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guide entitled 

 HOW TO COMPLETE THIS COURSE 

There you will find instructions to: 

 Work through your course 

 Formally complete it with Prodevia 
Learning 

 Submit your professional development 
credits



        

 

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. 
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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 this course’s 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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Completion Checklist 

Section 
Module 1 - Introduction to the PM/COR Model 
Read and Study 
Review Questions 
Module 2 - Introduction to the Client-Relations Competencies 
Read and Study 
Review Questions 
Module 3 - Honesty 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Module 4 - Capability 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Module 5 - Vision 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Module 6 - Listening 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Module 7 - Managing Expectations 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Conclusion of Client-Relations Competencies 
Client-Relations Crossword 
Module 8 - Introduction to the Client Focus Areas 
Read and Study 

Review Questions 

 

(Continued…)
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Completion Checklist (continued) 

 Section 
Profitability 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Requirements 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Risk 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Change 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Politics 
Read and Study 
Review Questions 
Case Study Questions 
Student Journal 
Conclusion of Client Focus Areas 
Client Focus Areas Crossword 
Focus Points 
Read and Study 
PM/COR Case Questions 
PM/COR Score Card 
Action Plan 
Course Completion 
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 course the student should be able to: 

 Define and explain the five Client-Relations Competencies 

o Honesty 

o Capability 

o Vision 

o Listening 

o Managing Expectations 

 Define and explain the five Client Focus Areas 

o Profitability 

o Requirements 

o Risk 

o Change 

o Politics 

 Articulate the relationship of the Client-Relations Competencies and the Client Focus 
Areas through 25 Focus Points 

 Complete the PM/COR Assessment and Scorecard 

 Develop an Action Plan for increasing professional credibility 

 All course objectives can be measured through end-of-module review questions and an 
end-of-course assessment. 
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Module 1 – Introduction to the PM/COR 
Model 

What is PM/COR? 

This course will introduce you to the Project Management Client Oriented Results 
Model (PM/COR).  This model is written for the project manager, and its goal is 
to assist project managers in better understanding and communicating with their 
clients.  This model will cover the interactions of competencies you must 
demonstrate for your client and the relationship of those competencies to your 
client’s view of the project.  Specifically, this model will introduce you to: 

1. Five Client-Relations Competencies – the characteristics that clients 
look for in the project managers who will be engaging in initiatives with 
them. 

2. Five Client Focus Areas – the concerns and topics that are typically on 
clients’ minds as they engage in work with project managers and their 
teams. 

3. Twenty-five Focus Points – the interactions and expressions of a 
Competency demonstrated within a Focus Area. 

The approach of this course is different than most others in that PM/COR defines 
project management and client interactions from the client’s point-of-view. 

These methods are appropriate for any level of experience as a project manager 
- from the newest and most eager to the most seasoned.  Every principle is 
explained in easy to understand terms and is accompanied by review questions, 
a case study, and your student journal entry.  The questions and exercises 
provided are using real-life applications of the PM/COR model.  The PM/COR 
model is shown graphically on page 20. 

Why is PM/COR Different? 

Consider those project managers who have stood out as outstanding examples 
in your experience.   Consider how many more who don’t stand out in your mind.  
Ask yourself what the difference is between project management excellence and 
project management mediocrity.  Instinctively, most people can identify project 
managers who stand out as exceptional, but what is it that really makes them 
better than the pack?  Consider the following question for a moment.  

What makes a project manager exceptional? 
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Many individuals you work with will have differing perspectives for answering this 
question.  Your project team members may have a different answer to this 
question than your direct boss.  And, it is likely that you have your own answer as 
to what makes a project manager exceptional.  On the surface, it might seem that 
the person most able to answer this question is the person in the role of project 
manager.   

However, this course will challenge you to consider the answer to this question 
from a different perspective than your own.  This course will address the question 
of what makes a project manager exceptional through the most important point-
of-view of all – that of your client. 

For clarification in this course, the client is defined as the individual who holds the 
money and authority to engage a project team in delivering a solution. 

Although there are many different ways for project managers to develop 
themselves professionally, most professional development programs for project 
managers focus on the development of hard-skills, or what is sometimes known 
as the technology of project management.  There is no doubt that there is a 
tremendous need for an ongoing program of project management hard-skill 
professional development.  In fact, you will be encouraged in this course to 
continue your hard-skill development such that you can build upon the Capability 
Competency presented in this course.   

However, a project manager that focuses on hard-skill improvement exclusively 
will never realize his full potential and neither will his projects.  Projects rarely fail 
solely due to the lack of hard-skills, and it is especially true in challenging 
economic times when competent hard-skill resources are readily available.  
Rather, the most significant project challenges are almost always interpersonal 
relationship issues.  The PM/COR was developed to provide project managers 
with a standard that is designed to minimize client-based conflict and maximize 
every project’s true potential. 

What’s In It for You? 

The application of the PM/COR model will help any project manager on any 
project within any variation of the for-profit professional organizations existing 
today.  These are fundamental project management client relationship skills that 
will improve your credibility and success as a professional project manager 
regardless of the structure of the company or the size, cost, and complexity of 
any project.   

Because this model focuses on the relationship between the client and project 
manager, your clients will come to trust you and communicate with you in a more 
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open, constructive way.  Project managers build professional credibility through 
focusing their ability to address the needs and concerns of the client. 

The PM/COR model should serve as a soft-skill baseline of reference throughout 
your career as a project manager.  Consider this model as guardrails that will 
keep you in the fast lane on the highway to advancement rather than the slow 
lane, or worse – the ditch!  Stay conscious of these principles at all times - never 
violate them - and your career as a project manager will advance to the project of 
your dreams! 

Application of PM/COR in the Project Environment 

These methods have been applied in both the most open and constructive 
environments with regard to project work as well as environments that were very 
politically charged and difficult to navigate, or destructive with regard to project 
work.  The impacts of each of these two types of environments toward project 
work can be very different. 

The easiest way to distinguish between these two types of environments is to 
compare the eagerness that employees have toward project-based work.  In the 
constructive project environment people are generally happy to contribute in any 
way they can.   Messages are always returned in a timely manner, almost every 
project is under control and escalations are rare.  In the destructive project 
environment people are often unresponsive to project communications, projects 
are often late and over budget, and escalations have become so common that 
even escalations are escalated. 

In a constructive project environment project managers are most often supported 
by internal management and client organizations that understand effective 
project management as a core ingredient of successful solution development.  By 
virtue of this, project managers in this environment are generally successful and 
considered a necessary and credible resource by the clients.  The momentum 
associated with the entire organization working effectively together makes 
everyone’s job seem easier. 

In a destructive project environment, however, even the most experienced and 
skillful project managers may find themselves struggling to navigate in what 
seems to be a world of obstructionists.  This environment seems to hold a 
common thread of uneasiness within the project team, and team members 
become guarded.  Project management is often considered a necessary evil.  
The negative momentum within this environment accounts for poor morale and 
very expensive solutions.  Most organizations lean more toward one project 
environment than the other; however, some may have qualities of both. 
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The content of this course is not especially difficult to understand; however, it will 
be more easily implemented in the constructive project environment than in the 
destructive project environment.  This course recognizes that common sense 
does not always lead to common action.  For example, if you were to ask 25 
project managers if it is common knowledge that deceiving or manipulating the 
client in any way is wrong, each one of them would reply “yes”.  Ask the same 25 
project managers how many have ever bent that rule, and you might be surprised 
at the answer. 

PM/COR Takes Courage 

If you find yourself in a destructive project environment, you may find that some 
of the concepts covered in this course take courage.  Regardless of the project 
environment you find yourself in the PM/COR is designed to allow a project 
manager to build and maintain professional credibility in either of these 
environments.   

What is Professional Credibility? 

Credibility is defined by Webster as “the power or ability to inspire belief”.   Not 
surprisingly, all successful project managers share this attribute.  A successful 
project manager understands that this trust begins and ends with the client who 
is paying for the solution.  A positive, open and forthright relationship with the 
client is the foundation of every successful project.  The project managers that 
are regularly entrusted with the most critical and sensitive solutions consistently 
demonstrate this quality we call professional credibility.   

Project managers, like all other types of people, are not perfect.  When selecting 
a project manager for a high-impact project, business executives and clients are 
not looking for a perfect person; they are looking for a person with credibility.  
They are looking for someone they can trust to be a responsible steward of the 
organization’s resources.  Project managers are the leaders selected by the 
organization to manage the implementation of business solutions.  It is important 
to note that these leaders are always selected because of credibility.   

Professional credibility develops as a function of one’s skill-set and experience.  
Just as skill-set develops into experience, experience develops into the 
demonstration of sound professional judgment that over time congeals into 
professional credibility.  It is this sound professional judgment in the execution of 
project management that earns the opportunity to lead the next big project effort. 

The executive leadership of an organization may discuss and debate the skills 
and experience of project management candidates ad-nauseum.  “Do they have 
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‘X’ years of experience, or do they hold ‘Y’ certification levels?”  At the end of the 
day, the candidate selected will have the hard-qualities identified as the 
submission requirements (e.g., 10 years of experience and a project 
management certification) plus professional credibility.  Business leaders know 
that project experience and certifications are reflective of a professional 
commitment, but it may not be the ultimate predictor of a project manager’s 
success. 

This is demonstrated by looking at the logical 
extremes of the hiring scenario.  On one end 
of the spectrum is a candidate with all of the 
education, but scarce experience.  On the 
other end is a candidate who has 25 years of 
experience as a project manager with no 
formal education or certifications in project 
management methodology.  It is certainly 
reasonable that neither of these candidates 
would be selected to manage the 
development and implementation of a 
solution that may literally save the 
organization.   The candidate with the focus 
on education may not have enough 
professional experience to be trusted with 
such a serious responsibility as saving the 
company.  On the other hand, the candidate 
who has 25 years of experience in project 
management may not necessarily be the best 
fit either as length of service is not 
necessarily a measure of quality of service. 

What makes every great project manager stand out is the consistent application 
of sound professional judgment, or professional credibility, in regard to managing 
project based solutions.  It is this level of professional credibility that gets a 
project manager picked out of the crowd and trusted with the project that just 
may, in fact, save the company. 

Keep in mind that your professional credibility in the eye of your client and your 
leadership ability in regard to the project team are two completely different soft-
skill sets.  Being a great leader of the project team is not enough if the client has 
no faith in you.  A project manager who does not hold the client’s interests above 
his own or who does not perform his job in service to the client will not succeed 
within the project management profession in the long run.   

Professional 

Experience 

Professional 

Skill 

Sound 

Professional 

 Judgment 

Professional 

Credibility 
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Why Credibility is Important to Project Managers? 

Professional credibility is critical for project managers because it provides the 
trust needed between them and their clients that empowers them to do their jobs 
more effectively. 

The PM/COR will guide you to focus on building professional credibility with the 
client by developing and demonstrating sound judgment.  A consistent service-
minded approach to the client is the basis of professional credibility.  

Key Thoughts for Your Consideration 

 Expertise in soft-skills is a component of project management 
competence.  Project management technology alone will not make you 
competent in the eyes of your client. 

 Your lack of credibility will lead to client cynicism.  Cynicism may lead to 
apathy.  The client that becomes apathetic is more difficult to serve. 

 It is the demonstration of your skill through experience that assists in 
developing sound professional judgment. 

 Maintaining credibility requires conviction and dedication, especially 
during challenging times and challenging organizations. 

 A project manager exists to serve the client. 



PM/COR 
The Project Management Client Oriented Results Model  

Module 1 – Introduction to the PM/COR Model 

www.prodevia.com 

 
17 

Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. What is PM/COR? 

2. What are the three main components of the PM/COR model and define 
each. 

3. How is PM/COR different than other project management models? 

4. Why are project management hard-skills alone ineffective in managing a 
project successfully? 

5. Define the difference between a constructive and a destructive project 
environment. 

6. What is professional credibility? 

7. Why is credibility important for project managers? 

8. Explain how your professional credibility with your client and your 
leadership ability with regard to the team are different. 

9. What two qualities together allow a project manager to demonstrate 
sound, professional judgment? 

10. Who does the project manager exist to serve? 
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Module 2 – Introduction to The Client-
Relations Competencies 

The PM/COR model identifies five core Client-Relations soft-skill Competency 
areas.  Consider these five Competencies as the soft-skill tools that are required 
by every project manager in order to establish and maintain professional 
credibility with clients.  

Briefly, these five Competencies are: 

1. Honesty – the ability to interact with your client in a forthright manner. 

2. Capability – the ability to perform the project management 
responsibilities required. 

3. Vision – the ability to be forward looking. 

4. Listening – the ability to give the client your full attention for the purpose 
of understanding what is being communicated to you. 

5. Managing Expectations – the ability to assist the client in anticipating 
the future. 

 

The application of these five Competencies throughout a project manager’s 
interaction with the client will ensure that every project effort reaches its full 
potential.   Likewise, a project manager that has not learned and refined these 
skills is much more likely to experience interpersonal conflict between the project 
team and the client organization, almost always to the detriment of the solution 
and, ultimately, the organization and themselves. 

Honesty 

Capability 

Vision Listening 

Managing 
Expectations 

Client-Relations 
Competencies 
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 There are many sources of information that support the idea that people are the 
most important resource of any organization.  This is because people, not 
technology, solve the real problems in business.  For example, a computer may 
process and analyze information that business strategies demand, but it is 
always people who interpret the information to develop plans and create real-
world business solutions.    

Because people are the driving force behind solutions, the relationship between 
the client and the project manager is one that demands trust…trust that the 
project manager will act in such a way that is always in the client’s, and therefore 
the project’s, best interests.  Remember, trust doesn’t mean that the client 
believes the project manager is perfect.  Trust is established through a history of 
understanding both the client’s values and the project’s goals; always acting in a 
way that contributes to the true solution - the most effective solution available to 
the client.  The consistent demonstration of each of the five Competencies is 
required in order to establish and maintain professional credibility with the client.   

Interdependency of the Competencies 

Although these skills can be utilized alone, they are very dependent and 
interdependent.  For example, in a discussion with the client the Competencies of 
Honesty, Listening, and Managing Expectations may be employed concurrently.  
In fact, most interactions between a project manager and the client will involve 
more than one Competency area.  In order to build professional credibility with 
the client, project managers must understand the tools that are required to build 
such a relationship.  These Competencies may be used together or separately; 
however, they may never be applied in a manner that is contradictory to the 
others.  The five Competencies should serve as tools in your project 
management toolbox.   These soft-skill tools are as necessary as hard-skill tools 
in order to maximize project success.  Through study, repetition, and hard work 
every project manager can improve the way he or she interacts with the client 
and enjoy a greater level of project success. 

Respect for the Client 

The demonstration of these Competencies is a way to show respect for the 
client.  Regardless of the situation or the organizational complexities that we 
must work within as project managers, all clients deserve our respect as we 
engage with them.  Because we are stewards of the projects that provide them 
with solutions, it is in our best interest to always act in such a way that shows we 
respect the relationship that we have with our clients. 
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Key Thoughts for Your Consideration 

 People are the cornerstone of every solution – because of this, soft skills 
are as critical as hard skills. 

 Project managers must consistently demonstrate honesty, capability, 
vision, the ability to listen, and the ability to manage expectations with the 
client.  Together, these Competencies form the basis of a successful 
relationship. 

 The consistent use of these Competencies assists in demonstrating to the 
client that you are committed to their cause. 

 The five Competencies often act interdependently; however, they should 
never be employed in a way that is contradictory to the others. 

 Consistent application of the Competencies builds trust with the client. 

 Demonstration of these Competencies to your client also demonstrates 
that you value your relationship with him or her. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. What are the five Client-Relation Competencies?  Briefly describe each. 

2. What do these five Competencies ensure? 

3. Define what it means when it is said that the Competencies in the 
PM/COR are interdependent? 

4. Demonstration of these Competencies exhibits that project managers 
______ their clients. 

5. How is trust established? 
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Module 3 – Client-Relation Competency 1:  
Honesty 

Overview 

 

Jim, the project manager for the new corporate billing solution, had strongly 
suspected that the client’s pre-selected database vendor for the project was not 
competent.  Through meeting after meeting during the requirements phase this 
vendor misinterpreted requirements documents and consistently asked the kind 
of questions that made Jim wonder if the vendor’s team understood the solution.  
When Jim suggested this almost a month ago, the client replied that it was too 
late to consider changing vendors.  A co-worker has even suggested that Jim 
‘spruce-up’ the vendor’s status reports a little to make the client feel better about 
the project’s progress.  After the last exchange with the vendor; however, Jim 
knew it was time to have a serious discussion with the client regarding the impact 
of this vendor remaining on the project.  Although Jim knew that a formal request 
to change the vendor would not be well received, he also understood that his 
obligation to be honest with his client would be a direct measure of his 
professional credibility. 

 

Honesty might be best defined as interacting with the client in a forthright 
manner.  A project manager should act in such a way that demonstrates a refusal 
to mislead or deceive the client in any way.  This means that honesty is more 
than simply telling the truth.  It is an adherence to a standard that is not swayed 
by convenience.  Project managers must understand that the client depends on 
truthful information regarding the project effort.  Clients are literally operating the 
business based on the accuracy of the information they are provided.  Because 
of this, the project manager must always show respect by being forthright with 
the client in every regard throughout the project lifecycle. 

Honesty is the very cornerstone of every business relationship and the 
foundation for trust between a project manager and client.  Clients have a basic 
need to trust the people who are responsible for the stewardship of their 
resources and the development of their business solutions.  When project 
managers demonstrate to their clients that they are open and honest, clients are 
more likely to reciprocate the behavior to the benefit of the project.  Honesty is a 
demonstration of a project manager’s respect for the client. 
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The Impact of Mistrust 

The seed of mistrust, however, grows into something that becomes very 
damaging to a project effort.  People begin second-guessing every decision.  
Status reports and project communications can no longer be trusted at face 
value.  People will begin to spend more time and effort attempting to discern the 
truth than actually working on the project.  An erosion of trust between the client 
and the project manager will almost certainly compromise the project 
deliverables, thus damaging the credibility of both the client and the project 
manager involved.  Once trust has been compromised, it takes a lot of work to 
earn it back.  Project managers must always be aware of how crucial trust is to 
their professional credibility. 

Preserving Trust 

Project managers must ensure that they have a relationship with the client that is 
based in trust.  Trust is the strongest bond we have with each other; it is also the 
most fragile aspect of interpersonal relations.   It is much easier to earn a 
person’s trust in the first place than to repair a trust that has been damaged. 
Once earned, trust must be preserved at all costs. 

Remember, a project manager’s honesty is the largest component of 
professional credibility.   Perfection in all other Client-Relations Competencies 
will not overcome the absence of honesty. 

Honest Interactions 

 Trust comes from either the known history of a person’s accomplishments or is 
earned through a positive first impression.   Sometimes we meet people that we 
have heard about and we have some predisposition regarding their character.  At 
other times we meet people without knowing anything about them at all.    

In the same way, your client will begin a relationship with you either with a 
predisposition or not.  Either way, your client is looking for reasons to trust you 
from your first interactions with him.  No matter the circumstance when we meet 
someone, we have the opportunity to establish a trusting relationship through our 
first impressions.  It is a true observation that you never get a second chance to 
make a first impression.   

Initiating Honest Interactions 

The first impression that you give your client plays a critical role in establishing 
trust from the beginning.  The first meeting will be the only time that you will have 
the opportunity to make a first impression.  If the impression is favorable you will 



PM/COR 
The Project Management Client Oriented Results Model  

Module 3 – Client-Relation Competency 1: HONESTY 

www.prodevia.com 

 
25 

have taken the first step to establishing trust and professional credibility with your 
client.  On the other hand, if you leave a poor impression you will have to work 
much harder in the short-term to recover.   

You can either begin your relationship with your client on a good note moving 
forward or you can create a lot of extra work for yourself down the road to earn 
trust.  In time, through the application of the entire PM/COR model, you will gain 
your client’s trust.  It is much more efficient and effective for the project effort if 
you make a good first impression.  Do not make the mistake of believing that 
your history of success is so impressive that you can afford to not make a good 
first impression.  Professionally, no project manager can afford to believe that he 
is so gifted and accomplished that the client’s first impression of him or her is not 
critical to the establishment of credibility. 

Developing Trust through First Impressions 

Your first impressions set the tone for how your honesty with your client will be 
received by him down the road.  There are two components to making a good 
first impression.  The first component is the impression one gets from your 
physical appearance.  This is the impression people have of you before you 
speak.  The second component is the personal interaction between the parties.   

In order to establish a positive first impression with your client, remember these 
things for your first meeting. 

Personal Appearance 

Though many project managers have come to the conclusion that personal 
grooming is irrelevant in today’s business environment, the client has a different 
impression of this.  The client will view your appearance as an extension of your 
ability to do your job.  A casually dressed, unkempt project manager makes the 
client question if his project will be treated similarly.   

The client will make these connections whether or not they are correct.  It serves 
the project manager to begin with a positive impression. 

1. If the meeting is in person, be dressed appropriately to meet your client.  
If you are unsure of the standard then err on the side of dressing up, not 
down.  You would rather be dressed slightly better than your client than 
slightly worse.  In most professional environments, a first meeting 
warrants professional dress.  Men should wear a coat and tie, and women 
should wear a dress or appropriate slacks and blouse.  Accessories 
should be kept to a minimum.  When you arrive, if anyone suggests that 
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you are overdressed, smile and remind them that you never get a second 
chance to make a first impression. 

2. Both men and women should wear nice, clean or shined shoes. 

3. Be well groomed when you first meet your client.  Your hair should be 
trimmed or styled appropriately.  Make sure your fingernails are clean and 
trimmed as well. 

4. Do not use too much cologne. 

5. Make a habit of always keeping breath mints at your disposal.  Fresh 
breath goes a long way on a first impression, but bad breath goes even 
farther.  It is distracting.  Work off of the assumption that your breath 
needs to be freshened before each meeting with your client.   

Personal Interaction 

Aside from the physical impressions that your client will have of you, he or she 
will make further assessments in the first few moments that you meet.  It is 
important to set the right tone for how interactions with you will be in the future. 

1. Greet your client politely and introduce yourself, even if you’ve spoken 
over the phone or have corresponded with the client via email.  In 
Western culture, the first time you meet someone in person it is 
appropriate and respectful to greet him or her with a handshake.  If your 
client is of another culture, take the time to research what is appropriate 
before meeting him or her. 

2. Always look your clients in the eye when you are speaking to them. 

3. Express to the client your gratification to be part of the team, and that you 
understand your responsibilities.  State what you believe your 
responsibilities to be.  If you do not understand your responsibilities, you 
must ask your client what he or she understands your responsibilities to 
be.  Optimally, the project manager should try every avenue possible to 
understand his or her responsibilities before the first meeting.  It is critical 
to the project effort that you and the client have a common understanding 
of your responsibilities from the very beginning.   

4. Assure your client that you are dedicated to the delivery of the true 
business solution and ensure that your client has your contact 
information.   Now is a great time to offer your cell phone number or even 
your home phone number.  Nothing demonstrates commitment more than 
telling the client from the beginning that if he ever needs you he can call 
you, even at home.  Remember, from this day forward you are partnered 
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with your client.  (Note from a course contributor: “I’ve offered my home 
phone number to many clients on many projects through the years and 
can only recall being called by the client at home a few times.  I’ve found 
that even though my clients have my home phone number, they are not 
likely to call unless they feel they must; in which case, I want to be 
available to them as I am committed to their cause.  Giving a little gains a 
lot!”) 

In the event that your client is in a remote location, contact your client as soon as 
possible by phone and follow the same steps as appropriate.    

Even if you work remotely with the client for six months before meeting him or 
her in person, always refer to the suggestions in the Personal Appearance 
section when meeting the client in person for the first time. 

 

The impact of a positive first impression is of such paramount importance in 
interpersonal relations that a project manager should be conscious of the 
suggestions above when the circumstance applies.  These first impressions will 
build a foundation for how your future interactions with the client will be received. 

Maintaining Honest Interactions 

Once you are beyond the first impression, an honest approach must be 
maintained in order for professional credibility to grow and flourish.  The following 
lists demonstrate behaviors that impact the ongoing credibility of a project 
manager.  The first list describes the things that a project manager should never 
do; the second list describes behaviors the project manager should always 
demonstrate. 

The Never List 

The following list represents those items that a project manager should avoid at 
all costs.  If these rules are bent or broken, not only will the project manager 
likely lose credibility with the client, but it will also be seen as a sign of disrespect.  
Ultimately, the project will suffer. 

1. Never say anything to your client that is not true. 

2. Never allow your client to believe the solution will be on time if you are not 
confident that you can deliver at the promised time. 

3. Never selectively disclose information to your client with the intent to 
sway his perception.  Clients are dependent on complete information to 
make effective business decisions.  By not disclosing material project 
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information to your client, you are depriving him of the opportunity to 
make a decision based on complete information.  It is deceptive, 
manipulative, and should be avoided at all times.  Few things will erode 
your professional credibility faster than the selective disclosure of material 
project information.  When in doubt if something is material, err on the 
side of full-disclosure with your client. 

4. Never submit a dressed-up project status report that allows the client to 
get an unrealistic view of the project’s accomplishments.  Some project 
managers take the approach that status reports are more art than 
science.  Never be creative in the reporting of the project’s progress.  A 
status report must always be the project manager’s factual reflection of 
the state of the project, complete with issues, newly identified risks, and 
budget overruns.  Be careful to differentiate facts from opinions on the 
status.  (Differentiating fact from opinion will be covered under the 
Competency, Managing Expectations.) If challenges arise or schedules 
may be delayed, make the impact known and easy to find in the report.  
Project challenges and issues should be readily visible and easy to find in 
the status report format. 

The Always List 

The following list represents those things that you must always demonstrate to 
maintain honest interactions with your client.  Again, failing to live by this list will 
damage your professional credibility as well as your ability to continue honest 
interactions with your client in the future. 

1. Always do what you say you will do.  Be ever aware of your task list and 
make sure that you always do what you say you will do.  This is an area 
where the little things truly mean a lot.  No matter how small and 
insignificant the task may seem, always do the things that you say you 
will do.  If your client passes you in the hallway and asks you to resend a 
file and you agree, resend the file as soon as possible.  The faith that 
others have that you will do what you say is the most basic definition of 
professional credibility that every project manager needs.  In the rare 
circumstance where you must breech your word, call the client personally 
and explain why.  However, remember that breeches of your word, even 
small breeches, will be perceived by your client as an injury to your 
professional credibility.   

2. Always be on time for client meetings.  Just as you must always do what 
you say you will do, when you set the client meeting for a specific location 
at a specific time you must always be punctual.  This demonstrates your 
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respect for your client’s time and the significance of your responsibilities 
as a project manager.  Some organizations have grown so large and 
involved that people are rarely on time for meetings.  Somehow it seems 
to have become acceptable to be late because everyone else is.  
Consider that being punctual is a demonstration of you interacting 
honestly with your client.  Be careful not to get casual about punctuality.  
Never make your client wait one minute for you. 

3. Always contact your client as soon as a material issue develops that 
impacts the project constraints.  Anytime an issue arises that may be 
considered critical to project deliverables be sure to notify your client right 
away.  Remember, the client is dependent on timely and accurate 
information from the project manager to make effective business 
decisions.  Delivering bad news is sometimes the responsibility of the 
project manager, and the timeliness of this information to your clients will 
reflect on your ability to be honest with them.  Withholding bad news for a 
later time will only be seen as dishonest.  Remember, you’re not expected 
to be perfect, but you are expected to be honest.  

4. Always contact your client personally if any project deliverable will not 
meet your client’s expectations for timeliness, cost, or quality.  Show your 
clients the respect of a phone call, rather than an e-mail, when you have 
to deliver bad news.  This personal interaction affords them the 
opportunity to ask questions and make sure that they understand the 
problem and the potential impact to the project. 

5. Always apply your experience constructively to the project effort.  If you 
notice that the project is headed for troubled waters add constructive 
suggestions based on your experience.  Every project manager should 
consider himself or herself a consultant charged with keeping the client 
out of danger. 

6. Always respect that your client is the final judge of the project effort.  This 
involves not only being honest with the client, but also being honest with 
yourself.  Never forget that the project exists for the benefit of the client.  
As such, the client will always be the final judge on whether a true 
solution has been defined and delivered. 
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When the Client Isn’t Listening 

There will be times when your honesty will fall on your client’s deaf ears.  
Perhaps it is information that he or she doesn’t want to hear or perhaps he or she 
does not understand the impacts.  If you feel that your client isn’t listening, 
document your thoughts and send them correspondence.  Written words are 
much harder to avoid or deny.  

Honesty and Responsibility to the Profession 

Each of us has been in circumstances where our client’s opinion of us as project 
managers may have something to do with other project managers who have 
come before us.  Perhaps you have had a client who did not trust you because of 
how he was treated by project managers who came before you. 

In the same way our trustworthiness, or lack thereof, has implications for the 
project managers who will come after us.  Because this is the case, not only do 
we serve our clients now by being truthful, we also set the stage for the 
interactions, positive or negative, that our clients will have with future project 
managers.  Our ability to deliver honesty to our client now means the project 
manager who comes behind us in our client’s experience will also benefit from 
this.  Our present dealings with our client set a tone for future projects that they 
will be involved in.  Our present behavior produces future behaviors from the 
client, positive or negative.  We have a responsibility to the profession of project 
management to keep sincerity in all interactions with our clients. 

Later, this course will discuss the specific application of Honesty within the five 
Client Focus Areas. 

Key Thoughts for Your Consideration 

 Honesty is the number one component of credibility.  It weighs more than 
all others combined. 

 A project manager that is not honest will not gain credibility despite 
perfection in other Competencies. 

 Clients depend on your honesty to make decisions. 

 Your honesty is a sign of your respect for your client. 

 Always do what you say you will do. 

 Allow your first impressions to set the stage for your honesty later on. 

 Always be honest about any bad news related to the project. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Honesty as it is explained in the PM/COR model. 

2. How is honesty more than simply telling the truth? 

3. Describe how mistrust can be damaging to the project effort. 

4. Explain the statement, “Clients are looking for reasons to trust you from 
your first interactions with them.” 

5. Why are first impressions so critical? 

6. What are the two components of making a good first impression with the 
client? 

7. Explain how the client may interpret your personal appearance related to 
a project manager’s ability. 

8. What are four ways of setting the right tone with the client in the first 
personal interaction? 

9. How should the first interactions with a remote client be handled? 

10. What four things must a project manager never do? 

11. What six things must a project manager always do? 

12. Discuss how small breeches of your word might be perceived by your 
client as an injury to your professional credibility. 

13. What should you do when you feel the client isn’t listening to your honest 
interaction with him? 

14. Explain how honesty and responsibility to the profession of project 
management are related. 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

Alice knew that the current project problems would work themselves out in the 
long run, and she saw no reason to worry the client with a new list of project 
issues in the status reports.  The client was very sensitive to new project issues, 
and Alice knew that as long as the problems were resolved within a couple of 
weeks there would be no measurable impact to the project.  As a few weeks 
went by, it seemed a little easier for Alice to leave information out of the report 
that may cause the client undue concern.  The client seemed contented for a 
couple of months now, and Alice wasn’t going to ruin her client’s good mood with 
bad news.  Besides, some of the problems were still in the process of being 
resolved and to admit to the issues now may involve the client finding out that 
Alice had been withholding project information.  The client found out, however, 
quite by chance through others on the project in the company cafeteria.   

“How’s everything going?” the client asked Scott, a project team member as they 
greeted each other.  

“Fine”, Scott replied.  “As soon as the vendor fixes their problems and delivers us 
a component that actually works we’ll be ready for full system testing”.  

“Really, how long have you been waiting on the vendor?” the client asked Scott.   

“Well,” he replied, “They’ve delivered two different versions over the last three 
weeks that didn’t work.  The last I heard, they promised a new version by the end 
of next week. Hopefully, that one will work.”  Within 15 minutes the client had 
called Alice and requested a meeting in the conference center right away.  As 
Alice readied herself for an impromptu meeting with her client, she walked down 
the hall thinking, “I wonder what could be so important that we would have to 
meet right away?” 

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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Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 with your client and 
project related to this Competency? 
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Module 4 – Client-Relation Competency 2: 
Capability 

Overview 

 

Debbie assured the client during the interview that she was proficient with the 
adopted project management tool.   She had recently earned a certification in the 
project management application the client required, and her quick responses to 
the interview questions demonstrated to the client that she was very advanced in 
her understanding of the tool’s application.  The organization knew from 
experience that the next major project effort needed someone fluent in the use of 
the project management software.  The project manager of the recently 
completed call center project had extensive experience with the call center 
environment and project methodology, yet task management and scheduling 
issues had always been a constant problem.  The delays and the conflicts 
resulted in additional stress for everyone involved, a slight budget over-run, and 
a one-month delay in the implementation of the solution.   

Although Debbie admitted in the interview that she could not guarantee absolute 
project perfection, she was certain that project delays would never be attributed 
to her inability to use the selected project management software.   Debbie left the 
interview feeling optimistic about starting the new opportunity, and the client left 
feeling she had found the appropriate resource to manage the new Human 
Resources project.  Before her first day on the project, Debbie’s capability served 
to establish professional credibility with her new client. 

 

Capability is the ability to perform the responsibilities that are required as a 
project manager.  Project managers must have the applicable skills to perform 
the tasks required to effectively manage the project.  Capability refers to both 
soft-skills and hard-skills.  Most project managers must have at least a functional 
level of soft-skills in order to keep the client engaged and the project team 
inspired.  No matter the industry, most project managers have relatively the same 
soft-skill attributes; communication, leadership, intelligence, and compassion.  
Hard-skill requirements, however, may be very different from project to project.  A 
construction project manager may be required to have an engineering 
certification to demonstrate knowledge of the building codes, while an IT project 
manager may be required to have specific knowledge about database design.  
Every project should be considered unique in regard to the hard skills that are 
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required.  In order to gain and maintain professional credibility a project manager 
must be a good fit for the project in regard to the hard-skills that are required. 

A project manager’s capability in hard-skills is much easier to evaluate and 
measure than the proficiency of soft-skills.  In either case, the credibility 
associated with your capability is a function of your performance.   

Though each project is different, common capabilities you should have and 
should discuss with your client include: 

1. The ability to understand the business environment the client works in. 

2. The ability to understand the “product” or “solution” being delivered. 

3. The ability to implement effective project processes including such things 
as project planning, project execution and control methods, and close out 
activities.  Common deliverables included here would be communication 
planning, scope development, risk planning, scheduling, resourcing, 
costing, managing change, reporting, deliverable sign-off and lessons 
learned.  This course presupposes that you have a project methodology 
to implement and that you implement it in all circumstances for the health 
of your project. 

4. The ability to build and lead teams; to motivate and inspire. 

5. The ability to interact with vendors to the favor of your client’s solution. 

6. The ability to communicate effectively and to manage conflicts on the 
project. 

Establishing Capability with Your Client 

Beginning with the first interaction with the client, you have an opportunity to 
demonstrate your capability.   

You should demonstrate that you are capable of understanding the client’s needs 
through an initial meeting.  From the first interaction with your client you will have 
the opportunity to assure your client that you have the skills and experience 
required to manage the project.  A professional project manager understands 
that it is not in the best interest of the client or the project manager if an 
unqualified project manager is selected.  

Capability can be discussed and demonstrated through a documented history of 
past accomplishments.  Speak to your past accomplishments and to the benefits 
for past clients.  Professional references are a great way to establish that you are 
capable.  A documented history of project success will assist in earning 
professional credibility from the beginning of the client relationship.   
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You should demonstrate that you understand the significance of project 
methodology and that you will implement it.  Often, the client will require that a 
project management candidate has earned an internationally accepted 
certification in project management methodology such as the Project 
Management Institute’s Project Management Professional (PMP)® program. 

However, even if your client does not require this, demonstrating that you are 
committed to using sound project process methods gives the client a comfort 
level that you have a method for how to deliver. 

Maintaining Capability  

Continuing Development 

The secret to maintaining your credibility through the Competency of Capability is 
professional development.  The nature of advancement in technology requires 
every project manager to continue learning in order to maintain credibility over 
time.  Someone that was considered very capable as a project manager 25 years 
ago may have a very outdated skill set in today’s environment.  Make sure that 
you invest in yourself by consistently developing yourself throughout your career.  
Never stop learning new things and you will find that the capabilities that you 
build will always be a part of your professional credibility. 

Council the Client 

A project manager should draw on his or her knowledge and experience to offer 
advice and council to the client. 

Project managers also gain credibility as being capable by applying their 
experience to the project effort.  Most professional project managers have a vast 
amount of experience when compared to some clients.  A current project may 
only be the second or third project that the client has been involved in, yet the 
project manager with 15 years of experience may have a dozen or more major 
project efforts behind him or her.   Make sure that you afford your client the 
benefit of your years of experience throughout the project lifecycle.  Do not hold 
this experience over their head, but offer it in a consulting capacity. 

 

 

 

Note: PMP is a registered mark of the Project Management Institute. 
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Practice What You Preach 

Demonstrate to your client that you mean what you say.  Actively use your 
project methodology throughout the life of the project, and do not leave it behind 
because you have bought into the line that “it will take too much time.”   Make 
good on any capabilities that you have discussed with your client.  If you do not 
believe that you can make good on the consistent application of a capability, do 
not promise it to the client. 

Finally, it is your responsibility to perform to the level that you are capable of in 
every circumstance such that it benefits the client. 

Key Thoughts for Your Consideration 

 Capability means you are able to do what you say as well as having the 
ability to better anticipate the future. 

 Capability is related both to your hard skills as well as your soft skills. 

 You must discuss with your client what capability you bring to the project 
effort. 

 Continuing development is always necessary. 

 Use your experiences and knowledge for the benefit of the client. 

 You must always perform what you are capable of. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Capability as it is explained in the PM/COR model. 

2. Name six common capabilities that you must demonstrate and discuss 
with the client. 

3. Why is it important to demonstrate to your client that you are committed to 
using sound project process? 

4. What standard project processes should you be capable of implementing 
for the benefit of the project? 

5. How can you demonstrate to clients in the first interactions with them that 
you have the skill and experience required? 

6. What are the three methods for maintaining credibility through capability? 

7. Why is continuing development an important part of a project manager 
continuing to maintain capability? 

8. Explain the difference between holding your experience over your client’s 
head and offering it in a consulting capacity? 

9. Define what is meant in the PM/COR model by practicing what you 
preach. 

10. Define the difference between having a project methodology and actively 
using it.   What will the difference mean to the client? 

 

 

 



PM/COR 
The Project Management Client Oriented Results Model  

Module 4 – Client-Relation Competency 2: CAPABILITY 

www.prodevia.com 

 
39 

Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

Gina, the client, had suspected for some time now that the project’s earned value 
reports didn’t seem correct.  Linda, the project manager, assured her the last few 
times that she questioned the report’s accuracy that the calculations were always 
double-checked before they were distributed.  Still, Gina was very experienced 
with project efforts and considering what little development work lie ahead, she 
suspected the earned value of the project was different than what was being 
reported.   When she reviewed the remaining time, budget and testing figures, 
they were completely inconsistent with the earned value at the current stage in 
the project.  A quality audit already underway within the department gave Gina 
the opportunity to get a second opinion on the state of her investment.  Linda 
was a little defensive when directed to open the project records for the auditor, 
and as Gina suspected, the earned value reports turned out to be incorrect. 

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? 

 

Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 with your client and 
project related to this Competency? 
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Module 5 – Client-Relation Competency 3: 
Vision 

Overview 

 

Ray had been meeting with the client twice a week for almost two months now to 
discuss and refine the project requirements.   Although the solution seemed very 
complicated at first, he was starting to grow comfortable that he understood the 
client’s needs as the weeks went by.  The client commented several times how 
well it seemed that he grasped the nature of the problems and the interaction the 
new solution would require with the sales force.  Toward the end of the design 
phase, the client was confident that Ray would provide an even better solution 
than had originally been envisioned.   Though the client was impressed that a 
project manager would take such an interest in the business application of the 
solution, he was more impressed with the system enhancements that Ray 
suggested as a result of meeting with the sales staff.   Ray was confident that he 
understood the client’s solution.  In every interaction with the client moving 
forward, Ray enjoyed the professional credibility that he had earned by sharing 
his client’s vision. 

 

Vision refers to what the project manager ‘sees’ in regard to the project effort.  It 
is not only what the project manager sees, but also how he sees it.   And, this 
vision always needs to be in alignment with the client’s goals.  There are several 
aspects of project vision that impact credibility and that project managers should 
remain conscious of.  

One aspect of project vision that a project manager must develop is a common 
understanding of the general business needs that drive the project effort and 
actually visualize the required solution.  Another aspect of project vision is the 
project manager’s outlook or attitude toward the project.  A project manager’s 
positive outlook is invaluable to the project team.  A consistent ‘can-do’ attitude 
will prove to be contagious during the good times, and it helps to maintain project 
strength and integrity during challenging times. 

Sharing and Committing to the Client’s Vision 

Make sure that you understand the project requirements from the client’s 
perspective.  Remember that you must share the client’s vision, not the other 
way around.  When you ensure that you understand the business needs that 
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drive the client’s investment you build value for your client as well as increase 
your own professional credibility.  Understanding your client’s vision means not 
only understanding what they need, but also why they need it.   

This vision is most often developed and documented through a project charter, or 
project agreement document.  Documenting this vision is important because it 
serves to establish your understanding of what the client needs and why. 

A credible project manager must be completely committed to her client’s vision.  
There is a very strong relationship between commitment and credibility.  When 
the client feels that the project manager is committed to the business needs and 
the project solution, the environment is right for a successful interpersonal 
relationship to translate into an effective solution.  The lack of commitment to a 
common cause will polarize a project manager and the client, diminishing the 
potential of the project and the professional credibility of the project manager.   

Establishing Credibility with Vision  

Make sure the client understands that through partnership you will achieve the 
shared vision of the solution.  Assist the client in understanding that this 
partnership is a two-way street.  The client must interact with you in such a way 
that you can implement on this vision.  Many times, project managers don’t 
discuss with the client what his or her role and responsibilities are.  It is regular, 
consistent interaction between the client and the delivering organization that 
creates a winning solution.  Achieving vision must be a partnership in order to be 
achieved.  Assist the client in understanding the responsibilities that will be 
required of him or her in order to arrive to the goal.   

Vision is the necessary first step of effective project planning.  Assist the client in 
understanding that the time focused on project planning is the expression of 
understanding and implementing on the vision.  The success of a project is 
generally measured by evaluating the actual time resources that are required to 
complete the project effort and the project plan.  Project success is a necessary 
component of solution success.  Explain that making things up as you go is both 
more expensive and less efficient than when proper project planning is in place.  
Project changes initiated by poor project planning will cause the client to incur 
additional expenses and have a negative impact on the credibility of the project 
manager.  Having a detailed project plan will serve to keep the project on time 
and financially stable. Make sure that your client understands this basic rule of 
project management.   
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Maintaining Credibility through Vision 

Professional project managers must maintain a positive, professional attitude at 
all times.  Few things are as contagious as a positive attitude regarding the 
project effort.  The client is investing resources in order to improve the business 
and needs to remain positive through what may be very uncertain times.  A 
project manager usually has more experience and a better understanding of the 
phases and specific tasks required to complete the project than the client may 
have.  This disparity of knowledge and experience may manifest itself at times in 
the form of uncertainty on the part of the client.  If this situation occurs it should 
be viewed by the project manager as an opportunity to demonstrate commitment 
to the project vision and to reassure the client that his or her vision is being 
carried out.  Even when things are going well, the client may still feel uneasy.  A 
project manager that remains positive in the face of challenges will inspire 
confidence in the client rather than anxiety.  A project manager that accentuates 
the positive will keep the client’s spirit high.   

A project manager with a positive attitude will inspire the client during difficult 
phases of the project.  A project manager should always remain conscious of the 
client’s confidence.  A client with complete confidence in the project effort will 
contribute more openly and constructively to the solution.  A client who has lost 
confidence in the project may require more of a project manager’s time to soothe.  
Project managers earn professional credibility through inspiring the client when 
the project is troubled.  Troubled times provide the project manager an 
opportunity to demonstrate inspirational ability.   

Forward-Looking 

A primary responsibility of a project manager is the planning and navigation of 
the project effort though a sea of complexity.  Project managers should always 
be looking ahead to either prevent risks from hampering the project effort or to 
identify project opportunities as they arise.  A project manager that remains 
forward-looking maintains better client relationships through placing more 
attention on where the project is going than where it’s been.  A professional 
project manager will focus on the future and not get distracted by the past.   
Where hindsight is concerned, the purpose of a post project lessons-learned 
review is to improve the future, not to dwell on the past.   

This is often easier said than done, especially when the present moment is a 
challenging one.  For example, when driving a car, the driver focuses on the road 
many feet in front of him.  He does not focus his attention on the stretch of road 
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that he is currently on.  In the same way, it is a key skill for a project manager to 
be focused slightly ahead of where the project is at on the road.   

Your client will trust you, and you will have earned credibility when your client 
knows that you are looking ahead and looking out for his best interests. 

Communicating the Client Vision to the Delivering 
Organization 

As part of understanding and sharing the client’s vision, it is also important to 
assure the client that this vision is being shared with the project team.  Everyone 
will work together better and provide more effective solutions when morale is 
high and when every member of the project team understands the client’s 
solution and business need.   

Key Thoughts for Your Consideration 

 A project manager must understand the needs for the solution within the 
business and share this vision with the client. 

 The partnership of vision should be documented through a project 
charter. 

 Assist the client in understanding his or her responsibility toward 
achieving vision. 

 Discuss with the client that a project plan is an expression of how the 
vision will be achieved. 

 Project managers earn professional credibility through inspiring the client 
when the project is troubled. 

 Project managers should always be looking ahead. 

 Communicate the client vision to the delivering organization. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Vision as it is explained in the PM/COR model. 

2. What are the two aspects of vision that a project manager must develop? 

3. What are the two elements of understanding the client’s vision? 

4. Why is it important to document the vision in a project charter or similar 
document? 

5. What will be the effect of the project manager’s lack of commitment to 
vision on the relationship between him and the client? 

6. Why is it important to assist the client in understanding that he must 
interact with you in such a way that you can implement on the vision? 

7. How does a discussion of project planning with your client relate to 
vision? 

8. How can a project manager use vision to assist the client through 
uncertainty? 

9. What can be expected of the client who has lost confidence? 

10. Define what is meant in the PM/COR model by being forward-looking? 

11. How does a forward-looking project manager serve the client? 

12. Explain a project manager’s responsibility to communicate the client 
vision to the delivering organization. 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

In the beginning, Sandy, the client, thought that she must have been catching 
Craig, the project manager, at bad times.  It seemed that no matter what 
circumstance she interacted with him, he always seemed frustrated.  Sandy 
realized about two months later that Craig’s disposition was not out of influence 
of stress, it was just his personality.  Sandy found that she began avoiding 
communications with Craig when possible.  After all, she had some bad days 
herself, and meeting with Craig seemed to make those days worse.  He seemed 
to always have something to complain about.  Sandy noticed that his natural 
focus seemed to be what wouldn’t work or what couldn’t be done rather than 
what would work or could be done.   

What started out as a project team with great morale and sense of purpose had 
transformed into a project of people who avoided each other and did the least to 
get by.  A month ago, the project was ahead of schedule and this month the 
project barely completed the deliverables.  Although the project was currently on 
schedule, the project team’s low morale had caused a noticeable loss of 
momentum.   

When Sandy asked Craig this morning if there was any way that she could help 
the project team, Craig replied “No, I think we know what needs to be done, it’s 
just a matter of doing it.” 

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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Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 with your client and 
project related to this Competency? 
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Module 6 – Client-Relation Competency 4: Listening 

Overview 

 

During the last status meeting, the client seemed uneasy with the progress of the project and 
took much more time than usual studying the status reports.  Denise was a bit uneasy about this 
morning’s meeting, even though she was certain the project was on schedule, within budget, 
and met all of the design requirements.  She had a hunch that the client was unhappy with the 
project accomplishments, but had no idea why.  As she expected, her client used most of the 
morning studying the status reports with a skeptical eye.  Understanding that her obligation was 
to understand the client’s needs, and feeling something was amiss, Denise asked her client at 
the end of the meeting what she was looking for so deep within the status reports.  

 “Last week I asked you to consolidate the project budget’s labor variance between estimates 
and actual performance data so that I could reallocate available resources for another project 
that is of an immediate, higher priority,” the client responded.  “Uh, oh,” thought Denise.  She 
has known for weeks now that her client had inherited a new project that was late and over 
budget.  She vaguely remembered the client mentioning the need for that report change during 
a previous conversation, but because it was mentioned in such a casual way, she didn’t assign 
any importance to the request and easily forgot.  Denise apologized for her misstep and 
promised to consolidate the numbers and get the report to her client first thing after the meeting.  
For Denise, this was a reminder that everything your client says to you is important.  A project 
manager’s listening skills are a major component of her professional credibility. 

 

Listening to Understand 

Listening may be best defined as the act of giving another person your complete attention for 
the purpose of understanding what is being communicated to you.  It means much more than 
just hearing the words someone says to you.   Listening is actually a two-part skill; the first part 
is the physical aspects of observation; listening to the speaker’s words and noticing the 
speaker’s non-verbal cues.  The second part of listening is the ability to ask the appropriate 
questions in order to ensure that you understand what is being communicated.  Being an 
effective listener is essential to any project manager’s professional credibility.   In essence, 
everyone must ask himself if he is listening for the purpose of comprehension. 

When you have demonstrated to your client that you are always listening to him with the intent 
to understand his needs he will develop more confidence in you and in the partnership you have 
established with him.  This is the project environment in which both projects and people excel. 
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 Your Client Deserves Your Undivided Attention 

As a rule, make cellular phones, pagers and other electronic means of communication silent 
when meeting with the client.   Just because it is technologically possible for most everyone that 
you know to interrupt you while meeting with the client doesn’t make it acceptable.   As a rule, 
do not respond to calls or pages during this time.  Your clients will understand that they are 
important when you place your focus on them, not ad-hoc communications from others.  
Dedicating the time that you meet with your clients to them and their needs will facilitate more 
effective listening and help to build professional credibility. 

If your client should call you, do not attempt to complete other tasks unrelated to your client and 
the conversation at hand.  Stop anything else you are doing.  Even if you believe you can 
effectively multi-task those other tasks while on the phone with him, your client will not perceive 
it as anything other than being disrespectful.   

Listening vs. Waiting to Talk 

The fastest way to change your listening habits for the better is for you to be conscious of the 
difference between when you are listening to someone and when you are waiting to talk.  
Waiting to talk is the most common of the mistakes people make that negatively impact their 
listening skill.  In this scenario, the person speaking says something that draws thought or the 
need to respond from the ‘listener’, who then isn’t listening at all, but waiting to talk.  During this 
action that is intended to be polite by waiting for the speaker to conclude the comment, the 
‘listener’ misses what is being said after the distracting thought.  This ‘polite’ gesture will be 
perceived as disrespectful in the end.  When your client is speaking to you, make sure that you 
are listening to everything that is being said with great attention.  You have been entrusted with 
a great responsibility as a project manager and your professional credibility is dependent on 
your full ability to listen to your clients and understand their needs. 

Availability Is Part of Listening 

Always be sure that your clients understand that they may call you anytime they need you.  
Telling your clients “Call me if you need me.” demonstrates your commitment to understanding 
their needs.  It translates in your client’s mind to “My project manager will always be here to 
listen to my needs and concerns.”   In the Competency, Honesty, it is suggested that a project 
manager always offer the client as many ways as possible to contact him regarding project 
issues.  Follow through on this by always being available to the client.  It may seem like a strain 
to take an occasional call at home during family time, but the return on your professional 
credibility will be more than offset the very rare inconvenience. 
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Non-Verbal Cues 

A person’s body language can tell us a great deal about how he feels if we know a few general 
rules about non-verbal communications.  It’s important to remember that the interpretation of 
body language is not an exact science and varies from person to person.  Although there are a 
few general rules to the interpretation of a speaker’s non-verbal cues and body language, keep 
in mind that people communicate in very different ways.   

For some, the appearance of sincere focus on the conversation doesn’t mean they are 
interested.  Others, for example, may adapt a closed physical posture when they become open-
minded.   As you interact with your client be aware of the non-verbal cues he offers.  Over time, 
you will begin to notice consistencies regarding his attitudes and body language. 

Here are a few things to be aware of regarding someone’s body language and non-verbal cues: 

1. A closed posture of folded arms, shoulders rolled forward and eyes cast low is generally 
a sign of mental intensity.  Generally, a person of this posture is engaged in listening and 
evaluating. 

2. An open posture of leaning back in the chair with fingers laced together and hands on 
top of the head is generally a sign of feeling at ease. 

3. When meeting with individuals, notice the posturing of the body to the conference table.  
As the body shifts from forward toward the table to leaning away from the table, this 
often means that this person is ready to move past the current topic. 

4. People who are comfortable and confident generally seem to be physically at ease. 

5. Look for comfortable eye contact and a happy aura – this generally denotes confidence. 

6. Rapid blinking is generally a sign of discomfort.  It may indicate that the speaker is 
withholding information or outright lying.  It could also mean that someone is wearing 
dirty contact lenses.   

7. The avoidance of eye contact is generally another sign of discomfort.  It may indicate a 
pending change of roles and responsibilities, the termination of a relationship, a 
discomfort with the current topic, or with you.   

Observation Is Part of Listening 

Because the purpose of listening is to understand the client’s needs, observation skills are also 
a component of listening.  In addition to spoken words and non-verbal cues, we can learn a lot 
about our client’s needs and environment by conscious, acute observation.  When we are in the 
client’s presence we should always be observant of what’s going on around us.  Through this 
observation we may learn who on the client team has curried favor with the executives.  A 
project manager may learn who works well with whom and who becomes an obstructionist when 
the boss isn’t in the room.  The application of observation skills is a very valuable tool to gather 
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information about the client.  The more that you know about the client and the environment that 
she works in, the better you will understand her needs. 

If your client is in a separate facility, encourage yourself to be a more frequent visitor of the 
client at his location.  Visit him more often, if it is appropriate.  This will give you the opportunity 
to learn how environmental changes at the client’s location could impact the solution of the 
project. 

Soliciting Feedback is Part of Listening 

Have you ever noticed that in family-owned restaurants the proprietor will often walk around the 
dining room and ask diners if everything is satisfactory?   This is a demonstration that the 
person takes ownership over both his performance and the client’s experience.  It’s a request 
for feedback, a solicited opportunity to listen to the client.  Be mindful that part of being available 
to listen is taking the initiative and asking your client for feedback from time to time.  This will 
reinforce that you take your responsibility as a project manager seriously.   

The better your relationship with your clients the more likely it is that they will share with you the 
feedback that you need to improve.  From a professional development perspective, areas of 
improvement are much more meaningful feedback than areas where you may be very proficient.  
This is because most people are more aware of their strengths than weaknesses.  A project 
manager that is always punctual when meeting the client will not improve based on the 
feedback that he is always on time for meetings.  He likely knows that he is always on time for 
meetings because he’s doing that intentionally.  He needs to hear the things that he may not be 
aware of to really improve as a project manager.  Take the time to solicit for constructive 
feedback explaining that you want to serve in the best way possible.   

Call Your Client From Time to Time 

Along with reminding your client that he can call you anytime he needs you is the friendly, “I was 
just thinking about you” call.  Some project teams meet often enough with the client that it may 
not be necessary to call your client with the intention of staying in touch.  Other projects may 
only meet bi-weekly or monthly, with few client interactions for days or weeks at a time.  If you 
don’t have client interactions often, call them to ask how they are.  This affords them an 
excellent opportunity to share new project information with you or ways that you may improve 
your service to them. 

Always end every interaction with your client, whether by phone or face-to-face with a simple 
closing question.  Is there anything else I can do for you right now?  This question demonstrates 
your service mindset, and it will also assist you in building an open dialog with the client that will 
serve both of you down the road. 
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Asking Questions to Understand 

Asking effective questions is an important component of listening to understand.  The ability to 
understand the client’s needs is a large part of what constitutes a successful project manager.  
The business need that drives the investment of project resources will be more intuitive to the 
client than to the project manager in the beginning.  Because a project manager is charged with 
understanding the client’s needs and translating those needs into a business solution, it is very 
important that the project manager understand as much as possible about the client’s business 
environment.   

Make sure that your client understands how important it is that you understand his needs and 
that you will likely be asking a lot of questions.   

Remember, the better you understand your client’s need, the less likely you will have a 
misunderstanding.  Anytime the client offers a vague instruction, seek clarification.  Continue 
asking questions until you are certain that you understand the client’s needs.  

An experienced project manager understands that asking questions may be the best way to 
precisely understand the client’s perspective.  Never be apprehensive when attempting to 
understand your client’s needs.  When in doubt, start asking questions. 

The Reciprocation Effect of Being a Good Listener 

People who are effective listeners generally inspire this behavior to be returned by others.  By 
listening to the client effectively, the client will be more inclined to listen to the project manager 
effectively.  This trust will make a measurable difference throughout the project lifecycle, 
especially during difficult times when the listening skills of project stakeholders may matter the 
most. 
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Key Thoughts for Your Consideration 

 Effective listening is an interpersonal skill that every successful project manager must 
master.   

 Be available to your client at all times.  Making sure of this demonstrates your 
commitment. 

 Stay in touch with your client.  Call her occasionally just to make sure that things are fine 
with her. 

 Ask for feedback, especially in areas where you can improve. 

 Ask questions to better understand the client. 

 The better the relationship with the client, the more likely the client will offer critical 
feedback that you need in order to improve. 

 Do not wait to talk.  Listen to understand, not simply to be polite. 

 Always give your client your full attention – anything else might be perceived as 
disrespectful. 

 Observation is a critical listening skill. 

 Listening for understanding is a skill that many clients will reciprocate. 
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Review Questions 

The following review questions will assist you in developing comprehension of the material in 
this course module.  Answer the following questions in your student journal. Check your 
answers with the Suggested Answer Key. 

1. Define Listening as it is explained in the PM/COR model. 

2. How can you give your client your undivided attention during interactions with him or 
her? 

3. Why is completing other tasks inappropriate while listening to the client? 

4. Explain the difference between listening and waiting to talk.  Explain the impacts of 
waiting to talk. 

5. How is availability a part of listening? 

6. Why is becoming a more frequent visitor to the client’s location a part of effective 
listening? 

7. Define four of the seven non-verbal cues mentioned within the PM/COR and the 
potential meanings of each. 

8. How is soliciting feedback a part of listening? 

9. Why is it important to call your client from time to time? 

10. Explain the reciprocation effect of being a good listener. 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying the material in 
this course module.  Answer the case study questions in your student journal. Check your 
answers with the Suggested Answer Key. 

Throughout the software project’s requirements phase, a selected committee of end-users were 
afforded an opportunity to meet the requirements team and review the solution as it was being 
designed. Project requirements seemed a little personal to Jane, the client, and she always 
insisted in being a participant in these meetings.  In one meeting, however, Jane could not 
attend, and the committee members were much more open and willing to discuss and debate 
the proposed functionality of the new system than they had been in the past. When Dan 
presented the ideas that were generated from the end-user requirement feedback session, Jane 
instructed him to implement any of the changes that could be easily added and didn’t conflict 
with the current design and budget.  Two months after the solution was delivered, an 
emergency budget was created to fund an enhancement project to include the additional 
elements proposed by the committee members. 

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? 

 

Student Journal Questions 

The following student journal questions will assist you in looking introspectively toward the 
material in this course module.  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 with your client and project related to 
this Competency? 



PM/COR 
The Project Management Client Oriented Results Model  
Module 7 – Client-Relation Competency 5: MANAGING EXPECTATIONS 

www.prodevia.com 

 
55 

Module 7 – Client-Relation Competency 5: 
Managing Expectations 

Overview 

 

There was a deep, sinking feeling in the pit of Elizabeth’s stomach.  She knew 
that she had to tell her client the news right away, yet she found herself trying to 
rationalize how to delay the meeting.  If ever there was a reason for a project to 
be canceled, this was it.  She kept going over in her mind how she could have so 
easily assumed that the system architecture would have been approved as 
designed.  It seemed so intuitive to her that the plans would be approved that she 
never mentioned to her client the possibility of not getting approval or what the 
impact to the project would be if the design was rejected.  Now she was faced 
with advising her client that the original project designs were not approved and 
that the changes required for approval would increase the budget by 
approximately five times the original estimate.   She knew this was the kind of 
bad news that could cause her to update her resume.  She literally felt sick over 
the whole thing.   

Her alarm started buzzing loudly, and Elizabeth awoke feeling her heart beating 
in her chest.   Her first thought upon waking was how glad she was that her 
dream was not her reality.  She had prepared her client for the meeting that 
afternoon, and no matter what decision was returned the client had been 
prepared for any outcome.  Elizabeth has a reputation for keeping her clients 
happy.  She understands that her client doesn’t like surprises and that her ability 
to manage her client’s expectations plays a major role in maintaining her 
professional credibility. 

 

Clients usually have great expectations of their project manager’s ability to 
deliver a true business solution.  Yet, managing those expectations is more than 
ensuring that your client is protected from surprises.  Although risk planning is 
one area we typically think of where a project manager may shield the client from 
undesirable circumstances, not every instance of expectation management 
involves project risk.  Managing expectations may be best defined as assisting 
the client in better anticipating the future.  Let’s explore some of the client 
expectations that a project manager must manage. 
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Expectations Regarding the Solution 

Perhaps every client has been in a situation where he or she has had 
monumental expectations around the solution and what could be achieved.  It’s 
important that the project manager guide the client through an understanding of 
what can and, more importantly, what cannot be expected relative to a solution.  
Documenting these expectations within the charter is an appropriate beginning 
point, but expectation management will be needed throughout the project life-
cycle. 

Every project manager carries tales of previous projects where the client’s 
unrealistic expectations only set the client up for disappointment later.  Take the 
time to discuss your previous experiences with the client and come to agreement 
on what can be achieved.  Remember, it is always easier to set expectations 
proactively than it is to manage opinions reactively because expectations were 
not properly set. 

The Client’s Role in the Project Effort 

Often, the client doesn’t understand the 
part that he must play in the success of a 
solution.  And, it is those few, exceptional 
project managers who considerately 
communicate to the client about his role.  
In the Client-Relations Competency, 
Vision, it is discussed that that client 
involvement in the project is critical to the 
success of a solution.  It is important to spend the time with the client discussing 
specifically the activities that the client will be engaged in and what the 
expectation of time toward those activities will be.  For example, how many 
clients were not told the level of participation needed from them to gather, review, 
and approve requirements and design documentation?  And, how many of those 
same clients were later disappointed that the solution was not in alignment with 
their expectations of what it should have been?  Addressing with the client the 
level of participation he must have in project planning and execution assists in 
making sure that the solution received is the right one. 

Expectations of Project Process 

Many project managers and teams assume that clients inherently understand the 
need for good process within a project, and in many cases they do not.  The role 
of the project manager in this case is to alert the client as to what the processes 

Does your client understand 
the expectations you have of 

him?   

Do you understand what 
expectations he has of you? 
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of the project will be and why they will be utilized.  For example, issues are 
typical in most projects simply because the future will never actualize exactly as 
we had envisioned it during planning.  Issues are a normal course of developing 
a business solution, and a process to manage project issues should be in place.  
However, if the client does not understand the reasons for building process 
around issues management, he may not understand the reasoning behind why 
additional time should be built into the schedule.  It is important to understand 
that a project manager’s responsibility isn’t just about knowing a process for 
project management or even implementing this process.  It is also 
communicating the need of this process to clients and other stakeholders. 

Explain To Your Client What You Can Be Expected To Do 

We have discussed in the Client-Relations Competency, Honesty, that the client 
should be given open, forthright information with which they can make better 
decisions.  The client should expect that the project manager will do what they 
say they will do.  Every client assumes that if the project manager tells them that 
project status reports will be delivered on Fridays by noon, it will be delivered no 
later than noon every Friday.   As the project manager, take the time to explain to 
the client that you believe there is no task or responsibility too small or 
insignificant to be taken seriously.  No matter how trivial something may seem, if 
you say that you will do it, then you will make sure it gets done.  Set the 
expectation with your client that you will remain dependable. 

Acting in the Client’s Best Interest 

Explain to your client that you will act in the best interests of the project at all 
times.  Make sure that your client shares an inherent sense of his partnership 
with you.  He must understand that the success of the project depends on the 
project manager sharing ownership of the project to the degree that he or she 
always looks for a way to improve the solution.   Set the expectation that your 
client’s best interests are your best interests. 

Issues 

Explain to the client that she should expect that if issues to project success are 
identified that she will be notified as soon as possible.  In a complex and dynamic 
project environment, there will be times when client deliverables will be 
challenged.  Anytime you find that you are not able to do what you said you 
would do, notify the client in person as soon as possible.  As long as project 
delays are the exception, your professional credibility will not be diminished if you 
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let the client know you will always communicate delays and the subsequent 
project impact as soon as possible. 

Questions and Concerns 

Explain to the client that you will respond to her questions and concerns in a 
timely fashion.  A client appropriately views the project manager as someone that 
is responsible for handling project questions and concerns.  Responding to your 
clients as quickly as possible goes a long way toward maintaining professional 
credibility.  Even if you do not have an answer right away, you can explain to 
your client that you are aware of her questions or concerns and that you accept 
ownership of providing the answers. 

The Final Judge of the Solution 

Explain to your client that he will be the final judge of quality and whether the 
solution meets expectations or not.  In the client’s mind it is not necessary for the 
project manager to like the solution.  It is the client’s business that commissioned 
and paid for the solution and as such the client determines the quality of the 
solution. 

Change 

Explain to your client that it is understandable that requirements might change as 
the business model evolves.  Explain the process for how changes will be 
managed.  A client should expect that the later in the project that change is 
requested the more expensive the change is likely to be in terms of both time and 
dollars.  

Every client deserves to know the truth about the requirements phase.  Letting 
your client know up-front that solution analysis is an ongoing process relieves the 
common misunderstanding that there will be some magical moment in the project 
when the requirements are no longer developing.  Make sure your client 
understands that a certain amount of change is a natural element of almost any 
project. 

Rainy Days 

Communicate to your client early that despite all of your efforts there will be days 
when the sun does not shine on the project. Too often we fail to communicate the 
impact of project dependencies to our clients.  Even the most well planned 
projects will have rainy days.  Establishing this expectation will make it more 
comfortable when you have to call the client and say, “It’s raining.” 
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Facts and Opinions 

An important component of effective expectations management is the ability to 
be able to discern facts and opinions.  This skill set applies both to how you 
communicate information to the client as well as how you receive information 
from him.  This is the process of parsing facts from opinions in both a) the 
language we use to communicate to others; and b) how we interpret and 
categorize information we receive from others.  The development of this skill-set 
forces us to be articulate in how we speak, and it leaves less room for 
misunderstanding in the area of what we hear.  The baseline of behavior within 
the area of effective project communication should always begin with the facts.   

Just as any competent police investigator would begin his questioning of 
potential witnesses to a crime with the all-familiar “Just the facts, ma’am.” we 
should all aspire to maintain this mindset when communicating with our project 
stakeholders and team members.  Experienced investigators understand the 
perils of confusing facts with opinions as they carry out their duties to solve 
crimes and put away the bad-guys.  How many crimes would be solved if the 
police elicited opinions rather than facts?  In the same sense, how many of our 
projects would be considered a success if we could not differentiate between 
facts and opinions as project managers?  The ability to develop this skill is critical 
in expectation management. 

The ability to actively differentiate between facts and opinions is a critical skill-set 
often neglected by even the most experienced project managers.  As we all know 
from experience, effective communication skills are an absolute requirement for 
success in the field of project management.  As part of our expectation 
management repertoire, the ability to actively differentiate between facts and 
opinions is an important component of professional credibility.    

Fact and Opinion Exercise 

The purpose of this fact and opinion exercise is to condition a project manager to 
be more articulate with both presentation and listening skills.  This exercise will 
help a project manager to speak from a factual frame of reference, as well as 
help develop the critical thinking skills necessary to clearly understand 
information presented by others.  This exercise will help you learn to actively 
differentiate between the presentation of facts and opinions. 

As a guide, facts are anything that may be evidenced as a true statement.  
Because opinions aren’t facts, opinions may not be used as evidence of a fact.  
In other words, an opinion cannot become fact by additional supporting opinions.  
Facts support other facts, while opinions may vary.  Contradictory facts are 
always the result of incomplete information or intentional manipulation. 
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Examples: 

“Julie is slow to return phone calls.” – This is presented as an opinion because it 
is subjective and is not supported by information that may be factually 
demonstrated. 

“I’ve left Julie 2 messages, and she still hasn’t returned my call.” – This is 
presented as a fact because it is objective and supported by information that may 
be factually demonstrated 

Remember, just because something is presented as a fact does not make it a 
fact.  There is always the chance that the speaker may be attempting to apply 
influence through presentation.  This exercise is not intended to be a measure of 

the value of a statement, but rather how the information is presented: as an 

opinion or a fact. 

Let’s begin with a few warm-up exercises.  Respond to the following 
statements with the word “fact” or “opinion”: 

1. Jill has a 17” computer monitor. 

2. The project team will complete the next deliverable by Friday at noon. 

3. The coffee pot is broken into three pieces. 

4. The project was completed in 725 days. 

5. Wednesday is better than Thursday. 

6. The project status report was submitted to the client on time. 

7. The following list of project vendors are competent. 

Now let’s make it a little more difficult. Respond to the following statements 
with the word “Fact or “Opinion” 

8. A dead branch fell off of the tree. 

9. The current earned value of the project is $247, 982. 

10. I think Jim is always late returning project documents. 

11. We can repair the damage to the server in 24 hours. 

12. The windows will be installed throughout the building next week. 

13. Using the agreed upon earned value calculation, the current earned value 
of the project is $247, 982. 

14. A large, dead branch fell off of the tree. 
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15. The last three times Jim checked out project documents, he was late 
returning them. 

16. The contractor reports that the windows will be installed throughout the 
building next week.   

17. We’ve never experienced a situation where the server couldn’t be 
repaired within 24 hours. 

Here are a few that should really make you think.  Now, in addition to 
responding with “fact” or “opinion”, provide why the statement is a fact or 
opinion. 

18. The building designs do not comply with the building code changes. 

19. The project change request will not improve the solution. 

How could the following opinion statements be rephrased in order to be 
presented as a fact? 

20. The requirements phase is taking too long. 

21. Sally is an experienced project manager. 

22. The changes will not have a significant impact on the project. 

23. The proposed vendors are clearly qualified. 

Key Thoughts for Your Consideration 

 Clients inherently hold great expectations; our role as project managers is 
to manage them effectively for the good of the client. 

 The client must have realistic expectations regarding the solution. 

 The project manager must specifically manage expectations around client 
involvement in the solution development. 

 The project manager must set and manage expectations around project 
process. 

 The client deserves to know what he can expect from the project 
manager. 

 Managing expectations effectively means developing the skill of parsing 
fact from opinion. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Managing Expectations as it is explained in the PM/COR model. 

2. How can a project manager guide the client’s expectations around the 
solution? 

3. Why is it important for a project manager to mange expectations around 
the client’s role in the project effort? 

4. Why must a project manager manage expectations around project 
process? 

5. What is the advantage of explaining to the client that you will always act 
in the best interest of the project? 

6. What expectations should the client have around your response to issues 
on the project? 

7. How should you set expectations around answering the client’s questions 
and concerns? 

8. What should the project manager explain to the client regarding project 
changes? 

9. Explain why it is important to establish the expectation with the client that 
every project will have rainy days? 

10. Why is it important for a project manager to effectively be able to 
differentiate fact from opinion? 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

The last status report that Phil submitted informed the client that the project 
would be completed on time.  The vendor delays caused three weeks of overtime 
during the final project phase, but the team stayed late most every day and 
worked weekends in order to complete the project on time.  The solution was 
exactly what the client needed and delivered on time, as promised.  During the 
celebration for the project’s completion, the project manager, Phil, was greeted 
by the client, Janice. 

“Great job Phil; I knew we could do it.  I’m very pleased with your work; turns out 
that project management was a sound investment after all.  When you were 
reporting the vendor delays a few weeks ago, I was getting worried that we 
weren’t going to make our project budget.”  

“I’m glad that you’re happy with how things worked out, Janice,” Phil began. “But 
we were over budget by the amount of three weeks of overtime to complete the 
project on time.”   

“Wait a minute”, began Janice angrily. “You said everything was fine.  You said 
that the project would still be on time!”  

“Yes, and the project was completed on time. You can’t say that you weren’t 
aware of the three weeks of overtime required.  You must have known that 
amount of overtime would impact the budget.” 

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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Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 with your client and 
project related to this Competency? 
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Client-Relations Competencies Crossword Puzzle 

 

Across 

1 When discussing vision with the client, assist him in understanding that an important part of 
the solution's success will be a robust ____________. 

4 People who are effective listeners generally inspire this behavior to be returned by others. 

6 Listening to comprehend, or _________. 

9 This plays an important role in establishing trust with the client from the beginning. 

10 A project manager who discusses previous experience and relates that to what can 
realistically be achieved is ____ with her client. 

13 Asking for areas for improvement. 
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14 Project managers must ensure that they have a relationship with the client that is based in/on 
________. 

15 Julia will receive the deliverable from Joe next Tuesday. 

17 _________ for the purpose of comprehension. 

18 Julia received the deliverable from Joe last Tuesday. 

20 As part of capability, a project manager should have a project ___________ to implement. 

21 Perfection in all other Competencies will not overcome the absence of this. 

22 As part of managing expectations, a project manager must explain to the client her ______ 
and responsibilities. 

23 The client is always the final judge of ________. 

24 _________contact your client personally if any project deliverable will not meet your client's 
expectations around timeliness, cost, and/or quality. 

25 What the project manager sees in regard to the project effort. 

26 PM/COR is designed to assist a project manager to build and maintain this. 

Down 

2 The Project Management ____________ Model. 

3 A project manager must be ____________ , or the ability to be looking ahead in time. 

5 A project manager should always be a good steward for the ______. 

7 A credible project manager will show ____ to the client's vision. 

8 Posturing of the body, use of eye-contact is important. 

11 Common sense does not always lead to common _______. 

12 Politely listening. 

15 Evaluating the client's location as a vehicle for listening. 

16 _________ say anything to your client that is not true. 

19 Understanding the client's vision means not only understanding what they need, but ______ 
they need it. 
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Module 8 – Introduction to the Client Focus 
Areas 

The PM/COR model identifies five Client Focus Areas.  Think of these five Focus 
Areas as the business values of the client and as such are important for project 
managers to understand as they establish and maintain professional credibility 
with clients.  

Briefly, these Focus Areas are: 

1. Profitability – The return on the investment of the solution your project is 
delivering. 

2. Requirements – The qualities and characteristics of the solution being 
built as well as the timeframe and cost of the solution requested by the 
client. 

3. Risk – The concerns for the future of the solution, both during its 
development throughout the project lifecycle as well as after the solution 
is implemented. 

4. Change – The impacts of a changing, dynamic business need upon an 
established project solution. 

5. Politics – The impact of the business and cultural environments upon the 
solution during the project lifecycle.   

Consider these five 
areas as the driving 
inspiration between 
every interaction that the 
client has with a project 
manager.  These five 
areas remain on the 
client’s mind with regard 
to the development and 
implementation of a true 
business solution 
throughout the project 
effort.  These are the 
things that can keep the 
client awake at night or 
give them a nervous 
twitch during the day.  In 

Client 
Profitability 

Client 

Requirements 

Client 
Risk 

Client 
Changes 

Client 
Politics 

Client Focus Areas 
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order to establish and maintain credibility, it’s important for a project manager to 
understand what motivates the client throughout the project cycle. 

The Client’s Focus is Different 

It is important to keep in mind that the client’s focus of these items is slightly 
different than the delivering team.  For the delivering team and project manager, 
there will be an end to the project.  But, the client will live with the solution for a 
much longer period of time. 

Endeavor to relate to each of these values as if they were your own.  A large 
component of credibility with your clients rests on your ability to see the world 
through their eyes, to understand them, and to understand their needs.  It is 
through finding both common ground and common cause that you will inspire the 
belief of your commitment in your client.   

Developing Trust through Understanding 

People develop trust in people that share in both their values and goals.  In the 
area of establishing professional credibility, sharing only a common goal is not 
enough.  We do not establish committed relationships with other people based 
solely on a common vision of an end result.  Although the establishment of a 
common goal is a baseline requirement for most successful relationships, a 
common goal alone does not foster a sense of trust or professional credibility.  
There must be a deeper understanding of each other’s values in order to 
establish a committed relationship to a cause.   

This is the essence of professional credibility, values combined with a common 
goal.  Always remember that the foundation of your professional credibility is the 
trust that you have established with your client, not the acceptance or 
demonstration of a common goal.   Though the shared vision of a common goal 
is a function of credibility, it must always be preceded by and built upon a solid 
layer of trust in order to be effective at building credibility. 

Interdependency of the Focus Areas 

Although these Focus Areas can be viewed individually, they are very 
interdependent.  For example, occurrences in the Focus Area, Change, may also 
have impacts upon Risk and Politics.  Most interactions between a project 
manager and the client will involve more than one Focus Area.  In order to build 
professional credibility with a client, project managers must understand the tools 
that are required to build such a relationship.  These Focus Areas can by 
understood together or separately however, in understanding these Focus Areas 
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project managers must consider interactivity between all five.  The five Focus 
Areas should serve as tools in your project management toolkit.   These tools of 
understanding are as necessary as the Competencies discussed earlier.  
Through study, repetition and practice, these Focus Areas can become intuitive 
to every project manager.  Interactions with clients will, ultimately, be stronger 
and trust will be increased. 

Key Thoughts for Your Consideration 

 A project manager’s professional credibility rests with his ability to see the 
world through the client’s eyes. 

 Project managers must consistently demonstrate their understanding of 
the client’s profitability, requirements, concern around the risks and 
worries they hold, the changes that the business may bring to bear on the 
project, and the politics that the project solution will be surrounded by. 

 A common goal without trust between the project manager and client 
jeopardizes the project and solution. 

 The demonstration of your understanding of the Focus Areas assists the 
client in building trust with the project manager and delivering 
organization. 

 The five Focus Areas often act interdependently, and as such they should 
be considered in relationship to each other. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. What are the five Client Focus Areas?  Briefly describe each.  

2. Why are these five areas so critical for a project manager to understand? 

3. Why is the client’s focus different than the project manager and team? 

4. What is the essence of professional credibility? 

5. Define what it means when it is said that the Focus Areas of the PM/COR 
are interdependent? 
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Module 9 – Client Focus Area 1: 
Profitability 

Overview 

 

Jane knew that the company needed a faster process to handle billing and 
receivables.  After weeks of feasibility analysis, her vice-president finally agreed 
to fund a formal exploratory effort to estimate the cost and the return on 
investment of improving the outdated system.  Of course, Jane knew that if the 
costs of the improvements couldn’t be more than offset by the return on the 
investment she would have to recommend that the improvements not be 
pursued.  She understood that the accuracy of the project estimates would be 
paramount in estimating the gain or loss of the solution.  As she interviewed 
potential project managers, she paid close attention to the candidate’s sensitivity 
of the financial aspects of the project.  The candidates that didn’t express an 
understanding that the project required a return on the client’s investment were 
not to be called for a second interview.  Jane would be certain that the project 
manager selected would be a responsible steward of the company’s investment. 
 

 

Every business entity exists for one reason - to earn a profit for the owners.  This 
rule holds true for the family hardware store, the garage that repairs your car, the 
tree service, the plumber, and yes, even Microsoft®, Coca-Cola®, GE®, and Wal-
Mart®.   Fundamentally, every business must generate more money than it 
spends.  Any business in a free-market that does not earn a profit from the 
investment and application of its resources is doomed to failure.  While most 
small businesses do not have the financial depth to be wasteful and inefficient, 
many large corporations operate as if they have discovered a way to grow money 
on trees.  A casual attitude regarding profit often results in less efficient 
organizations producing more expensive solutions.  It is important for project 
managers to have a thorough understanding of what drives the client to consider 
the initiative. 

Profitability and Utility 

The business is in place to earn money for the owners - either private owners or 
shareholders.  These owners have entrusted certain individuals to manage the 
affairs of the business in order to earn a profit.  While evaluating the operations 
of the business, these leaders identify an opportunity, a market need, or perhaps 
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a more efficient way to conduct current business through the development of a 
sales system, an accounting system, or any other of a myriad of business 
solution needs that arise on a day-to-day basis.  Whether the solution is a 
replacement payroll system or an expansion of the business facility, 
management must make the decision based on profit, or return on investment 
(ROI).   Successful business people understand that if a proposed solution will 
cost ‘X’ to develop and implement, the solution must yield ‘X + Y’ to be 
considered a feasible opportunity. 

Economics refers to this concept as utility.  People only endeavor to do things 
that bring them a return beyond their input.  Even the most selfless people 
among us adhere to the concept of utility.  When we donate time or money to 
charities we get something in return that exceeds our effort; the good feeling of 
contributing.  This economic concept of utility is a fancy way of saying that there 
really is no free lunch.  A fundamental economic assumption of human behavior 
is that we never do ‘something for nothing’, or even ‘something for something’, 
rather we always do ‘something for something more’. 

This is demonstrated in the business world by the necessity of earning an ROI.   
The first, and main, checkpoint in the evaluation of any proposed business 
solution is the potential for the new solution to earn more money for the 
organization than the organization invested to create the solution.  If there is no 
gain to be earned from the new solution, the idea should be abandoned in order 
to consider more profitable solutions. 

Business leaders are placed in a position every day to prioritize the 
organization’s goals and efforts.  Every proposed solution for every need could 
not possibly be explored because there are only 24 hours in every day, and there 
is only so much money in the budget.  This is the economic concept of scarcity at 
work; there is a limited quantity of everything.   Scarcity is one of the major 
reasons why effective organizational leadership combined with project 
management is so important.   If there were an unlimited budget and unlimited 
time to provide a solution, the words ‘effective and efficient’ would hold no weight 
in the business world. 

The Cost Center Myth 

There are no exceptions to the rule that every business endeavor is undertaken 
to earn a profit.  At some level, every function of the business is measured based 
on the return that endeavor earns for the organization.  Companies often 
organize their accounting based on the primary function of a department relative 
to revenue.  This accounting structure considers centers that are measured in 
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terms of revenue created to be revenue-centers, while other centers that produce 
infrastructure or support are considered cost-centers.     

This does not change the fact that the basis for the solution is to earn a profit for 
the organization.  Remember, there are no exceptions to the profitability rule.  
Cost centers exist within an organization for the purpose of accounting only.   
Though a project manager’s performance may not be measured in terms of 
revenue generated for the organization, the overall profit of the organization is 
directly related to the ability to develop successful project initiatives.  As a 
steward of the client’s investment in a project solution, a project manager has a 
direct impact to the profitability of the company.  

Unfortunately, there is a recent generation of project managers who have worked 
their entire careers within ‘cost centers’ that will tell you that they are not 
responsible for earning the organization a profit.  Remember, a company only 
invests money in efforts that earn a return – including human resources.  If a 
company is willing to pay ‘X’ for something, then that something must return 
‘X+Y’ for it to be a feasible solution or opportunity for the company.  This means 
that if the company pays ‘X’ for a project manager, that project manager must 
produce ‘X+Y’ for the company to justify the investment.  Cost centers are merely 
a way to organize a company’s accounting methodology.  On one hand, a cost 
center provides discrete metrics on which departments within an organization are 
responsible for the creation of revenue; on the other hand, it fosters the 
completely false impression that some roles in the organization are not 
responsible for contributing to the organization’s profit.  Because of opportunity 
costs and the time-value of money, a breakeven is considered a loss to a 
business.  The business must generate more than it spends or the business will 
eventually go out of business.  Again, there are no exceptions to this rule. 

The only reason a project is ever undertaken is because the development and 
implementation of a business solution is more profitable than not developing and 
implementing the solution.  In other words, it’s always about the Return on 
Investment! 

The Role of the Project Manager toward the Client’s 
Profitability 

Now that we’ve established that every project is about return, let’s apply this 
knowledge to the role of the project manager. 

1. Every successful project manager realizes that not only is the project 
about money, or return; more importantly, it’s about someone else’s 
money and return!  This understanding is the basis of the project 
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manager’s relationship with the client and why it is Client Focus Area 1 of 
the PM/COR model.  The project manager has been entrusted to be a 
good steward of the client’s money and this is the highest responsibility of 
all.  Every other component of the PM/COR is built upon this premise. 

2. Project managers bring value to the client by being service-minded at all 
times toward the client.  Project managers build and maintain professional 
credibility by demonstrating to the client that their role is to be supportive 
of the project and its ability to contribute toward client profitability.  A 
service-minded project manager understands her responsibilities and is 
eager to fulfill them. 

3. The client is the final judge whether or not the solution will aid them in 
achieving profitability. 

4. Demonstrate the commitment to credibility by making sure that you 
understand the client’s needs, goals and values.  Clients view project 
management as an investment, and project managers should as well.  
Take effort to understand the profit-motive of the client’s solution and you 
will earn credibility from your client.  Always remember it’s about the 
client’s solution, not only about your project. 

5. A project manager must demonstrate a sense of ownership in the project 
and the solution.  When a project manager becomes an integral part of 
the solution, the client will feel a sense of partnership with the project 
manager.  This partnership in delivering a successful solution is part of 
the foundation of the relationship between the client and the project 
manager.  Without a partnership with the client, a project manager will be 
set-up to fail.  The professional credibility of a project manager rests on 
his ability to partner with his clients. 

6. The project’s profitability is dependent on the information provided by the 
project team.  A dynamic business model keeps the client profit focused 
throughout the project life cycle.  The client makes decisions that have a 
direct financial impact to the business based on the information the 
project team provides.  Complete honesty with the client regarding the 
project effort allows them to be a good steward of their own money. 

When Profit Isn’t the Client’s Motive 

Though this model was built for those project managers working with clients in 
the private, for-profit sector, there is relevance of this model for those who 
manage projects for the public sector or for non-profit organizations. 
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It is important to consider that solutions that are not profit focused are still 
constrained by the limitations of an organization’s resources.  There is always an 
opportunity cost when a project isn’t implemented in the most effective way 
possible.  For example, a project undertaken to implement an information 
technology project for a state agency must consider the limitations of that 
agency’s budget.  If this project goes over budget, there may be many more 
days, months, or even years spent in requesting and releasing additional dollars.  
This could delay or even terminate a project and prevent a solution from 
benefiting the client organization.  Again, there is always an opportunity cost for 
all organizations regardless of the profit motive.  It’s always about the return an 
organization will receive.  The bottom line is that all clients look for “utility” 
whether profit driven or not. 

Key Points for Your Consideration 

 Profitability is your client’s driving force. 

 Clients choose to use your services if it provides them utility to do so.   

 Project managers have a responsibility to be not only a steward of the 
project, but of the manner in which the success of that project impacts the 
client’s profitability. 

 Project managers bring value to the client by being service-minded at all 
times toward the client’s profitability motive. 

 The project’s profitability is dependent on the information provided by the 
project team.   

 It’s always about the return an organization will receive. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. What is the fundamental rule of every business entity?  

2. Define the concept of utility. 

3. Why must project managers be aware of the client’s utility? 

4. Discuss the cost center myth. 

5. What lesson is important for project managers to understand related to 
profitability and the cost center myth? 

6. How does the project manager bring value to the client? 

7. Who is the final judge of whether or not the solution will aid in achieving 
profitability? 

8. Define how partnership between the project manager and client can be 
developed through the understanding of the Focus Area profitability. 

9. Why is information from the project manager and team to the client 
related to profitability? 

10. What should a project manager consider when profit isn’t the client’s 
motive? 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

The new billing solution would reduce the time and resource required to manage 
invoices and receivables significantly.  Between the speed of the new system 
and the reduction in billing errors, the client estimated a ROI of almost a million 
dollars per quarter once the new system was implemented.  In the beginning, the 
vendor delays and slight requirements changes seemed to be only minor 
inconveniences.  Kevin, the project manager, was always very casual in 
negotiating delays with the various project vendors.  He knew that if he were 
perceived as overbearing with his demands that the vendors meet the original 
schedule, things could get worse.  In the past, few projects of this magnitude that 
Kevin had managed were delivered strictly on schedule and his clients were 
never this upset.   

“Why couldn’t the client just understand that project delays happen when multiple 
vendors are involved in such a complex project?” Kevin expressed to a friend at 
lunch.  “Besides, this is such a big company that a paltry two-month delay in the 
completion of this one project couldn’t be a big deal.  I don’t understand why the 
client is so unhappy.  An 18-month effort that only runs 2 months over is a 
measure of pretty good project management if you ask me.” 

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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Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 Focus Area. 

2. What were the impacts/advantages to the project? 

3. What two changes/improvements can you make with your client and 
project related to this Focus Area? 
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Module 10 – Client Focus Area 2: 
Requirements 

Overview 

 

When Mark was first assigned the responsibility of working with the architectural 
analysts to document the requirements for the new building he had no idea how 
much effort would be required.  The requirements phase seemed to be going on 
forever.  Some days it seemed as if progress was being made, while other days 
seemed to raise more questions than answers.  Fortunately, the project manager 
practiced a systematic approach to developing project requirements that would in 
turn make the development of project estimates much more accurate.  

 

One of the most important functions of a project manager is to ensure that the 
client receives a true solution.  Most clients have a pretty good idea of the 
solution they want, but a not so clear view of the solution they actually need.  
Large corporations are full of environmental hazards that the client organization 
may not be aware of, much less understand the cost impact of these hazards to 
their solution.  An experienced project manager understands the importance of 
effective requirements gathering in order to fully understand the business need 
for the solution.  The experienced project manager also understands the future 
impact of poor requirements gathering down the road in terms of budget, time to 
completion, and the usability or functionality of the solution.  In other words, it’s 
more expensive to make things up as you go than it is to have a thoughtful plan 
in place in the beginning. 

Understanding Client Purpose 

The requirements phase of any project need not be difficult.  During this period of 
the project, the project manager should endeavor to understand the 
organizational environment and business processes that are relevant to the 
solution.  Before you get lost in the planning of deliverables and specific tasks 
and timelines, make sure that you understand why the client is willing to spend 
money for the solution, and what the client expects to gain in return.  Actively try 
to learn something about the business needs relating to the project at every 
encounter with the client.  If you discover that you haven’t learned anything about 
the business needs and processes over several exchanges, start asking 
questions.  Remember, the better you understand the business need for the 
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project effort, the better positioned you are to provide a true solution.  This 
investment to understand the business processes that drive the need for the 
solution will consistently demonstrate a commitment to your client’s strategic 
initiatives.  

 

Defining the Client’s Priorities 

Project managers and their teams are graded by their ability to deliver on the 
triple constraints of the project.  These constraints are the correct solution for the 
right cost to be delivered at the appropriate time.  What is correct, right, and 
appropriate must be discussed and documented.  There is always a choice to be 
made which of these three items will be the most critical to the success of the 
solution in the client’s world.   

For example, an accounting solution for one client may be planned differently 
than for another client simply because the first client is focused on having a 
solution by the end of the fiscal year whereas the second client is focused on 
having a solution that his users will find “effortless” to use.  The former client has 
different business motivations than the latter.  And, the project plan must be built 
with the priorities the client has around the motivations of time, cost, and a quality 
solution.  Therefore, requirements go beyond the workings of the solution itself; 
requirements also include how that solution must fit into the business. 

A successful project manager will take the time to ask the client what her 
priorities are and why. 

Discussion of Planning With the Client 

Unfortunately, it’s common for project stakeholders to underestimate the value of 
thoughtful project planning.  In an effort to spare the client the sticker shock 
associated with the planning phase, try reminding him that Albert Einstein once 
said that if he had 60 minutes to save the world from nuclear disaster he would 
spend 50 minutes planning and 10 minutes executing.  Now, granted your project 
probably doesn’t carry the responsibility of saving the world, but the point should 
be well taken.  Explain to your client that there is almost always an inverse 
relationship between the project planning investment and project costs; the more 
of one, the less of the other and vice versa.  

The project manager should discuss with the client the importance of proper 
project planning.  This means that the client must be told the necessity of 
planning not only toward gathering requirements, but also the design, build and 
test of the solution.  Complete and accurate project requirements result in more 
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cost-effective solutions.  In fact, the whole purpose of planning is to save money.  
It’s actually the risk of losing money, not project complexity, that drives the need 
for proper project planning.  Project managers should advise the client of the 
risks associated with incomplete or insufficient project planning from the very 
beginning.  Poor requirements will represent the most expensive issues the 
project will encounter. 

The requirements may not have to be complete for some development to begin.  
By understanding the significant phases of a project and the project 
dependencies, the project may begin development before the requirements are 
complete.  For example, a general contractor building a house doesn’t have to 
know what color the carpets will be before framing the walls and roof of the 
house and a software developer doesn’t need to know what color every button is 
going to be before beginning to build data tables.  The client may need to be 
educated as to how the project will be approached and phased, and why. 

Project managers should take the time to explain the project plan to the client 
while the plan is forming.  It’s important that the client understand what’s going 
on while they are investing in project planning.  A plan and status report written in 
Greek will only help those who are fluent in Greek.  In the same way, the plan 
and reporting formats should be focused on what the client is receiving more so 
than the actions the team must fulfill to achieve them.  This means that the plan 
should be deliverable-based as this is the focus of the client. 

Planning to Fulfill the Return on Investment 

If you don’t know where you’re going, how will you know when you get there?  An 
experienced project manager will generally have a better sense than the client of 
the planning requirements of projects, as well as the impact of poor project 
planning.  It’s important for project managers to communicate the significance of 
proper project planning to the client as a way to demonstrate an understanding of 
the ROI requirement of the project.  Some clients may see robust project 
planning as an unnecessary project expense.  Because of the dynamic business 
model, it is imperative that every project effort be planned carefully with an end in 
mind.  Poorly planned projects usually result in very expensive partial solutions 
for the client.  Any project could effectively continue forever without a measurable 
set of completion goals. 
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Key Thoughts for Your Consideration 

 Demonstrate to the client that you can ‘see’ the result. 

 Take the time to understand client priorities around time, cost, and a 
quality solution. 

 A project manager must demonstrate to the client that he is loyal to a 
common cause (the development of a true solution). 

 Demonstrate the commitment to credibility by making sure that you 
understand the client’s needs, goals and values. 

 A project manager must demonstrate a sense of ownership in the project 
and the solution. 

 Always remember it’s about the client’s solution. 

 The client is the final judge of quality and whether the solution meets 
expectation. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Requirements as part of the PM/COR model. 

2. Why is it important to consider requirements in the context of the client 
purpose, or business need? 

3. What three priorities should the client and the project manager discuss? 

4. Why is it important to understand the client’s priorities? 

5. Why should these priorities be written down and agreed to? 

6. When the client experiences sticker shock associated with the time and 
expense of the planning phase, what should the project manager discuss 
with him? 

7. Why should the project manager take the time to explain the project plan 
with the client while it is forming? 

8. Why should a plan be written as a deliverable-based plan? 

9. Explain educating the client as to how the project will be approached and 
phased, and why. 

10. How do requirements always relate back to profitability? 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

Three months ago, Jim’s client was pressing for the project to close the 
requirements phase and begin execution as soon as possible.  Jim knew the 
client had a firm implementation date for the solution and had spent a large sum 
of money on requirements and project planning.  There were a great deal of 
requirements already documented for the project, and when Jim started to feel 
the requirements were taking too long he agreed with the client that execution 
should begin while requirements analysis was ongoing.  Jim’s new approach to 
the project was to start building what was already defined, and work additional 
requirements in along the way.  The client readily agreed to this plan, motivated 
by the need to have a new solution in place on time.  When the ‘collective 
realization’ was made that the project would not be delivered on time, the stress 
on the project team became noticeable.   

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? 

Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 Focus Area. 

2. What were the impacts/advantages to the project? 

3. What two changes/improvements can you make with your client and 
project related to this Focus Area? 
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Module 11 – Client Focus Area 3: Risk 

Overview 

 

Samantha was shocked when she heard the news.  She understood from the 
beginning that a project so complex would likely experience some form of trouble 
along the way.  Throughout the project planning phase, she gave the project 
manager every resource requested in order to accurately map and plan the 
project effort.  How could so much be invested in project planning, yet the project 
be in such disarray?  Last week, new government regulations combined with the 
addition of the company’s implementation standards caused Samantha to 
wonder if the project effort could overcome the new obstacles and provide a cost 
effective solution.  When she heard that a primary vendor on the project had filed 
for bankruptcy protection this morning, she felt like giving up.  How could things 
have gone so terribly wrong? 

 

Risk is an expected and natural part of a project’s lifecycle.  It is true that there 
are more things in this world that we know we don’t know than things we hold as 
certainties.  In the complete absence of risk there would be no need for project 
management.   As projects are undertaken to provide a specific solution to a 
business need, any project carries risks.  The risks of wasted resources, lost 
time, squandered opportunity and poor organizational morale are inherent to 
every project.  Because there is always some amount of uncertainty in the world 
of project management, risk will always be a part of the project equation.  
Because risk is inherent in every project, it is important that risk is discussed 
openly with the client. 

There are two types of risk that you must focus on with your client: 

1. What are the things that your client is worried about?  – Business Risks 

2. What should your client know that you are concerned about? – Project 
Risks 

Understanding Your Client’s Business Risks 

Most project managers consider risk to be those uncertainties that will impact 
their ability to deliver the right solution at the right time and cost.  We think of risk 
in the paradigm that it impacts us the most – delivering the project.   
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However, clients often look at risk from the point of view of the business.  They 
consider the business risks surrounding the new solution.  It is true that the 
business risks your client faces may not be your responsibility to solve; however, 
knowing what those risks are gives the project team a better understanding of 
priorities around delivery of time, cost, and quality.  Further, risks your client may 
have can be mitigated in the project plan.  For example, the client who is very 
worried about the solution not being accepted by her users is concerned about 
more than the fact that the project team delivered a great solution on budget and 
right on schedule.  She is worried about the implementation of that solution over 
the solution’s life.  A project team who understands this concern can develop 
strategies in the project plan to assist her in reducing this risk.  Other business 
uncertainties your client may face include such things as the threat of across-the-
board cuts to the budget, changing market climate of the industry, changing 
competitive environments in which they work, business leadership moving in and 
out of the organization, and a host of other items.   

An effective project manager will take the time to ask clients about the things that 
they are concerned about – the uncertainties that would create threats to the 
success of the solution within the business.  This information assists in 
developing a stronger project plan as well as helping to communicate to the client 
that you empathize with the uncertainties of this new solution in the business 
environment. 

 Developing Client Understanding of Project Risks 

The risks that project managers are usually more familiar with are project 
uncertainties.  And, there are many types of risk that threaten our ability to 
successfully deliver, including resource risks, vendor risks, delivery and 
technology risks, and the list can go on.  These are the risks that are typically 
more alien to our clients.  They may not understand them or even recognize the 
potential impacts of those risks on them as clients.  Project risks are internal risks 
that jeopardize a project team’s 
ability to successfully deliver on 
the triple constraints of time, 
cost and a quality solution.  
Clients must be educated as to 
what project risks are and the 
impacts of those risks on the 
business success. 

The Client
The Project 

Manager
RiskThe Client

The Project 
Manager

Risk
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Time, Resource, and Technical Risks 

Every effort to implement a business solution carries the inherent risk that time or 
resources will be lost along the way.  This erosion or loss of resource throughout 
the project is known as project shrinkage.  Shrinkage occurs in any event where 
a dollar invested in the project is not translated into more than a dollar’s worth of 
additional project value.  This could be the result of a less-than-qualified team 
member that takes consistently more time than estimated to complete a work 
segment, or it could be attributed to an unanticipated technical failure that 
hinders the project’s advancement. 

Risks of Poor Planning 

Project planning is a function of the business requirement to maximize profits 
while minimizing losses.  In the absence of this constraint, there would be no 
need for project planning or project managers.  Project efforts are planned and 
managed carefully for the express purpose of achieving the maximum gain for 
the project investment.  Therefore, any risks that arise will impact the project.  
Because the cost effectiveness of the solution is a function of project costs, risks 
and the project shrinkage that may result is a very real threat to the ROI of any 
project. 

Project managers address this reality by understanding that risk planning is the 
best way to protect your client’s investment throughout the project lifecycle.  The 
best risk planners have the ability to use imagination in regard to risk planning 
and may even be perceived as being a little paranoid.  Remember, it’s not really 
paranoia if you’re a project manager or a secret service agent protecting the 
president; it’s all part of the job description.  And, each project may require a 
different level of commitment to risk planning. 

For example, let’s say that you accept the task of developing a spreadsheet for 
your team that tracks vacation days.  With only six people on your team you 
begin right away building a tool to replace the commonly understood dry-erase 
board in the team room that currently tracks vacation days.  You estimate that it 
will take you one hour to develop the new Vacation Tracker.   Most professional 
project managers would not invest the time required to develop and manage a 
project plan for a project that seems so innocuous and takes only an hour to 
complete.   For comparison, let’s imagine that you’ve accepted the responsibility 
to build the same Vacation Tracker, except this time you are required to build a 
tool that will be used by 250 employees from various departments spread across 
the country.  The largest of the new departments do not have a current method 
for requesting, approving, and tracking vacation days.  These employees consist 
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of your newly reorganized client care organization where staff utilization is a key 
component to your company’s success.  In this scenario any competent project 
manager would insist that a project plan and a risk plan be developed and 
managed.   

It’s All About the Investment 

Why?  It is because the risk of loss in the event of project failure is too great to 
the organization.  Contrary to the intuition of most organizational leaders, the 
need for project and process management is not driven by project complexity but 
rather by the risk of the solution’s failure to benefit the business.  Many leaders 
will associate project complexity with the need for more resources (capital, 
people, hardware and software) and subsequently recognize the need for project 
management.  Though complexity may amplify risks, it isn’t the idea of project 
complexity that keeps our clients awake at night – it’s the thought of losing the 
investment as a result of not managing that complexity responsibly.  The greater 
the risks associated with business failure the greater the need for process 
management to control the investment. 

Risk Planning Aids the Client 

To the client, the project manager’s ability to foresee risks and guide the solution 
effort though troubled times is often the difference between a true solution, a very 
expensive partial solution, and complete project failure.   A professional project 
manager understands the significance of proper risk planning and always 
advises the client accordingly.  Remember, the client places a lot of trust in the 
project manager to be a responsible steward of the client’s resources.  A formal 
risk plan assures the client that you are prepared to respond to project risks.  
Discuss with the client that risk planning is not to be seen as a negative, but 
rather a method that allows the stakeholders to remain realistically optimistic.   

Unforeseen Risks 

The risk plan should also include a process for the ongoing, re-evaluation of risk 
and the identification of new risks with their response plans throughout the 
project effort.  It is also imperative that a project manager explains that 
unforeseen risks can arise during project development, and that these risks 
generally carry the greatest risk to the project.  It is very important that the project 
manager and client agree in advance how these unforeseen risks will be 
addressed.   A predetermined process for handling unforeseen risks will 
demonstrate to the client that you take your responsibility to protect their 
investment seriously.  Make sure that the unforeseen risk plans are presented as 
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a partnership between the client and the project manager.  Craft the language of 
this section in such a way that acknowledges the partnership between the client 
and project manager in regard to handling future risks and project issues.   The 
plan should include whether or not there will be a management reserve for 
unforeseen risks and a process for how reserves can be tapped along with 
specific roles and responsibilities for both the client and the project manager.  
Ambiguity in either party’s responsibility here will provide an opportunity for 
conflict later. 

The unforeseen risk planning process prevents the client and project manager 
from becoming adversarial when new risks arise.  Developing a plan in advance 
to handle new project risks will assure that if significant project risks or issues 
occur, you will already be positioned as a partner with the client.  This assures 
that the focus remains on solving the problem at hand rather than whom to 
blame. 

Unforeseen Risks Materialize Into Issues 

A project manager must demonstrate conviction and character in the 
management of actualized risks that have materialized into project issues.  Just 
as there must be a process for risk, there must also be a process for managing 
the issues, or materialized risks.  This process needs to be established and 
discussed with the client in advance of its use.  When issues arise, the project 
manager must act as the client’s ‘champion’.  This means that the project 
manager serves the client in a capacity that protects him from danger.   

There are times when a project manager must make unpopular 
recommendations in order to guide the client and the project away from harm.  
Sometimes, a project manager must risk harm to himself politically in order to 
protect the client’s interests.  This requires both a strong conviction in your 
beliefs regarding what’s best for the client, as well as the personal characteristic 
of courage in facing adversity or a crowd of peers who disagree with you.  A 
client deserves a project manager that is both confident enough and strong 
enough to take the path of greater resistance if that path best reduces problems 
for the client. 



PM/COR 
The Project Management Client Oriented Results Model  

Module 11 – Client Focus Area 3: RISK 

www.prodevia.com 

 
90 

Key Thoughts for Your Consideration 

 Every project holds uncertainty, and as such, every project carries some 
risk. 

 Your clients have a set of business risks that you need to be familiar with.  
What are they worried about, and why? 

 Your clients need to understand the project risks that you are concerned 
with, and why. 

 Your clients need to understand the process that will be used for 
managing risk in the project, and the project manager needs to explain 
that process to them. 

 Unforeseen risks will be a part of the project equation – have a method to 
manage them through the ongoing risk response development and 
through an issues resolution process.  Ensure that the client understands 
this process. 

 Your clients need to be informed in an ongoing way how risk is affecting 
the project.  Hold regular meetings with them to discuss risk. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Risk as it relates to the PM/COR model. 

2. What are the two types of risk that a project manager must focus on with 
the client? 

3. Why is it important that the project manager should look at risk from the 
point of view of the business? 

4. What are the advantages to the client when a project manager takes the 
time to ask the client about the risks that he is concerned about? 

5. What are project risks? 

6. Why should the client be educated about project risks? 

7. What is the relationship between risk and profitability?  How does a 
project manager use this information to discuss risk with the client? 

8. The need for additional process around risk management isn’t so much 

driven by project complexity, but rather by______________. 

9. Why discuss with the client how risk planning on the project will occur? 

10. What discussion should a project manager have with the client around 
unforeseen risk? 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

The building was close to completion when the conversations about a labor strike 
grew serious.  Of the crews that were required to finish the building, the 
electricians and plumbers belonged to a labor union that was negotiating a new 
contract.  The company seemed willing to take a stand with their most recent 
offer, and the union was set to strike.  When the client asked Rebecca, the 
project manager, how a labor strike would impact the project, Rebecca 
responded with, “I’ve been in this business for over 10 years and there’s never 
been a real strike.  They’ve always worked it out in the past and there’s no 
reason to believe anything different will happen this time. It’s not something that 
we should worry about.”    

Two weeks later, when Rebecca learned the client had signed a lease with a 
tenant that would take immediate occupancy of the entire building upon 
completion; she found it hard to celebrate.  Earlier that same day a strike was 
called by the labor union, and the electricians and plumbers walked off of the 
project site.  That was a week ago.  If the building wasn’t complete and ready for 
occupancy soon the client stood to lose the lease that had already been signed 
on the building. 

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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Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 Focus Area. 

2. What were the impacts/advantages to the project? 

3. What two changes/improvements can you make with your client and 
project related to this Focus Area? 
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Module 12 – Client Focus Area 4: Change 

Overview 

 

Thomas, the client, couldn’t believe the news regarding the additions to the 
company’s product line.  Executives had been promoting the new product line 
within the company for a year now, but there were so many restarts, date 
changes, and reconsiderations that he would have never guessed it would 
happen next quarter.  He was two months from completing the new sales system 
that calculated sales commissions, taxes, rebates, and margins on every product 
the company offered.  Well, at least every product the company offered last 
week!  He always had faith in the project team and knew that there was a plan for 
addressing change requests.  He also knew that every project change he’d ever 
been involved in of this magnitude so late in the development phase was a 
harbinger of disaster.  He wished that he didn’t have to make the request, but he 
had no choice.   

He documented the change requests according to the change control agreement 
in the project plan and sent it to the project manager before leaving for lunch.  At 
least this way, he thought, he wouldn’t be in the office to face the shrieks that 
were sure to follow the request.  When he returned from lunch he already had an 
email response from the project manager regarding his change request to add 17 
new products to the existing 42 products already included in the new system.    

“Thomas, out of all the things you could have asked to be changed this late in the 
project, a product line change is the easiest of all.  The change that you have 
requested will require an estimated additional 12 hours of development time to 
implement and will have no impact on the scheduled completion date of the 
project.  Please respond to this email directing me to implement the change 
request along with the names and metrics for the new products as soon as 
possible so they can be added to the tables and manuals prior to user-
acceptance testing.” 

 

Change as a Necessary Component of A Dynamic 
Business Environment 

Every business operates within a relatively dynamic business environment.  As 
established in Client Focus Area 1, Profitability, competition dictates that a 
business must develop cost effective solutions.  This reality presents a paradox 
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inherent to all project efforts; planning must be performed based on what is 
known or assumed at the time the solution is initiated, yet the business 
environment that requires the solution is likely to evolve during the project life-
cycle in such a way that it may impact the cost effectiveness of the solution.  In 
this sense, providing business solutions is not very different from building a 
sandcastle on the beach as the currents and tides of the sea changes. 

The cold, hard fact of a dynamic business environment means that solutions will 
be envisioned based on what is known during a snapshot of time.  As the 
organization attempts to maintain harmony with the market, the environment 
changes before them.  Often these changes cause a material impact to the cost 
effectiveness of a solution as it was originally envisioned and invested in by the 
client.   

Project Change as a Refinement of the Solution 

Change often comes with better understanding.  Every client has this 
fundamental understanding and as such has an inherent sense that they may 
refine their solution throughout the development process.  Remember, the client 
is expecting a true solution.  A solution that is no longer a “true solution” for the 
business is wasted money in the mind of the client.  This changing business 
environment means that every project manager should expect that there will be 
changes to every project.   

Change and the Sunk Investment 

There are some cases, however, where the client will focus so much on what has 
already been spent that it can be difficult to let go of one idea in favor of another 
simply because of what could be called a “sunk investment” of money and 
energy.  If the client is averse to changes that would truly be in their best interest, 
it is important that the project manager share this information with the client in the 
best way possible.  In the end, however, it is the client that will make the final 
choice. 

Change Control Planning For Your Client 

Since change is going to happen anyway, you may as well have a plan to 
manage it when it occurs.  The project change control process is significant 
because it both establishes the expectation of all parties that change is a normal 
and expected function of the delivery of almost every business solution, and it 
formalizes the process for the invocation of a project change.  By expressing to 
your client that you understand that a dynamic business environment often 
results in a somewhat dynamic evaluation of a true solution, you reinforce the 
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most important common ground of all; that you will work together to provide a 
true solution. 

Explain to your client that by developing a sound change control process you are 
better positioned as a project manager to be a responsible steward of their 
resources.   Discuss with clients how the process works and how it benefits 
them.  Though many organizations have a process to control change, they don’t 
often communicate the benefits of it to the client.  Change control actually 
defends your client’s money by helping to ensure that the solution they get is the 
solution they need.  In the absence of a thoughtful change control plan, the 
proposition of a small change can slow the entire project down, thus wasting 
money and time.  By reinforcing to the client that project change will always be 
their prerogative, they are more likely to be a constructive part of any future 
dialog regarding project change. 

Some changes that may be requested could be zero impact to the project, while 
others could be cost or time prohibitive.  The fact is that the project team can’t 
advise the client as to the impact of the change unless the client asks for the 
change to be evaluated.  Also, the client can’t evaluate the ROI impact of the 
change until the project team considers the impact of the change request to the 
current scope of work.  Rarely is the project manager in a position to determine 
the cost effectiveness of any proposed change to the deliverables.  Therefore, 
every project manager should look at project change as one of the keys to 
project success, not a barrier causing project failure.  A change request should 
always be first approached as an opportunity for the client and only after review 
may it be decided by the client that the change is a threat. 

Asking for Change 

It’s not enough to wait until the client comes to the project manager when he has 
an idea for a change.  Instead, a project manager should always be proactive in 
dealing with project change.  

The project manager should regularly ask the client about change! 

That’s right; a project manager should consistently ask the client what new 
discoveries he has made that could improve the solution.  If the project manager 
approaches the client in this way, it reinforces the message to the client that the 
project manager understands the dynamics of the business.  It allows the project 
manager and team to work more proactively toward the identification and 
assessment of new changes to the existing project plan in order to provide a true 
solution in light of new information.   
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The additional advantage of asking the client about possible changes that are on 
his mind is this – the client will be less likely to circumvent you.  A client that 
believes you have an open ear is more likely to go to you first. 

The issue of change requests should be proactively addressed at every status 
meeting the project manager has with the client.  Make sure that your client feels 
comfortable making a change request.  A client that has become cynical 
regarding the impact of project change will be less inclined to submit a change 
request   Make sure that your client knows that you understand your 
responsibility to provide the most cost-effective solution in a changing world.  
You’ll find this is a fantastic way to establish and maintain credibility with the 
client.  

Change and Risk 

It is important to have a discussion with the client as to the possible risks that 
may be incurred by introducing a change.  Again, clients must always, in the end, 
decide if these risks are worth taking; however, our role as project managers is to 
consult with them regarding the risks that change can create for them.  For more 
information on the discussion of risk with your client, see Focus Area 3, Risk. 

Because the purpose of the project effort is to return a profit for the client, 
combined with the fact that the client is the final judge of the solution, it is much 
more important that the client like the solution than the project manager like the 
solution.  Explain to your client from the beginning that project changes will 
almost always come down to two things; time and money.   Also, make sure the 
client understands that the cost of implementing change is generally higher as 
the project goes on.  Effective use of the change control process allows you to 
effectively communicate this to him.  Talk to your client in person about the 
pluses and minuses of the proposed change – give him the information that he 
needs to make the right choice for the business! 

Change is Good for the Project Manager Because it is 
Good for the Client 

The true impact of project change can be defined simply as time and money.  A 
project manager should always accommodate any change that is both aligned 
with the client’s strategy and the client can afford in terms of time and money.   

It is inconsistent with the service mindset that a project manager should be 
averse to evaluating and implementing project change!  Change can be better for 
your client, and that means it is better for you, too! 
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Common Sources of Project Change Requests 

1. The incomplete documentation of project requirements will almost always 
result in project change. 

2. A reorganization of the company or controlling department may cause 
changes to a project. 

3. A realignment of the organization’s strategic goals may cause project 
change. 

4. The shifting of significant political alliances within the leadership of an 
organization may initiate project change. 

5. A change in the project’s budget or date requirements is often the 
predecessor of project change.  Even a slight increase or decrease in the 
project budget or time requirements may cause project change. 

Other Variables That May Cause Project Change 

1. Government agencies or other organizations that hold regulatory 
oversight may make changes to the applicable standards during the 
project effort. 

2. Vendor bankruptcies, breach of contract, or general failure to perform 
may cause project changes. 

3. The organization’s economic market may evolve during the project effort 
in such a way that forces project changes. 

4. Finally, either unforeseen or unmitigated project risks that arise, 
regardless of the origin, may cause project changes.  



PM/COR 
The Project Management Client Oriented Results Model  

Module 12 – Client Focus Area 4: CHANGE 

www.prodevia.com 

 
99 

Key Thoughts for Your Consideration 

 Change is a necessary component of a dynamic business. 

 Change assists in refining a solution that will be more pleasing to the 
client. 

 A project manager should take the time to discuss the risks associated 
with change.   

 A project manager should discuss the process for change control, how to 
utilize it, and why it positively aids the client and the solution. 

 It is appropriate and service-minded to ask the client for possible changes 
that she may be considering. 

 Change is good for the client, and that makes it good for the project 
manager, too. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define change related to a dynamic business environment. 

2. Define change related to refinement of a solution. 

3. Explain the concept of sunk investment. 

4. Why is it important to explain sunk investments to the client? 

5. Why is change control effective for the client and the project? 

6. What should be explained to the client regarding change control? 

7. Should change first be viewed as an opportunity or a threat?  Why? 

8. Why should the project manager ask the client for possible changes? 

9. How is change good for the project manager? 

10. Explain why a project manager must consider Change in relationship to 
the other Client Focus Areas. 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

 “Why don’t they understand that we need to be left alone in order to build the 
solution that is already defined?” Sharon, the project manager, kept thinking.  
The client called a change meeting for the second time in two weeks.  One 
change after another had placed the project behind schedule and significantly 
over budget.  Sharon felt that with every change request the client was setting 
the project up to fail.   After the first couple of change requests were approved, 
the client sent change requests in regularly for two months.  The change request 
log was up to 27 change requests during the first 8 weeks of development, and 
Sharon knew that she had to start denying the new requests to keep the project 
on schedule.  She sent the client an email that explained the project could not 
accept any more change requests for the current solution.  Sharon suggested 
that the client keep a list of the changes they would like so that a future project 
team could consider them as potential enhancements. 

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? 

Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 Focus Area. 

2. What were the impacts/advantages to the project? 

3. What two changes/improvements can you make with your client and 
project related to this Focus Area? 
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Module 13 – Client Focus Area 5: Politics 

Overview 

 

Jessica had been concerned that Suzanne, the new client account manager, was 
undermining the project by promising the client everything under the sun.  
Suzanne wouldn’t be bothered by evaluating the cost or impact of the changes, 
much less if the requirements could even be met.  She felt that it was her job to 
simply say ‘yes’ to every project requirement request the client offered.   

During the prototype demo last week, the client asked to see a feature that she 
was promised which had never been communicated to the project team.  This 
morning, the client asked about a few new features that Suzanne had promised 
the client that not only weren’t communicated to the project team, but were not 
even possible to build.  Jessica had worked with this client for two years before 
Suzanne joined the team and always had a wonderful rapport with the client.  
Growing tired of the delays and costs that Suzanne’s involvement was causing 
the client, Jessica asked her director to have Suzanne removed from the project 
team.  After a brief investigation into Suzanne’s contributions to the project, she 
was transferred to another project.  For months afterward Suzanne would scowl 
at Jessica when they passed in the hall.  On several occasions, Suzanne has 
attempted to justify her proposed elimination of Jessica’s position to the client 
organization as a way to ‘streamline’ the project office.  It was no secret that 
Suzanne held a great deal of personal animosity toward Jessica because she 
had requested her removal from the project. 

 

Politics Are Relationships 

Politics in business may best be defined as the influence that relationships play 
in the operations of the organization.  Business politics generally come in two 
forms.  In the first form, people are associated with those that they trust through 
experience, and who are likely to be key contributors to business solutions.  The 
second form occurs when people associate themselves with others for the 
purpose of ‘success by association’.   Most small organizations experience more 
of the first form of politics than the second form.  A smaller organization will likely 
operate more efficiently placing more focus on ‘what you contribute’, than ‘who 
you know’.  The larger the organization, the more likely the second form of 
business politics will occur.  Large, complex environments where many people 
are participating in the ‘success by association’ brand of business politics are 
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much more difficult to operate in, and are consistently less effective as a result.  
This environment is complicated by personal alliances that hold business politics 
as a higher priority than the business needs.  Anytime a business decision is 
made for reasons other than what is best for the business, the business as a 
whole suffers.  Organizations that select candidates based on professional 
credibility will be more effective and profitable. 

It’s All About Relationships 

Relationships drive business decisions because business leaders prefer to do 
business with people they trust.  The leadership of an organization will often 
place people in a position of responsibility based on a personal relationship that 
they may have with a person.   If the relationship is based on a history of 
successful performance by the candidate, this is a demonstration of the first, 
healthy form of business politics.  If the opportunity is being offered to a 
candidate with little or poor experience because the candidate’s brother-in-law is 
the vice-president that controls the department budget, the promotion would 
represent the second, more harmful form of business politics.  Because most 
business decisions are based on personal relationships, it is accurate to say that 
most business decisions or promotions have some basis in politics.  One form of 
business politics represents the conviction of the leadership and employees to 
act in such a way that benefits the organization over themselves, while the other 
form of politics involves leaders and employees acting in such a way that may 
benefit themselves at the expense of the organization. 

The Political Landscape 

The political landscape of any organization is established and maintained by the 
executive leadership.  The executive leadership of an organization sets the tone 
of the politics both by example and by what is tolerated.  If those with hidden 
agendas who act out of a self-serving motivation are rewarded with promotion, 
the behavior is likely to spread.  Generally speaking, the executive layer of an 
organization experiences more of the first form of business politics. 

The middle management within an organization is more susceptible to the 
second form of business politics.  The competition associated with those in the 
middle of the organization may result in more manipulative behavior than interest 
in building true business solutions, if allowed to grow unchecked. 
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The Influence of Politics on Your Client Relationship 

The political environment of the organization will influence the client’s interaction 
with the project manager.  Clients must operate within the political context of the 
client organization, just as the project manager must operate within the context of 
the delivery organization. 

The presence of two different political climates often provides an opportunity for 
conflict between the client and project team.  It is important for the project 
manager to consider that her obligation is always to the client.  This is a very 
difficult standard to apply when a project manager gets conflicting direction from 
the client and her own management structure.  In many instances, a project 
manager does not formally report to the client, but rather reports to the 
management structure of the delivery team.  A project manager should always 
default in the best interests of the client, not in his own best interest.  When a 
direct conflict arises in this regard, the project manager should request a meeting 
with the parties represented to resolve the conflict.  As a matter of professional 
credibility, only proceed in a direction that you feel is detrimental to the project 
when your client understands fully that your objections have been heard and 
overruled. 

An organization that allows the second form of politics to fester may in time reach 
the dangerous point where ignorance will silence knowledge and where facts 
may be squelched by beliefs.  When the business decisions of an organization 
are predominately driven by a ‘who knows whom’ mentality, there will likely be a 
marked shift to marginally competent executives supported by less competent 
managers.  Departments will be led by those who have been promoted over and 
over again based on popularity or time served, rather than a proven skill-set and 
a history of sound professional judgment.  Unqualified leaders are less likely to 
include qualified people within their ranks, and it becomes an issue of self-
preservation for the unqualified to promote the unqualified.  This focus of priority 
on themselves rather than the creation of business solutions may translate into 
very expensive solutions, and very little professional credibility within the 
organization.   

Ultimately, this organization will either realize that qualified people are more 
important than popular people and change the environment, or the organization 
may collapse.  The business is more likely to come apart in a political 
environment where the bindings to the business needs that hold it together have 
been dissolved. 
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Conviction and Commitment 

A project manager must demonstrate conviction and character in the 
management of the project.  In the face of political project issues, be sure to be 
guided by the delivery of the client’s true solution.  The project manager should 
always demonstrate that he is committed to the success of the project above 
himself.  The client’s main concern is delivering a true business solution, not 
sponsoring a project manager popularity contest with his team.  There may be 
time when a project manager may have to take sides with the client to the 
chagrin of his project peers and/or management.  This will require a project 
manager with strength of character.  Demonstrating this type of courage in the 
face of project adversity is a significant component of establishing and 
maintaining professional credibility with the client. 

When conflicts arise, use shared values to assure that problems are solved by 
principle.  Focus on the problem, not the people involved.  Professional credibility 
is built and maintained by placing a higher priority on the problem than the 
people. 

The Influence of Facts and Opinions 

One way that we may successfully negotiate the political influences of the 
organization is to learn to actively differentiate between fact and opinion.  When 
communicating with the client, it is important that a project manager be mindful of 
what is a fact and what is an opinion when developing true business solutions.   
For more information on the subject of Facts and Opinions, refer to the 
Competency, Managing Expectations, page 69. 

The Politics of Being a “Yes” Person 

People become afraid of the client when they believe that if they fall out of favor, 
bad things may happen to them and their projects. Chances are, however, if the 
client gets angry it will be in response to something material, not an arbitrary 
emotional outburst.   The big question becomes this; “What makes the client 
angry?”  This is almost entirely dependent on the character and experience of the 
client in question.  A client that welcomes both critical comments and accurate 
status reports is less likely to become angry when confronted with an issue.  On 
the other hand, the client that suppresses critical comments and prefers 
‘polished’ status reports is more likely to be emotional when things aren’t going 
well.  A project manager that is dedicated to providing the client a true solution 
will not be tempted to become a ‘yes’ person, and over the long haul will earn 



PM/COR 
The Project Management Client Oriented Results Model  

Module 13 – Client Focus Area 5: POLITICS 

www.prodevia.com 

 
106 

professional credibility in return.  Professionally, it is more important that you are 
considered competent than well liked.   

Key Thoughts for Your Consideration 

 Politics is about relationships. 

 Politics is improved through trust. 

 Stay committed to the client’s cause when your organization puts political 
pressures on you. 

 Remember that in playing politics, your obligation is always to the client. 

 Remember to consider facts and opinions when confronted with conflict 
related to politics. 

 When in conflict, focus on the problem, not the people. 

 Don’t be a ‘yes’ person.  It is more important that you are considered 
competent than well liked. 
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Review Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions in your 
student journal. Check your answers with the Suggested Answer Key. 

1. Define Politics as it relates to the PM/COR model. 

2. Explain how politics relates to relationships. 

3. Explain the influence of politics on your client relationship. 

4. Who does the project manager always have an obligation to when there 
are conflicts between the politics of the client organization and the 
delivering organization? 

5. If there is a conflict between the organizations, what should a project 
manager do? 

6. How should a project manager conduct herself in an organization with a 
“who knows whom” variety of politics? 

7. Define what is meant by the statement “A project manager must 
demonstrate conviction and character in the management of a project.” 

8. Related to politics and problem solving, how does a project manager build 
and maintain professional credibility? 

9. What skill can significantly assist a project manager in navigating through 
the Politics of an organization? 

10. What are the dangers of becoming a “yes” person? 
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Case Study Questions 

The following case study and corresponding questions will assist you in applying 
the material in this course module.  Answer the case study questions in your 
student journal. Check your answers with the Suggested Answer Key. 

Other workers, on various unrelated projects that shared the area of the building 
with Mike’s project team, had been overheard speculating on what time Eric 
would be in the office.  Mike felt that it set a bad example for the others that Eric 
was late getting to his desk every day last week, and that the morale of the 
others was being adversely affected by his seemingly casual schedule.  When 
the issue was raised by another project manager at yesterday’s weekly meeting 
with the department director, Mike assured everyone that in the future Eric would 
be at his desk every morning on time, no matter what.  

The next morning Mike placed a handwritten note in Eric’s chair asking him to 
come by his office as soon as he arrived.  Around 9:45am, Eric knocked on 
Mike’s open office door, was welcomed in and sat down.   

“Eric, you know how much I appreciate your hard work on the project, you’ve 
been here longer than anyone else and certainly have the best knowledge of the 
networks,” Mike began.  “But, lately there have been some concerns about the 
time of morning that you get to your desk.”  

“Every day last week and this week so far, I’ve been meeting a vendor engineer 
at the data center at 6:00am to reconfigure the satellite network,” Eric replied.  
“We have to complete our work before the network switches over at 9:00am our 
time, which is 8:00am local time where the network resides.  We only have a few 
hours every morning to complete each stage.  So, I’ve been getting into the data 
center by 6:00am, and we still have another couple of early mornings of work 
before we’re ready for the upgrade.  That’s why I haven’t been at my desk until 
just after 9:30am lately.”   

“The reason doesn’t matter,” Mike offered.  “Your morning schedule was brought 
up at yesterday’s weekly meeting as affecting the morale of the others and 
setting a bad example.  I’m your manager, and anything that makes you look bad 
makes me look bad. I promised my director that you would be at your desk first 
thing every morning starting tomorrow.  If you have to, leave the data center and 
come to your desk early in the morning so that the others see that you are 
present and contributing, then return to the data center to complete your work.”   

“To comply with that would compromise the schedule of the project upgrade, 
Mike,” Eric said. “Because we have to save our work in batches every morning, if 
I leave between 7:30am and 8:00am and come to my desk and then return to the 
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call center, it will take another several days before we can upgrade.  I’m pretty 
sure this vendor engineer charges by the day.”  

“I’ve told you what I want you to do, Eric.  I’m the project manager, and I’ve 
worked hard for the opportunity this project represents.  If this project goes well, 
I’ll be considered for a senior position this Spring, and I’m not about to 
compromise that by letting my director think that I can’t control my team.  I don’t 
care what it interrupts; from now on you are to be seen at your desk first thing 
every morning.” 

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? 

 

Student Journal Questions 

The following student journal questions will assist you in looking introspectively 
toward the material in this course module.  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 Focus Area. 

2. What were the impacts/advantages to the project? 

3. What two changes/improvements can you make with your client and 
project related to this Focus Area? 
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Client Focus Areas Crossword Puzzle 
1

2

3 4

5 6

7

8

9 10

11

12 13

14 15

16

17 18 19

20

21 22 23

 

Across 

2 The need for risk planning is not driven by project __________ but rather by the risk of the 
solution's failure to benefit the business. 

3 The impacts of a dynamic business need upon an established project solution. 

5 The impact of the business and cultural environments upon the solution during the project 
lifecycle. 

7 Think of the five PM/COR Client Focus Areas as the _____________of the client.  

8 The concerns a project manager has around delivering a quality solution on time and on 
budget. 

11 The false impression that certain individuals in an organization are not responsible for 
profitability. 
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12 It is important to understand the client's priorities around cost, ______ and a quality solution. 

14 Politics is all about __________. 

15 The concept of limited resources. 

16 The five Client Focus Areas can be evaluated to be both independent and __________ of 
each other. 

17 Project planning is an ___________. 

19 Requirements is not only about what the client wants, but also what the client _______. 

20 The concerns for the future of the solution, both during its development during the project 
lifecycle as well as after the solution is implemented. 

21 When building a project plan, make sure that it is ________-based such that it can be 
discussed with the client. 

22 One of the best ways a project manager can work proactively toward the identification and 
assessment of new changes is to _____ the client for them. 

23 It's always about the ________. 

Down 

1 Something for something more. 

2 PM/COR views the project from the eyes of the _______. 

3 __________ defends your client's money by helping to ensure that the change he gets is the 
change he needs. 

4 It is more important to be considered ____ than well-liked. 

6 The qualities and characteristics of the solution being built as well as the timeframe and cost 
of the solution. 

8 The return on the investment of the solution your project is delivering. 

9 Change is good for the _____ when it's good for the client. 

10 When in conflict, the obligation is always to the_____. 

13 The worries the client has. 

18 People develop trust in people that share in both their ______ and goals. 
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Module 14 – The PM/COR Focus Points 

Overview 

The PM/COR model identifies 25 Focus Points.  Consider these 25 points as the 
interactions and expressions of a Competency demonstrated within a Focus 
Area.  It is the Focus Points that best articulate the PM/COR model.   

This course to this point has discussed the Competencies and the Focus Areas 
from an overall view.  The Focus Points serve to establish a key set of behaviors 
and interactions that build and maintain professional credibility between a project 
manager and his client.  Consider the Focus Points as your guide to better 
understanding where you may already be serving your clients positively as well 
as identifying ways of building and maintaining better communications and 
relationships with clients.   
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Profitability   

Focus Point 1 – Honesty/Profitability 

A project manager demonstrating professional credibility will: 

 Understand how project success contributes to ROI, or he will be honest 
about it if he does not. 

 Always share information which would be in conflict with the client’s belief 
that the project solution will be profitable. 

 Always share material information that could change the way the client 
views profitability. 

 Always have the courage to say what needs to be said - even if this 
means advising the client to cancel the project in favor of a more 
appropriate alternative - because it better serves the client’s ability to be 
profitable.   

Focus Point 2 - Capability/Profitability 

A project manager demonstrating professional credibility will: 

 Always evaluate the profitability of a solution from its useful life instead of 
the more limited view of the project life. 

 Always lend experience and knowledge to assist the client in better 
understanding how to make the solution a profitable one. 

 Always explain the significance of project methodology as a vehicle to 
arrive at profitability. 

 Always consider that there will be interactions between the Focus Area, 
Profitability, and Requirements, Risk, Change, and Politics.  
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Focus Point 3 - Vision/Profitability 

A project manager demonstrating professional credibility will: 

 View how the business need is tied to profitability. 

 Be committed to assisting the client in any way possible such that the 
client can achieve profitability. 

 Believe that the client’s profitability is as important as the project 
manager’s need for the project’s success. 

 Stay inspirational for the client by continuing to express the relationship 
between the solution and the client’s profitability.   

Focus Point 4 - Listening/Profitability 

A project manager demonstrating professional credibility will: 

 Respect the client by listening with the intent of understanding the 
intrinsic benefits of the solution. 

 Observe the business to better understand how the solution will 
contribute to profitability.  

 Solicit feedback from the client as to how to better assist him such that he 
can achieve his ROI. 

 Ask questions to better understand how the solution will aid profitability. 
  

Focus Point 5 - Managing Expectations /Profitability 

A project manager demonstrating professional credibility will: 

 Explain to the client what the role of the project manager is or is not 
toward profitability. 

 Set the expectation with the client that he is always the final judge of 
whether or not the solution will be profitable. 

 Assist the client in understanding that Requirements, Risk, Change and 
Politics can impact Profitability throughout the life of a project, and that 
the project manager will help the client anticipate these impacts. 

 Differentiate fact from opinions related to the client’s profitability as well 
as assist the client in doing the same.  
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Requirements 

Focus Point 6 - Honesty/Requirements 

A project manager demonstrating professional credibility will: 

 Do what he says he will do related to project administration.  This 
includes the following items: status reporting, planning, and project 
execution activities. 

 Be willing to say what needs to be said – he will inform the client if he is of 
the opinion that the requirements are not in alignment with the business 
need. 

 Speak to the client in person, or by phone when geographically 
dispersed, to discuss project requirements that will not be able to be met 
as promised.   

 Explain to the client if his constraint goals for time, cost, and quality are 
unrealistic and will always provide options for what is achievable.   

Focus Point 7- Capability/Requirements 

A project manager demonstrating professional credibility will: 

 Demonstrate to the client an understanding of the product or solution that 
the client is looking for. 

 Have a process for planning and managing requirements and talk to the 
client about the benefits he will receive toward the success of the solution 
by utilizing sound process. 

 Utilize and share experiences toward assisting the client in creating the 
best solution possible. 

 Be able to evaluate the interactions that Profitability, Risk, Change, and 
Politics may have on client Requirements.   
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Focus Point 8 - Vision/Requirements 

A project manager demonstrating professional credibility will: 

 Look for alignment between what the client is asking for and what the 
client needs.   

 Consider the future of a solution after the project is over and make 
suggestions which will help the client to grow together with the solution. 

 Commit and stay committed to providing the client the best solution 
possible. 

 Keep a positive outlook with the client as he learns about the 
requirements the client has around a quality solution, a timeframe 
required by the business, and constraints of the budget.   

Focus Point 9 - Listening/Requirements 

A project manager demonstrating professional credibility will: 

 Respect the client by listening to what it is that he is looking for related to 
time, cost, and a quality solution as welI as listening for why those 
constraints are important for the client. 

 Observe the business for the purposes of better understanding 
requirements or suggesting improvements to the solution. 

 Solicit feedback from the client as to how he can better assist the client in 
understanding what he needs. 

 Ask questions to better understand the client’s requirements.   
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Focus Point 10 - Managing Expectations/ Requirements 

A project manager demonstrating professional credibility will: 

 Explain the role of the project manager to the client as it relates to 
achieving solution requirements. 

 Explain to the client what his role and responsibilities will be toward 
requirements gathering as well as solution design and test.  He will 
provide the client with expectations around the time commitment from him 
that will be necessary for the solution to be successful.  He explains to the 
client that the client is always the ultimate judge of success of the solution 
meeting requirements. 

 Assist the client in understanding that Requirements can be impacted by 
Profitability needs, Risk, Change and Politics and that he will assist the 
client in anticipating these impacts. 

 Differentiate fact from opinions related to the client’s requirements as well 
as help the client in doing the same. 
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Risk 

Focus Point 11 - Honesty/Risk 

A project manager demonstrating professional credibility will: 

 Do what he says he will do related to managing risk for the project. 

 Stay honest about the business risks that the client may have and that the 
project will not be able to mitigate or respond to. 

 Be honest with the client that every project carries some amount of 
uncertainty and as such risk must be managed for the sake of the project. 

 Be willing to say what needs to be said and will inform the client of risks 
that he must be appraised of which will impact the success of the solution 
as well as provide options the client can use with his management.  

Focus Point 12 - Capability/Risk 

A project manager demonstrating professional credibility will: 

 Demonstrate to the client that he understands how risk can impact the 
success of the solution. 

 Always have a process for planning and managing risk and talk to the 
client about the benefits he will receive toward the success of the solution 
by utilizing sound process. 

 Utilize and share experiences toward assisting the client in better 
understanding risk. 

 Evaluate the interactions that Risk will have related to Profitability, 
Requirements, Change, and Politics. 
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Focus Point 13 - Vision/Risk 

A project manager demonstrating professional credibility will: 

 Search for the business risks that the client is concerned about as well as 
those he may not be aware of. 

 Consider the future impacts of both business risk and project risk on a 
solution even after the life of the project is over. 

 Commit and stay committed to providing the client protection from project 
risk in the best way that he is able. 

 Keep a positive outlook with the client as risk is uncovered and look for 
ways that these possible threats can be viewed as opportunities to be 
more successful.   

Focus Point 14 - Listening/Risk 

A project manager demonstrating professional credibility will: 

 Show respect for the client by listening to what outcomes he is looking for 
related to the business risks that he is concerned about. 

 Observe the business for the purpose of better understanding the risks 
inherent in the business environment of the solution. 

 Solicit feedback from the client as to how he can better assist the client in 
dealing with risk. 

 Ask questions to better understand the client’s risk and to help the client 
better understand project risk.   
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Focus Point 15 - Managing Expectations/Risk 

A project manager demonstrating professional credibility will: 

 Explain the role of the project manager to the client as it relates to risk 
management planning. 

 Explain to the client what his role and responsibilities will be toward risk.  
He provides the client with expectations concerning the part he will play in 
managing business and project risks – both anticipated risks and 
unforeseen risks. 

 Assist the client in understanding that Risk can have impacts on 
Profitability, Requirements, Change and Politics, and that he will help the 
client anticipate these impacts. 

 Differentiate fact from opinions related to potential risks as well as assist 
the client in doing the same. 
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Change 

Focus Point 16 - Honesty/Change 

A project manager demonstrating professional credibility will: 

 Do what he says he will do related to managing change for the project. 

 Always be honest about how changes the client asks for will impact the 
success of a solution. 

 Remain honest with the client when changes that have occurred on the 
project will impact his expectations on time, cost, and a quality solution. 

 Say what needs to be said by informing the client of changes that are 
dangerous in the project manager’s opinion and provide options to the 
client for their management.  

Focus Point 17 - Capability/Change 

A project manager demonstrating professional credibility will: 

 Have a process for managing change and consistently use it. 

 Talk with the client about how the change control process works and 
about the benefits the client will receive regarding the success of the 
solution by utilizing a sound process for change control.  A project 
manager with professional credibility communicates this process to his 
client at the earliest opportunity in the project. 

 Utilize and share experiences to help the client better understand how 
change will impact the success of a solution. 

 Evaluate the interactions that Change will have related to Profitability, 
Requirements, Risk, and Politics.  
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Focus Point 18 - Vision/Change 

A project manager demonstrating professional credibility will: 

 Anticipate possible changes to the solution. 

 Consider the future impacts of change on a solution even after the life of 
the project is over. 

 Commit and stay committed to providing a client requested change if it is 
in the client’s best interest to do so. 

 Keep a positive outlook with the client around change by looking at every 
change as an opportunity to create a more robust solution.   

Focus Point 19 - Listening/Change 

A project manager demonstrating professional credibility will: 

 Show respect for the client by listening to what changes he wishes to 
include in the project and why he wants the changes. 

 Observe the business for the purposes of learning how change will impact 
the business. 

 Solicit feedback from the client as to how the project manager can better 
assist the client in managing change because of the dynamic business 
environment the client works in. 

 Ask the client for changes he is considering on a regular basis.  
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Focus Point 20 - Managing Expectations/Change 

A project manager demonstrating professional credibility will: 

 Explain the role of the project manager to the client as it relates to change 
management. 

 Explain to the client what his role and responsibilities will be toward using 
the change process.  A project manager demonstrating professional 
credibility will always communicate to the client that he is in the best 
position of all to assess whether or not the suggested change is good for 
his business. 

 Assist the client in understanding that Change can have impacts on 
Profitability, Requirements, Risk and Politics as well as assist the client in 
anticipating these impacts. 

 Differentiate fact from opinions related to project change as well as assist 
the client in doing the same. 
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Politics 

Focus Point 21 - Honesty/Politics 

A project manager demonstrating professional credibility will: 

 Do what he says he will do related to managing relationships for the good 
of the project. 

 Be honest about how politics of both the delivering organization as well as 
the client organization can impact the success of a solution. 

 Be forthright when it is his opinion that political elements might endanger 
the success of the solution. 

 Say what needs to be said by bringing the appropriate parties together to 
resolve conflict when politics threaten the success of the client’s solution. 
  

Focus Point 22 - Capability/Politics 

A project manager demonstrating professional credibility will: 

 Identify how politics will impact a relationship between the client and 
himself. 

 Talk with the client about how the political conflicts will be dealt with 
during the course of the project. 

 Utilize and share experiences that help the client in better understanding 
how politics will impact the success of a solution. 

 Evaluate the interactions that Politics will have related to Profitability, 
Requirements, Risk, and Change.   
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Focus Point 23 - Vision/Politics 

A project manager demonstrating professional credibility will: 

 Anticipate possible political influences on the solution. 

 Consider the future impacts of politics on a solution even after the life of 
the project is over. 

 Commit and stay committed to resolving political conflicts in the favor of 
the client. 

 Keep a positive outlook with the client around political pressures by 
looking at it as an opportunity to create a better environment for the 
solution.   

Focus Point 24 - Listening/Politics 

A project manager demonstrating professional credibility will: 

 Show respect for the client by listening to the political challenges that he 
faces. 

 Observe the business for the purpose of learning what role political 
influences will play on the solution and the business. 

 Solicit feedback from the client as to how he can better assist the client in 
dealing with politics and the pressures that it brings. 

 Question the client to learn more about politics that may be influencing 
the solution, but which may not have been shared previously. 
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Focus Point 25 - Managing Expectations/Politics 

A project manager demonstrating professional credibility will: 

 Explain the role of the project manager to the client as it relates to 
resolving political conflict and further explain that he will always act in the 
client’s best interest. 

 Explain to the client what responsibilities he has related to alerting the 
project manager of political influences that could impact the success of 
the solution. 

 Assist the client in understanding that Politics can have impacts on 
Profitability needs, Requirements, Risk and Change as well as help the 
client to anticipate these impacts. 

 Differentiate fact from opinions related to political influences as well as 
assist the client in doing the same. 
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PM/COR Focus Point Case Questions 

The following review questions will assist you in developing comprehension of 
the material in this course module.  Answer the following questions with a YES if 
the case question aligns with the PM/COR or a NO if is not in alignment with 
PM/COR. 

F.P. 1. Jim, the project manager of an information technology initiative, 
holds a meeting with his client to discuss the continuing increased 
costs that have arisen.  He has reviewed the business case the 
client gave him which included ROI projections and believes the 
business may be better off canceling the project and go back to the 
drawing board to create a new business case.  At the meeting, he 
explains to his client that he believes the business should cancel 
the initiative and why. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 2. Carla explains to her client that though the costs of implementing a 
solution with the client's chosen solution, ZERON, that her 
experience is that ZERON's on-going maintenance costs are 
extraordinary and that he should consider looking at alternative 
solutions to consider the cost effectiveness over the life of the 
solution not just the project costs to implement. Is the project 
manager demonstrating professional credibility in alignment with 
the PM/COR? 

F.P. 3. Jon's client is concerned about new information that leads her to 
believe that the revenue projections associated with his project 
solution will not be achieved.  Profitability is at risk.  Jon explains to 
her that she is bound to the original project agreement and the 
project needs to proceed as planned in order to be a success. Is 
the project manager demonstrating professional credibility in 
alignment with the PM/COR? 

F.P. 4. Charles, a project manager for an industrial facility development 
project, asks the client for a meeting to discuss the business case.  
He wants to make sure that he understands the client's perspective 
and goals for the ROI. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 



PM/COR 
The Project Management Client Oriented Results Model  

Module 14 – The PM/COR Focus Points 

www.prodevia.com 

 
128 

F.P. 5. Sam is concerned that his project manager doesn't seem to care 
about his need to keep the solution profitable for his business.  The 
last conversation with him resulted in the project manager 
commenting that Sam was probably not the best person to be 
evaluating the profitability of the effort since industry standards 
suggested the solution was extremely cost effective for businesses 
like Sam's.  He told Sam that he should proceed with the solution 
as planned. Is the project manager demonstrating professional 
credibility in alignment with the PM/COR? 

F.P. 6. Tim has recently been informed by his subject matter expert that 
four of the committed requirements cannot be achieved with the 
work effort and cost that is committed for them.  The time and cost 
estimate will now be twice the committed to estimate.  Tim winces 
and sits down at his computer to write an email to his client to 
inform him of the news. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 7. Margaret speaks with her client about the process that will be used 
for identifying requirements and the time that will be needed from 
end users in order to ensure that the business process is 
successfully translated into the new automated solution to field calls 
for the client's help desk.  Margaret shares with her client past 
methods she has used that has made requirements gathering time 
effective for past clients and suggests that this method may be 
most appropriate for the current initiative. Is the project manager 
demonstrating professional credibility in alignment with the 
PM/COR? 

F.P. 8. Patrick is overwhelmed at the interest his client's end users have 
had over the new product that will be implemented through his 
project.  He knows that the end users have some great ideas and 
wants to ensure that the client will find them to appropriately serve 
the goals for the project.  He picks up the phone to dial his client to 
ask for a meeting. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 9. Karen is a team member on a new project being managed by 
George.  She has reviewed the project charter and is concerned 
that they may not be able to meet the date that the client wants the 
product by.  She drops by George's desk to ask if the client can be 
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flexible on the date.  He responds by saying he is not sure why the 
client asked for that date and he did not ask about it at the initiation 
meeting. Is the project manager demonstrating professional 
credibility in alignment with the PM/COR? 

F.P. 10. Thomas has just learned that the client's requirements for a new 
product are not well-received by one of the end user groups.  A 
team member just came to him with the information that an end 
user had told her if the client forced the new product that his end 
user group would make sure that it failed miserably.  Thomas 
decides that the politics and risk associated with this would be 
frustrating to his client and best left unvoiced. Is the project 
manager demonstrating professional credibility in alignment with 
the PM/COR? 

F.P. 11. The client has asked Stephanie to determine some risk mitigation 
strategies to assist him in managing a business risk.  After 
thoughtful consideration with her project team, Stephanie has come 
to the conclusion that the team does not have the ability to mitigate 
the client's business risk.  She calls the client and explains that her 
team is unable to mitigate the risk and asks for direction from the 
client as to next steps. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 12. Michael is the project manager for a project utilizing new, unproven 
technology.  He knows that the project is quite complex and will 
need a robust risk management process to keep everyone informed 
to make better decisions.  He discusses this with his client and also 
proceeds to explain to the client the method and frequency he 
recommends for managing risk. Is the project manager 
demonstrating professional credibility in alignment with the 
PM/COR? 

F.P. 13. James sits down with his client to go over the status of the project's 
deliverables.  The client had originally requested that a particular 
software product be utilized as the database was being built.  
James has recently learned that the software vendor will be 
phasing out ongoing support on this particular release of the 
software in the following year resulting in possible headaches for 
the client after implementation.  He decides that this information 
doesn't impact his project delivery and that he won't be concerned 
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about the risk that this may pose to the client.  It probably won't be 
too disruptive. Is the project manager demonstrating professional 
credibility in alignment with the PM/COR? 

F.P. 14. Ben had just left the client site after a long meeting with the 
customer for his project.  While at the facility, he noticed that the 
current equipment at the facility might not be compatible with the 
new plans for automated upgrades.  There is a risk the proposed 
project budget will have to be increased to accommodate some 
changes.  He took some time to speak to some of the staff onsite to 
learn more. Is the project manager demonstrating professional 
credibility in alignment with the PM/COR? 

F.P. 15. Zachary has reviewed the risk identification data that he developed 
with his project team.  His client is convinced that the 
implementation will be a breeze; however, the data that the team 
has uncovered leaves Zachary perplexed.  He decides to present 
both the facts uncovered and the opinions of the team to allow the 
client to make an informed decision with how to proceed. Is the 
project manager demonstrating professional credibility in alignment 
with the PM/COR? 

F.P. 16. John, the project manager, was discussing a client requested 
product change with the project team.  He reviewed the request 
with the team when Roger, a critical SME, expressed a concern 
about how the change would affect another project running 
concurrently for the same client.  John responded by saying that 
the client was responsible for reviewing their changes across all of 
their initiatives and for the best interests of the current initiative this 
information was not needed by the client. Is the project manager 
demonstrating professional credibility in alignment with the 
PM/COR? 

F.P. 17. Nick sat down with his client at the regularly scheduled status 
meeting.  He brought along change impact assessments for a 
recent change that the client had requested be reviewed.  He took 
the time to review the findings with the client as well as share some 
of the team's thoughts regarding new risks and political concerns 
related to adding the additional feature to the product. Is the project 
manager demonstrating professional credibility in alignment with 
the PM/COR? 
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F.P. 18. William had some new ideas about how the product could be a 
better fit for the client.  He sat down with the client to make some 
recommendations based on his latest production site visit.  "I think 
that we might want to consider improving the response time for the 
automated customer follow-up tool," William explained.  "I know 
that one of your goals in putting this product in place is to provide 
your customers more real-time data.  I think that this possible 
change is in alignment with your strategic goal for the product." Is 
the project manager demonstrating professional credibility in 
alignment with the PM/COR? 

F.P. 19. Terence had received another change request from the client.   He 
was frustrated that they had mentioned nothing of these things at 
their last meeting.  This was the fourth change request since that 
last status report.  He sighed and said to himself, "I hope this is the 
last one for a long time." Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 20. Dominic sat down with his client and discussed the roles and 
responsibilities for both him and his client for utilizing the change 
process.  He explained to his client that he would always provide 
his advice as to which change requests were and were not 
beneficial in his opinion.  He also explained that he would respect 
all final decisions the client made after listening to any advice. Is 
the project manager demonstrating professional credibility in 
alignment with the PM/COR? 

F.P. 21. Henry called a meeting with his direct manager.  There was some 
political pressure upon Henry's team to hurry up delivery on his 
client's solution so another project could begin.  Meanwhile, the 
client was interested in ensuring the roll-out of her new solution was 
well-received and did not want to compress the current, agreed-to 
timeline.  Henry explained to his direct manager that he knew the 
client had some concerns, but he'd see to it that the project was 
rolled up a month early.  Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 22. There had been a rumor of a possible change of leadership within 
the client organization, and Jessica had some concerns.  She had 
seen the problems that can bring on projects from past experience.  
She asked her client about the rumor and provided him her 
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experience of the typical risks that changes in leadership can play 
on the politics of projects. Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 23. Pete considered a recent conversation with the client.  "My end 
users are in an uproar over the very idea of automating half their 
work," the client explained.  "I am sure that if this continues that 
they will revolt and the new solution will fail."  Pete responded with, 
"Let's document your concern."  He hoped that would calm her 
down. Is the project manager demonstrating professional credibility 
in alignment with the PM/COR? 

F.P. 24. Kris and her direct manager went over the latest status for a project 
she was managing.  Her direct boss commented, "I heard that there 
is some churn in your client's organization between the private 
contracts group and the public contracts group.  Perhaps you 
should talk about the implications of that on this project."  Kris 
responded with, "I don't think it will be necessary.  The client will let 
me know if there are problems he perceives between the groups 
that could impact us." Is the project manager demonstrating 
professional credibility in alignment with the PM/COR? 

F.P. 25. Renee sat down with the client for their first project status.  She 
reviewed the data and added, "This new solution is going to bring 
much change to your organization and how they work.  It will be 
important that you share as much as possible about the political 
undercurrents that are happening on your side so that we can 
manage them together for the success of this solution." Is the 
project manager demonstrating professional credibility in alignment 
with the PM/COR? 
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PM/COR Score Card 

Directions for the PM/COR Score Card 

The PM/COR Score Card is designed to assist the student in better understanding his or her 
strengths and challenges related to the Focus Points - the relationship between the Client-
Relations Competencies and the Client Focus Areas.  The information learned from this Score 
Card will assist the student in developing an Action Plan to begin incorporating new behaviors to 
improve trust with the client and to increase Professional Credibility.   

1. Each Focus Point is represented by four statements.  The student is asked to score 
each statement in the following manner: 

a. If the student consistently demonstrates the behavior associated with the 
statement, the student should score a “1” for that statement. 

b. If the student does not consistently demonstrate the behavior associated with 
the statement, the student should score a “0” for that statement. 

c. If the student is unsure, the student should score a “0” for that statement. 

2. Each Focus Point has a total possible score of four points.  The student should complete 
the entirety of scoring the statements for all Focus Points using the Score Card 
Statement Scoring Grid starting on page 155.   An example of one scored Focus Point is 
shown below. 

3. After the student has completed scoring each statement, there will be further instructions 
following the Score Card Statement Scoring Grid 

<Scoring Example> 

4. I have the courage to say what needs to be said - even if this means advising the 
client to cancel the project in favor of a more appropriate alternative - because it better 
serves the client’s ability to be profitable.  I always try to provide options based on my 
understanding of my client’s profitability goals.0

3. I am forthcoming of information which would change the way that the client can 
expect the solution to be profitable.1

2. I am forthcoming of information that the client needs if it is discovered that the 
benefits to the organization of the solution is unfounded.1

1. I communicate to my client that I understand the significance of project success 
and how it contributes to ROI. If I do not understand, I am honest about it.0

2

Honesty/Profitability – Focus Point 1

Statement 
Score

Focus 
Point 
Score

Profitability

4. I have the courage to say what needs to be said - even if this means advising the 
client to cancel the project in favor of a more appropriate alternative - because it better 
serves the client’s ability to be profitable.  I always try to provide options based on my 
understanding of my client’s profitability goals.0

3. I am forthcoming of information which would change the way that the client can 
expect the solution to be profitable.1

2. I am forthcoming of information that the client needs if it is discovered that the 
benefits to the organization of the solution is unfounded.1

1. I communicate to my client that I understand the significance of project success 
and how it contributes to ROI. If I do not understand, I am honest about it.0

2

Honesty/Profitability – Focus Point 1

Statement 
Score

Focus 
Point 
Score

Profitability

4. I have the courage to say what needs to be said - even if this means advising the 
client to cancel the project in favor of a more appropriate alternative - because it better 
serves the client’s ability to be profitable.  I always try to provide options based on my 
understanding of my client’s profitability goals.0

3. I am forthcoming of information which would change the way that the client can 
expect the solution to be profitable.1

2. I am forthcoming of information that the client needs if it is discovered that the 
benefits to the organization of the solution is unfounded.1

1. I communicate to my client that I understand the significance of project success 
and how it contributes to ROI. If I do not understand, I am honest about it.0

2

Honesty/Profitability – Focus Point 1

Statement 
Score

Focus 
Point 
Score

Profitability

4. I have the courage to say what needs to be said - even if this means advising the 
client to cancel the project in favor of a more appropriate alternative - because it better 
serves the client’s ability to be profitable.  I always try to provide options based on my 
understanding of my client’s profitability goals.0

3. I am forthcoming of information which would change the way that the client can 
expect the solution to be profitable.1

2. I am forthcoming of information that the client needs if it is discovered that the 
benefits to the organization of the solution is unfounded.1

1. I communicate to my client that I understand the significance of project success 
and how it contributes to ROI. If I do not understand, I am honest about it.0

2

Honesty/Profitability – Focus Point 1

Statement 
Score

Focus 
Point 
Score

Profitability
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PM/COR Score Card Statements – Page 1 of 7 

Profitability 
Focus 
Point 
Score 

Statement 
Score 

Honesty/Profitability - FP1 

  

  
1.       I communicate to my client that I understand the significance of project success and 
how it contributes to ROI. If I do not understand, I am honest about it. 

  
2.       I am forthcoming of information that the client needs if it is discovered that the 
benefits to the organization of the solution are unfounded. 

  
3.       I am forthcoming of information which would change the way that the client can 
expect the solution to be profitable. 

  

4.       I have the courage to say what needs to be said - even if this means advising the 
client to cancel the project in favor of a more appropriate alternative - because it better 
serves the client’s ability to be profitable.  I always try to provide options based on my 
understanding of my client’s profitability goals. 

Focus 
Point 
Score 

Statement 
Score 

Capability/Profitability - FP2 

  

  
1.       I evaluate the profitability of a solution as my client does - from the context of the 
solution’s useful life and not just the life of the project. 

  
2.       I utilize and share my past experiences and knowledge to better aid the client in 
reaching profitability goals. 

  
3.       I explain to the client how using sound project management methodology during the 
project will assist the client in obtaining profitability goals. 

  
4.     I actively consider how the interactions of requirements, risk, change, and politics 
can impact profitability. 

Focus 
Point 
Score 

Statement 
Score 

Vision/Profitability - PF3 

  

  1.       I am able to see how the business need is tied to my client’s profitability. 

  
2.       I am committed to assisting my client in any way possible such that my client can 
achieve profitability. 

  
3.       I believe that my client’s profitability is as important as my more immediate need for 
the project’s success. 

  
4.       I am inspirational for the client by continuing to express the relationship between 
the solution and the client’s profitability. 

Focus 
Point 
Score 

Statement 
Score 

Listening/Profitability - FP4 

  

  
1.       I respect my client by listening with the intent of understanding the intrinsic benefits 
of the solution to my client. 

  
2.       I observe the business to better understand how the solution my project is 
responsible to deliver will contribute to my client’s profitability.  

  
3.       I solicit feedback from the client as to how I can better assist him such that he can 
achieve his ROI. 

  4.       I ask questions to better understand how the solution will aid profitability. 
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PM/COR Score Card Statements – Page 2 of 7 
Focus 
Point 
Score 

Statement 
Score 

Managing Expectations/Profitability - FP5 

  

  1.       I explain to the client what I believe my role to be toward profitability. 

  
2.       I set the expectation with my client that he is always the final judge of whether or 
not the solution will be profitable. 

  

3.       I assist the client in understanding that requirements, risk, change and politics can 
impact profitability throughout the life of a project and that I will help the client anticipate 
these impacts. 

  
4.       I actively differentiate fact from opinions related to the client’s profitability as well as 
assist my client in doing the same. 

Requirements 
Focus 
Point 
Score 

Statement 
Score 

Honesty/Requirements - FP6 

  

  
1.       I do what I say I will do related to project administration (i.e. status reporting, 
planning, project execution activities). 

  
2.       I am willing to say what needs to be said - I inform the client if I am of the opinion 
that the requirements are not in alignment with the business need. 

  
3.       I speak to the client in person, or by phone when geographically dispersed, to 
discuss project requirements that will not be able to be met as promised.   

  
4.       I explain to the client if his constraint goals for time, cost, and quality are unrealistic, 
and I provide options for what is achievable. 

Focus 
Point 
Score 

Statement 
Score 

Capability/Requirements - FP7 

  

  
1.       I demonstrate to the client that I understand the product or solution that the client is 
looking for. 

  

2.       I have a process for planning and managing requirements and talk to the client 
about the benefits he will receive toward the success of the solution by utilizing sound 
process. 

  
3.       I utilize and share my experience toward assisting the client in creating the best 
solution possible. 

  
4.       I regularly evaluate the interactions that profitability, risk, change, and politics may 
have on client requirements. 

Focus 
Point 
Score 

Statement 
Score 

Vision/Requirements – FP8 

  

  
1.       I look to see that there is alignment between what the client is asking for and what 
the client needs.   

  
2.       I am able to consider the future of a solution after the project is over and make 
suggestions which will help the client to grow with the solution. 

  3.       I am committed to providing my client the best solution possible. 

  

4.       I consistently keep a positive outlook with my client as I learn about the 
requirements he has around a quality solution, a timeframe required by the business, 
and constraints of the budget. 
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PM/COR Score Card Statements – Page 3 of 7 
Focus 
Point 
Score 

Statement 
Score 

Listening/Requirements – FP9 

  

  
1.       I respect my client by listening to what it is that he is looking for related to time, 
cost, and a quality solution.  I listen for why those constraints are important for my client. 

  
2.       I observe the business for the purposes of better understanding requirements or 
suggesting improvements to the solution. 

  
3.       I solicit feedback from the client as to how I can better assist him in understanding 
what he needs. 

  
4.       I regularly ask questions to more fully understand my client’s requirements and why 
he has them. 

Focus 
Point 
Score 

Statement 
Score 

Managing Expectations/Requirements – FP10 

  

  1.       I explain my role to the client as it relates to achieving solution requirements. 

  

2.       I explain to my client what his role and responsibilities will be toward requirements 
gathering as well as solution design and test.  I provide my client with expectations 
around the time commitment from him that will be necessary for the solution to be 
successful.  I explain to my client that he is always the ultimate judge of success of the 
solution meeting requirements. 

  

3.       I assist the client in understanding that requirements can be impacted by 
profitability needs, risk, change and politics and that I will help the client anticipate these 
impacts. 

  
4.       I actively differentiate fact from opinions related to the client’s requirements as well 
as assist my client in doing the same. 

Risk 
Focus 
Point 
Score 

Statement 
Score 

Honesty/Risk - FP11 

  

  1.       I do what I say I will do related to managing risk for the project. 

  
2.       I am forthright about the business risks that the client may have that the project will 
not be able to mitigate or respond to. 

  
3.       I am honest with my client that every project carries some amount of uncertainty 
and as such risk must be managed for the sake of the project and solution. 

  

4.       I am willing to say what needs to be said – I inform the client of risks that he must 
be apprised of that will impact the success of the solution, and I provide options to the 
client for their management. 
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PM/COR Score Card Statements – Page 4 of 7 
Focus 
Point 
Score 

Statement 
Score 

Capability/Risk - FP12 

  

  
1.       I demonstrate to the client that I understand how risk can impact the success of the 
solution. 

  
2.       I have a process for planning and managing risk and talk to the client about the 
benefits he will receive toward the success of the solution by utilizing sound process. 

  
3.       I utilize and share my experience toward assisting the client in better understanding 
risk. 

  
4.       I consistently evaluate the interactions that risk will have related to profitability, 
requirements, change, and politics. 

Focus 
Point 
Score 

Statement 
Score 

Vision/Risk - FP13 

  

  
1.       I look for the business risks that my client is concerned about as well as those he 
may not be aware of. 

  
2.       I consider the future impacts of both business risk and project risk on a solution 
even after the life of the project is over. 

  
3.       I am committed to providing my client protection from project risk in the best way 
that I am able. 

  
4.       I am able to keep a positive outlook with my client as risk is uncovered and look for 
ways that these possible threats can be viewed as opportunities to be more successful. 

Focus 
Point 
Score 

Statement 
Score 

Listening/Risk - FP14 

  

  1.       I respect my client by listening to the business risks that he is concerned about. 

  
2.       I observe the business for the purposes of better understanding the risks inherent in 
the business environment of the solution. 

  
3.       I solicit feedback from the client as to how I can better assist him in dealing with 
risk. 

  
4.       I ask questions to better understand my client’s risk as well as help my client better 
understand risk. 

Focus 
Point 
Score 

Statement 
Score 

Managing Expectations/Risk - FP15 

  

  1.       I explain my role to the client as it relates to risk management planning. 

  

2.       I explain to my client what his role and responsibilities will be toward risk.  I provide 
my client with expectations around the part he will play in managing business and 
project risks – both anticipated risks and unforeseen risks. 

  
3.       I assist the client in understanding that risk can have impacts on profitability needs, 
requirements, change and politics and that I will help the client anticipate these impacts. 

  
4.       I actively differentiate fact from opinions related to a potential risk as well as assist 
my client in doing the same. 
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PM/COR Score Card Statements – Page 5 of 7 

Change 
Focus 
Point 
Score 

Statement 
Score 

Honesty/Change - FP16 

  

  1.       I do what I say I will do related to managing change for the project. 

  
2.       I am forthright about how changes the client asks for will impact the success of a 
solution. 

  
3.       I am honest with my client when changes that have occurred on the project will 
impact his expectations on time, cost, and a quality solution. 

  
4.       I am willing to say what needs to be said – I inform the client of changes that are 
dangerous in my opinion, and I provide options to the client for their management. 

Focus 
Point 
Score 

Statement 
Score 

Capability/Change - FP17 

  

  1.       I have a process for managing change and I consistently use it. 

  

2.       I talk with my client about how the change control process works and about the 
benefits he will receive toward the success of the solution by utilizing a sound process 
for change control.  I communicate this process to my client at the earliest opportunity in 
the project. 

  
3.       I utilize and share my experience toward assisting the client in better understanding 
how change will impact the success of a solution. 

  
4.       I regularly evaluate the interactions that change will have related to profitability, 
requirements, risk, and politics. 

Focus 
Point 
Score 

Statement 
Score 

Vision/Change - FP18 

  

  1.       I attempt to anticipate possible changes to the solution. 

  
2.       I consider the future impacts of change on a solution even after the life of the 
project is over. 

  
3.       I am committed to providing a client requested change if it is in his best interest to 
do so. 

  
4.       I keep a positive outlook with my client around change by looking at every change 
as an opportunity to create a more robust solution. 

Focus 
Point 
Score 

Statement 
Score 

Listening/Change - FP19 

  

  
1.       I respect my client by listening to what changes he wishes to include in the project 
and why he wants the changes. 

  
2.       I observe the business for the purposes of learning how change will impact the 
solution and the greater business environment. 

  
3.       I solicit feedback from the client as to how I can better assist him in better 
managing change due to the dynamic business environment he works in. 

  4.       I regularly ask the client for changes he is considering. 
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PM/COR Score Card Statements – Page 6 of 7 
Focus 
Point 
Score 

Statement 
Score 

Managing Expectations/Change - FP20 

  

  1.       I explain my role to the client as it relates to change management. 

  

2.       I explain to my client what his role and responsibilities will be toward using the 
change process.  I communicate to my client that he is in the best position of all to 
assess whether or not a suggested change is good for his business. 

  

3.       I assist the client in understanding that change can have impacts on profitability 
needs, requirements, risk and politics and that I will help the client anticipate these 
impacts. 

  
4.       I actively differentiate fact from opinions related to project change as well as assist 
my client in doing the same. 

Politics 
Focus 
Point 
Score 

Statement 
Score 

Honesty/Politics - FP21 

  

  1.       I do what I say I will do related to managing relationships for the good of the project. 

  
2.       I am forthright about how politics of both the delivering organization as well as the 
client organization can impact the success of a solution. 

  
3.       I am honest with my client when it is my opinion that political elements might 
endanger the success of the solution. 

  
4.       I am willing to say what needs to be said, and I always bring the appropriate parties 
together to resolve conflict when politics threaten the success of the client’s solution. 

Focus 
Point 
Score 

Statement 
Score 

Capability/Politics - FP22 

  

  1.       I am capable of identifying how politics will impact my client and myself. 

  
2.       I talk with my client about how political conflicts will be dealt with during the course 
of the project. 

  
3.       I utilize and share my experience toward assisting the client in better understanding 
how politics can impact the success of a solution. 

  
4.       I evaluate the interactions that politics will have related to profitability, requirements, 
risk, and change. 

Focus 
Point 
Score 

Statement 
Score 

Vision/Politics - FP23 

  

  1.       I attempt to anticipate possible political influences on the solution. 

  
2.       I consider the future impacts of politics on a solution even after the life of the project 
is over. 

  3.       I am committed to resolving political conflicts in the favor of my client. 

  
4.       I keep a positive outlook with my client around political pressures by looking at it as 
an opportunity to create a better environment for the solution. 
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PM/COR Score Card Statements – Page 7 of 7 
Focus 
Point 
Score 

Statement 
Score 

Listening/Politics - FP24 

  

  1.       I respect my client by listening to the political challenges that he faces. 

  
2.       I observe the business for the purposes of learning what role political influences will 
play on the solution and the business. 

  
3.       I solicit feedback from the client as to how I can better assist him in dealing with 
politics and the pressures that it brings. 

  
4.       I question my client to learn more about politics that may be influencing the solution 
but which may not have been shared previously. 

Focus 
Point 
Score 

Statement 
Score 

Managing Expectations/Politics - FP25 

  

  
1.       I explain my role to the client as it relates to resolving political conflict and that I will 
always act in the client’s best interest. 

  
2.       I explain to my client what his responsibilities are related to alerting me of political 
influences that could impact the success of the solution. 

  

3.       I assist the client in understanding that politics can have impacts on profitability 
needs, requirements, risk and change and that I will help the client anticipate these 
impacts. 

  
4.       I actively differentiate fact from opinions related to political influences as well as 
assist my client in doing the same. 
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How to Arrive at and Interpret Your Score 

1. Add the total score of the Focus Points within each Focus Area on the provided Score 
Card. 

2. Add the total score of the Focus Points within each Client-Relations Competency on the 
provided Score Card.  

3. To arrive at a total score on the Score Card, add each Focus Areas total score.  A 
sample Score Card is shown below. 

 

 

 

 

 

 

 

 

 

 

 

 

The PM/COR Score Card total score is represented out of a possible 100 points.  

 A score of 90 to 100:  A – demonstrates Professional Credibility consistently 

 A score of 80 to 89: B – demonstrates Professional Credibility often, but inconsistently 

 A score of 70 to 79:    C – demonstrates Professional Credibility sometimes 

 A score of 60 to 69:    D – demonstrates Professional Credibility rarely  

 A score of below 60:   Failure to demonstrate consistent Professional Credibility 

Each student will find that there are opportunities to improve upon Key Focus Points.  Any 
Focus Point that scores less than a total score of 3 should be considered an opportunity to 
adopt better behaviors in interacting with clients.  These opportunities for development will be 
the focus of the Action Plan following this section. 
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Student Action Plan 

Congratulations! 

You have now completed the PM/COR Score Card and evaluated your scoring.  Now it is time 
to build an Action Plan to assist in adding new behaviors to your relationship with your client.  
Set aside at least one hour of time to prepare your Action Plan.  After you have completed the 
Action Plan, put it to the side and come back later to review it for additional ideas and 
considerations. 

1 – Your Strengths in the PM/COR Model 

List all of the Focus Points where you scored a three or four. 

 

 

 

 

 

 

 

 

 

 

These Focus Points represent an accomplishment for you!  Please review them and continue to 
incorporate them into your interactions with your clients. 
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2 – Your Challenges in the PM/COR Model 

Step 1 - List any Focus Point related to Honesty where you scored a two or less.  These would 
include Focus Points 1, 6, 11, 16, and 21. 

 

 

 

 

 

 

 

 

 

The Focus Points related to Honesty are to be prioritized first in your Action Plan.  Review these 
Focus Points and define five methods to begin introducing new behaviors in your relationship 
with your client. 

 

1.   

2.   

3.   

4.   

5.   
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Step 2 - List any remaining Focus Points where you scored a zero. 

 

 

 

 

 

 

 

 

 

 

 

Review through these Focus Points and define five methods to begin introducing new behaviors 
in your project management relationship with your client. 

 

1.  

2.   

3.   

4.   

5.   
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Step 3 - List any remaining Focus Points where you scored a one. 

 

 

 

 

 

 

 

 

 

 

 

 

Review through these Focus Points and define five methods to begin introducing new behaviors 
in your project management relationship with your client. 

 

1.  

2.   

3.   

4.   

5.   
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Step 4 - List any remaining Focus Points where you scored a two. 

 

 

 

 

 

 

 

 

 

 

 

 

Review through these Focus Points and define five methods to begin introducing new behaviors 
in your project management relationship with your client. 

 

1.  

2.   

3.   

4.   

5.   
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Step 5 – Review through your Student Journal your responses to Question Number 3.  There, 
you have identified two changes/improvements can you make with your client and project for 
each Competency and Focus Area.  Fold these responses into your suggested actions above. 

 

 

 

 

 

 

 

 

 

 

 

 

Step 6 – What one change can you make in this moment?  Take this action now. 
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A Last Consideration 

For those project managers who feel that it will assist them, consider asking your client to 
complete the PM/COR Score Card related to how you are serving him.  The PM/COR, when 
utilized consistently, will bring you a more productive relationship with your client.  You will find 
your clients will value your involvement in their solutions and look to you as a large component 
of the project’s and solution’s success.   

Once you have completed your review of the Action Plan, you have completed this course.  
Please refer to page 6 for additional information on how to submit your completion to Projecting 
Success, Inc. and how to submit professional development units.  
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Suggested Answer Key 

Introduction to the PM/COR Model 

Review Questions 

1. What is PM/COR? 

The Project Management Client Results Oriented Model assists the project manager in better 
understanding and communicating with the client. 

2. What are the three main components of the PM/COR model and define each. 

Five Client-Relation Competencies – the characteristics that clients look for in the project 
managers who will be engaging in initiatives with them. 

Five Client Focus Areas – the concerns and topics that are typically on clients’ minds as they 
engage in work with project managers and their teams. 

Twenty-five Focus Points – the interactions and expressions of a Competency demonstrated 
within a Focus Area. 

3. How is PM/COR different than other project management models? 

The PM/COR approaches interactions with the client from the client’s point of view. 

4. Why are project management hard-skills alone ineffective in managing a 
project successfully? 

Rarely do projects fail based on hard skill alone.  The most significant project challenges are 
almost always interpersonal relationship issues. 

5. Define the difference between a constructive and a destructive project 
environment. 

In a constructive project environment, project managers are most often supported by internal 
management and client organizations that understand effective project management as a core 
ingredient of successful solution development.  By virtue of this, project managers in this 
environment are generally successful and considered a necessary and credible resource by the 
clients.  In a destructive project environment, however, even the most experienced and skillful 
project managers may find themselves struggling to navigate in what seems to be a world of 
obstructionists.  This environment seems to hold a common thread of uneasiness within the 
project team, and team members become guarded.  Project management is often considered a 
necessary evil.  The negative momentum within this environment accounts for poor morale and 
very expensive solutions.   



PM/COR 
The Project Management Client Oriented Results Model  

Suggested Answer Key 

www.prodevia.com 

 
151 

6. What is professional credibility? 

Professional credibility is an understanding that trust begins and ends with the client who is 
paying for the solution.  Professional credibility means the project manager is viewed as 
someone they can trust to be a responsible steward of the organization’s resources 

7. Why is credibility important for project managers? 

Professional credibility is critical for project managers because it provides them the trust needed 
between them and the clients such they can do their jobs more effectively. 

8. Explain how your professional credibility with your client and your leadership 
ability with regard to the team are different. 

Being a great leader of the project team is not enough if the client has no faith in you.  A project 
manager who does not hold the client’s interests above his own or who does not perform his job 
in service to the client will not succeed within the project management profession in the long 
run.   

9. What two qualities together allow a project manager to demonstrate sound, 
professional judgment? 

Professional skill and professional experience. 

10. Who does the project manager exist to serve? 

The client. 

Introduction to the Client Relations Competencies 

Review Questions 

1. What are the five Client-Relation Competencies?  Briefly describe each. 

Honesty – the ability to interact with your client in a forthright manner. 

Capability – the ability to perform the project management responsibilities required. 

Vision – the ability to be forward looking. 

Listening – the ability to give the client your full attention for the purposes of understanding what 
is being communicated to you. 

Expectation Management – the ability to assist the client in anticipating the future. 
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2. What do these five Competencies ensure? 

The application of these five Competencies throughout a project manager’s interaction with the 
client will ensure that every project effort reaches its full potential. 

3. Define what it means when it is said that the Competencies in the PM/COR are 
interdependent? 

Most interactions between a project manager and the client will involve more than one 
Competency area.  In order to build professional credibility with the client, project managers 
must understand the tools that are required to build such a relationship.  These Competencies 
can by used together or separately; however, they may never be applied in a manner that is 
contradictory to the others.   

4. Demonstration of these Competencies demonstrates that project managers 
respect their clients. 

5. How is trust established? 

Trust is established through a history of understanding both the client’s values and the project 
goals; always acting in a way that contributes to the true business solution.  The consistent 
demonstration of each of the five Competencies is required in order to establish and maintain 
professional credibility with the client.   

Honesty 

Review Questions 

1. Define Honesty as it is explained in the PM/COR model. 

Honesty might be best defined as interacting with the client in a forthright manner. 

2. How is honesty more than simply telling the truth? 

A project manager should act in such a way that demonstrates a refusal to mislead or deceive 
the client in any way.  It is an adherence to a standard that is not swayed by convenience.  
Project managers must understand that the client is dependent on truthful information regarding 
the project effort.   

3. Describe how mistrust can be damaging to the project effort. 

An erosion of trust between the client and the project manager will almost certainly compromise 
the project deliverables, thus damaging the credibility of both the client and the project manager 
involved.  Once trust has been compromised, it takes a lot of work to earn it back.   
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4. Explain the statement, “Clients are looking for reasons to trust you from your 
first interactions with them.” 

Regardless of any predispositions the client may have of a project manager coming into the 
project, he is looking for evidence that the project manager can be trusted to be a good steward 
of the project right away. 

5. Why are first impressions so critical? 

The first impression that you give your client plays an important role in establishing trust of you 
from the beginning.  Your first impressions set the tone for how your honesty with your client will 
be received by him down the road.   

6. What are the two components of making a good first impression with the 
client? 

Personal appearance and personal interactions 

7. Explain how the client may interpret your personal appearance related to a 
project manager’s ability. 

The client will view your appearance as an extension of your ability to do your job.  A casually 
dressed, unkempt project manager gives the client pause to consider if his project will be 
treated similarly.   

8. What are four ways of setting the right tone with the client in the first personal 
interaction? 

Greet the client appropriately, look the client in the eye, express your gratification to be on the 
team and state what you believe your responsibilities to be.  Assure your client that you are 
dedicated to the delivery of a solution and make sure the client has contact info. 

9. How should the first interactions with a remote client be handled? 

Contact your client as soon as possible and express your gratification to be on the team and 
state what you believe your responsibilities to be.  Assure your client that you are dedicated to 
the delivery of a solution and make sure the client has contact info. 

10. What four things must a project manager never do? 

Never say anything to the client that is not true, never allow the client to believe it will be on time 
if you are not confident that you can deliver, never selectively disclose information to your client 
with the intent to sway their perception, and never submit a dressed up status that allows your 
client to get an unrealistic view of the project’s accomplishments. 
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11. What six things must a project manager always do? 

Always do what you say you will do, always be on time for meetings with the client, always 
contact the client as soon as a material issue develops, always contact the client personally if 
any project deliverable will not meet expectations, always apply your experience constructively 
to the effort, always respect that the client is the final judge of the project effort. 

12. Discuss how small breeches of your word might be perceived by your client 
as an injury to your professional credibility. 

Small breeches of your word are perceived as just as damaging to credibility as large ones. 

13. What should you do when the client isn’t listening to your honest interaction 
with him? 

Document your thoughts and send the client a correspondence.  Written words are much harder 
to avoid or deny. 

14. Explain how Honesty and responsibility to the profession of project 
management are related. 

A project manager’s behavior related to Honesty can set the tone for how that client will interact 
with project managers who come after him and as such there is a responsibility to keep sincerity 
in all interactions. 

Case Study 

Alice should always submit complete status reports to her client.  Selective disclosure of project 
information to the client is dishonest, the equivalent of telling a lie to the client regarding the 
status of the project effort.  The more time passes after a breech of honesty, the more difficult it 
seems to be honest.  Also, the longer the duration of the dishonest event, the more damage is 
done to the relationship.  Alice’s professional credibility will incur significant damage as a result 
of her actions. 

Capability 

Review Questions 

1. Define Capability as it is explained in the PM/COR model. 

Capability is the ability to perform the responsibilities that are required as a project manager – 
both hard-skills and soft-skills.   
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2. Name six common capabilities that you must demonstrate and discuss with 
the client. 

The ability to understand the business environment the client works in. 

The ability to understand the “product” or “solution” being delivered. 

The ability to implement effective project processes. 

The ability to build and lead teams; to motivate and inspire. 

The ability to interact with vendors to the favor of your client. 

The ability to communicate effectively and to manage conflicts on the project. 

3. Why is it important to demonstrate to your client that you are committed to 
using sound project process? 

Demonstrating that you are committed to using sound project process methods gives the client 
a comfort level that you have a method for how to deliver. 

4. What standard project processes should you be capable of implementing for 
the benefit of the project? 

Standard project methodology processes included would be project planning, project execution 
and control methods, and close out activities.  Common deliverables included here would be 
communication planning, scope development, risk planning, scheduling, resourcing, costing, 
managing change, reporting, deliverable sign-off and lessons learned. 

5. How can you demonstrate to clients in the first interactions with them that you 
have the skill and experience required? 

Speak to your past accomplishments and to the benefits for past clients.  A documented history 
of project success will earn professional credibility from the beginning of the client relationship. 

6. What are the three methods for maintaining credibility through capability? 

Continuing development, council the client, and practicing what you preach. 

7. Why is continuing development an important part of a project manager 
continuing to maintain capability? 

The nature of advancement in technology requires every project manager to continue learning 
in order to maintain credibility over time.   

8. Explain the difference between holding your experience over your client’s 
head and offering it in a consulting capacity? 
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Using your experience in a consulting capacity demonstrates that you are part of the client’s 
cause.  Holding your experience over the client’s head only demonstrates that you are 
interested in your cause. 

9. Define what is meant in the PM/COR model by practicing what you preach. 

Use the project methodology and experience that you have brought to the table and have 
explained to the client as important.  Do not ditch process because it seems inconvenient in the 
moment. 

10. Define the difference between having a project methodology and actively 
using it.   What will the difference mean to the client? 

The difference is that knowing how to protect the project is never enough.  Using a project 
methodology allows the project manager to protect the project and the client.  The difference to 
the client could be project failure or project success. 

Case Study 

Gina is dependent on a project manager with the appropriate hard skills to manage the project.  
Linda has misled her client through the incorrect reporting of the project’s earned value.  The 
client may not be effectively managing project resources without complete and accurate project 
reporting. 

Vision 

Review Questions 

1. Define Vision as it is explained in the PM/COR model. 

Vision refers to what the project manager ‘sees’ in regard to the project effort.  It is not only what 
the project manager sees, but also how they see it.    

2. What are the two aspects of vision that a project manager must develop? 

One aspect of project vision that a project manager must develop is a common understanding of 
the general business needs that drive the project effort and actually visualize the required 
solution.  Another aspect of project vision is the project manager’s outlook or attitude toward the 
project.   

3. What are the two elements of understanding the client’s vision? 

What the client needs and why the client needs it. 
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4. Why is it important to document the vision in a project charter or similar 
document? 

Documenting this vision is important because it serves to establish your understanding of what 
the client needs and why. 

5. What will be the effect of the project manager’s lack of commitment to vision 
on the relationship between him and the client? 

The lack of commitment to a common cause will polarize a project manager and the client, 
diminishing the potential of the project and the professional credibility of the project manager. 

6. Why is it important to assist the client in understanding that he must interact 
with you in such a way that you can implement on the vision? 

The client must interact with you in such a way that you can implement on this vision.  Many 
times, project managers don’t discuss with the client what his or her role and responsibilities 
are.  It is regular, consistent interaction between the client and the delivering organization that 
creates a winning solution.   

7. How does a discussion of project planning with your client relate to vision? 

Assist the client in understanding that the time focused on project planning is the expression of 
understanding and implementing on the vision.  Explain that making things up as you go is both 
more expensive and less efficient than when proper project planning is in place.   

8. How can a project manager use vision to assist the client through 
uncertainty? 

A project manager usually has more experience and a better understanding of the phases and 
specific tasks required to complete the project than the client may have.  This disparity of 
knowledge and experience may manifest itself at times in the form of uncertainty on the part of 
the client.  Even when things are going well, the client may still feel uneasy.  A project manager 
that remains positive in the face of challenges will inspire confidence in the client rather than 
anxiety.  A project manager that accentuates the positive will keep the client’s spirit high.   

9. What can be expected of the client who has lost confidence? 

A client who has lost confidence in the project may require more of a project manager’s time to 
soothe.   

10. Define what is meant in the PM/COR model by being forward-looking? 

Project managers should always be looking ahead to either prevent risks from hampering the 
project effort or to identify project opportunities as they arise.   
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11. How does a forward-looking project manager serve the client? 

A project manager that remains forward-looking maintains better client relationships through 
placing more attention on the where the project is going than where it’s been.   

12. Explain a project manager’s responsibility to communicate the client vision to 
the delivering organization. 

It is important to assure the client that this vision is being shared with the project team.  
Everyone will work together better and provide more effective solutions when morale is high and 
when every member of the project team understands the client’s solution and business need.   

Case Study 

A project manager’s attitude can be contagious.  In this case, a bad attitude has spread 
throughout a once positive team.  A conflict between the disposition of the project manager and 
the client will interfere with project communications.  Though it’s oblivious to Craig, the client is 
growing concerned about staying on schedule.  When asked if the client can help, Craig 
responds with “I think we know what needs to be done”.  Craig should demonstrate that he 
shares his client’s vision by assuring the client that the team understands their role. 

Listening 

Review Questions 

1. Define Listening as it is explained in the PM/COR model. 

Listening may be best defined as the act of giving another person your complete attention for 
the purpose of understanding what is being communicated to you.   

2. How can you give your client your undivided attention during interactions with 
him or her? 

As a rule, make cellular phones, pagers and other electronic means of communication silent 
when meeting with the client.   Just because it is technologically possible for most everyone that 
you know to interrupt you while meeting with the client doesn’t make it acceptable.    

3. Why is completing other tasks inappropriate while listening to the client? 

Even if you believe you can effectively complete other tasks while on the phone with them, your 
clients will not perceive it as anything else than disrespectful.   

4. Explain the difference between listening and waiting to talk.  Explain the 
impacts of waiting to talk. 

When listening, a person is attempting to understand.  When waiting to talk, a person is only 
trying to be “polite”.   Waiting to talk is perceived as disrespectful.   
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5. How is availability a part of listening? 

Always be sure that your clients understand that they may call you anytime they need you.  It 
translates in your client’s mind to “My project manager will always be here to listen to my needs 
and concerns.”    

6. Why is becoming a more frequent visitor to the client’s location a part of 
effective listening? 

The application of observation skills is a very valuable tool to gather information about the client.  
The more that you know about the client and the environment that she works in, the better you 
will understand her needs. 

7. Define four of the seven non-verbal cues mentioned within the PM/COR and 
the potential meanings of each. 

A closed posture of folded arms, shoulders rolled forward and eyes cast low is generally a sign 
of mental intensity.  Generally, a person of this posture is engaged in listening and evaluating. 

An open posture of leaning back in the chair with fingers laced together and hands on top of the 
head is generally a sign of feeling at ease. 

When meeting with individuals, notice the posturing of the body to the conference table.  As the 
body shifts from forward toward the table to leaning away from the table, this often means that 
this person is ready to move past the current topic. 

People who are comfortable and confident generally seem to be physically at ease. 

Look for comfortable eye contact and a happy aura. 

Rapid blinking is generally a sign of discomfort.  It may indicate that the speaker is withholding 
information, outright lying, or wearing dirty contact lenses.   

The avoidance of eye contact is generally another sign of discomfort.  It may indicate a pending 
change of roles and responsibilities, the termination of a relationship, a discomfort with the 
current topic, or with you. 

8. How is soliciting feedback a part of listening? 

Be mindful that part of being available to listen is taking the initiative and asking your client from 
time to time for feedback.  This will reinforce that you take your responsibility as a project 
manager seriously.   

9. Why is it important to call your client from time to time? 

This affords the client an excellent opportunity to share new project information with you or ways 
that you may improve your service to them. 
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10. Explain the reciprocation effect of being a good listener. 

People who are effective listeners generally inspire this behavior to be returned by others.  By 
listening to the client effectively, the client will be more inclined to listen to the project manager 
effectively.   

Case Study 

Dan became aware that the project requirements were not including all of the material feedback 
from the client organization, yet did not advise the client that it would result in an incomplete 
solution.  Dan should explain to the client the time and expense associated with building a 
solution with incomplete requirements.  Jane was willing to consider the committee’s 
requirements only if they did not impact the current project requirements.  Dan squandered an 
opportunity to help deliver the client a true solution based on a detailed understanding of the 
business need. 

Managing Expectations 

Fact and Opinion Quiz 

Warm-up 

1. Jill has a 17” computer monitor.  Fact 

2.  The project team will complete the next deliverable by Friday at noon.  Opinion 

3. The coffee pot is broken into three pieces. Fact 

4. The project was completed in 725 days. Fact 

5.  Wednesday is better than Thursday. Opinion 

6. The project status report was submitted to the client on time.  Fact 

7. The following list of project vendors are competent.  Opinion 

More Difficult 

8. A dead branch fell off of the tree.  Fact 

9. The current earned value of the project is $247, 982.  Opinion 

10. I think Jim is always late returning project documents.  Opinion 

11. We can repair the damage to the server in 24 hours.  Opinion 

12. The windows will be installed throughout the building next week.  Opinion 

13. Using the agreed upon earned value calculation, the current earned value of the 
project is $247, 982.  Fact 
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14. A large, dead branch fell off of the tree.  Opinion 

15. The last three times Jim checked out project documents, he was late returning t hem.  
Fact 

16. The contractor reports that the windows will be installed throughout the building 
next week.  Fact 

17. We’ve never experienced a situation where the server couldn’t be repaired within 
24 hours.  Fact 

What and Why? 

18. The building designs do not comply with the building code changes. 

This statement could be a fact or opinion, depending upon the person and the 
circumstance the statement is presented.  It could be the opinion of the builder’s 
friend, or the decision of a building inspector. 

19. The project change request will not improve the solution. 

This statement could be a fact or opinion, depending upon the person and the 
circumstance the statement is presented.  It could be the opinion of the project 
manager, or the decision of the change control board. 

Here are a few suggestions….. 

20. The requirements phase is taking longer than planned. 

21. Sally has completed 5 projects successfully during her 7-year career as a project 
manager.  

22. The vendor reports that the changes will not have a significant impact on the project. 

23. The proposed vendors have met all of our requirements. 

Review Questions 

 

1. Define Managing Expectations as it is explained in the PM/COR model. 

Managing expectations is defined as assisting the client in anticipating the way the future will 
look or be experienced. 

2. How can a project manager guide the client’s expectations around the 
solution? 

It’s important that the project manager guide the client through an understanding of what can 
and, more importantly, what cannot be expected related to a solution.  Documenting these 
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expectations within the charter is an appropriate beginning point.  Expectation management will 
continue throughout requirements gathering.  Take the time to discuss your previous 
experiences with the client and come to agreement on what can be achieved. 

3. Why is it important for a project manager to mange expectations around the 
client’s role in the project effort? 

Often, the client doesn’t understand the part that she must play in the success of a solution.  It is 
important to spend the time with the client discussing specifically the activities that he will be 
engaged in and what the expectation of time toward those activities will be.   

4. Why must a project manager manage expectations around project process? 

Many project managers and teams assume that clients inherently understand the need for good 
process within a project, and in many cases they do not.  The role of the project manager in this 
case is to alert the client as to what the processes of the project will be and why they will be 
utilized.   

5. What is the advantage of explaining to the client that you will always act in the 
best interest of the project? 

Clients have an inherent sense of their partnership with the project manager.  They understand 
that the success of the project depends on the project manager sharing ownership of the project 
to the degree of always looking for a way to improve the solution.    

6. What expectations should the client have around your response to issues on 
the project? 

Explain to the client that he should expect that if issues to project success are identified that he 
will be notified as soon as possible.   

7. How should you set expectations around answering the client’s questions and 
concerns? 

Explain to the client that his questions and concerns will be responded to in a timely fashion.   

8. What should the project manager explain to the client regarding project 
changes? 

Explain to your client that it is understandable that requirements might change as the business 
model evolves.  Explain the process for how changes will be managed.   

9. Explain why it is important to establish the expectation with the client that 
every project will have rainy days? 

Communicate to your client in the beginning that despite all of your efforts there will be days 
when the sun does not shine on the project.   Establishing this expectation will make it more 
comfortable when you have to call the client and say, “It’s raining”. 
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10. Why is it important for a project manager to effectively be able to differentiate 
fact from opinion? 

The development of this skill-set forces us to be articulate in how we speak and leaves less 
room for misunderstanding in the area of what we hear.   

Case Study 

Pete should have included the budget impact of the project delays in the status report along the 
way.  Pete should not make any assumptions regarding what the client understands.  As soon 
as Pete became aware that the project would require additional resource, not already budgeted, 
he should have contacted his client personally. 

Client-Relations Crossword Key 

P R O J E C T P L A N
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C I E S O L I C I T I N G F E E D B A C K
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F A C T C W E M E T H O D O L O G Y G
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V I S I O N L
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P R O F E S S I O N A L C R E D I B I L I T Y  



PM/COR 
The Project Management Client Oriented Results Model  

Suggested Answer Key 

www.prodevia.com 

 
164 

Introduction to the Client Focus Areas 

Review Questions 

1. What are the five Client Focus Areas?  Briefly describe each. 

Profitability – The return on the investment of the solution your project is delivering. 

Requirements – The qualities and characteristics of the solution being built as well as the 
timeframe and cost of the solution. 

Risk – The concerns for the future of the solution, both during its development during the project 
lifecycle and after the solution is implemented. 

Change – The impacts of a changing, dynamic business need upon an established project 
solution. 

Politics – The impact of the business and cultural environments upon the solution during the 
project lifecycle.   

2. Why are these five areas so critical for a project manager to understand? 

These five areas remain on the client’s mind with regard to the development and 
implementation of a true business solution throughout the project effort.  These are the issues 
that can keep the client awake at night or give him a nervous twitch during the day.  In order to 
establish and maintain credibility, it’s important for a project manager to understand what 
motivates the client throughout the project cycle. 

3. Why is the client’s focus different than the project manager and team? 

For the delivering team and project manager, there will be an end to the project, but the client 
will live with the solution for a much longer period of time. 

4. What is the essence of professional credibility? 

Trust combined with a common goal.   

5. Define what it means when it is said that the Focus Areas of the PM/COR are 
interdependent. 

These skills may be evaluated to be both dependent and interdependent of each other.  For 
example, occurrences in the Focus Area, Change, may also have impacts upon Risk and 
Politics.  Most interactions between a project manager and the client will involve more than one 
Focus Area.   
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Profitability 

Review Questions 

1. What is the fundamental rule of every business entity?  

To generate more money than it spends – to earn a profit. 

2. Define the concept of utility. 

A fundamental economic assumption of human behavior is that we never do ‘something for 
nothing’, or even ‘something for something’, rather we always do ‘something for something 
more’. 

3. Why must project managers be aware of the client’s utility? 

Clients must always be able to receive something more from the project solutions that they are 
provided with than it cost them to attain it. 

4. Discuss the cost center myth. 

Cost centers exist within an organization for the purpose of accounting only.   Though a project 
manager’s performance may not be measured in terms of revenue generated for the 
organization, the overall profit of the organization is directly related to the ability to develop 
successful project initiatives.  As a steward of the client’s investment in a project solution, a 
project manager has a direct impact to the profitability of the company. 

5. What lesson is important for project managers to understand related to 
profitability and the cost center myth? 

The only reason a project is ever undertaken is because the development and implementation 
of a business solution is more profitable than not developing and implementing the solution.  In 
other words, it’s always about the return! 

6. How does the project manager bring value to the client? 

Project managers bring value to the client by being service-minded at all times toward the client 
and toward their profitability. 

7. Who is the final judge of whether or not the solution will aid in achieving 
profitability? 

The client. 
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8. Define how partnership between the project manager and client can be 
developed through the understanding of the Focus Area Profitability. 

A project manager must demonstrate a sense of ownership in the project and the solution.  
When a project manager becomes an integral part of the solution, the client will feel a sense of 
partnership with the project manager.  This partnership in delivering a successful solution is part 
of the foundation of the relationship between the client and the project manager.  Without a 
partnership with the client, a project manager will be set-up to fail.  The professional credibility of 
a project manager rests on his ability to partner with his clients. 

9. Why is information from the project manager and team to the client related to 
profitability? 

The client makes decisions that have a direct financial impact to the business based on the 
information the project team provides.  Complete honesty with clients regarding the project effort 
allows them to be a good steward of their own money. 

10. What should a project manager consider when profit isn’t the client’s motive? 

It is important to consider that solutions that are not profit focused are still constrained by the 
limitations of an organization’s resources.  There is always an opportunity cost when a project 
isn’t implemented in the most effective way possible.  Again, there is always an opportunity cost 
for all organizations regardless of the profit motive.  It’s always about the return an organization 
will receive, or utility. 

Case Study 

Because project delays cost his client money, Kevin should not be ‘casual’ in the regard to the 
management of project delays.  Kevin should acknowledge that project delays cost the client 
money.  Kevin’s past projects that were not delivered as planned has no bearing or impact on 
this project.  If the client didn’t understand the likelihood of vendor delays or the impact to the 
project, it’s Kevin’s fault.  The size of the company does not justify the squandering of project 
resources.  The client already stands to lose over $600,000 for the two months the project will 
be late. 
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Requirements 

Review Questions 

1. Define Requirements as part of the PM/COR model. 

Requirements are those items that the client will require as part of the final solution as well as 
why he wants it.  It is also understanding what the client wants in relationship with what he 
needs. 

2. Why is it important to consider requirements in the context of the client 
purpose, or business need? 

It’s important to understand why the client wishes to initiate the project.  The why gives context 
for better understanding client requirements. 

3. What three priorities should the client and the project manager discuss? 

The components of a quality solution as well as the timeframe a solution needs to be 
implemented by and the cost associated with it. 

4. Why is it important to understand the client’s priorities? 

It is important to understand the order of these priorities because the client who is most 
sensitive to time, for example, may be required to acquiesce on matters related to scope, 
quality, and cost.  Usually, one priority will cause impacts to the others in terms of what is 
realistically achievable. 

5. Why should these priorities be written down and agreed to? 

The priorities should be written down so that it is confirmed that common understanding and 
agreement exists between the project manager and the client.  These priorities will be used to 
build a project plan that is consistent with the client’s goals. 

6. When the client experiences sticker shock associated with the time and 
expense of the planning phase, what should the project manager discuss with 
him? 

The project manager should discuss with the client that there is almost always an inverse 
relationship between the project planning investment and the project’s realized cost in terms of 
time and money.  For example, more time spent planning usually means less time that will be 
lost in execution of a project. 
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7. Why should the project manager take the time to explain the project plan with 
the client while it is forming? 

The client needs to have an understanding of how the solution will be arrived at. 

8. Why should a plan be written as a deliverable-based plan? 

A plan should be written based on the deliverables because this is the point of view of the client 
– the deliverables he will receive.  A plan that is written as only as a list of many tasks to 
complete does not provide the client a clear picture of what he will be receiving. 

9. Explain educating the client as to how the project will be approached and 
phased, and why. 

It is important to help the client understand that the project is being approached and phased 
according to his priorities.  For example, if time is most important to the client, then a discussion 
of why the project will begin design before requirements are complete is important. 

10. How do requirements always relate back to profitability? 

A project manager needs to understand that every requirement will tie back to the utility that the 
client will receive as a result of the solution.  For-profit clients always are concerned about how 
the solution functions, the date it is delivered, and the cost associated with it will help them to 
achieve profitability, or utility. 

Case Study 

Jim, the project manager, should explain to the client not only the importance and significance 
of planning, but the risks associated with moving into development with incomplete 
requirements.  The large sum of money the client has invested in planning is compromised by 
beginning development without the appropriate level of project requirements. 

Risk 

Review Questions 

1. Define Risk as it relates to the PM/COR model. 

Risk is defined as those things related to the solution that are not known.  

2. What are the two types of risk that a project manager must focus on with the 
client? 

Business risk and project risk 
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3. Why is it important that the project manager should look at risk from the point 
of view of the business? 

The client looks at risk in terms of the unknowns around a solution in the business environment.  
It is important that a project manager understand these risks – in some cases the client’s 
business risks can be mitigated as part of the project plan. 

4. What are the advantages to the client when a project manager takes the time 
to ask the client about the risks that he is concerned about? 

This information assists in developing a stronger project plan as well as helps to communicate 
to the client that the project manager empathizes with the uncertainties of a new solution in the 
business environment. 

5. What are project risks? 

Project risks are defined as those internal risks that will jeopardize the success of project 
deliverables. 

6. Why should the client be educated about project risks? 

The client is often unaware of key project risks, and these risks may create additional business 
risks for him that he will want to be aware of. 

7. What is the relationship between risk and profitability?  How does a project 
manager use this information to discuss Risk with the client? 

Risk, or uncertainty, as it relates to time, resources and technical challenges can create risk to 
the client’s profitability.  It is important that the project manager explain this to the client so that 
the client can understand why risk planning is needed and important. 

8. The need for additional process around risk management isn’t so much driven 
by project complexity, but rather by the risk of the solution’s failure to benefit the 
business. 

9. Why discuss with the client how risk planning on the project will occur? 

The client needs to have an understanding of how identified risks will be managed as well as 
how unforeseen risks will be dealt with when they are realized. 

10. What discussion should a project manager have with the client around 
unforeseen risk? 

It is important that the client understand that unforeseen risks generally carry the greatest risk to 
the project.  A client should be aware of the process that will be used to handle unforeseen risk.  
This process should include whether or not a management reserve will be put into place, how 
that reserve can be utilized, and documented roles and responsibilities that have been agreed 
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to by the project manager and the client.  Ambiguity in each party’s responsibility here will 
provide an opportunity for conflict later. 

Case Study 

Rebecca should not rationalize project risks away.  Rebecca should communicate the potential 
impact of risks to the client rather than assure the client that the risk will not occur.  Rebecca 
should have contacted the client in person, immediately after she learned of the strike.  
Rebecca should document the impact of the strike to the project and review this impact with the 
client so as to manage the client’s expectation moving forward. 

Change 

Review Questions 

1. Define change related to a dynamic business environment. 

Change in a project will always be influenced by the changes that will happen to the client 
related to his business.  For example, changes in business strategy could require key changes 
in the components of a solution to be delivered. 

2. Define change related to refinement of a solution. 

Change often develops as a result of better understanding around needs of a solution and its 
components.  It is important that a project manager always be focused on giving the client a true 
solution, not just the original one. 

3. Explain the concept of sunk investment. 

Sunk investment refers to money and time spent to deliver a solution.  Many times, clients can 
become attached to this sunk investment in such a way that they are unwilling to make changes 
that may be necessary for the business. 

4. Why is it important to explain sunk investments to the client? 

Because the project manager is viewed as a steward of the client’s resources, it is important to 
explain to the client that for the remainder of the time and dollars allocated to the solution that a 
more time-effective and/or cost-effective approach could exist.  Assist the client in 
understanding that evaluation of new avenues must be viewed from what is left to spend, not 
how much has been spent in the past.  

5. Why is change control effective for the client and the project? 

Change control establishes the expectation of all parties that change is a normal and expected 
function of the delivery of almost every business solution.  It also positions the project manager 
to be a more responsible steward of the client’s resources. 
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6. What should be explained to the client regarding change control? 

The project manager should explain the process of change control to the client, show the client 
the necessary templates that will be used, and explain the benefits that the client will receive by 
using change control.   

7. Should change first be viewed as an opportunity or a threat?  Why? 

Opportunity.  Any change should be evaluated as an opportunity for the client to receive a better 
solution than he would have otherwise.  Change should only be viewed as a threat after a 
formal review of impacts to time, cost, and the deliverables of a solution. 

8. Why should the project manager ask the client for possible changes? 

Asking for change from the client reinforces the message that a project manager understands 
the dynamics of business.  It also reduces the probability that the client will circumvent the 
change process.  

9. How is change good for the project manager? 

Any change that is beneficial for the client is always to be viewed as beneficial to the project 
manager because the project manager is in service of the client. 

10. Explain why a project manager must consider Change in relationship to the 
other Client Focus Areas. 

A project manager must always consider how change will impact other Client Focus Areas.  For 
example, changes to the client’s needs around Profitability will almost certainly create change in 
other areas such as Requirements, Risk, and possibly Politics.  It is important that when a 
project manager sees a change occur that he is able to consider the impacts of that change on 
other areas of the project and the business. 

Case Study 

Sharon should understand that her responsibility is to develop a true solution for her client, even 
if the client’s needs change along the way.  The comment “Why don’t they understand that we 
need to be left alone in order to build the solution that is already defined?” demonstrates that 
Sharon thinks the success of the project is measured by her ability to deliver what has been 
designed whether it’s a true solution or not.  Change requests should never place the project 
over budget or behind schedule.  A proper change control process takes into account the costs 
and schedule revisions associated with change requests and only implements those changes 
when the impact to the project has been reviewed and accepted by the client.  The submission 
of 27 change requests during the first 8 weeks of development is indicative of incomplete project 
requirements.  Sharon should advise her client of both the financial and schedule impact of 
building with incomplete requirements and recommend suspending development until 
requirements are deemed complete.  The project manager is never in a position to refuse to 
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consider the impact a change request has on the project.  Conflict between the project manager 
and the client should always be addresses in person or on the phone, never by email. 

Politics 

Review Questions 

1. Define Politics as it relates to the PM/COR model. 

Politics are defined as the influence that relationships play in the operations of the organization. 

2. Explain how politics relates to relationships. 

Relationships often drive business decisions.  In the first form, people are associated with those 
that they trust through experience, and who are likely to be a part of the business solutions.  
The second form occurs when people associate themselves with others for the purpose of 
‘success by association’.   Most small organizations experience more of the first form of politics 
than the second form.  A smaller organization will likely operate more efficiently; placing more 
focus on ‘what you contribute’, than ‘who you know’.  The larger the organization, the more likely 
the second form of business politics will occur.   

3. Explain the influence of politics on your client relationship. 

The political environment of the organization will influence the client’s interaction with the project 
manager.  Clients must operate within the political context of the client organization, just as the 
project manager must operate within the context of the delivery organization.  The presence of 
two different political climates often provides an opportunity for conflict between the client and 
project team.   

4. Who does the project manager always have an obligation to when there are 
conflicts between the politics of the client organization and the delivering 
organization? 

The client. 

5. If there is a conflict between the organizations, what should a project manager 
do? 

When a direct conflict arises in this regard, the project manager should request a meeting with 
the parties represented to resolve the conflict.  As a matter of professional credibility, only 
proceed in a direction that you feel is detrimental to the project when your client understands 
fully that your objections have been heard and overruled. 
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6. How should a project manager conduct themselves in an organization with a 
“who knows whom” variety of politics? 

A project manager should conduct herself according to what is best for the client and not fall 
victim to the making decisions about what is best for her in the immediate moment politically.  
Any project manager who allows politics to breech her integrity will only injure her best interests 
in the end. 

7. Define what is meant by the statement “A project manager must demonstrate 
conviction and character in the management of a project.” 

The project manager should actively demonstrate to the client that he puts the client’s best 
interests above his own. 

8. Related to politics and problem solving, how does a project manager build and 
maintain professional credibility? 

Professional credibility is built and maintained by placing a higher priority on the problem than 
on the people involved.  It’s not personal. 

9. What skill can significantly assist a project manager in navigating through the 
politics of an organization? 

The skill of differentiating fact from opinion. 

10. What are the dangers of becoming a “yes” person? 

It is much more important that a project manager be driven by the need to be respected than the 
need to be liked.  The danger of becoming a “yes” person means that the project manager is 
willing to put his need to be liked before the client’s need for the best solution. 

Case Study 

Mike places a higher priority on his potential for advancement than the success of the client’s 
project.  Mike also places a higher priority on the opinions and speculation of workers not 
associated with the project team than the success of his client’s project.  Mike was unwilling to 
explain to his director that he has investigated the concerns to find that Eric has actually been 
coming in early for the last week to make sure the team meets a project milestone. 
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Module 14 – The PM/COR Focus Points 

PM/COR Focus Point Case Questions 

F.P. 1. YES.  Honesty/Profitability - A project manager demonstrating professional 
credibility will always have the courage to say what needs to be said - even if this means 
advising the client to cancel the project in favor of a more appropriate alternative - 
because it better serves the client's ability to be profitable. 

F.P. 2. YES.  Capability/Profitability - A project manager demonstrating professional 
credibility will always evaluate the profitability of a solution from its useful life instead of the 
more limited view of the project life. 

F.P. 3. NO.  Vision/Profitability - A project manager demonstrating professional 
credibility will always believe that the client's profitability is as important as the project 
manager's need for the project's success.  He will also be committed to assisting the client 
in any way possible such that the client can achieve profitability.  Jon should consider the 
concerns of his client and how he can assist her in making the project successful for the 
greater business need of profitability. 

F.P. 4. YES. Listening/Profitability - A project manager demonstrating professional 
credibility will always ask questions to better understand how the solution will aid 
profitability.  He will also observe the business environment to better understand how the 
solution will contribute to profitability.   

F.P. 5. NO.  Managing Expectations/Profitability - A project manager demonstrating 
professional credibility will always set the expectation with the client that he (the client) is 
always the final judge of whether or not the solution will be profitable.  He must also 
differentiate fact from opinions related to the client's profitability as well as assist the client 
in doing the same.  The project manager should have provided the factual detail to Sam 
regarding industry standards and recognize that Sam must be the final judge of profitability 
for his business. 

F.P. 6. NO. Honesty/Requirements - A project manager demonstrating professional 
credibility will always speak to a client in person, or by phone when geographically 
dispersed, to discuss project requirements that will not be able to be met as promised.  
Tim should have called his client asking for a meeting to discuss issues that have arisen 
with the time and cost estimates. An email is not an appropriate way to initiate this 
conversation with the client. 

F.P. 7. YES. Capability/Requirements - A project manager demonstrating professional 
credibility will always have a process for planning and managing requirements and talk to 
the client about the benefits he will receive toward the success of the solution by utilizing 
sound process.  He will also utilize and share experiences thwart assisting the client in 
creating the best solution possible. 
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F.P. 8. YES. Vision/Requirements - A project manager demonstrating professional 
credibility will always look for alignment between what the client is asking for and what the 
client needs.  He will commit and stay committed to providing the client the best solution 
possible. 

F.P. 9. NO. Listening/Requirements - A project manager demonstrating professional 
credibility will always respect the client by listening to what it is that he is looking for 
related to time, cost and a quality solution as well as listening for why those constraints are 
important for the client.  He will also ask questions to better understand the client's needs.  
George did not take the initiative to listen nor to ask questions about the date the client 
requested.  He is not aware of any flexibility there might be.  Or if the date is inflexible, why 
that is so. 

F.P. 10. NO.  Managing Expectations/Requirements - A project manager demonstrating 
professional credibility will always assist the client in understanding the requirements can 
be impacted by profitability needs, risk, change, and politics, and that he will assist the 
client in anticipating these impacts.  Thomas is not managing the client’s expectations and 
has information that he needs to be aware of.  The client may not be able to anticipate the 
feelings of the end users.  Thomas should discuss with the client possible political 
pressures in the client environment that could jeopardize the success of the product and 
work with the client to identify ways to increase end user buy-in. 

F.P. 11. YES.  Honesty/Risk - A project manager demonstrating professional credibility 
will always stay honest about the business risks that the client may have and that the 
project will not be able to mitigate or respond to. 

F.P. 12. YES.  Capability/Risk - A project manager demonstrating professional credibility 
will always have a process for planning and managing risk and talk to the client about the 
benefits he will receive toward the success of the solution by utilizing sound process. 

F.P. 13. NO. Vision/Risk - A project manager demonstrating professional credibility will 
always consider the future impacts of both business risk and project risk on a solution 
even after the life of a project is over.  James should inform the client of this new 
information and allow the client to evaluate the risk of this on the on-going support of the 
product after implementation. 

F.P. 14. YES. Listening/Risk - A project manager demonstrating professional credibility 
will always observe the business for the purpose of better understanding the risks inherent 
in the business environment of the solution. 

F.P. 15. NO.  Managing Expectations/Risk - A project manager demonstrating 
professional credibility will always differentiate fact from opinion related to potential risks 
as well as assist the client in doing the same. 
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F.P. 16. NO.  Honesty/Change - A project manager demonstrating professional credibility 
will always be honest about how changes the client asks for will impact the success of a 
solution.  In this case, John should be honest with the client and provide the information 
expressed by Roger.  To keep this information from the client is considered an act of 
dishonesty in the PM/COR model. 

F.P. 17. YES. Capability/Change - A project manager demonstrating professional 
credibility will always evaluate the interactions that change will have related to profitability, 
requirements, risk and politics. 

F.P. 18. YES. Vision/Change - A project manager demonstrating professional credibility 
will always anticipate possible changes to the solution.  He will keep a positive outlook with 
the client around change by looking at every change as an opportunity to create a more 
robust solution. 

F.P. 19. NO. Listening/Change - A project manager demonstrating professional credibility 
will always ask the client for changes he is considering on a regular basis.  If Terence had 
asked for changes at the last status meeting, he would have more likely had a head's up 
that the changes were being considered by the client. 

F.P. 20. YES. Managing Expectations/Change- A project manager demonstrating 
professional credibility will always explain to the client what his role and responsibilities will 
be toward using the change process.  A project manager demonstrating professional 
credibility will always communicate to the client that the client is in the best position of all 
to assess whether ort not the suggested change is good for his business. 

F.P. 21. NO. Honesty/Politics - A project manager demonstrating professional credibility 
will always be honest about how politics of both the delivering organization as well as the 
client organization can impact the success of the solution.  Henry should have explained to 
his manager that the client was not comfortable speeding up the timeline, and his 
responsibility was to the success of the client for the good of his own delivery 
organization's reputation. 

F.P. 22. YES. Capability/Politics - A project manager demonstrating professional 
credibility will always utilize and share experiences that help the client in better 
understanding how politics will impact the success of a solution. 

F.P. 23. NO. Vision/Politics - A project manager demonstrating professional credibility will 
always consider the future impacts of politics on a solution even after the life of the project 
is over.  He will keep a positive outlook with the client around political pressure by looking 
at it as an opportunity to create a better environment for the solution.  Pete should have 
worked with his client to consider the implications of the end user unhappiness and 
brainstormed ways to increase end user buy-in and the opportunity of building a solution 
that they could rally around instead of defeat. 
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F.P. 24. NO. Listening/Politics - A project manager demonstrating professional credibility 
will always question the client to learn more about the politics that may be influencing the 
solution but which may not have been shared previously.  Kris should take her direct 
manager's suggestion and speak to her client about the possible political pressures 
between the two groups. 

F.P. 25. Managing Expectations/Politics - A project manager demonstrating professional 
credibility will always explain to the client what responsibilities he has related to alerting 
the project manager of political influences that could impact the success of the solution. 

 

 



PM/COR 
The Project Management Client Oriented Results Model  

End of Course Assessment Preparation 

www.prodevia.com 

 
179 

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. The PM/COR Competencies define – 

 The characteristics that clients look for in the project managers who will 
be engaging in initiatives with them 

 The skills of building an effective communication plan 

 The manner in which a project manager evaluates the strategic success 
of the project 

 The ability to properly scope and schedule the initiative 

2. The PM/COR Focus Areas define – 

 The areas that are of importance to the project team who must execute 
the work 

 The interactions and expressions of a Competency demonstrated within a 
Focus Point 

 The concerns and topics that are typically on the client's mind as they 
engage in an endeavor with a project manager and team 

 The manner in which a project manager should communicate with the 
client 

3. Which of the following is NOT true related to first impressions with your client? 

 The first impression that you give your client plays a critical role in 
establishing trust and professional credibility with your client. 

 Your first impressions set the tone for how your honesty with your client 
will be received by him down the road. 

 The client will view your appearance as an extension of your ability to do 
your job. 

 A history of success will always overcome a poor first impression. 
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4. When the client does not seem to want to listen to a project manager's honest 
dialogue, the project manager should then – 

 Discontinue the communication as he has completed his due diligence to 
honestly inform 

 Continue to explain until the client agrees he understands. 

 Provide the information to a colleague close to the client. 

 Document his thoughts and send it as correspondence to the client 

5. Which of the following is considered a Capability hard-skill? 

 The ability to motivate 

 Database design expertise 

 The ability to manage conflict among stakeholders. 

 The ability to lead teams 

6. Which of the following is NOT a common capability any project manager should 
have? 

 The ability to communicate effectively 

 The ability to implement an effective project management methodology 

 The ability to develop the product. 

 The ability to understand the business environment the client works within 
and how the project results will contribute to that end 

7. What will be the effect of the project manager's lack of commitment to vision 
upon the client relationship? 

 The vision will not be properly documented 

 Lack of commitment to vision will often serve to polarize the project 
manager and client, jeopardizing the project 

 The client will not be able to articulate the business need effectively 

 The project effort will not produce an effective solution 
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8. Why is it important to ensure the client understands his role and responsibilities 
toward the project? 

 To delegate responsibilities 

 To ensure that the client is accountable 

 To remove extraneous activities from the project plan. 

 To aid the client in interacting successfully with the project manager 
during the project 

9. Listening is a two-part skill including paying attention to the speaker’s words and 
non-verbal cues as well as – 

 Taking notes 

 Asking questions for the purpose of understanding what is being 
communicated 

 Forming your response to the speaker's communication 

 Responding to the speaker with your thoughts and ideas 

10. Which of the following items is advisable to do in order to give the client your 
undivided attention during meetings? 

 Silence all electronic communications 

 Meet at a neutral location 

 Include other team members on the meeting attendance list 

 Multi-tasking 

11. When acting in the client's best interest, a project manager should – 

 Explain to the client that the project manager will determine what will 
serve the client 

 Only implement what he believes will benefit the client 

 Implement only those things that were originally agreed to at the 
beginning of the project. 

 Discuss with the client that his motto is "The client's best interests are the 
project manager's best interests."  
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12. Which of the following is a FACT? 

 "Jim is not reliable." 

 "Jim will be complete by end of week." 

 "Jim will be late in completing his deliverable." 

 "Jim has committed his deliverable to be complete by end of week." 

13. Utility is best defined as a fundamental economic behavior that business always 
does – 

 Something for something 

 Something for nothing 

 Something for something more 

 Nothing for something 

14. Which of the following is a project manager's role toward profitability? 

 Project managers must provide accurate data to the client such that the 
client can make real-time decisions impacting profitability. 

 The project manager should always develop the initial business case for a 
project. 

 The project manager controls the revenue component of profitability. 

 Project managers are not responsible for profitability. 

15. What must always be aligned with the client's requirements? 

 Project manager's product requirements 

 Business need 

 Design procedures 

 Team requirements 
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16. In planning requirements, what should the project manager discuss with the 
client? 

 Changes will not be allowed after the requirements are defined and 
agreed to. 

 No development can begin until all of the requirements are complete. 

 Requirements do not need to be documented until later in the project life-
cycle. 

 A project manager should discuss that the time taken early to gather 
product requirements is less expensive than making things up as the 
project goes along. 

17. Why should a project plan and status reporting be deliverable based? 

 The plan and status report should not be deliverable based. 

 To keep the team focused on their daily tasks. 

 A plan and status report should always be focused on what the client is 
receiving to keep everyone focused on the end goal of requirements. 

 Only the status report should be deliverable based. 

18. Which of the following would be defined as a Business Risk? 

 The project manager's resources are being shared across three other 
project initiatives. 

 Funding across the client organization may be cut in the third quarter of 
the fiscal year. 

 The project manager has been informed that there is a possibility he will 
be removed from the effort and re-assigned to another project. 

 The project's hardware vendor is backordered for the necessary 
equipment creating a possible delivery delay. 
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19. What should a project manager do concerning Unforeseen Risks? 

 Passively accept that unforeseen risks exist. 

 Manage them at the time of occurrence. 

 Document that these risks will exist. 

 The risk plan should include a process or ongoing, re-evaluation of risk 
throughout the life of the project and should be discussed with the client. 

20.  A risk is different from an issue in that a risk is, - 

 A current problem facing the project 

 Issues and risks are the same. 

 A defect in the solution 

 A probable event with some impact to the project. 

21. Why is change considered a necessary component of the project? 

 Because clients often do not know what they want. 

 Because every business operates within an environment that does not 
stay static.  Projects must adjust as business must adjust. 

 Change on projects should be avoided at all costs. 

 Because project planning is so poorly executed. 

22. What is a sunk investment? 

 The time and effort that cannot be expended on an alternative solution. 

 The expenditure that has already been spent upon a solution. 

 A project initiated from a poorly crafted business case. 

 A solution that is not effective for the end user. 
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23. Why should a project manager ask for change from the client? 

 It allows the project manager to make a decision as to whether or not the 
change should be included. 

 It gives the project manager the opportunity to control the conversation 
and deny the change quickly. 

 It allows the project manager and team to act more proactively toward the 
identification and assessment of new changes to the existing solution. 

 A project manager should never ask for change. 

24. How should a project manager conduct himself in a destructive political 
environment? 

 A project manager should always be guided by the delivery of the client's 
true solution and commit to the success of the project over her own 
personal success. 

 Refuse to work on the project. 

 Avoid subjects that may be considered to be confrontational to the client. 

 Acquiesce to political demands. 

25. What should a project manager always commit himself to when faced with 
political dilemmas? 

 The goals of his delivery organization. 

 The client's best interests. 

 The interests of the project team. 

 His personal career objectives. 
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Assessment Test Answer Key 

1. The characteristics that clients look for in the project managers who will be 
engaging in initiatives with them.  The PM/COR Competencies define the 
characteristics that clients will consider to be important as they interact with the project 
manager.  The client often evaluates a project manager's professional credibility based 
upon these characteristics. 

2. The concerns and topics that are typically on the client's mind as they engage in 
an endeavor with a project manager and team.  The PM/COR Focus Areas are 
addressed from the client's perspective. 

3. A history of success will always overcome a poor first impression. No project 
manager should ever make the mistake of believing that his history of success is so 
impressive that his first impression will not matter in the eyes of the client.  It will. 

4. Document his thoughts and send it as correspondence to the client. Written words 
are much harder to avoid or deny.  It is important for a project manager to do his best to 
provide information to the client. 

5. Database design expertise. The ability to motivate, lead teams, and manage conflict 
are considered soft-skill competencies. 

6. The ability to develop the product. Project managers are not commonly expected to 
be the 'builders' of a deliverable. 

7. Lack of commitment to vision will often serve to polarize the project manager and 
client, jeopardizing the project. If a project manager cannot be committed to the goals 
of the client it will be difficult for him to work in harmony with the business to deliver an 
effective solution. 

8. To aid the client in interacting successfully with the project manager during the 
project. A project manager should always work with the client to define the client's role, 
responsibilities toward the execution of deliverables, and the time and effort that will be 
required of him.  Some clients do not understand how to effectively engage and interact 
in a project effort.  A project manager with professional credibility will set the client up for 
success in this regard. 

9. Asking questions for the purpose of understanding what is being communicated. 
A credible project manager recognizes that listening must be focused on understanding.  
The best way to ensure understanding is through asking questions. 
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10. Silence all electronic communications. When meeting with a client, do not attempt to 
complete other tasks or take other communications unrelated to the client effort.  Even if 
you believe you can effectively multi-task other responsibilities during the conversation, 
your client will not perceive it as anything other than being disrespectful. 

11. Discuss with the client that his motto is "The client's best interests are the project 
manager's best interests." Project managers must always communicate to the client 
that his goal is to remain in alignment with what the client believes his best interests are.  
A project manager is not in a position to trump the client in this regard. 

12. "Jim has committed his deliverable to be complete by end of week." "Jim has 
committed his deliverable to be complete by end of week." is a factual statement.  The 
other answer choices are opinions. 

13. Something for something more. The project manager must always be cognizant of the 
fact that client conduct projects in order to receive greater value for the business. 

14. Project managers must provide accurate data to the client such that the client can 
make real-time decisions impacting profitability. Project managers cannot always be 
held accountable for a business case or for the revenue stream a solution might 
generate; however, they do have influence over the expenditures of a project and the 
accurate status of these to a client. 

15. Business need. The client's requirements must always be in alignment with their 
business needs and goals. 

16. A project manager should discuss that the time taken early to gather product 
requirements is less expensive than making things up as the project goes along. 
Clients do not always recognize that the time taken to gather requirements is more cost 
effective in the long run.  Project managers should have this conversation with clients.  
The other answer choices are all incorrect statements within the PM/COR model. 

17. A plan and status report should always be focused on what the client is receiving 
to keep everyone focused on the end goal of requirements. A plan and status report 
that is deliverable based keeps everything in the perspective of the client - deliverables.  
Clients are unconcerned with activities.  They are focused on end results. 

18. Funding across the client organization may be cut in the third quarter of the fiscal 
year. Business Risks are those things that the client is aware of that the project manager 
may know. 
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19. The risk plan should include a process or ongoing, re-evaluation of risk 
throughout the life of the project and should be discussed with the client. Though 
Unforeseen Risks cannot be defined specifically early on, a regular evaluation of risk 
allows project managers to catch these risks earlier than if no re-evaluation is 
conducted. 

20. A probable event with some impact to the project. Risks are uncertainties in the 
project effort.  Issues are certainties, or current problems. 

21. Because every business operates within an environment that does not stay static.  
Projects must adjust as business must adjust. A business environment is adapting 
continually.  Projects must have a vehicle, a change process, to also adapt. 

22. The expenditure that has already been spent upon a solution. There is a sunk 
investment in every project - the resource that has already been spent.   

23. It allows the project manager and team to act more proactively toward the 
identification and assessment of new changes to the existing solution. The best 
way to serve a client is to ensure that the client receives a 'true' solution, adapted to the 
business and its changes.  The other answer choices are incorrect within the PM/COR 
model - the client is the final judge of changes that will serve them. 

24. A project manager should always be guided by the delivery of the client's true 
solution and commit to the success of the project over her own personal success. 
A project manager should always engage with the client in such a way as to 
demonstrate he wishes to provide a successful solution. 

25. The client’s best interests.  Over the long haul of a project manager's career, keeping 
the best interests of the client first will always return a greater reward for a project 
manager. 
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