. How can a project leader use experience for learning? 
2. Describe the actions of a learning project leader. 
3. The above experience-derived recommendations will involve you with 

some high-level executives. How do you approach that and who backs 
you up when you need help? 

4. Construct a personal checklist for improving your personal project 
leadership ability, including these suggestions and your own ideas.
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The Leadership Crossword Puzzle Review 
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Across 
5 By learning from experience it is important that a project manager also changes 

his _____. 
6 People observe what you ____ as well as what you say. 
7 Leadership does not come from the _____ one holds in their organization but 

instead through their ability to influence. 
8 As a problem solver, a project manager must review the analysis of others with a 

_____ eye to ensure that intentional or unintentional biases have not influenced 
results. 

11 During planning of a project, the project manager must be deeply _____ to 
ensure that the desired objectives are reasonably reachable and that the 
schedule and budget are realistic. 

13 As part of general principles of communication, a project manager must live by a 
set of personally developed communication _____. 

15 Though rarely mentioned as a trait of leadership _____ is important because it is 
the essence of team building and supports all other elements of leadership.  It is 
the essence of participative management. 

18 As a project's leader, you must always display a _____ demeanor so that 
members of your team and your customers can absorb your confidence. 

19 The ability to influence people to achieve desired objectives. 
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20 _____ is what you would do if no one were watching and would never know what 
you did. 

22 Though someone else may actually design a solution, the project manager must 
be able to vividly visualize it, embrace it, and _____ it to others. 

23 The project manager who conducts himself in such a way as to recognize he 
represents a larger entity than himself and who demonstrates accountability for 
deliverables is a leader as a ______ of objectives. 

24 The ability to project yourself into another's situation and to understand that 
person's feelings and motivations. 

26 Always remember how difficult it is to convey your vision to others and to have 
them _____-__ to it as strongly as you do. 

Down 
1 The successful project manager must lead upward, downward, and _____. 
2 Leaders do not hate change, they _____it! 
3 The causes behind project failure are more often found in the soft, or _____-

related, side of the project than in the technical side. 
4 The fact that many teams are now virtual groups, not physically co-located, make 

_____ even more complex and important. 
9 To make the project plan a _____ document, make it a management by 

objectives plan. 
10 It takes _____ and integrity to be direct and honest in all cases. 
12 You must be willing to accept _____ and even seek it out from others. 
14 Treat everyone with _____ and value their ideas assuming that they may offer 

something of value.  If you do not, they will stop trying to contribute. 
16 A leader who is a _____ holds the ability to see the big picture plus is able to see 

how today fits into tomorrow. 
17 Each of us has a leadership ______ which is a collection or system of attitudes, 

beliefs, and values that guide the way we deal with others. 
21 Success requires a professional project manager leading a team of professionals 

who have a passion for the vision and a sense of _____.  
25 Never forget that your _____ is your most accessible source of information. 
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Suggested Answer Key 
Review and consideration of these answers is an essential part of the course 
because there are no correct answers for the ‘art’ of leadership. You should 
provide your own answers, then review the answers suggested here. Consider 
the differences and attempt to resolve the differences, if any. Yours could be 
better answers for you personally and in your environment. 
Module 1 – Introduction to Leadership 
Review and Self Reflection Questions 

1. Explain the difference between an internal project and an external 
project.  An internal project is conducted within one organization, for 
example within one company, without outside participation. An external 
project is where one organization contracts with another and you typically 
have a provider and a client. 

2. Is there a difference between project leadership and program 
leadership?  Explain your answer.  It is mostly a matter of scale.  
Programs are larger, more complex and tend to be self-budgeted and 
supported.  In common usage they are synonymous. 

3. Why might character and trust be important in project leadership?  
Projects are complex and difficult and depend on the performance and 
acceptance by people. So many people are involved and roles are so 
complex that duplicity and dishonesty will eventually be revealed. 
Success depends on trust and validation of that trust. You might hide for 
a time that you are behind schedule, but in the end the truth will always 
find you out. Delay will only make things worse. 

4. How would you define a successful project?  The ultimate criterion is 
usually client or customer satisfaction with the product or service provided 
by the project. Your own organization should be happy too. This all 
depends on the triple constraint of on-time, on-budget and on 
specification. 

5. How would you define leadership?  A generally accepted working 
definition is that leadership is the ability to influence people to achieve 
desired objectives. You could expand that to include factors such as 
motivation, teambuilding and setting the example. 
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6. What are some functions of leadership?  Three were offered in the 
answer above. Leadership includes the people oriented activities of 
directing, controlling, coordinating and evaluating.  

7. Describe the technical functions of management as applied to 
projects.  This includes developing the project plan, building the 
schedule, monitoring status, reporting, updating the project plan, tracking 
earned value and calculating expenses.  

8. Why is leadership important in a project?  Projects are difficult.  They 
usually have challenging objectives which demand much from the project 
team. It takes leadership skills to determine the best use of assigned 
individuals and how to keep people oriented toward the goal and to meet 
high standards of performance. 

9. Describe at least three competing forces that contribute to the 
creation of projects that are predetermined to fail.  There are many! 
Here are four common ones that you may have experienced. (1) Sales 
representatives have quarterly or annual goals to meet to get paid 
commission and to receive good ratings. So they naturally push to lower 
the price to beat the competition or meet the customer’s budget. This can 
result in fewer resources than needed to meet the schedule or satisfy the 
customer. (2) Most projects are to implement improved ways to conduct 
business and the client may need the changes immediately. This can 
result in unrealistic schedules and reduced quality. (3) Your organization 
may be ‘too successful’ and business is booming. Or you may be growing 
rapidly. Therefore, you may have many on-going projects simultaneously 
causing a shortage of qualified project team members. (4) You are 
leading a project for a tough demanding customer who tries to squeeze 
every possible return from every dollar spent. There is no one person in 
the customer organization to resolve internal disagreements and speak 
for the entire company. You become embroiled in the internal issues of 
their different divisions. 

10. Name some elements of good project team performance.  The prime 
element is that they are capable of producing the objectives whether that 
is a new product, a new service or to implement a new system. This 
probably involves some technical or business skills. It is also important to 
produce in a timely and efficient manner to meet the schedule without 
exceeding the budget. For example, it has been said that if you give a 
brilliant engineer the choice between an elegant design and one that 
works, he will opt for elegance every time. In addition to talent it is critical 
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that the members can coordinate with each other and perform as a team 
rather than a collection of individuals.   

11. How do you think that good communication might help overcome 
resistance to change?  Extended time spent in preparing people might 
tend to get them comfortable with the fact that the change is necessary 
and good. Extremely well done preparation can make the change become 
desired as their idea. You must overcome practical concerns. For 
example, if they fear that the change might result in layoffs, assure them 
that it will not or that they will be retrained into new jobs, if that is the 
case. Either way, let them know that their jobs will not be affected or 
specifically how they will personally be impacted. 

12. Do you agree that a project team shares risk? How?  Many projects 
are performed under a firm-fixed price contract. Because the providing 
project team must absorb any cost overrun or need for unplanned 
resources, it shares some of the risk with the receiver. A team member on 
a failed project may forgo incentive bonuses. At the very least, the project 
manager who fails will suffer a blow to the reputation which may affect 
future assignments. 

13. Explain the difference between the uncertain and the unknown. 
Uncertainty is a statistical term that deals with the probability of the 
occurrence of known potential risky events. You can only assess the 
probability of the event happening and assign value to the impact in case 
it does. There are totally unknown potential events of which you are 
unaware. Often these are things legally considered to be ‘acts of God,’ 
such as lightening or floods.  Statistical tools offer no help for the 
unknown. Both the uncertain and unknown must be accounted for during 
planning. 

14. Explain the importance of the contract in project business.  Without 
the contract you have nothing against which to measure success or to 
mediate disputes. The contract details the answers to all those ‘W’ 
questions—who, what, where and when. It specifies exactly what the 
project team is legally bound to do or provide. The team is legally exempt 
from any action that is not contained in the contract. 

15. It could be asserted that it is dangerous to provide anything not 
specified in the contract. Do you agree? Why?  It can help build good 
relations with the client if you show flexibility and perform a few small 
extra items without screaming ‘contract’, however there are risks to doing 
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this.  This must be handled with extreme care.  Never accomplish any 
item that cannot be absorbed without impacting the schedule. If you do, 
you have assumed the responsibility to make it good without 
reimbursement. Also, you may have made fuzzy the future definition of 
what is covered by the contract.  Of course, change control should always 
be utilized to document client agreement even when there are no impacts 
to schedule or budget.  Without an approved change request, these 
extras are nothing more than gold-plating. 

16. Why is experience important to the project manager?  Mastering the 
fundamentals of project management requires a great deal of study and 
experience. There is a difference between knowing something and being 
able to do it. You can learn the realities of executing a project plan and 
determining real status only by doing it and comparing predicted with 
actual. The Herculean effort required to start under the ‘satisfice’ 
conditions described above and then be able to execute on time, on 
budget with predicted quality, demands every trick of the trade to get 
110% effort from the team while maintaining excellence. Experience 
helps develop the ability to inspire confidence under the ‘heat of battle.’ 

17. What are some of the ‘bargaining chips’ you might use when you 
need a particular individual from a lateral organization whose 
manager does not want to let you borrow him or her? If revenue is 
involved, you might offer revenue sharing. You might provide cost relief. 
Absent those possibilities, you might appeal to the opportunity to be part 
of a successful accomplishment for the whole group. A last ditch 
desperation effort and lower priority might be personally bargaining for 
future return favors. 

18. How can you establish credibility? Your team as well as your client 
must never see or hear you do or say anything that makes them doubt 
your character. One definition of ‘character’ is what you do when no one 
will ever know what you did. One spin of the truth, one corner cut short or 
one sneaky trick and you will never recover. It is similar to toothpaste 
once squeezed from the tube. You must show that you know what is 
going on, that you know what must be done and that you are in charge. 
You must never bluff and they must develop a trust that you will always 
tell it like it is. There is an old parable of a young man on the fast track for 
an outstanding career. He found that, on his way to the top, he had to 
compromise—cheat a little here, lie a little there, and partially hide the 
facts. As he progressed up the ladder, he lost a little of his integrity each 
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time he stretched his moral character. So he made it to the top where he 
had intended to apply his integrity but found that he had none left. 

19. The example of the Air Force general is several decades old. Why 
are its lessons not obsolete?  Management theories and processes 
undergo changes, trends and even fads. Witness such theories as 
management by objectives and Toffler’s FutureShock. Specific 
techniques such as automated schedulers and trackers are continually 
improved. The soft side of business deals with people and their 
relationships. Basic human nature and how people react with each other 
does not change as fast. Look at the general’s principles and at how well 
he communicated his message! His principles and his empowerment 
strategies still apply today. 

20. Do you think the ‘speak with one voice’ theme of the military 
analogy is still relevant today? How?  Effective communication is, was 
and will continue to be a critical trait of good leadership. One reason is 
that, only through effective communication, can the vision and the 
urgency be imparted to the team. Not only must they hear but they must 
believe the theme and internalize it as their own belief. Obviously the 
general succeeded at that. Everybody everywhere at all levels preached 
his mission and that involved hundreds of thousands of people worldwide. 
Few of our projects are that large but the same clarity of mission goes a 
long way toward success. The same exchange and sharing of concepts, 
ideas and vision is the essential prerequisite to project success. 

21. Why is it important to know what leadership is not? If you aspire to 
become a good one you need to understand that you are not born ‘with it.’ 
You need to know that you do not have to be a super hero, eloquent and 
charismatic. You, also, need to know that it doesn’t come with your 
position and that it requires much study and practice. It does require the 
boldness to accept challenges rather that use, as a crutch, the lack of 
authority. Planning will help use your experience for development. 

Module 2 – Qualities of Great Leadership 
Introduction 
Review and Self-Refection Questions 

1. Explain why vision is important to a project leader.  It provides self 
motivation and allows the project manager to impart passion and urgency 
to the project team. 
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2. What is the difference between a vision and an objective?  The vision 
is a vivid mental picture of the result obtained from achieving the 
objective.  Objectives are concrete whereas visions are abstract. 

3. Why would an experienced project leader need a leadership 
development plan?  Because leadership development and improvement 
are never-ending life-long processes. You can always get better and lead 
larger groups in changing environments. Different situations and 
environments require different leadership styles. 

4. Pick your favorite three from the good leadership principles listed 
above and explain why?  This is very individual specific.  Probably the 
most often chosen ones would be ‘caring for your people,’ ‘listen,’ being 
visible/accessible,’ and ‘honesty.’ 

5. What leadership practices would you add?  Some would add 
‘communication’ although it is contained or implied within some of the 
others. ‘Be energetic’ is a candidate and ‘strive for improvement.’ 

6. Explain the difference between training and education. As you gain 
experience, you can practice the measurable specifics of management. 
You can practice tracking your actual expenditures and you can practice 
computing your earned value and estimating the revised schedule. 
People can be trained in these type activities and practice can be part of 
the training. People matters are more inexact and are difficult to measure 
precisely. You can tell that people are motivated but you cannot measure 
how motivated they are. You can measure how well trained someone is in 
the science of computing, but it is more complex to assess how well 
educated someone is in the art of motivating people. Evaluating the 
results of training is more objective than grading the results of educating.  
You can train in the techniques of leadership to some degree but the 
results are more measurable for the activities of management. It is more 
productive to focus on educating the minds of the trained project 
managers in the concepts of leadership. One good source of that 
education is to study the experiences of other leaders including other 
project managers. 

7. Do you think leaders are born or created? Support your view. There 
is no correct answer. We have all observed that some people seem to 
influence people more than others do. Sometimes it seems to be a strong 
personality or whatever creates ‘popularity.’ There are even studies that 
show that taller people do better than shorter ones. Somebody forgot to 
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tell Napoleon. Leadership can arise from personal knowledge or skills.  
This course is based on the theory that whatever the existing level of 
leadership ability, it can be enhanced through study, self evaluation and 
experience. 

8. Compare the study of war with the study of projects. They both begin 
with objectives and a battle or project plan. (In both cases you never have 
as many resources as you wish you had.) Then you execute the plan 
encountering uncertain and unknown events. Periodically you must 
assess the battle damage and generate an estimate of the situation (or a 
project review). Both follow some general principles of war. Management 
and leadership are important and experience, training and education 
improve both. You can build a perfect analogy between the two. Only the 
terminology is different. Just as the military need their professional 
educational institutions, such as the Naval War College at different levels, 
project managers need to study project leadership throughout their 
careers.  

9. Does the project leader’s training and education ever end? Why?  Of 
course not. Just as no one’s knowledge can ever be perfect, no project is 
ever exactly the same as another one. Environments and technology 
continually evolve. Just as the military cannot study only the previous 
wars, we must continually improve our minds and adapt to the changing 
world around us. As your successful career progresses, you most 
probably will be rewarded with more complex and difficult projects. You 
might even find yourself leading many other project managers and being 
responsible for many different projects. We need to always better prepare 
ourselves to be ready to accept more and more fun! 

10. What would you propose as your personal leadership development 
plan?  This will be different for everyone and will be addressed 
separately in this study guide as a Path to Successful Project Leadership. 
Before you look at that, what are your ideas? It should begin with your 
personal career objectives. Do you want to manage projects forever or do 
you see it as a stepping stone to something else? It is rather like Air 
Force pilots. Some want to fly fighters for their whole careers while others 
want to progress to staff jobs in the Pentagon. Both are great careers, just 
different.  Your plan should include some learning from past study and 
project work, some self-evaluation and some structured approach to 
further study and review of future experiences. One very successful 
project manager always takes off from work on his birthday to reflect on 
what he has done and learned during the past year. 
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11. Can leaders be trained? Why?  Only to a certain level and mostly in the 
more technical management aspects. Just as you can train a pilot to 
make smooth and safe landings, that will not prepare him or her to get 
along with the navigator who has a bad attitude who might give him the 
wrong crosswind component. The abstract people components of project 
management rely more on experience and education than training. 

12. How would you approach reaching a ‘win-win’ agreement with an 
unhappy customer?  There is no approved school solution to this 
common situation. Hopefully you have already built a relationship of 
credibility and trust so that he will know that you have his best interest in 
mind, although he is unhappy about the current situation. You can begin 
by determining what your most favorable outcome could be and the least 
favorable. It is helpful to analyze what his position might be. Then you 
might meet with other key players to get a feel for their perspective and to 
learn who supports your position and who might oppose. In other words, 
do your homework and make sure you really understand the issues. Then 
meet with all the stakeholders (clients, subcontractors, etc.) at the highest 
level possible. Explain exactly what the problems are and let everyone 
give their perception. Convince everyone that you sincerely seek a 
solution that will benefit all. Mediate the meeting minimizing emotions and 
hold everyone to the goal of finding a compromised position that gives 
some ‘win’ to all and minimizing the pain for all. Be professional and keep 
the others professional. Don’t let issues become personal. Attack the 
issues not each other. Break often to let heads clear. Keep explaining that 
everyone needs to concede some points in order for everyone to 
succeed. Remind the customers that it is in their best interest for you to 
succeed. 

13. Why is communication the preeminent quality required of a leader?  
All human relations depend on the use of the spoken or written word if 
you consider body language part of the spoken word. Whether it be 
directions to a team member or the contract with the client, it is foolish to 
think either will be effective unless there is clear understanding on both 
sides. There are countless examples and even jokes or puns that 
illustrate the truth of this statement. A frequent example is a software 
programmer’s ability to clearly understand what the user needs and to 
communicate with the computer clearly to cause the computer to do what 
the user needs. The programmer must clearly understand those needs so 
the complexity and dependency upon communications is multiplied. The 
programmer, user and computer even speak different languages. 
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14. Why is it important to understand the many elements involved in 
communication?  First, it helps you understand and appreciate the 
complexities and that it is never perfect. This healthy respect can cause 
you to consider the best approaches and components.  

The Leader as a Visionary 
Review and Self-Refection Questions 

1. How can you improve your powers as a visionary?  The more 
education and the broader it is the better.  Being well-read helps.  Take 
courses in creativity. Pick the brains of people who are creative and use 
groups to solicit original ideas. 

2. What are the three requirements of a ‘profession’?  Members receive 
special education/training, are called to serve, and swear an oath. 

3. Does project management qualify?  Probably not yet, but it is moving in 
that direction.  We need a reputation as a special discipline rather than 
assuming anyone can run a project. More successes will help. 

4. How realistic is Tom Peter’s advice relative to ‘WOW’ projects? Most 
of us cannot get reassigned when we do not like a project.  We can do 
things to turn it into an exciting project. 

5. How can you instill passion and enthusiasm in your project team?  
By effectively communicating an inspiring vision and setting the example. 

6. What elements would you include in a project communications 
plan?  Overall strategy including problems and goals, group 
communication events including methods planned and frequencies, 
subgroups needing special communications activities, and individual 
communication events. 

Case Study 
John’s assignment as project manager was probably premature without project 
manager training. The PMO should have asked Tom when he retired whether he 
thought John was ready to move into project management.  Action must be taken 
to regain Leigh’s support and to restore her confidence.  If another strong project 
manager is available, assign him or her to troubleshoot and analyze the situation 
or the PMO can perform an audit and report the findings to Leigh.    If, as it 
appears, the team has lost its view of the vision, it is doubtful that the passion 
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can be re-energized by John.  If a strong project manager is available for 
assignment, replace John. Introduce the new project manager to Leigh and make 
a new start on the project. If no one else is available, Sarah may be a possibility. 
In any case, use Sarah’s personality and energy to reinforce the vision—perhaps 
as deputy project manager. The PMO should counsel John that everyone is not 
necessarily cut out for project management.  If John and the PMO think he is, get 
him some project manager training and assign him as deputy project manager 
several times before giving him another chance to solo.  
A Steward of Objectives 
Review and Self-Refection Questions 

1. Why should the project manager be involved early in the process?  
Unless skilled experienced project specialists are involved to build 
realistic schedules and budgets and to explore whether the proposed 
deliverables are realistic, parameters may be set that are unattainable.  In 
order to close the deal, unrealistic promises may be made. 

2. Did you ever have a bad project dumped on you and you knew it 
was doomed for failure?  What did you do? Most anyone who has 
ever served on a project team has seen this. Pick one and tell what 
happened. 

3. Describe some strategies you can use to enhance effective 
communications with your stakeholders. Regular informal meetings 
with players can help. Social events and lunches can help build 
relationships.  The key thing is to let them know you care and can be 
trusted.  Formal steering committee reviews are highly recommended.  
Frequent written status summaries keep everyone up-to-date and on the 
same page.  Repetition can help both in group sessions and with 
individuals. You must talk with people in different ways. The same 
message might be understood differently by an administrator, a 
technician, a business executive and say….a spouse! Create a non-
threatening attitude –especially if the message might be unpleasant. 
Sometimes a breakfast meeting or lunch can be effective. At times a 
group luncheon can help while, at other times, informal one-on-one 
lunches are better. You need to strategize whether group or individual 
and whether written or spoken style is best in different cases. Talk with 
people and question them as follow up to see whether they received you 
message as you intended it. Encourage their questions and be patient 
when your questions show that they didn’t understand your message. 
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4. Which is the most important, focus on the objective or caring for 
your people?  Explain.  Of course the answer is both, but at times the 
objectives get top priority and you have to make it up to people later. 

5. How can you soften the pain for your people when they must 
personally sacrifice to meet objectives?  Incentives (financial or 
otherwise) can help along with personal and public recognition. 
Compensatory time during slack periods (if there are any) helps, too. 

6. Is wishful thinking a matter of judgment or integrity?  Explain. The 
line of distinction becomes obscured when you are under intense 
pressure. It is quite easy to convince yourself that everything is fine even 
when the vultures are circling.  

7. Have you observed a project manager with weak character and 
integrity?  Explain.  You probably know examples. If not, can you 
imagine a case where it could happen? 

8. How do you personally feel about slaying dragons?  Do not confuse 
this with reckless abandon.  Do you really enjoy the rush of achieving the 
impossible or does the stress tie you in knots? 

9. How would you prepare an organization for a major change?   Take 
the opportunity to proactively plan and prepare for the change as well as 
regularly communicate to involve others in the change. 

10. What are the values of a steering committee? Establishes a vehicle for 
effective communication and a connection for the project manager into 
upper management. 

11. Is project burn-out a permanent condition or temporary?  It can be 
either and depends on the person and the circumstances. 

12. How can personal biases impact an analysis?  It might even be 
subconscious, but if you have a personal stake in the outcome, it can 
affect you criteria selection and your determination of alternative courses 
of action.  

13. How can you ever get experience if you must have experience to 
successfully manage projects?  Trick question!  There are alternatives: 
participate in other project managers’ reviews and serve on project 
teams. 
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Case Study 
Fred should have met with Lisa long before now and explained that Joseph is an 
obstacle to progress and that, for the project to succeed, he must be replaced.  
Apparently the situation has festered and has been made worse by Fred’s focus 
on making everyone happy rather than focusing on the objective.  Now that the 
problem has ripened into a crisis, the PMO should meet with Lisa, explain the 
causes for the lack of progress and recommend replacing both Joseph and Fred. 
The PMO must counsel Fred and decide whether he has a future in project 
management.  
A Servant of People 
Review and Self-Reflection Questions 

1. Why is it somewhat true that (as stated) leadership is a blind choice 
of one path over another?  When there a decision to be made you 
never have perfect information or all of the relevant information. When 
looking into the future, you always face uncertainty and unknowns.  

2. Contrast humility in a leader with weakness as a leader?  Being a 
human and recognizing that you are human takes courage and is actually 
evidence of strength.  Pretending to be the wizard when there is nothing 
behind the curtain is cowardice with a façade. 

3. What do you think of brainstorming as a technique?  It can be an 
effective instrument to generate creative alternatives but is rarely 
performed well.  It takes discipline to not reject any thoughts when first 
offered and to refrain from laughing and joking which stifles creativity. 

4. How can empathy help a negotiator? The ability to place yourself into 
another’s frame of reference and feel their perspective can help you 
understand why your position is not desirable to others.  

5. How can empathy help a project manager? It can help you see your 
client’s vision and help you understand the attitude of various team 
members. 

6. Discuss the role of ‘balance’ in project leadership.  Balance is the 
holy grail for the project manager who must seek to balance money 
versus time, achieving objectives versus caring for people, and project life 
versus personal life. 
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7. Do electronic communications devices help or hurt the project 
leader?  Typically, they are utilized in such a way that reduces personal 
contact, but you should find ways to have them help you communicate 
and maintain personal contact.  Be aware of their limitations, however.  
Face to face communication is more effective for complex or contentious 
exchanges of information. 

8. Discuss the role of the project plan. This document converts the high-
level objectives of the vision to tactical deliverables and schedules. It 
should be a ‘living’ plan kept up to date and used. 

9. What do you think of the idea of the 15-minute stand-up meeting?  
Why?   Try it, you’ll like it! It takes discipline to hold to 15 minutes and to 
only have them when needed. 

Case Study 
You may have not built the healthy team that you think if it took too long for 
Jason or someone else to tell you about his problem or for you to recognize the 
attitude change as a cry for help. This situation where a personal problem 
becomes a team problem is a very common scenario.  You must deal both with 
the team’s disrespect for Jason and Jason’s disrespect of you and the team. He 
must apologize to the team and you must counsel team members to treat him 
with respect.  You need to search ways to assist Jason with his problem through 
his employer, local government and social services. Then explain to Jason that 
the team needs him and will help him, but that you will not tolerate the bad 
attitude again. 
A Student of Experience 
Review and Self-Reflection Questions 

1. How would you prevent a late project?  Constant tactical focus by you 
and the team on the objectives, being involved, frequent reviews and 
being skeptical of estimates and information until proven true. 

2. How would you keep your team action oriented? Keep them 
reenergized and encouraged by helping them picture the vision. Also, 
incentives help as well as recognition and pats on the back. 

3. Why should your team not become a fraternity?  Too much emphasis 
on making everyone happy will cause them to lose their focus on the 
objectives and become undisciplined. 
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4. Why does practice not necessarily make perfect?  It depends on what 
and how you practice. If you practice the wrong thing or in a sloppy 
manner, you will never approach perfection. 

5. Which is the most important—experience or education? Why?  It is 
impossible to say because both are. However, given a reasonable level of 
education, experience probably becomes more important—especially on 
projects. 

6. Which trait tends to be your strongest concern—achievement, 
affiliation or power? This is a very personal trait and you might not be 
able to honestly judge yourself. Does someone have to follow behind you 
and repair the damage you cause people? Or does everyone love you 
even when the schedule keeps slipping? There is no one correct answer 
for all situations and for all groups. There is a time and place for each 
drive. The trick is to balance and operate under the most appropriate 
drive at the appropriate time. You might ask others to help assess which 
drive you exhibit the most. 

7. Do you effectively balance your style with different situations?  An 
in-depth self-evaluation is difficult and perhaps painful but helpful. It 
should become a part of your personal path to leadership and planning. 

8. What techniques and symptoms can you use to know when your 
schedule is slipping?   First of all, be actively involved and observe first 
hand so that you will know for yourself. Ask lots of questions and follow 
up with ever more and more specific questions. When you repeatedly get 
the same answer every day but see no evidence of progress (e.g. 95 % 
over and over) get concerned. Also, if the people you question become 
defensive, be suspicious.  

Case Study 
Obviously this is an unfortunate situation that probably calls for drastic action.  It 
appears that Betty Lou was given a major project before she was ready.  Left 
alone she might win the team over eventually, but waiting for that would be a 
major risk on an important project. Besides the risk of a failed project, the 
damage to Betty Lou could be permanent. Another approach could be for Clay to 
unofficially take over the project for a few months. He could personally mentor 
Betty Lou, show support for her in front of the team, help her with her people 
relations and build her confidence while getting the project back on track.   
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Module 3 – Approaches and Techniques to Leadership 
Development 
Review and Self Reflection Questions 

1. Review the suggested techniques above. Which ones have you 
encountered? Do you agree with the suggestion? Why?  The first and 
14th ones are those that you may be the least able to control. On these 
you may need help from your high level executives. Again, you can be 
more successful if you work for a strong Director of Project Management. 
The others you probably have or will experience. The last one is the most 
internal self-focused one. You must use your study and experience to be 
confident enough to love your work and look forward to the challenges 
and to expect and receive the rewards of a tough job done well! 

2. What areas of leadership influence would you add to the list?  All of 
us have had learning experiences, often the hard way. What good or bad 
experiences have you had that you can generalize into principles? The 
experiences that project managers endure lend themselves to clichés but 
most of them have substance when converted into specific techniques. 
For example, one of Murphy’s laws states that work expands to fill the 
available time. The wise project manager would consider that and not go 
into a schedule already assuming that if the schedule slips you can catch 
up on weekends because it will and you won’t! 

3. Do you agree that no one person is dispensable?  You should 
because things happen!  People move, die, get ill and change jobs. That 
is life. We all have or will experience it. There is no choice but to expect it 
and then demand that replacements rise to meet the challenge. That 
expectation will help and most people will meet your expectations. 

4. If project management is so difficult, why do you want to do it?  
Interesting people enjoy facing and overcoming obstacles and who wants 
to be a dull person? The rewards outweigh the risks and the stress. 
Project managers who consistently succeed are well-known, admired, 
and respected. This probably indicates that most are achievement 
motivated. 
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Module 4 – Self Assessment 
Review and Self Reflection Questions 

1. How can a project manager use experience for learning? You can 
operate as a learning project manager who constantly reviews lessons 
gleaned from experience (your own or others’). Record and review these 
lessons at the closeout of projects and as you plan to begin a new one. 
Make these project reviews milestones in your life project. Publicly 
addressing lessons learned during formal project reviews throughout the 
project may help you remember and will let others benefit from what you 
learn. 

2. Describe the actions of a learning project manager. He or she 
launches a plan to actively conduct a life-long study of leadership—
recording, reviewing, and practicing the lessons gained from reflective 
study and realized experience.  

3. The above experience-derived recommendations will involve you 
with some high level executives. How do you approach that and who 
backs you up?    It is important that before the encounter you have the 
full support, backing and protection of your own organization at the 
highest level. Because you never know for sure when such encounters 
might happen, you must always have that backing. You achieve that by 
building a reputation for being competent and knowledgeable, but 
especially for being honest, direct and trustworthy. Building that credibility 
within your own organization and then displaying the same characteristics 
with the client will transfer the same aura to your clients. Along with that 
integrity, you must make sure everyone knows the true status of things 
and the issues that you are working. You don’t want to be seen as a 
whiner and you never should ‘cry wolf’ casually. Like so many things in 
project management, you must find the correct balance.  In specific 
cases, make sure beforehand that your leaders agree with your approach 
and that they will support you. It helps if you are in an organization with a 
strong Director of Project Management who is an experienced project 
manager. 

4. Construct a personal checklist for improving your personal 
leadership ability including these suggestions and your own ideas.  
This should include your own personal goals, current strengths and 
weakness and how you plan to improve. As your career progresses you 
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should add suggestions—both those that you personally learn for yourself 
and those you learn from sharing with other project managers. 

Leadership Crossword Puzzle
1H 2S 3P

4C 5B E H A V I O R E E
6D O R E O

M 7P O S I T I O N 8S K E P T I C A 9L
M Z L I
U 10C 11I N V O L V E 12D 13C 14R E D O S V
N O N I E I
I 15H U M I L I T Y S S 16V 17P N
C R A S P I H G
A A 18C A L M 19L E A D E R S H I P
T G L N C I L

20I N T E G R I T Y T T O O
O 21U N S

22C O N V E Y 23S T E W A R D A O
S G R P

24E M P A 25T H Y H
N E Y
C A

26B U Y I N M
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Appendix - The Leader As…Quick Assessment Tool 
Complete the following assessment using the following scoring key: 
 1 – Never 2 – Rarely 3 – Inconsistently 4 – More Often than Not 5- Consistently 

1 I consider the project’s deliverables in terms of the big picture. 1 2 3 4 5 

2 I believe that success can only be achieved through consistent planning and implementation, and my actions reflect this.  1 2 3 4 5 

3 I recognize the danger of over-confidence.  Though I am self-assured in my abilities, I always maintain some humility in my dealings 
with others. 1 2 3 4 5 

4 I recognize that my previous failures allow me to mitigate risk on future initiatives.  I learn from these mistakes and carry out actions to 
ensure I don’t make the same mistakes. 1 2 3 4 5 

5 Others who know me well would say that I am loyal to the interests of my project’s clients. 1 2 3 4 5 

6 I believe that honesty is an absolute rule – even if my news may not be well-received. 1 2 3 4 5 

7 I believe that one way I effectively demonstrate leadership is through my communication with others.  This means I effectively convey and I attentively listen to and consider the thoughts of others. 1 2 3 4 5 

8 I effectively utilize past successes as lessons and do my best to duplicate past behaviors that have proved successful.   1 2 3 4 5 

9 Formal authority is helpful in my role; however, it is not a requirement for effective leadership. 1 2 3 4 5 

10 Challenge and change are natural components of any project initiative, and I regard it as an opportunity while helping other project 
stakeholders do the same. 1 2 3 4 5 

11 I believe that it is important to be empathetic to others on the project, and as such I ensure my behavior reflects this.  1 2 3 4 5 

12 I look for where my previous successes could create the danger of over-confidence in my actions and decisions. 1 2 3 4 5 

13 My behavior demonstrates that I believe the client’s goals for a project are more important than my own goals for the project. 1 2 3 4 5 
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14 I am thoughtful and calculated through times of stress on the project. 1 2 3 4 5 

15 I effectively delegate activities to others explaining the end results needed without directing the specifics of how things must be accomplished.  I set up status points instead of making the mistake of constantly looking over others’ shoulders or completing tasks 
for them.  

1 2 3 4 5 

16 I pay attention to the successes and failures of other fellow project managers and project leaders to better grow my own skills leading 
initiatives. 1 2 3 4 5 

17 I believe that if I cannot demonstrate a passion and enthusiasm for a project it will be difficult for other project stakeholders to do the 
same.  As such, I always regularly find opportunities to energize others where and when I can.   1 2 3 4 5 

18 I facilitate effective problem resolution; many times this is accomplished through involving others, listening and considering the information provided by subject matter experts.  I believe in collaborative problem resolution, when appropriate. 1 2 3 4 5 

19 I consistently hold others accountable for activities while also doing my best to support them in successfully completing these 
activities. 1 2 3 4 5 

20 I regularly conduct a review and self-evaluation at the end of each project to continually grow my experience and learning. 1 2 3 4 5 
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Appendix - The Leader As…Score Calculation Sheet 
 
Transfer your scores from your assessment to this sheet to calculate your final score.  

Visionary Steward of Objectives Servant of People Student of Experience 
1 2 3 4 

5 6 7 8 

9 10 11 12 

13 14 15 16 

17 18 19 20 

Total Score: Total Score: Total Score: Total Score: 

Total Combined Score for all Four Metrics: 
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Appendix - Project Leader’s Individual Project Assessment Worksheet 
    
Date:  Project Leader:  
Producing Organization:  Project Initiative:  
Client:  Begin & End Dates:  
    
Can the project initiative be considered successful at 
the time of this assessment worksheet? 

 
Summarize in bullet format what you have learned from this project. 
 

What leadership strategies and techniques have been successful for this project? 
 

Evaluate your team building and communication strategies.  If some did not work, why? 
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Appendix - The Leader’s Continued Development Action Plan 
    
Date:  Project Leader:  
    
Leadership &  Management courses completed:  
(For each one provide a one sentence summary of content and its value to you. Add extra sheets, as needed) 
 

What books on leadership have you read that have helped educate your mind as a leader? 
(Summarize in bullet form the key concepts of each) 
 

What do you think are your leadership strengths? (Summarize in bullet form) 
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What do you think are your leadership challenges? (Summarize in bullet form) 
 

What inputs have you received from others on your leadership? (Summarize in bullet form) 
 

Based on answers above, what areas of study, reading or experience need further attention? 
(Summarize in bullet form) 
 

What future leadership learning actions do you plan to pursue? 
 



Effective Leadership for Project Managers 
End of Course Assessment Preparation 

www.prodevia.com 
 106 

Below are examples of the types of questions you can expect from the course’s online 
assessment. Please answer the following questions and then check your answers with 
the answer key that follows. 

1. Leadership is defined as – 
 Having the ability to get people to do what they may not normally want to 

do. 
 The ability to influence people to achieve desired objectives. 
 Showing the way by going in advance. 
 All of the above 

2. Effective leadership requires – 
 Charisma 
 Successful communication skills 
 Eloquent speaking abilities 
 Formal authority 

3. Management is best defined as – 
 Planning and organizing 
 Concerned with the oversight things to be achieved. 
 Planning, organizing, and the people-related functions of directing, 

coordinating, controlling, and motivating 
 Leading others 

4. Which of the following is not true? 
 The project manager is the only leader for a project - other project 

stakeholders will not share the leadership role with him. 
 Project managers must be truthful with everyone, everywhere, at all levels 

of the project at all times. 
 The project manager must be able to communicate effectively with 

everyone with an interest in the project. 
 There are different types of leadership required, derived from different 

sources, as a project proceeds. 
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5. Which of the following Air Force General's Principles of Leadership in Action was 
deemed to be the primary reason for the turnaround of the General's command? 
 Emphasize communication up, down, and sidewise. 
 Provide positive, vigorous input to the group. 
 Create rewards for successes and penalties for failures. 
 Care about your people and give tangible evidence that you do. 

6. What is the ultimate criterion for a successful project? 
 Delivered on time 
 Delivered under budget 
 Delivered with correct scope of work complete 
 Client satisfaction 

7. Which of the following is true about Uncertainties and Unknowns. 
 Unknowns are statistical probabilities. 
 Uncertainties are accounted for in a project plan but Unknowns are not. 
 Uncertainties are events such as Acts of God. 
 Both Uncertainties and Unknowns are accounted for during project 

planning.   
8. Which of the following is not one of the three requirements of a ‘profession’?   

 Special education and training 
 Talents 
 Called to serve 
 Swear an oath (make a commitment) 

9. What elements would you include in a project communications plan?   
 Problem and goal strategies 
 Planning methods and frequencies 
 Communications for subgroups 
 All of the above 
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10. Of the following list, which is a true leadership quality? 
 Heroics 
 Self-motivation 
 Charisma 
 Eloquence 

11. Which of the following is true? 
 The causes behind project failures are more often found in the soft or 

people-related components of the project rather than in the technical side. 
 Programs are different from projects in that they require leadership 

whereas projects require only management. 
 Leadership ability is defined by your position in an organization or project. 
 Leadership is an inherent quality and isn't something that can be 

developed through time and experience. 
12. How can you establish credibility? 

 Always display good character 
 Do not bluff 
 Keep the truth accurate 
 All of the above 

13. Which of the following is true regarding vision and objectives?   
 Objectives are vivid mental pictures 
 Objectives are abstract 
 Objectives are the achieved results of vision 
 Vision is a concrete idea 
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14. Which of the following is not a competing force that could contribute to the 
creation of projects that are predetermined to fail? 
 Sales goals 
 The project plan 
 Business needs that drive unrealistic delivery dates 
 Fast business growth 

15. How can a leader improve his powers as a visionary?   
 A broad based education 
 Hobbies and courses that are creative 
 Staying well-read 
 All of the above 
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Assessment Preparation Answer Key 
 

1. All of the above. All of these definitions are acceptable definitions of what 
leadership is about. 

2. Successful communication skills.   Leadership is not the same as charisma.  
Neither must a project manager be attractive nor an eloquent speaker.  But, he 
must always be an effective communicator. 

3. Planning, organizing, and the people-related functions of directing, 
coordinating, controlling, and motivating.  Managing is inclusive of the 
planning and organizing of things plus the leadership components of involving 
people. 

4. The project manager is the only leader for a project - other project 
stakeholders will not share the leadership role with him. As a project evolves, 
certain technical experts may at times usurp part of a project manager's 
leadership role as the result of specialized knowledge or skill - thus leadership is 
shared.  However, accountability for leadership rests with the project manager 
first and foremost. 

5. Emphasize communication up, down, and sidewise. All of these answers were 
part of the General's success; however, communication was deemed the primary 
reason for his success. 

6. Client satisfaction.  The ultimate criterion is usually client or customer 
satisfaction with the product or service provided by the project. 

7. Both Uncertainties and Unknowns are accounted for during project 
planning.  Uncertainty is a statistical term that deals with the probability of the 
occurrence of known potential risky events. There are totally unknown potential 
events of which you are unaware such as ‘acts of God,’ Both the uncertain and 
unknown must be accounted for during planning. 

8. Talents.  Members receive special education/training, are called to serve, and 
swear an oath. 

9. All of the above.  A communications plan should include an overall strategy 
including problems and goals, group communication events including methods 
planned and frequencies, subgroups needing special communications activities, 
and individual communication events. 



Effective Leadership for Project Managers 
End of Course Assessment Preparation 

www.prodevia.com 
 111 

10. Self-motivation.  Heroics, charisma, and eloquence are often thought of as 
leadership characteristics, but self-motivation is a true leadership quality. 

11. The causes behind project failures are more often found in the soft or 
people-related components of the project rather than in the technical side. 
All projects must operate within the varied personalities and expectations of many 
different stakeholders involved.  This brings added complexities that many times 
are not well executed within projects. 

12. All of the above.  Your team as well as your client must never see or hear you do 
or say anything that makes them doubt your character. One definition of 
‘character’ is what you do when no one will ever know what you did. 

13. Objectives are the achieved results of vision. The vision is a vivid mental 
picture of the result obtained from achieving the objective.  Objectives are 
concrete whereas visions are abstract. 

14. The project plan.  Company sales goals, business time needs, business growths 
are forces that can contribute to project failure. 

15. All of the above.  The more education and the broader it is the better.  Being 
well-read helps.  Take courses in creativity. Pick the brains of people who are 
creative and use groups to solicit original ideas. 



 

 

 
Thank You for Trusting  Prodevia Learning 

 
We hope you enjoyed your course.  This course is one of many available titles designed to grow 
the project management skills of the advanced professional.   
 
Prodevia Learning is committed to bringing together the best names in the business, offering the 
most meaningful professional development in our industry, and providing the techniques our 
students require to become project experts themselves.   
 
Please, be sure to contact us if we can be of service to you; we are always happy to help!   
 
Ken Mauldin, President 
Prodevia Learning 
www.prodevia.com 
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