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FOREWORD

SWURQJ�SURMHFW�OHDGHUVKLS�FDQ�PDNH�WKH�GLHUHQFH�EHWZHHQ�VXFFHVV�DQG�IDLOXUH�EXW�LV�VXUSULVLQJO\�HOXVLYH�WR�PDQ\
businesses.

:KHQ�LW�FRPHV�WR�SURMHFW�PDQDJHPHQW��ZH�WHQG�WR�WDON�DERXW�WKH�WDFWLFDOȃWKH�DVVLJQPHQWV��WKH�WDVNV��WKH�DSSURYDOV��DQG�
VR�RQ��%XW�EXVLQHVV�LV�HYROYLQJ��DQG�PDQ\�SURMHFW�WHDPV�DUH�QRZ�EHLQJ�DVNHG�WR�OHDG�FKDQJH��LQVWHDG�RI�MXVW�WLPHOLQHV�
DQG�PLOHVWRQHV��7KLV�HYROXWLRQ�LV�DFFHOHUDWLQJ�DQG�LV�GULYHQ�E\�IUHVK�WKLQNLQJ�DQG�EXVLQHVV�QHFHVVLW\�VXSSRUWHG�E\�
DGYDQFHG�WHFKQRORJLHV�WKDW�DUH�KLJKO\�DFFHVVLEOH�WR�D�PXFK�EURDGHU�UDQJH�RI�FRQWULEXWRUV��(HFWLYHO\�PDQDJLQJ�ZRUN�LV�
no longer just the role of a few specialists. 

$W�$W7DVN��ZHȇYH�EHHQ�ERWK�ZLWQHVVLQJ�DQG�HQDEOLQJ�WKLV�WUHQG�IRU�PDQ\�\HDUV��ΖWȇV�WKH�UHDVRQ�RXU�VWUDWHJLF�IRFXV�JRHV�
EH\RQG�KHOSLQJ�FOLHQWV�EHWWHU�PDQDJH�SURMHFWV��2XU�(QWHUSULVH�:RUN�0DQDJHPHQW�VROXWLRQ�DOORZV�WKHP�WR�YLHZ�ZRUN�LQ�D�
KROLVWLF�ZD\ȃSURYLGLQJ�FRPSOHWH�YLVLELOLW\�DFURVV�QRW�MXVW�SURMHFWV��EXW�WKH�HQWLUH�OLIHF\FOH�RI�ZRUN��

:LWK�YLVLELOLW\�FRPHV�WUDQVSDUHQF\��FRQILGHQFH��DQG�XOWLPDWHO\��WKH�SRZHU�WR�OHDG��'HFLVLRQV�QR�ORQJHU�QHHG�WR�EH�PDGH�
ZLWK�RXW RI GDWH�DQG�LQFRPSOHWH�LQIRUPDWLRQ��UHVRXUFHV�FDQ�EH�WUXO\�RSWLPL]HG��DQG�SURGXFWLYLW\�PDWHULDOO\�LPSURYHG��

:H�KRSH�\RXȇOO�ȴQG�WKH�FROOHFWLYH�ZLVGRP�FDSWXUHG�LQ�WKLV�H%RRN�WR�EH�D�VRXUFH�RI�LQVLJKW�DQG�EHVW�SUDFWLFH�DV�\RX�
continue your own journey to be a project leader.

eric Morgan  
$W7DVN�&(2
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*DUWQHU�SUHGLFWHG�D�PDVVLYH�VHD�FKDQJH�LQ�WKH�ZRUOG�RI�SURMHFW�PDQDJHPHQWȃD�FKDQJH�WKDW�LV�IRUFLQJ�SURMHFW�PDQDJHUV�LQWR�
D�JUHDWHU�OHDGHUVKLS�UROH�DQG�UHTXLULQJ�WKHP�WR�ZRUN�FORVHO\�ZLWK�VHQLRU�H[HFXWLYHV��:LWK�WKH�JHQHURXV�VXSSRUW�RI�$W7DVN��ZH�
reached out to 40 top Project and Portfolio Management (PPM) professionals and asked them the following question:

Please share a remarkable leadership secret that had a major impact on an enterprise 
project you have managed. Please tell the story and the results that you achieved.

:H�UHFHLYHG�D�UDQJH�RI�LQVLJKWIXO�DQVZHUV�WKDW�SDLQW�D�SLFWXUH�RI�DQ�LQGXVWU\�LQ�WUDQVLWLRQ��7KH�HVVD\V�LQ�WKLV�ERRN�URXJKO\�
EUHDN�GRZQ�LQWR�WKUHH�FDWHJRULHV��6HYHUDO�RI�WKH�SUDFWLWLRQHUV�IRFXVHG�RQ�WKH�QHZ�UHODWLRQVKLS�WKDW�SURMHFW�OHDGHUV�QHHG�
to forge with senior management, how to understand their concerns and communicate with them in any way that 
works. Many PPM experts wrote about leading change and getting teams to work together in new ways. Finally, many of 
our H[SHUWV�ZURWH�DERXW�VSHFLILF�OHDGHUVKLS�WHFKQLTXHV�WKDW�KDYH�KHOSHG�WKHP�FOHDU�KXUGOHV�DQG�UHPRYH�REVWDFOHV�

Making the shift from project management to project leadership�LVQȇW�HDV\��EXW�WKH�UHZDUGV�FDQ�EH�VLJQLȴFDQW��:H�KRSH�
WKH�FROOHFWLYH�ZLVGRP�DQG�KDUG�OHDUQHG�OHVVRQV�FRQWDLQHG�LQ�WKHVH�SDJHV�ZLOO�LQVSLUH�\RX�DQG�KHOS�\RX�WDNH�\RXU�RZQ�
WHDPV�WR�D�KLJKHU�OHYHO�

All the best,

david rogeLberg
Editor

k������6WXGLR�%�3URGXFWLRQV��ΖQF���Ζ������1DVVDX�'ULYH���Ζ���*UHDW�1HFN��1<���������Ζ������������������Ζ���ZZZ�VWXGLRE�FRP
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Share a 
remarkable 
leadership 

secret that had 
a major impact 

on an enterprise 
SURMHFW�\RX�KDYH�

managed. 

“Many enterprises may have good data, 
but because they are working in silos . . . 
these data are not available to end users 
when they require it.”

– ed Wallington

“When it comes to organizational project 
management, communications is a critical 
component that, when executed properly, 
links all project stakeholders to a common 
set of goals and actions.”

– Michael kaplan

“Project leadership relates to people, 
relationships, and behaviors.”

– neil Walker

http://www.attask.com
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“Leadership is setting a new direction or vision for a group to follow, while 
management�LV�FRQWUROOLQJ�UHVRXUFHV�LQ�D�JURXS�DFFRUGLQJ�WR�GHȴQHG�VWDQGDUGV�ȋ

– Peter taylor

“swift trust occurs when a diverse group is brought together in a temporary 
RUJDQL]DWLRQ��VXFK�DV�D�SURMHFW�RɝFH�RU�YLUWXDO�WHDP�FUHDWHG�IRU�DQ�XUJHQW�SURMHFW�ȋ

– naomi caietti

“i included stakeholders from all areas of the organization, not just it and not just 
the team members, which helped elevate stakeholder interest, bring transparency, 
and break down silos, subsequently driving success.”

– tony toglia

http://www.attask.com
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“i don’t begin a project until i fully understand it. this means that i will sit with 
project sponsors and not proceed until i have nailed down their vision.”

– Michiko diby

“What turned the project around was business-focused leadership by the sponsor 
DQG�30�DV�ZHOO�DV�EXVLQHVV�IRFXVHG�FROODERUDWLRQ�E\�WKH�WHDP�WR�GHȴQH�DQG�SXUVXH�
what mattered most.”

– cinda voegtli

Ȋ7KH�UROH�RI�WKH�30�LV�ȴUVW�DQG�IRUHPRVW�WR�FUHDWH�DQ�HQYLURQPHQW�LQ�ZKLFK�WKH�30ȇV�
team can be successful—nothing more, nothing less.”

– chris field

http://www.attask.com
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OQH�DVSHFW�WKDW�HQDEOHV�DQ�HQWHUSULVH�WR�ZRUN�HɝFLHQWO\�LV�WKH�
ability to access up-to-date information in a timely manner. 

0DQ\�HQWHUSULVHV�PD\�KDYH�JRRG�GDWD��EXW�EHFDXVH�WKH\�DUH�ZRUNLQJ�
in silos (either because of structure or culture), these data are not 

DYDLODEOH�WR�HQG�XVHUV�ZKHQ�WKH\�UHTXLUH�LW��7KHUH�LV�D�JHQHUDO�UHFRJQLWLRQ�DQG�
HPSKDVLV�RQ�FUHDWLQJ�D�ȊVLQJOH�VRXUFH�RI�WKH�WUXWKȋ�WKDW�VWD�DQG�VWDNHKROGHUV�
can access as appropriate. This requires an enterprise-wide change in working 
practice and culture—the ability to share.

Enabling change on an enterprise scale requires buy-in from a wide range of 
VWD��IURP�GLUHFWRUV�WR�RSHUDWLRQDO�GHOLYHU\�WHDPV��7KH�WHFKQLFDO�DVSHFWV�RI�
WKLV�W\SH�RI�SURMHFW�DUH�UHODWLYHO\�ZHOO�NQRZQ��XQGHUVWRRG��DQG�DFKLHYDEOH��WKH�
PDLQ�HRUW�LV�XQGHUVWDQGLQJ�DQG�DUWLFXODWLQJ�WKH�EHQHȴWV�DQG�FXOWXUDO�FKDQJH�
required and making the change happen. The project manager (PM) in this 
LQVWDQFH�PXVW�QRW�WR�RQO\�IRFXV�RQ�WKH�FRUH�SURMHFW�GHOLYHUDEOHȃD�V\VWHP�WR�
HQDEOH�VHFXUH�GDWD�VWRUDJH�DQG�VKDULQJȃEXW�DOVR�RQ�WKH�RUJDQL]DWLRQȇV�EX\�
in and implementation, which requires the ability to articulate the long-term 
EHQHȴWV��KDYLQJ�D�FOHDU�YLHZ�RQ�ZKDW�VXFFHVV�ORRNV�OLNH��DQG�XVLQJ�QHJRWLDWLRQ�
DQG�SHUVXDVLRQ�VNLOOV�WR�PDNH�LW�KDSSHQ�DW�DOO�OHYHOV�RI�VWD�

7KLV�W\SH�RI�SURMHFW�FDQ�HDVLO\�ORVH�VWHDP�ZLWKRXW�VHQLRU�H[HFXWLYH�EX\�LQ�DQG�
VXSSRUW��<RX�ZLOO�IDFH�D�ORW�RI�SXVK�EDFN�ZKHQ�PRELOL]LQJ�FXOWXUDO�FKDQJH��VR�
FRPPXQLFDWLRQ�LV�NH\��$�30�LV�FRQIRUPDEOH�FRPPXQLFDWLQJ�DW�D�SURMHFW�GHOLYHU\�
OHYHO��EXW�WKLV�LV�QRW�DOZD\V�WKH�FDVH�ZKHQ�HQJDJLQJ�VHQLRU�H[HFXWLYHV��$�GLHUHQW�
tack is required, one focusing not on the technical detail but reinforcing why the 
SURMHFW�LV�EHLQJ�GRQH��ZKDW�LV�UHTXLUHG�WR�HHFW�FKDQJH��DQG�ZKDW�WKH�LPSDFW�LV�
RQ�WKH�H[HFXWLYHV�DQG�WKHLU�WHDPV�

7KHUH�LV�D�QHHG�WR�SHUVRQDOO\�WDLORU�WKH�EHQHȴWV�DQG�LPSDFW�WR�HDFK�H[HFXWLYH�
DQG�H[SODLQ�LW�WR�WKHP�UHJXODUO\��*R�RXW�RQ�D�OLPE��EX\�WKHP�D�FRHH��DQG�KDYH�D�
FKDW��5HJXODU�SHUVRQDO�HQJDJHPHQW�LV�LPSRUWDQW�DQG�HHFWLYH�

KEY LESSONS

1

2

3

to Work efficientLy, an 
enterPrise Must be abLe to 
access uP-to-date inforMa-
tion in a tiMeLy Manner.

enabLing change on an 
enterPrise scaLe requires 
buy-in froM a Wide range 
of staff.

the PM Must not onLy 
focus on the core Project 
deLiverabLe but aLso on the 
organization’s buy-in and 
iMPLeMentation.

“Many enterprises 
may have good data, 
but because they are 
working in silos . . . 
these data are not 
available to end users 
when they require it.”

ed WaLLington

Dr. Edward Wallington is an 
DGYRFDWH�RI�SURIHVVLRQDO�
project management and 
business analysis in the 
geospatial and management 
information sectors. Ed is 
D�YHUVDWLOH�DQG�HQWKXVLDVWLF�
project manager who has 
a deep interest and belief 
in the transfer of project 
management theory into 
operational application. Ed is 
a member of the Association 
for Project Management (APM), 
a committee member of the 
APM Programme Management 
Specialist Interest Group, and 
DFWLYHO\�FRQWULEXWHV�WR�WKH�
project portfolio community.

Learning to share

Twitter   I   Website

Project Management 
$GYRFDWH�DW�
edwallington.com

http://www.attask.com
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WKHQ�LW�FRPHV�WR�RUJDQL]DWLRQDO�SURMHFW�PDQDJHPHQW��
communications is a critical component that, when executed 

properly, links all project stakeholders to a common set of goals and 
DFWLRQV��ΖI�SURMHFW�PDQDJHUV��30ȇV��GR�QRW�HHFWLYHO\�VKDUH�WKHVH�EDVLF�

components or team members don’t understand them, expected outcomes are 
MHRSDUGL]HG�DQG�SURMHFW�EXGJHWV�EHFRPH�VXEMHFW�WR�XQZDQWHG�ULVN�

$�EDVLF�SUHUHTXLVLWH�IRU�D�VPRRWKO\�IXQFWLRQLQJ�SURMHFW�WHDP�LV�HHFWLYH�
communications within the team and between the team and other project 
stakeholders. One of the dangers of project management is the belief that all 
FRPPXQLFDWLRQ�OLQNV�DUH�RSHUDWLQJ�HHFWLYHO\�MXVW�EHFDXVH�SHRSOH�DUH�WDONLQJ�WR�RQH�
another. One of the most common pitfalls of communication is the assumption that 
EHFDXVH�D�PHVVDJH�ZDV�VHQW��D�PHVVDJH�PXVW�KDYH�EHHQ�UHFHLYHG�

According to Project Management Institute, all aspects of project communications 
can be challenging to projects, but the major areas of concern are:
ȏ�7KH�JDS�LQ�FRPSUHKHQGLQJ�WKH�EXVLQHVV�EHQHȴWV��DQG
ȏ��7KH�ODQJXDJH�XVHG�WR�FRPPXQLFDWH�SURMHFW�LQIRUPDWLRQ�EHLQJ�IUHTXHQWO\
DPELJXRXV�DQG�ȵDYRUHG�ZLWK�SURMHFW�PDQDJHPHQW�VODQJ�

7KH�UHVSRQVLELOLW\�IRU�GHYHORSLQJ�DQG�QXUWXULQJ�UHDO�FRPPXQLFDWLRQ�OLQNV�EHORQJV�
WR�WKH�30��8QGHUVWDQGLQJ�WKDW�WKH�FRPPXQLFDWLRQ�UHTXLUHPHQWV�RI�SURMHFWV�YDU\�
JUHDWO\��WKH�30�FDQ�IRFXV�RQ�VHYHUDO�DUHDV�WR�LQFUHDVH�SURMHFW�FRPPXQLFDWLRQV�
ȏ�5HPDLQ�DQ�HHFWLYH�FRPPXQLFDWRU�
ȏ�%H�D�FRPPXQLFDWLRQV�H[SHGLWHU�
ȏ�(QFRXUDJH�JRRG�FRPPXQLFDWLRQV�DFURVV�ERXQGDULHV�
ȏ�/HYHUDJH�WHFKQRORJ\�HHFWLYHO\�
ȏ�8VH�D�SURMHFW�ZHEVLWH�
ȏ�5XQ�HHFWLYH�PHHWLQJV�

KEY LESSONS

1

2

3

ensure coMMunication 
aMong teaM MeMbers and 
betWeen the teaM and 
Project stakehoLders.

create and use a 
coMMunications 
ManageMent PLan.

PLan coMMunication 
internaL and externaL 
to the Project.

“When it comes to 
organizational project 
management, 
communications is 
a critical component 
that, when executed 
properly, links all 
project stakeholders to 
a common set of goals 
and actions.”

MichaeL kaPLan

Michael Kaplan is the founder 
of SoftPMO, a New York–based 
FRQVXOWLQJ�ȴUP�WKDW�VSHFLDOL]HV�
LQ�LPSURYLQJ�H[HFXWLRQ�DQG�
resource management. He is a 
UHFRJQL]HG�OHDGHU�LQ�SURJUDP�
PDQDJHPHQW�DQG�VHUYHV�DV�DQ�
DGYLVRU�DQG�PHQWRU�WR�VHQLRU�
H[HFXWLYHV��ΖQ�PRUH�WKDQ����
years of practice, Michael 
KDV�ZRUNHG�ZLWK�VHYHUDO�RI�
the world’s most successful 
RUJDQL]DWLRQV��LQFOXGLQJ�
Fortune 500 companies and 
JRYHUQPHQW�DJHQFLHV��KHOSLQJ�
WKHP�WR�DFKLHYH�WKH�IXOO�LQWHQW�
of their most urgent and 
FULWLFDOO\�LPSRUWDQW�LQLWLDWLYHV�

nurturing effective coMMunication

)RXQGHU�DQG�&(2�RI�
SoftPMO

Twitter   I   Website   I   Blog  
b

http://www.attask.com
http://www.twitter.com/mkaplanPMP
http://www.softpmo.com/
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The key to communications starts with planning and includes:
ȏ�3ODQQLQJ�FRPPXQLFDWLRQ�ERWK�H[WHUQDO�DQG�LQWHUQDO�WR�WKH�SURMHFW�
ȏ��ΖGHQWLI\LQJ�PHHWLQJV��UHSRUWLQJ��DQG�DQQRXQFHPHQWV�WKDW�ZLOO�
RFFXU�ZLWK�DOO�VWDNHKROGHUV��DQG

ȏ�&UHDWLQJ�D�FRPPXQLFDWLRQV�PDQDJHPHQW�SODQ�DQG�XVLQJ�LW�

&RPPXQLFDWLRQV�PDQDJHPHQW�PXVW�LQFOXGH�SODQQLQJ�DQG�GHOLYHULQJ�LQIRUPDWLRQ�
related to the project to all project stakeholders, which includes the processes 
needed to handle timely and appropriate collection, generation, dissemination, 
DQG�VWRUDJH�RI�SURMHFW�LQIRUPDWLRQ�DQG�WKH�GHȴQLWLRQ�RI�FULWLFDO�OLQNV�DPRQJ�
people, ideas, and information required for success.

KEY LESSONS

1

2

3

ensure coMMunication 
aMong teaM MeMbers and 
betWeen the teaM and 
Project stakehoLders.

create and use a 
coMMunications 
ManageMent PLan.

PLan coMMunication 
internaL and externaL 
to the Project.

“When it comes to 
organizational project 
management, 
communications is 
a critical component 
that, when executed 
properly, links all 
project stakeholders to 
a common set of goals 
and actions.”

MichaeL kaPLan

Michael Kaplan is the founder 
of SoftPMO, a New York–based 
FRQVXOWLQJ�ȴUP�WKDW�VSHFLDOL]HV�
LQ�LPSURYLQJ�H[HFXWLRQ�DQG�
resource management. He is a 
UHFRJQL]HG�OHDGHU�LQ�SURJUDP�
PDQDJHPHQW�DQG�VHUYHV�DV�DQ�
DGYLVRU�DQG�PHQWRU�WR�VHQLRU�
H[HFXWLYHV��ΖQ�PRUH�WKDQ����
years of practice, Michael 
KDV�ZRUNHG�ZLWK�VHYHUDO�RI�
the world’s most successful 
RUJDQL]DWLRQV��LQFOXGLQJ�
Fortune 500 companies and 
JRYHUQPHQW�DJHQFLHV��KHOSLQJ�
WKHP�WR�DFKLHYH�WKH�IXOO�LQWHQW�
of their most urgent and 
FULWLFDOO\�LPSRUWDQW�LQLWLDWLYHV�

nurturing effective coMMunication

)RXQGHU�DQG�&(2�RI�
SoftPMO

b
Twitter   I   Website   I   Blog  

http://www.attask.com
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The perception of project managers (PM’s) has changed
VLJQLȴFDQWO\�RYHU�WKH�SDVW�GHFDGH��Ζ�KDYH�ZLWQHVVHG�D�IXQGDPHQWDO�

VKLIW�LQ�WKH�VHFWRUV�Ζ�RSHUDWH�LQȃRQH�WKDW�KDV�VHHQ�D�GLYHUJHQFH�IURP�
the traditional PM role to encompass leadership qualities typically 

UHVHUYHG�IRU�H[HFXWLYHV�

3UHYLRXVO\��30ȇV�VDW�ZLWKLQ�DQ�RUJDQL]DWLRQȇV�ȊFRPPDQG�DQG�FRQWUROȋ�
managePHQW�VWUXFWXUH��7KLV�DXWKRULWDULDQ�DSSURDFK�ZDV�SHUYDVLYH�WKURXJKRXW�
PRVW�VHFWRUV�DQG�W\SLFDOO\�OLPLWHG�ȵH[LELOLW\��VWLȵHG�LQQRYDWLRQ��DQG�UHGXFHG�
WKH�DELOLW\�WR�UHVSRQG�UDSLGO\�WR�LVVXHV��0DUNHWSODFH�FKDQJHV�RYHU�WKH�SDVW�
GHFDGH�KDYH�FRPSHOOHG�VHQLRU�H[HFXWLYHV�WR�GHPDQG�PRUH�IURP�WKHLU�SHRSOH��
compelling their people to adapt swiftly to the onslaught of change through 
H[WHQVLYH�WUDQVIRUPDWLRQDO�FKDQJH��30ȇV�KDYH�EHHQ�FKDUJHG�ZLWK�XQUDYHOLQJ�WKH�
SOHWKRUD�RI�EXVLQHVV�UHTXLUHPHQWV�WR�GHOLYHU�SURMHFWV�VXFFHVVIXOO\�

6HQLRU�H[HFXWLYHV�VHW�WKH�VWUDWHJLF�REMHFWLYHV�RI�WKH�RUJDQL]DWLRQ��EXW�WKH\�DUH�
QRW�H[SHUWV�RQ�KRZ�WKH�EXVLQHVV�UXQV�DW�WKH�RSHUDWLRQDO�OHYHO��7KH�SHRSOH�
HQJDJHG�DW�WKDW�OHYHO�DUH��7KLV�GLVFRQQHFW�LV�UHSOLFDWHG�DW�WKH�SURMHFW�OHYHO��DV�
well. After all, no one person (or team) can do it all or know it all, and PM’s are no 
H[FHSWLRQ��$�GHFDGH�DJR��Ζ�GLVFRYHUHG�WKDW�VXFFHVVIXO�WUDQVIRUPDWLRQ�SURMHFWV�
QHHG�HHFWLYH�DFWLRQV�E\�DOO�RI�WKH�SHRSOH�LQYROYHG�DW�HYHU\�OHYHO��7KLV�FHUWDLQO\�
UHTXLUHV�JUHDWHU�OHYHOV�RI�FROODERUDWLRQ�DQG�LQȵXHQFH�WKDQ�KLWKHUWR�VHHQ��QRW�RQO\�
ZLWKLQ�WKH�GHOLYHU\�WHDP�LPSOHPHQWLQJ�WKH�FKDQJH�EXW�DFURVV�WKH�RUJDQL]DWLRQ�
DQG�HYHQ�H[WHUQDOO\�

PM’s face the challenge of gaining contributions and buy-in from people who don’t 
report directly to them. Therefore, project success often depends on one’s ability 
WR�LQȵXHQFH�DQG�SHUVXDGH�SHRSOH�DW�HYHU\�OHYHO��7KLV��LQ�WXUQ��UHTXLUHV�OHDGHUVKLS��
3URMHFW�OHDGHUVKLS�UHODWHV�WR�SHRSOH��UHODWLRQVKLSV��DQG�EHKDYLRUV��6R��E\�OHDGLQJ�
IURP�WKH�IURQW��VWHHULQJ�HYHU\RQH�WRZDUG�D�FRPPRQ�REMHFWLYH��DQG�HQJDJLQJ�WKHP�
HHFWLYHO\�HQ�URXWH��\RXȇOO�VRRQ�VHH�HQKDQFHG�SURMHFW�SHUIRUPDQFH�

KEY LESSONS
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coLLaboration is 
essentiaL to successfuL 
transforMation Projects.

Project success often 
dePends on your abiLity to 
infLuence and Persuade 
PeoPLe at every LeveL.

Lead froM the front.

“Project leadership 
relates to people, 
relationships, and 
behaviors.”

neiL WaLker

Neil Walker is a project 
management professional, 
consultant, and author. He has 
more than 20 years of experience 
OHDGLQJ�DQG�GHOLYHULQJ�WHFKQRORJ\�
enablement projects and business 
transformation programs that 
KDYH�DOLJQHG�SHRSOH��SURFHVV��
and technology with business 
VWUDWHJ\�IRU�EOXH�FKLS�ȴQDQFLDO�
VHUYLFHV��SURIHVVLRQDO�VHUYLFHV��
DQG�8.�JRYHUQPHQW�RUJDQL]DWLRQV��
Neil has consulted across united 
.LQJGRP��(XURSH��&DQDGD��DQG�WKH�
8QLWHG�6WDWHV�LQ�VSHFLDOL]DWLRQV�
VXFK�DV�SURJUDP�GHOLYHU\�
assurance, project turnaround, 
strategic relationships, and 
FROODERUDWLYH�ZRUNLQJ�

Leading froM the front

Program & Project 
Practitioner at Synatus

Twitter   I   Website   I   Blog  
b

http://www.attask.com
http://www.twitter.com/ppmpractitioner
http://www.neilwalker.net/
http://www.ppmpractitioner.com/


1�

Leadership has been described as the art of leading others to
GHOLEHUDWHO\�FUHDWH�D�UHVXOW�WKDW�ZRXOGQȇW�KDYH�KDSSHQHG�RWKHUZLVH��

7KLV�LV�VRPHWKLQJ�WKDW�KDSSHQV�HYHU\�GD\�LQ�SURMHFW�PDQDJHPHQW��\HW�
we call it just that—project management rather than project leadership.

$�FRQIXVLQJ�VLWXDWLRQ��EXW�WKH�GLHUHQFH�FDQ�EH�WKRXJKW�RI�LQ�WKH�IROORZLQJ�
way: Leadership�LV�VHWWLQJ�D�QHZ�GLUHFWLRQ�RU�YLVLRQ�IRU�D�JURXS�WR�IROORZ��ZKLOH�
management�LV�FRQWUROOLQJ�UHVRXUFHV�LQ�D�JURXS�DFFRUGLQJ�WR�GHȴQHG�VWDQGDUGV�

8VLQJ�WKLV�GHȴQLWLRQ��WKHQ��KHUH�LV�D�JUHDW�H[DPSOH�RI�KRZ�VXFK�OHDGHUVKLS�EURXJKW�
DERXW�D�VLJQLȴFDQW�FKDQJH��:H�KDG�D�SURMHFW�LQ�ZKLFK��GHVSLWH�JRRG�SODQV�DQG�JUHDW�
people, we experienced issues resulting from the fact that neither we as the supplier 
RUJDQL]DWLRQ�QRU�WKH�FXVWRPHU�KDG�DGGUHVVHG�WKH�LVVXH�RI�RUJDQL]DWLRQDO�FKDQJH�
PDQDJHPHQW��2&0��LQ�DQ\�VHULRXV�ZD\��<HW��WKLV�ZDV�D�ELJ�SURJUDP�RI�FKDQJH�UXQQLQJ�
RYHU�D�SODQQHG�SHULRG�RI�WZR�DQG�D�KDOI�\HDUV�DQG�DHFWLQJ�KXQGUHGV�RI�SHRSOH�

5HFRJQL]LQJ�WKLV�JDS�DQG�WKH�ULVN�WR�WKH�RYHUDOO�SURMHFW��WKH�FXVWRPHU�SURMHFW�
manager and I agreed that we needed to do something, and that something was 
to lead the team in acquiring new skills while at the same time supporting the 
SURMHFW��:H�GLG�ORRN�DW�WKH�XVH�RI�H[WHUQDO�2&0�UHVRXUFHV��EXW�WKH�SULFH�WDJ�ZDV�
astonishingly high and hadn’t been budgeted for, and so this idea was rejected. 
ΖQVWHDG��ZH�HPEDUNHG�RQ�UHVHDUFKLQJ�JRRG�2&0�PDWHULDO��LQYLWLQJ�H[WHUQDO�H[SHUWV�
who were willing to speak to the team in return for a good meal and some expenses 
DQG�UXQQLQJ�ZRUNVKRSV�ZLWK�WKH�WHDP�WR�H[SORUH�WKH�2&0�FKDOOHQJH�DQG�GHYHORS�D�
plan for change management.

7KH�UHVXOW��DOWKRXJK�SHUKDSV�QRW�WKH�SHUIHFW�2&0�HQJDJHPHQW��ZDV�WZRIROG��7KH�
WHDP�OHDUQHG�D�QHZ�VNLOOȃRU�DW�OHDVW�KDG�WKHLU�DZDUHQHVV�UDLVHG�RYHU�WKH�QHHG�
WR�WDNH�2&0�VHULRXVO\ȃDQG�WKH�EXVLQHVV�FKDQJH�LPSDFW�ZDV�UHODWLYHO\�VPRRWK�
�FHUWDLQO\�EHWWHU�WKDQ�KDG�ZH�GRQH�QRWKLQJ���+DG�ZH�MXVW�ȊPDQDJHGȋ�WKH�VLWXDWLRQ��ΖȇP�
QRW�VXUH�ZKDW�WKH�RXWFRPH�ZRXOG�KDYH�EHHQ��7KH�IDFW�WKDW�ZH�ȊOHGȋ�WKH�VLWXDWLRQ�ZDV�
D�SRVLWLYH�WKLQJ�

KEY LESSONS

1 be a Project Leader, not a
Project Manager.

“Leadership is setting 
a new direction or 
vision for a group 
to follow, while 
management is 
controlling resources 
in a group according 
WR�GHȴQHG�VWDQGDUGV�ȋ

Peter tayLor

Peter Taylor is the author of two 
EHVW�VHOOLQJ�ERRNV�RQ�ȊSURGXFWLYH�
OD]LQHVVȋ��7KH�/D]\�:LQQHU and 
7KH�/D]\�3URMHFW�0DQDJHU� In 
the past four years, he has 
focused on writing and lecturing, 
chalking up more than 200 
presentations around the world 
in more than 20 countries, and 
KDV�EHHQ�GHVFULEHG�DV�ȊSHUKDSV�
the most entertaining and 
inspiring speaker in the project 
PDQDJHPHQW�ZRUOG�WRGD\�ȋ�3HWHU�
also acts as an independent 
consultant, working with some 
RI�WKH�PDMRU�RUJDQL]DWLRQV�LQ�
WKH�ZRUOG��FRDFKLQJ�H[HFXWLYH�
sponsors, project management 
RɝFH�OHDGHUV��DQG�SURMHFW�
managers.

Project LeadershiP, not Project ManageMent

2ZQHU���'LUHFWRU�DW�7KH�
/D]\�3URMHFW�0DQDJHU�/WG

Twitter   I   Website   I   Blog  
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A current trend is to highlight increased engagement of project 
PDQDJHUV��30ȇV��WR�KHOS�GULYH�VWUDWHJLF�LQLWLDWLYHV��2UJDQL]DWLRQV�

QHHG�WR�EH�PRUH�DJLOH��FXVWRPHU�IRFXVHG��DQG�LQQRYDWLYH�WR�VWD\�
FRPSHWLWLYH�LQ�WKH�JOREDO�PDUNHWSODFH��$�IHZ�\HDUV�DJR��Ζ�KDG�WKH�
opportunity to work as a PM and systems engineer on one of the 

largest Medicaid data warehouse projects in the united States. The project was 
FRPSOH[��KLJKO\�YLVLEOH��DQG�KDG�PXOWLSOH�VWDNHKROGHUV��YLUWXDO�WHDPV��DQG�UHPRWH�
GDWD�FHQWHUV�RI�H[FHOOHQFH��7KH�8�6��'HSDUWPHQW�RI�+HDOWK�&DUH�6HUYLFHV��'+&6��
KDG�DQ�XUJHQW�QHHG�WR�LPSOHPHQW�DQG�GHOLYHU�D���VW�FHQWXU\�EXVLQHVV�LQWHOOLJHQFH�
�%Ζ��V\VWHP��6WDNHKROGHU�HQJDJHPHQW�ZDV�WKH�NH\�WR�SURGXFLQJ�UHVXOWV�DQG�SRVLWLYH�
outcomes for this project.

:KDW�NH\�OHDGHUVKLS�WHQHW�GLG�Ζ�XVH"�6ZLIW�WUXVW��30ȇV�DQG�SURJUDP�PDQDJHUV�OLYH�
WKLV�HYHU\�GD\��$JLOLW\�LV�LPSRUWDQW�IRU�GHYHORSLQJ�VZLIW�WUXVW�ZLWK�WHDPV��VSRQVRUV��
&�OHYHO�H[HFXWLYHV��DQG�VWDNHKROGHUV��6ZLIW�WUXVW�RFFXUV�ZKHQ�D�GLYHUVH�JURXS�LV�
EURXJKW�WRJHWKHU�LQ�D�WHPSRUDU\�RUJDQL]DWLRQ��VXFK�DV�D�SURMHFW�RɝFH�RU�YLUWXDO�
team created for an urgent project.

$V�D�OHDGHU��\RX�PXVW�HDUQ�WUXVW�TXLFNO\�WR�LQȵXHQFH�NH\�VWDNHKROGHUV��(YHU\RQH�
will start with little or some knowledge to gauge trust among the team. You must 
demonstrate that you can be trusted and trustworthy. Team members must also 
demonstrate their integrity and ability to be accountable, thus earning trust within 
the group and from the leader. Why is this skill set important? According to recent 
Project Management Institute research, building trust is a key trait that successful 
PM’s and program managers share.

results and outcomes
7KH�%Ζ�VROXWLRQ�ZHQW�OLYH�RQ�0DUFK�����������DQG�WKDW�VROXWLRQ�IRU�'+&6�LV�VWLOO�
LQ�SURGXFWLRQ�WRGD\��7KH�SURMHFW�ZDV�GHVLJQHG�WR�KHOS�PRUH�HɝFLHQWO\�PDQDJH�
&DOLIRUQLDȇV�����ELOOLRQ�0HGLFDLG�SURJUDP��NQRZQ�DV�0HGL�&DO���VDYH�PRQH\�IRU�
&DOLIRUQLD�WD[SD\HUV��DQG�LPSURYH�KHDOWKFDUH�VHUYLFHV�IRU�PLOOLRQV�RI�&DOLIRUQLD�
residents. It is the largest Medicaid data warehouse in the nation.

KEY LESSONS
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agiLity is iMPortant for 
deveLoPing sWift trust With 
teaMs, sPonsors, c-LeveL 
executives, and stakehoLders.

you Must earn trust 
quickLy to infLuence key 
stakehoLders.

“Swift trust occurs 
when a diverse group 
is brought together in 
a temporary organiza-
tion, such as a project 
RɝFH�RU�YLUWXDO�WHDP�
created for an urgent 
project.”

naoMi caietti

1DRPL�&DLHWWL�LV�IRXQGHU�DQG��
&(2�RI�7KH*ODVV%UHDNHUV�
and has been a consultant, 
a published author, and a 
UHFRJQL]HG�H[SHUW�RQ�SHUVRQDO�
growth and leadership 
GHYHORSPHQW�IRU�SURMHFW�
managers for more than 
10 years. She is a global 
speaker and a featured 
subject matter expert for the 
ProjectManagement.com 
community and was recently 
LQWHUYLHZHG�E\�6DPDG�$LGDQFH��
of NeuroFrontier on Leadership 
for Women PM’s. Naomi blogs for 
LiquidPlanner and is the author 
of a chapter in Peter Taylor’s 
book, The Project Manager Who 
Smiled.

buiLding trust one Project at a tiMe

3URMHFW�0DQDJHU���
&RQVXOWDQW�DW�WKH�6WDWH�
RI�&DOLIRUQLD

Twitter   I   Website   I   Blog  
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M\�VWRU\�JRHV�EDFN����PRQWKV��ZKHQ�P\�WHDP�DQG�Ζ�NLFNHG�R�
DQ�LPSOHPHQWDWLRQ�IRU�D�IXOO�EORZQ�HQWHUSULVH�OHYHO�KHDOWKFDUH�

V\VWHP��7KH�SURMHFW�LQYROYHG�PXOWLSRLQW�LQWHJUDWLRQ�DQG�GUDVWLF�
FKDQJHV�WR�FXUUHQW�EXVLQHVV�SUDFWLFHV��7KHUH�ZHUH�VLJQLȴFDQW�ULVNV�

DQG�LVVXHV�LQYROYLQJ�WKH�GHVLJQ�DQG�EXLOG�GHFLVLRQV��:H�DOVR�VWUXJJOHG�WR�EULQJ�
more ownership to the project team to facilitate the focus required for the work. 
:H�QHHGHG�WR�WDFNOH�WKHVH�FKDOOHQJHV�EHIRUH�WKH\�DHFWHG�WKH�FULWLFDO�SDWK�RI�WKH�
SURMHFW��7KHUHIRUH��Ζ�GLYLGHG�P\�DSSURDFK�LQWR�OHYHUDJLQJ�WKUHH�UHODWHG�FRQFHSWV��
ownership, transparency, and accountability.

)LUVW��ZH�IRFXVHG�RQ�IDFLOLWDWLQJ�RZQHUVKLS��:H�PDGH�WKLQJV�HDV\�DQG�SURYLGHG�
LQFHQWLYHV��:H�FRQFHQWUDWHG�SURMHFW�GDWD�LQWR�RXU�SURMHFW�PDQDJHPHQW�
LQIRUPDWLRQ�V\VWHP��$W7DVN��IRU�RQH�VWRS�VKRSSLQJ��Ζ�DXWKRUL]HG�JLYLQJ�
VWDNHKROGHUV�GLUHFW�DFFHVV�WR�$W7DVN��ZKLFK�SURYLGHV�RQH�FOLFN�DXWRPDWHG�+70/�
HPDLO�WR�FRPPXQLFDWH�SURMHFW�LQIRUPDWLRQ��ΖW�DOVR�VHUYHV�DV�D�IRUXP�IRU�SURMHFW�
GLVFXVVLRQ��SURYLGLQJ�FRQWH[W��QXUWXULQJ�HQJDJHPHQW��DQG�GULYLQJ�RZQHUVKLS�

6HFRQG��ZH�IRFXVHG�RQ�WUDQVSDUHQF\��:H�EXLOW�ȊODWH�WDVNȋ�UHSRUWV��DQG�$W7DVN�
VHQW�WKHP�RXW�WR�WKH�WHDP�YLD�DXWRPDWHG�HPDLO�RQ�D�ZHHNO\�VFKHGXOH��Ζ�LQFOXGHG�
VWDNHKROGHUV�IURP�DOO�DUHDV�RI�WKH�RUJDQL]DWLRQ��QRW�MXVW�Ζ7�DQG�QRW�MXVW�WKH�WHDP�
PHPEHUV��ZKLFK�KHOSHG�HOHYDWH�VWDNHKROGHU�LQWHUHVW��EULQJ�WUDQVSDUHQF\��DQG�
EUHDN�GRZQ�VLORV��VXEVHTXHQWO\�GULYLQJ�VXFFHVV�
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faciLitate oWnershiP of 
Project eLeMents.

buiLd transParency into 
the Process.

ensure accountabiLity.

“I included stakeholders 
from all areas of the 
organization, not just 
IT and not just the 
team members, which 
helped elevate 
stakeholder interest, 
bring transparency, 
and break down silos, 
subsequently driving 
success.”

tony togLia

Tony Toglia has been 
LQYROYHG�LQ�KHDOWKFDUH�
technology, administration, 
project management, and 
OHDGHUVKLS�VLQFH�������
He currently manages a 
SURMHFW�SRUWIROLR�LQYROYLQJ�
FRPSXWHUL]HG�SK\VLFLDQ�RUGHU�
entry clinical, ancillary, and 
EXVLQHVV�RɝFHV�DW�D�JURZLQJ�
UHJLRQDO�KHDOWKFDUH�GHOLYHU\�
RUJDQL]DWLRQ�

the keys to success: oWnershiP, transParency, and accountabiLity

Director, Project 
0DQDJHPHQW�2ɝFH�DW�
Rideout Health

Website

http://www.attask.com
http://www.frhg.org
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Finally, we focused on accountability. We used project scorecards 
DQG�GDVKERDUGV�WR�OHYHUDJH�WKH�WUDQVSDUHQF\�LQWR�DFFRXQWDELOLW\��2XU�
biggest win was creating a custom issue category called decisions, 
UHIHUULQJ�WR�GHFLVLRQV�WKDW�ZHUH�KROGLQJ�XS�GHVLJQ�DQG�EXLOG�HRUWV��

The dashboard was grouped by senior leaders and displayed before all of them in 
WKH�ERDUGURRP��7KDW�WUDQVSDUHQF\�GURYH�PDQ\�H[HFXWLYH�GHFLVLRQV�IRUZDUG�WKDW�
had been lagging to that point.

:H�VDZ�D�VLJQLȴFDQW�LPSURYHPHQW�LQ�SHUIRUPDQFH�E\�OHYHUDJLQJ�D�SUHH[LVWLQJ�
tool in a way that facilitated stakeholder ownership, brought transparency to the 
project, and displayed accountability. We brought focus and resolution to our 
problem areas and got back on track.
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faciLitate oWnershiP of 
Project eLeMents.

buiLd transParency into 
the Process.

ensure accountabiLity.

“I included stakeholders 
from all areas of the 
organization, not just 
IT and not just the 
team members, which 
helped elevate 
stakeholder interest, 
bring transparency, 
and break down silos, 
subsequently driving 
success.”

tony togLia

Tony Toglia has been 
LQYROYHG�LQ�KHDOWKFDUH�
technology, administration, 
project management, and 
OHDGHUVKLS�VLQFH�������
He currently manages a 
SURMHFW�SRUWIROLR�LQYROYLQJ�
FRPSXWHUL]HG�SK\VLFLDQ�RUGHU�
entry clinical, ancillary, and 
EXVLQHVV�RɝFHV�DW�D�JURZLQJ�
UHJLRQDO�KHDOWKFDUH�GHOLYHU\�
RUJDQL]DWLRQ�

the keys to success: oWnershiP, transParency, and accountabiLity

Director, Project 
0DQDJHPHQW�2ɝFH�DW�
Rideout Health

Website
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TKH�FODULȴHU�RIWHQ�JHWV�EHDW�XS�DW�WKH�EHJLQQLQJ��EXW�WKH�VDFULȴFH�LV
almost a necessity to bring project success in the end.

I don’t begin a project until I fully understand it. This means that 
Ζ�ZLOO�VLW�ZLWK�SURMHFW�VSRQVRUV�DQG�QRW�SURFHHG�XQWLO�Ζ�KDYH�QDLOHG�GRZQ�WKHLU�
YLVLRQ��)LUVW��Ζ�PXVW�EH�DEOH�WR�GHVFULEH�WKH�SXUSRVH�RI�WKH�SURMHFW�LQ�WZR�RU�
three sentences. Second, I should be able to describe the plan for the project to 
anyone in a way that makes sense.

Ζ�RIWHQ�JHW�EHDW�XS��ȴJXUDWLYHO\�VSHDNLQJ��RQ�WKH�ZD\�WR�JHWWLQJ�P\�FODULW\��0\�
IDYRULWH�VWRU\�ZDV�ZKHQ�Ζ�ZRUNHG�IRU�DQ�$UP\�FRQWUDFWRU�DW�WKH�3HQWDJRQ��Ζ�FDPH�
LQWR�DQ�HQWHUSULVH�DSSOLFDWLRQ�UHZULWH�PLGZD\�WKURXJK�DQG�UHDOL]HG�WKDW�WKH�
project team was dancing around the need to get clarity for fear of the reaction 
RI�D�FHUWDLQ�FRORQHO��8QFOHDU�SURMHFWV�UHDOO\�FDXVH�VWUHVV��DQG�RQ�P\�ȴUVW�GD\��D�
IHZ�RI�P\�SHRSOH�EXUVW�LQWR�WHDUV��6RPHWKLQJ�KDG�WR�EH�GRQH��VR�RYHU�WKH�FRXUVH�
RI�WKH�QH[W�PRQWK��Ζ�JUDGXDOO\�GHYHORSHG�WKH�WRROVȃSURMHFW�FKDUWHU��XSGDWHG��
DFFXUDWH�SURMHFW�SODQ��ULVN�ORJȃDQG�WDONHG�WR�WKH�ULJKW�SHRSOH�WR�JHW�P\VHOI�
LQ�IURQW�RI�WKH�FRORQHO�DQG�KLV�WHDP��ΖȇOO�QHYHU�IRUJHW�WKDW�H[SHULHQFH��(YHQ�WKH�
OLHXWHQDQW�FRORQHOV�ZHUH�QHUYRXV�ZKHQ�WKH�GD\�RI�WKH�PHHWLQJ�DFWXDOO\�DUULYHG�

7KURXJK�WKH�UHVHDUFK�ZH�KDG�GRQH��WKH�WHDP�UHDOL]HG�WKDW�ZH�QHHGHG�WR�IRFXV�
on a concept that had been lost in translation while people communicated 
DURXQG�HDFK�RWKHU��7KDW�ZDV�WKH�ȴUVW�WKLQJ�RQ�RXU�ȴUVW�VOLGH��2XU�FRORQHO�VDZ�LW�
DQG�VWDUWHG�WR�WXUQ�UHG��7KHQ��KH�EDQJHG�KLV�ȴVW�RQ�WKH�WDEOH�VR�WKDW�WKH�ZKROH�
URRP�MXPSHG��Ζ�PXVW�KDYH�EHHQ�VWDULQJ�DW�KLP�ZLGH�H\HG�ZKHQ�KH�EHOORZHG��
Ȋ:K\�GLGQȇW�ZH�ȴJXUH�WKLV�RXW�VRRQHU"ȋ�7KHQ�EHJDQ�D�FDOP��HHFWLYH�FRQYHUVDWLRQ�
during which we questioned him on scope, and we left the meeting knowing that 
we had the clarity we needed to be successful.

KEY LESSONS

1

2

3

don’t begin a Project untiL 
you fuLLy understand it.

be abLe to describe the 
PurPose of the Project in 
tWo or three sentences.

be abLe to describe the PLan 
for the Project to anyone 
in a Way that Makes sense.

“I don’t begin a project 
until I fully understand 
it. This means that I 
will sit with project 
sponsors and not 
proceed until I have 
nailed down their 
vision.”

Michiko diby

Michiko Diby is probably the 
most no-nonsense, get-it-
done project manager (PM) 
FOLHQWV�ZLOO�HYHU�FRPH�DFURVV��
A process guru, Michiko 
is a Sroject Panagement 
Srofessional and Design for Six 
6LJPD�FHUWLȴHG��6KH�FDQ�HQJDJH�
DW�DOO�OHYHOV�EXW�KDV�D�ORZ�
tolerance for obfuscation. She 
has led projects and programs 
for Fannie Mae, T. Rowe Price, 
and the u.S. Army, and is the 
author of a popular project 
management blog, Kosmothink. 
Michiko has been featured 
in the Project Management 
ΖQVWLWXWHȇV�JOREDO�PDJD]LQH��PM 
Today, and holds a master’s 
GHJUHH�LQ�&RQȵLFW�$QDO\VLV�DQG�
Resolution.

naiLing the vision: ensuring Project success through cLarity

&(2�RI�7KH�6HD/LJKW�
&RPSDQ\
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TKH�QHZV�ZDV�JULP��7KH�QLQH�PRQWK�Ζ7�SURMHFW��GHVLJQHG�WR�GHOLYHU
a wealth of new cost data to a group of critical business users, 

was six months into the schedule—and still gathering requirements. 
Although some technical work was underway, the team was 

ȵRXQGHULQJ�LQ�KRZ�WR�VHWWOH�WKH�VFRSH�DQG�SURFHHG��0HDQWLPH��PLOOLRQV�RI�
GROODUV�LQ�DGGLWLRQDO�SURȴW�SHU�ZHHN�IURP�EHWWHU�SURGXFW�SULFLQJ�GHFLVLRQV�WKH�
QHZ�GDWD�ZRXOG�HQDEOH�ZHUH�EHLQJ�ORVW��$QG�ȴQLVKLQJ�WKH�WHFKQLFDO�ZRUN�RQ�WLPH�
was looking like an impossible dream.

%XW�ZLWK�OHVV�WKDQ�WKUHH�PRQWKV�WR�JR��WKLV�SURMHFW�UHFRYHUHG��ΖW�ZDV�DFWXDOO\�
UHFRYHUHG�RQ�RQH�VSHFLȴF�GD\��ZKHQ�WKH�VSRQVRU��SURMHFW�PDQDJHU��30���DQG�
team gathered with two key business users and laid out the state of the project. 
7KH�30�DQG�VSRQVRU�FDOOHG�WKH�PHHWLQJ��EHFDXVH�WKH\�KDG�UHDOL]HG�WKDW�WKH�
WHDP�PHDQW�ZHOOȃWKH\�ZHUH�WU\LQJ�WR�PDNH�VXUH�WKH\�LGHQWLȴHG�DOO�WKH�FXVWRPHU�
UHTXLUHPHQWV�VR�WKDW�WKH\�FRXOG�GHOLYHU�D�IXOO�WRRO�IRU�WKH�SULFLQJ�DQDO\VWV��%XW�
therein lay the problem: They were gathering all the requirements as abstract, 
HTXDOO\�ZHLJKWHG�LWHPV�WR�VDWLVI\�UDWKHU�WKDQ�IRFXVLQJ�RQ�WKH�GULYLQJ�EXVLQHVV�
JRDOV�DQG�ZKDW�PDWWHUHG�PRVW�IRU�DFKLHYLQJ�WKHP�

That day, the group explored what mattered most to the analysts’ ability to make 
EHWWHU�SULFLQJ�GHFLVLRQV�DQG�UHDS�WKH�PD[LPXP�DPRXQW�RI�H[WUD�SURȴW��%\�WKH�
DIWHUQRRQ��WKH�JURXS�KDG�LGHQWLȴHG�WKH�ȴYH�PRVW�LPSRUWDQW�PHWULFV�WKH�SULFLQJ�
analysts needed from the sales and customer support data. The technical team 
KDG�VWDUWHG�UHZRUNLQJ�WKH�UHPDLQLQJ�VFKHGXOH�WR�GHOLYHU�MXVW�WKRVH�ȴYH�PHWULFV��
ΖQ�WKH�HQG��WKH�SURMHFW�ZDV�GHOLYHUHG�ZLWKLQ�WZR�ZHHNV�RI�LWV�RULJLQDO�GHDGOLQH�

7KLV�SURMHFW�ZDV�QRW�VDYHG�E\�KHURLFV�RU�PRUH�UHVRXUFHV�RU�WLJKWHU�VFKHGXOH�
management. What turned the project around was business-focused leadership 
by the sponsor and PM as well as business-focused collaboration by the team to 
GHȴQH�DQG�SXUVXH�ZKDW�PDWWHUHG�PRVW�

KEY LESSONS

1

2

3

the sPonsor, PM, and teaM 
shouLd gather With tWo 
key business users to Lay 
out the state of the Project.

deterMine What Matters 
Most to the Project and its 
users.

business-focused LeadershiP 
by the sPonsor and PM can 
save a Project.

“What turned the 
project around was 
business-focused 
leadership by the 
sponsor and PM as 
well as business-
focused collaboration 
E\�WKH�WHDP�WR�GHȴQH�
and pursue what 
mattered most.”

cinda voegtLi

&LQGD�9RHJWOL�LV�IRXQGHU�DQG�
&(2�RI�3URMHFW&RQQHFWLRQV�
com, an online resources and 
VXSSRUW�VHUYLFH�IRU�PRUH�WKDQ�
350,000 managers and team 
members worldwide. She 
has more than 20 years of 
GHYHORSPHQW�DQG�PDQDJHPHQW�
H[SHULHQFH�DQG�DGYLVHV�
FRPSDQLHV�RI�DOO�VL]HV�RQ�
practical project processes. Her 
SDVVLRQV�DUH�DFKLHYLQJ�ȊMXVW�
HQRXJKȋ�SURMHFW�PDQDJHPHQW�
that makes sense and gets 
XVHG��EXLOGLQJ�EXVLQHVV�VDYY\�
FURVV�IXQFWLRQDO�WHDPV��DQG�
helping project managers bring 
together the skills and attitudes 
that make them truly great 
project leaders.

business-focused LeadershiP 

&(2�RI�
3URMHFW&RQQHFWLRQV�FRP
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WHȇYH�DOO�KHDUG�SKUDVHV�OLNH�ȊFRPPRQ�VHQVH�DLQȇW�WKDW�
FRPPRQ�ȋ�ȊWKH�VXP�RI�WKH�SDUWV�ȋ�DQG�ȊLWȇV�SHRSOH�WKDW�

GHOLYHU�SURMHFWV�ȋ�DQG�IHZ�ZRXOG�GLVDJUHH�ZLWK�WKH�VHQWLPHQW�
EHKLQG�WKHP��<HW��LW�QHYHU�FHDVHV�WR�DPD]H�PH�KRZ�IHZ�SHRSOH�

take these wise words to heart when managing projects, no matter how large 
or small.

ΖȇYH�EHHQ�IRUWXQDWH�HQRXJK�WR�EH�LQYROYHG�ZLWK�VRPH�UHDOO\�VXFFHVVIXO�
projects as well as some remarkable failures, and the common denominator 
DPRQJ�WKRVH�FRQVLGHUHG�VXFFHVVIXO�LV�W\SLFDOO\�WKH�SHRSOH�LQYROYHG��0\�ȊQRW�
VR�VHFUHWȋ�VHFUHW�UHȵHFWV�WKLV�

7KH�UROH�RI�WKH�SURMHFW�PDQDJHU��30��LV�ȴUVW�DQG�IRUHPRVW�WR�FUHDWH�DQ�
HQYLURQPHQW�LQ�ZKLFK�WKH�30ȇV�WHDP�FDQ�EH�VXFFHVVIXOȃQRWKLQJ�PRUH��
QRWKLQJ�OHVV��7DNH��IRU�H[DPSOH��WHDP�EXLOGLQJ��(YHU\RQH�UHFRJQL]HV�WKH�
LPSRUWDQFH�RI�DQ�HHFWLYH�WHDP��\HW�KRZ�PDQ\�RI�XV�PDNH�SURYLVLRQ�IRU�WKLV�
in our plans and take the time to understand and play to the key strengths of 
the team?

Ζ�ZDV�LQYROYHG�ZLWK�D�WUXO\�UHPDUNDEOH�SURMHFW�LQ�ZKLFK�WKH�XSIURQW�LQYHVWPHQW�
LQ�WHDP�EXLOGLQJ�SDLG�GLYLGHQGV��7KH�Ȋ:LOG�'RJVȋ��D�QDPH�WKDW�WKH�WHDP�
FKRVH�IRU�WKHPVHOYHV�WR�UHȵHFW�WKHLU�GHWHUPLQDWLRQ�WR�ZRUN�HHFWLYHO\�DV�D�
WHDP��ZHUH�DEOH�WR�GHOLYHU�WUXO\�UHPDUNDEOH�UHVXOWV�LQ�WKH�PRVW�FKDOOHQJLQJ�
RI�FLUFXPVWDQFHV��$OWKRXJK�WKH�WHDPȇV�VXFFHVV�FDQ�EH�DWWULEXWHG�WR�VHYHUDO�
IDFWRUV��LQFOXGLQJ�FROORFDWLRQ��D�ZLOOLQJQHVV�WR�LQYHVW�LQ�WKH�WHDPȇV�GHYHORSPHQW��
and a real sense of passion, it was without a doubt the unconditional support 
for fellow team members that allowed magic to happen—a lesson we can all 
learn from the team’s namesakes in the wilds of Africa.

KEY LESSONS

1

2

the teaM is the key to 
Project success.

the PM’s PrinciPLe roLe is to 
create an environMent in 
Which the teaM can succeed.

“The role of the 
30�LV�ȴUVW�DQG�
foremost to create 
an environment in 
which the PM’s team 
can be successful—
nothing more, 
nothing less.”

chris fieLd

&KULV�)LHOG�MRLQHG�3LNVHO�ΖQF��
in March 2014 to establish its 
Global Project Management 
2ɝFH��302���+H�LV�SDVVLRQDWH�
about project management 
DQG�LV�DQ�DFWLYH�PHPEHU�RI�
the uK Board of the Project 
Management Institute, 
KDYLQJ�VHUYHG�DV�SUHVLGHQW�
IURP������WR�������&KULV�
founded and is responsible for 
RUJDQL]LQJ�6\QHUJ\��RQH�RI�WKH�
largest project management 
conferences in the united 
Kingdom. He is also a Fellow of 
WKH�%ULWLVK�&RPSXWHU�6RFLHW\�
and Member of the Association 
for Project Management.

WiLd dogs and PM’s: teaM buiLding for successfuL Projects

Global PMO Manager at 
Piksel Inc.
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We were hosting more than 2,000 websites on an antiquated
platform when the decision was made to migrate them to a 

QHZ�HQYLURQPHQW��7KH�ZHEVLWHV�KDG�EHHQ�EXLOW�RYHU�VHYHUDO�\HDUV�
XVLQJ�GLHUHQW�VWDQGDUGV��:H�GLG�QRW�KDYH�WKH�VWD�IRU�VXFK�D�

FKDOOHQJLQJ�WDVN��VR�ZH�KLUHG�D�QHZ�WHDP��LQFOXGLQJ�DQ�RVKRUH�JURXS��7KH�OHDGV�
ZHUH�VNLOOHG�EXW�GLG�QRW�KDYH�ODUJH�VFDOH�SURMHFW�H[SHULHQFH��7KH�WUDGLWLRQDO�
approach to project management was not going to succeed. So, how did we 
DFFRPSOLVK�WKLV�LQ�QLQH�PRQWKV"�3UHSDUDWLRQ��YLVLELOLW\��HPSRZHUPHQW�

What was the process? We wrote a program that created each new website 
and entered it into our tracking software. A project coordinator was assigned to 
HYDOXDWH�WKH�QHZ�ZHEVLWH��DQG�XSGDWHV�WR�FRS\�DQG�GHVLJQ�ZHUH�LPSOHPHQWHG�
DV�QHHGHG��7KH�TXDOLW\�DVVXUDQFH��4$��WHDP�WKHQ�UHFHLYHG�WKH�ZHEVLWH�IRU�
WHVWLQJ��$Q\�LVVXHV�IRXQG�ZHUH�ORJJHG�DQG�DVVLJQHG�WR�D�GHYHORSPHQW�WHDP��
:LWK�WKH�RQVLWH�DQG�RVKRUH�WHDPV�ZRUNLQJ�WRJHWKHU��PRVW�ZHEVLWHV�ZHUH�
WHVWHG�DQG�ȴ[HG�LQ�D�GD\��:KHQ�WHDPV�FDPH�DFURVV�VLWXDWLRQV�WKH\�GLGQȇW�NQRZ�
how to handle, the issues were logged and assigned to management. We had 
weekly training sessions with the teams, teaching them how to handle issues 
on their own. After a few months, the teams were functioning without upper 
management.

To accomplish this much work in such a short time takes preparation. We 
KDG�VXSSRUWLQJ�VRIWZDUH��ZRUNȵRZV��UHSRUWV��DQG�TXHXHV�LQ�SODFH�EHIRUH�
ZH�KLUHG�DQ\�VWD��$�ODUJH�VFDOH�LQLWLDWLYH�DOVR�UHTXLUHV�YLVLELOLW\��2XU�UHSRUWV�
tracked progress in real time and sent us alerts if a project were stalled. Most 
importantly, a busy team needs to be empowered. Instead of micromanaging 
URXWLQH�LVVXHV��ZH�JDYH�RXU�SHRSOH�WKH�VNLOOV�WR�PDNH�GHFLVLRQV�

6R��KRZ�GR�\RX�PLJUDWH�������ZHEVLWHV�LQ�QLQH�PRQWKV"�3UHSDUDWLRQ��YLVLELOLW\��
empowerment.

KEY LESSONS

1

2

3

PrePare for your Project in 
advance as Much as PossibLe.

track Progress in reaL tiMe 
to ensure visibiLity.

give PeoPLe the skiLLs they 
need to Make decisions.

“A busy team needs 
to be empowered. 
Instead of 
micromanaging 
routine issues, we 
gave our people the 
skills to make 
decisions.”

frank griPPo

Frank Grippo graduated 
IURP�3XUGXH�8QLYHUVLW\�
ZLWK�D�GHJUHH�LQ�&RPSXWHU�
Science. Starting his career 
as a database and web 
GHYHORSHU�IRU�'LDORJLF�DQG�
Healthstreet, he has since 
been at LexisNexis for 13 years 
and is currently the director 
RI�:HE�6HUYLFHV��ΖQ�/H[LV1H[LVȇ�
Web Visibility group, Frank is 
creating websites to help law 
ȴUPV�PDUNHW�WKHLU�EXVLQHVVHV��
He is responsible for project 
PDQDJHUV��GHYHORSHUV��TXDOLW\�
DVVXUDQFH��DQG�VXSSRUW�VWDV�

PreParation, visibiLity, eMPoWerMent

'LUHFWRU�RI�:HE�6HUYLFHV�
at LexisNexis

http://www.attask.com
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Let me start by admitting that I am not currently a project
PDQDJHU��UDWKHU��ΖȇP�ZULWLQJ�IURP�WKH�SHUVSHFWLYH�RI�DQ�$JLOH�

FRDFK�DQG�WUDLQHU��7KLV�HVVD\�UHȵHFWV�ZKDW�Ζ�KDYH�VHHQ�ZKLOH�
ZRUNLQJ�ZLWK�FOLHQWV�RYHU�WKH�SDVW�\HDU�

7KH�RQH�ȊUHPDUNDEOH�OHDGHUVKLS�VHFUHWȋ�Ζ�KDYH�VHHQ�SURMHFW�PDQDJHUV�
and Scrum Masters alike employ is the ability to communicate with senior 
H[HFXWLYHV�HHFWLYHO\��7KLV�VRXQGV�VLPSOH��EXW�FRPPXQLFDWLQJ�ZLWK�DQ�
H[HFXWLYH�UHTXLUHV�VSHFLDO�VNLOOV�WKDW�DUHQȇW�QRUPDOO\�WDXJKW��ΖW�LV�QRW�D�W\SH�RI�
communication that happens naturally. It certainly requires impeccable logic, 
FRQȴGHQFH��DQG�DQ�DELOLW\�WR�VSHDN�FOHDUO\��EXW�LW�DOVR�UHTXLUHV�PRUH�WKDQ�WKH�
REYLRXV��ΖW�UHTXLUHV�HPSDWK\�DQG�DQ�XQGHUVWDQGLQJ�RI�WKH�LVVXHV�H[HFXWLYHV�
IDFH��7KLV�UDUHO\�FRQVLGHUHG�LGHD�LV�RIWHQ�WKH�GLHUHQFH�EHWZHHQ�WKH�VXFFHVV�
DQG�IDLOXUH�RI�D�FRQYHUVDWLRQ�RU�LGHD�

The formula for communicating with empathy begins by framing the context 
DW�WKH�VWDUW�RI�WKH�FRQYHUVDWLRQ��ȊΖQ�RXU�RUJDQL]DWLRQ������ȋ�RU�Ȋ2Q�WKLV�SURMHFW���
���ȋ��DQG�DVNLQJ�H[HFXWLYHV�IRU�WKHLU�RSLQLRQ��Ȋ:KDW�GR�\RX�VHH�DV�RXU�ELJJHVW�
FKDOOHQJHV"ȋ�RU�Ȋ:KDW�WKLQJV�GR�\RX�VHH�DV�ULVNV"ȋ���+DYLQJ�D�FRQYHUVDWLRQ�
DERXW�ZKDW�ZRUULHV�WKH�H[HFXWLYH�VKRZV�\RXU�HPSDWK\�DQG�UHVSHFW�IRU�KLV�RU�
KHU�SRVLWLRQ��7U\LQJ�WR�VROYH�\RXU�SUREOHPV�ZLWKRXW�UHJDUG�IRU�WKH�H[HFXWLYHȇV�
SUREOHPV�ZLOO�JHQHUDOO\�QRW�SURGXFH�SRVLWLYH�UHVXOWV�

7KLV�OHDGHUVKLS�VHFUHW�FDQ�PRYH�H[HFXWLYHV�ZKR�ZHUH�YLROHQWO\�RSSRVHG�WR�
DQ�LGHD�WR�VXSSRUW�LW�DIWHU�WKH\�XQGHUVWDQG�KRZ�LW�ZRXOG�ȴ[�WKHLU�SUREOHP��
WRR��ΖI�\RX�KDYH�HPSDWK\�IRU�\RXU�H[HFXWLYHV�DQG�WKH�WKLQJV�WKH\�DUH�
concerned about, your ability to tie their problems to yours will allow you to 
FRPH�XS�ZLWK�VROXWLRQV�WKDW�VROYH�ERWK��7UDQVIRUP�\RXU�FRQYHUVDWLRQV�WRGD\�
using this leadership technique.

KEY LESSONS
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2

3

Learn to coMMunicate 
effectiveLy With executives.

fraMe the context at the 
start of the conversation 
and ask executives for their 
oPinion.

tie your ProbLeM to the 
executive’s ProbLeM.

“If you have empathy 
for your executives 
and the things they 
are concerned about, 
your ability to tie their 
problems to yours will 
allow you to come up 
with solutions that 
solve both.”

bob hartMan

Bob Hartman, known as 
Agile Bob��KDV�EHHQ�LQYROYHG�
in the software industry 
for more than 30 years. 
He uses his experience to 
KHOS�RUJDQL]DWLRQV��WHDPV��
DQG�LQGLYLGXDOV�DOO�DURXQG�
the world. Bob is a popular 
FRQIHUHQFH�VSHDNHU��D�FHUWLȴHG�
VFUXP�WUDLQHU�DQG�FHUWLȴHG�
scrum coach, and is assistant 
chairman of the Scrum Alliance 
Board of Directors.

coMMunicating With eMPathy

&HUWLȴHG�6FUXP�7UDLQHU�
DQG�&RDFK�DW�$JLOH�)RU�
$OO��//&
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I once had to manage a team of electricians on a job site in the 
3HUXYLDQ�GHVHUW��Ζ�KDG�QHYHU�PHW�WKRVH�JX\V�EHIRUH��DQG�WKH\�

only spoke Spanish (my Spanish is passable at best). In addition, 
ZH�KDG�D�WLJKW�GHDGOLQH��OHDYLQJ�XV�RQO\�WKUHH�GD\V�WR�FRPSOHWH�

all the work. In those three days, I learned a lot about leadership, and the 
VHFUHWV�Ζ�XQFRYHUHG�VWD\�ZLWK�PH�WR�WKLV�GD\�

'XULQJ�RXU�ȴUVW�PHHWLQJ��Ζ�KDG�WR�H[SODLQ�ZKDW�QHHGHG�WR�EH�GRQHȃWKH�
UHTXLUHPHQWVȃDQG�ZK\�ZH�RQO\�KDG�WKUHH�GD\V�WR�DFFRPSOLVK�LW�DOO��$W�ȴUVW��
I started talking to them in English with the help of a translator. Because 
Ζ�XQGHUVWDQG�6SDQLVK�ZD\�EHWWHU�WKDQ�Ζ�VSHDN�LW��Ζ�TXLFNO\�UHDOL]HG�WKDW�P\�
WUDQVODWRU�ZDV�QRW�FRQYH\LQJ�H[DFWO\�ZKDW�Ζ�QHHGHG�WR�H[SUHVV��6R��Ζ�GHFLGHG�
to switch to my frail Spanish.

As soon as I did, I noticed that the attitude of the team completely changed. 
ΖQ�WKHLU�H\HV��Ζ�ZHQW�IURP�EHLQJ�D�&DQDGLDQ�ZKR�KDG�DUULYHG�WR�WHOO�WKHP�ZKDW�
WR�GR�WR�D�YLVLWRU�ZKR�ZDV�VSHDNLQJ�WKHLU�ODQJXDJH��$OPRVW�LPPHGLDWHO\��WKH\�
PRYHG�WR�D�SRVLWLRQ�RI�KRVWV�DQG�DOVR�UHDOL]HG�WKDW��WKRXJK�Ζ�ZDV�DQ�HQJLQHHU�
project manager, there was something essential to this project (the Spanish 
language) that they knew way better than I.

I went from boss, to someone who was in a position to learn from them.
Next, I explained how absolutely important their work was going to be to 
PDNH�WKLV�SURMHFW�VXFFHVVIXO��:H�ZHQW�RYHU�WKH�UHTXLUHPHQWV�DQG�VWDUWHG�
working.

KEY LESSONS

1

2

3

try to sPeak your teaM’s 
Language, even if you don’t 
knoW it WeLL.

deMonstrate that you need 
PeoPLe.

shoW that you’re ready to 
Pitch in and get dirty.

“Demonstrate that 
you need people. 
Doing so empowers 
your team, humanizes 
you as a manager, and 
helps all stakeholders 
own the project and 
its success.”

cesar abeid

&HVDU�$EHLG�LV�D�FHUWLȴHG�
project management 
professional and has a B.E.Sc. 
in Electrical Engineering from 
WKH�8QLYHUVLW\�RI�:HVWHUQ�
2QWDULR��&HVDU�MRLQHG�
Remontech in 2004, and 
since then has successfully 
implemented and managed 
SURMHFWV�WKURXJKRXW�&DQDGD��
WKH�8QLWHG�6WDWHV��%UD]LO��DQG�
Peru. He has a passion for 
bringing project management 
LGHDV�WR�DOO��&HVDU�LV�DOVR�WKH�
host of the weekly Project 
Management for the Masses 
podcast and the &RQVWUXFWLRQ�
Industry podcast.

going froM boss to teaMMate

Project Manager at 
Remontech, Inc.
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Because our deadline was quickly approaching, I made another 
decision that turned out to be important: I decided to join them 
LQ�WKHLU�ZRUN��Ζ�VXLWHG�XS�LQ�SHUVRQDO�SURWHFWLYH�HTXLSPHQW�DQG�
DFFRPSDQLHG�WKHP�LQWR�WKH�ȴHOG��JRW�GLUW\��DQG�GLG�VRPH�RI�WKH�

work myself. The tasks were all completed within our timeframe, and I made 
friends I am still in touch with to this day.

So, what were the leadership lessons here?

The answer is surprisingly simple. To lead, you need to try to speak your 
WHDPȇV�ODQJXDJH��HYHQ�LI�\RX�GRQȇW�NQRZ�LW�ZHOO�HQRXJK��'HPRQVWUDWH�WKDW�\RX�
QHHG�SHRSOH��'RLQJ�VR�HPSRZHUV�\RXU�WHDP��KXPDQL]HV�\RX�DV�D�PDQDJHU��
and helps all stakeholders own the project and its success.

Finally, show that you are ready to do the work yourself, if needed. Show 
WKDW�\RX�DUH�QRW�DIUDLG�WR�UROO�XS�\RXU�VOHHYHV�DQG�JHW�GLUW\��7KLV�ZLOO�HDUQ�
you respect and help you position yourself to compel all to do what needs 
to be done.

KEY LESSONS
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2

3

try to sPeak your teaM’s 
Language, even if you don’t 
knoW it WeLL.

deMonstrate that you need 
PeoPLe.

shoW that you’re ready to 
Pitch in and get dirty.

“Demonstrate that 
you need people. 
Doing so empowers 
your team, humanizes 
you as a manager, and 
helps all stakeholders 
own the project and 
its success.”

cesar abeid

&HVDU�$EHLG�LV�D�FHUWLȴHG�
project management 
professional and has a B.E.Sc. 
in Electrical Engineering from 
WKH�8QLYHUVLW\�RI�:HVWHUQ�
2QWDULR��&HVDU�MRLQHG�
Remontech in 2004, and 
since then has successfully 
implemented and managed 
SURMHFWV�WKURXJKRXW�&DQDGD��
WKH�8QLWHG�6WDWHV��%UD]LO��DQG�
Peru. He has a passion for 
bringing project management 
LGHDV�WR�DOO��&HVDU�LV�DOVR�WKH�
host of the weekly Project 
Management for the Masses 
podcast and the &RQVWUXFWLRQ�
Industry podcast.

going froM boss to teaMMate

Project Manager at 
Remontech, Inc.

b
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SHYHUDO�\HDUV�DJR��Ζ�PRYHG�LQWR�D�VHQLRU�SURJUDP�PDQDJHPHQW�UROH�
at an Asian bank, managing a struggling steady-state enterprise 

resource planning (ERP) installation. Luckily, I was friends with the 
PDQDJLQJ�GLUHFWRU�RI�RSHUDWLRQV��ZKR�ZDV�DEOH�WR�JLYH�PH�WKH�KHDGV�

XS��Ȋ:HȇYH�KDG�RWKHU�VHQLRU�SHRSOH�LQ�\RXU�SRVLWLRQ�ZKR�IRFXVHG�RQ�WHFKQLFDO�
competency and business acumen. The business tore them to shreds. Find 
DQRWKHU�DSSURDFK�ȋ

6RPHZKDW�XQQHUYHG��Ζ�FDXWLRXVO\�VWHSSHG�LQWR�WKH�UROH��7KHUH�ZHUH�DOO�NLQGV�RI�
IXQFWLRQDO�SUREOHPV�RQ�WKH�JURXQG��)URP�P\�SHUVSHFWLYH��WKRXJK��WKH�VLQJOH�
ELJJHVW�SUREOHP�ZDV�D�VLOR�EDVHG�ZRUN�FXOWXUH��(YHU\RQH�DURXQG�PH�ZDV�VPDUW�
and talented, but those things clearly weren’t enough. To be able to make this 
(53�V\VWHP�ZRUN��WKH�RUJDQL]DWLRQ�DV�D�ZKROH�QHHGHG�WR�ZRUN�DV�D�VLQJOH�WHDP��
7KDWȇV�WRXJK�LQ�D�ODUJH��WUDGLWLRQDOO\�PLQGHG�EDQN��DQG�HYHQ�WRXJKHU�ZKHQ�
FRXQWOHVV�ȴQJHUV�DUH�DOUHDG\�SRLQWLQJ�ZLWK�KRVWLOH�LQWHQW�LQ�HYHU\�GLUHFWLRQ�

I started by cleaning up my own house. using techniques I’d learned from my 
father (a schoolteacher), I set weekly customer-focused challenges for my people 
WKDW�WKH\�KDG�WR�VROYH�LQ�JURXSV��)RU�H[DPSOH��WKH�ULVN�PDQDJHPHQW�GHSDUWPHQW�
ZDV�UHJXODUO\�PLVVLQJ�LWV�PRUQLQJ�ULVN�UHSRUWV��6R��Ȋ)LQG�D�VROXWLRQ�WKDW�����OHWV�XV�
notify them in person if the report will be late (before they go looking for it) and 
����VROYH�WKH�ODWH�UHSRUW�SUREOHP�ȋ�7KLV�KDG�WZR�HHFWV������:H�ZHUH�ȴQDOO\�DEOH�
to get out in front of my customers’ issues across the enterprise and stop the 
JUXPEOLQJ��DQG�����P\�IURQW�OLQH�FXVWRPHUV�ZHQW�WR�WKHLU�PDQDJHPHQW��RQ�WKHLU�
own) to let them know they were seeing some interesting changes in my unit.

$W�WKLV�SRLQW��Ζ�KDG�DQ�RSHQLQJ�WR�LQYLWH�UHSUHVHQWDWLYHV�IURP�DOO�RI�P\�FXVWRPHU�
groups to the table to begin working on short-term capacity plans. The result? 
+LJK�SUDLVH�IURP�P\�PRVW�GHPDQGLQJ�FXVWRPHU��Ȋ*HR�GLG�LQ�VL[�PRQWKV�ZKDW�
WKUHH�93V�EHIRUH�KLP�FRXOG�QRW��+H�JRW�WKRVH�SHRSOH�WR�ZRUN�WRJHWKHU�ȋ

KEY LESSONS
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3

avoid a siLo-based Work 
cuLture.

before iMPLeMenting any 
other changes, cLean uP 
your oWn house.

set WeekLy custoMer-
focused chaLLenges that 
your PeoPLe have to soLve 
in grouPs.

“We’ve had other 
senior people in your 
position who focused 
on technical competency 
and business acumen. 
The business tore 
them to shreds. Find 
another approach.”

geoff crane

*HR�&UDQH�LV�D�IRUPHU�VHQLRU�
project portfolio manager 
who has ties to some of the 
world’s largest banks and 
SURIHVVLRQDO�VHUYLFHV�ȴUPV��$�
VWDXQFK�EHOLHYHU�LQ�WKH�YDOXH�
RI�VRIW�VNLOOV�RYHU�KDUG�VNLOOV��KH�
KDV�UHWXUQHG�WR�XQLYHUVLW\�WR�
pursue a doctorate in clinical 
psychology. unable to stay 
away from the action, though, 
*HR�FRQWLQXHV�WR�KHOS�
DVSLULQJ�H[HFXWLYHV�RUJDQL]H�
their project work and is an 
adjunct professor of Project 
Management at Durham 
&ROOHJH�LQ�2QWDULR��&DQDGD�

the deaL is in the detaiLs

Doctoral Student, 
3URIHVVRU�DQG�&RDFK�DW�
The Papercut Project 
Manager

b
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The most successful project managers (PM’s) possess leadership
abilities and employ them. As a military PM, it was a skill I learned 

from watching the good leaders, and it was taught to us from the 
beginning of our military journey. We were often required to brief 
PXFK�KLJKHU�UDQNLQJ�RɝFHUV�DERXW�RXU�SURMHFWV�

2QFH��Ζ�PDQDJHG�WKH�GHOLYHU\��LQVWDOODWLRQ��GDWD�FROOHFWLRQ��DQG�DQDO\VLV�RI�D�
SURMHFW�WR�WHVW�VRODU�SKRWRYROWDLF�SDQHOV�DV�D�EDFN�XS�SRZHU�VRXUFH�DW�UHPRWH�
FRQVWUXFWLRQ�VLWHV�DURXQG�WKH�ZHVWHUQ�3DFLȴF��7KLV�UHJLRQ�LQFOXGHG����VLWHV��
stretching north and south from McMurdo Sound, Antarctica, to Adak, Alaska, as 
ZHOO�DV�HDVW�DQG�ZHVW�IURP�&DOLIRUQLD�WR�-DSDQ�DQG�6XELF�%D\��3KLOLSSLQHV��7KH�8�6��
'HSDUWPHQW�RI�(QHUJ\�SURYLGHG�WKH�VRODU�V\VWHPV��EXW�WKH�8�6��1DY\�6($%((6�
LQVWDOOHG��WHVWHG��DQG�FROOHFWHG�WKH�GDWD��%HFDXVH�WKLV�ZDV�D�KLJK�OHYHO�JRYHUQPHQW�
SURMHFW��LW�ZDV�KLJK�YLVLELOLW\��ZDWFKHG�E\�DOO�OHYHOV�RI�WKH�FKDLQ�RI�FRPPDQG�

7KH�ELJJHVW�FKDOOHQJH"�1RW�RQO\�KDG�QR�RQH�RQ�WKH�SURMHFW�HYHU�ZRUNHG�WRJHWKHU�
EHIRUH��EXW�ZH�FRXOGQȇW�VHH�HDFK�RWKHU��:H�FRQGXFWHG�DOO�FRPPXQLFDWLRQV�RYHU�
ham radio gear. Today, we call this a YLUWXDO�WHDP��EXW�LQ�WKH�HDUO\�����V��WKDW�WHUP�
GLG�QRW�H[LVW��6R��KRZ�GR�\RX�JHW�D�WHDP�RI�SHRSOH�ZKR�KDG�QHYHU�PHW�IDFH�WR�IDFH��
to get to know each other and work together? How do you conduct team-building 
DFWLYLWLHV"�7ZR�ZRUGV��YLUWXDO�OHDGHUVKLS�

Ζ�DVNHG�HDFK�WHDP�PHPEHU�WR�KDYH�D�KHDG�DQG�VKRXOGHUV�SLFWXUH�WDNHQ��WKHQ�
send that picture to the 13 other sites. I implemented the policy that when they 
were speaking to another member of the team, they bring their picture up so that 
the speakers could see each other’s face. I also conducted sessions in which we 
asked questions and discussed the issues and challenges we faced. Finally, I had 
DQ�ȊRSHQ�GRRU�SROLF\�ȋ�ZKHUH�DQ\�SHUVRQ�IURP�WKH�WHDP�FRXOG�FRPH�WR�PH�ZLWK�
any issue, and we would openly and freely discuss it. The outcome was that when 
ZH�DOO�FDPH�WRJHWKHU�DW�D�EDVH�QHDU�/RV�$QJHOHV��&DOLIRUQLD��WKH�WHDP�PHW�DV�LI�WKH\�
had been working side by side the entire time. They discussed family, hobbies, and 
common interests, because they already knew so much about each other.

KEY LESSONS
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When teaM MeMbers Work 
virtuaLLy, having a Picture 
of each teaM MeMber fosters 
better coMMunication.

Maintain an oPen-door 
PoLicy to encourage 
coMMunication.

“The most successful 
project managers 
possess leadership 
abilities and employ 
them.”

gregg d. richie

*UHJJ�'��5LFKLH��303��&13��
0&76��LV�D�IXOO�WLPH�LQVWUXFWRU�
for Project Management 
Academy. He also teaches for 
WKH�8QLYHUVLW\�RI�:DVKLQJWRQ�
in the Project Management 
&HUWLȴFDWH�3URJUDP��KDV�ZULWWHQ�
two books on Microsoft Project, 
DQG�LV�D����\HDU�YHWHUDQ�RI�
WKH�8�6��1DY\�6($%((6��+LV�
copyrighted signature saying 
LV��Ȋ*RDOV�DUH�OLNH�XQGHUZHDU��
<RX�KDYH�WR�FKDQJH�WKHP�RQFH�
in a while to feel better about 
\RXUVHOI�ȋ

virtuaL LeadershiP

Instructor at Project 
Management Academy

Twitter   I   Website   I   Blog  
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FRU�PDQ\�\HDUV��Ζ�ZRUNHG�LQ�D�IDVW�SDFHG�EURNHUDJH�ȴUP�LQ�
0DQKDWWDQ�WKDW�KDG�PRUH�WKDQ�������GHYHORSHUV�ZRUNLQJ�RQ�

FRQFXUUHQW�SURMHFWV��6RPHWLPHV��WKH\�KDG�WR�PRYH�LQ�FRGH�FKDQJHV�
RQ�WKH�ȵ\�PLGGD\��ZKLOH�VWRFNV�ZHUH�WUDGLQJ��$QG�VRPHWLPHV��WKHVH�

FKDQJHV�KDG�EXJV�WKDW�KDG�WR�EH�HOLPLQDWHG�LPPHGLDWHO\�WR�SUHYHQW�WUDGLQJ�ZLWK�
the wrong calculations. Sound chaotic?

7R�EULQJ�RUGHU�WR�WKLV�ȊFRZER\ȋ�HQYLURQPHQW��RXU�FKLHI�LQIRUPDWLRQ�RɝFHU��&Ζ2��
LVVXHG�DQ�HGLFW�WKDW�WKH�GHYHORSHUV�PXVW�VWDUW�XVLQJ�D�QHZ�FKDQJH�PDQDJHPHQW�
V\VWHP�IRU�DOO�IXWXUH�VRIWZDUH�FKDQJHV��7KLV�&Ζ2�ZDV�KLJKO\�UHVSHFWHG�DQG�
HQMR\HG�DOO�WKH�IRUPV�RI�SRZHU�RQH�PLJKW�ȴQG�RQ�WKH�3URMHFW�0DQDJHPHQW�
3URIHVVLRQDO�WHVW��ȊIRUPDO�ȋ�ȊSXQLVKPHQW�ȋ�ȊUHIHUHQW�ȋ�EXW�WKH�GHYHORSHUV�SXW�XS�
VWURQJ�UHVLVWDQFH��DQG�WKH�FXW�RYHU�IDLOHG�IRU�PRUH�WKDQ�D�\HDU�

Ζ�ZDV�SXW�LQ�FKDUJH�RI�FRQYHUWLQJ�WKH�GHYHORSHUV�WR�WKH�V\VWHP��DQG�Ζ�FUHDWHG�
a hands-on class that I made all about the WIFM factor (What’s in It for Me?). 
Ζ�VKRZHG�WKH�GHYHORSHUV�WKDW�WKH\�ZRXOG�EHQHȴW�JUHDWO\�IURP�WKH�V\VWHP��
HVSHFLDOO\�EHFDXVH�RI�LWV�ȊDXWRȂEDFN�RXWȋ�RSWLRQ��7KLV�IHDWXUH�PHDQW�WKDW�WKH�
QH[W�WLPH�D�GHYHORSHU�ZRXOG�JHW�D������D�P��FDOO�WR�EDFN�RXW�RQH�RI�KLV�RU�KHU�
FKDQJHV��WKDW�GHYHORSHU�ZRXOG�QR�ORQJHU�QHHG�WR�VFUDPEOH�DURXQG�ORRNLQJ�
IRU�WKH�ROG�YHUVLRQ�RI�WKH�FRGH��ΖI�KH�RU�VKH�KDG�HQWHUHG�WKH�FKDQJH�WKURXJK�
our system, it could be backed out automatically. All the person had to do was 
KDYH�PDQDJHPHQW�NH\�LQ�Ȋ%ȋ�IRU�back-out��7KH�GHYHORSHUV�IRXQG�WKLV�WR�EH�DQ�
DSSHDOLQJ�DUJXPHQW��EHFDXVH�LW�ZRXOG�VDYH�WKHP�KRXUV�RI�PDMRU�VWUHVV�RQ�HYHU\�
back-out.

7KH�EHQHȴW"

The result was the IT department went from almost 0% to 100% compliance, 
bringing a huge drop in the number of defects in our production-trading 
HQYLURQPHQW�

KEY LESSONS
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shoW PeoPLe hoW they can 
benefit froM your Project.

PeoPLe are More LikeLy to 
coMPLy With change When 
they understand the 
benefit to theM PersonaLLy.

“I was put in charge 
of converting the 
developers to the 
system, and I created 
a hands-on class that 
I made all about the 
WIFM factor (What’s 
in It for Me?).”

jeff furMan

-H�)XUPDQ��303��LV�D�KLJKO\�
experienced IT project 
manager and project 
management instructor. He 
managed software projects 
IRU�)RUWXQH�����ȴUPV�LQ�WKH�
1HZ�<RUN�&LW\�DUHD�IRU�PRUH�
than 15 years and currently 
teaches project management 
IRU�1HZ�<RUN�8QLYHUVLW\�DQG�
for the u.S. Army at Fort Hood 
and other bases around the 
united States. The second 
edition of his book, The Project 
Management Answer Book 
�0DQDJHPHQW�&RQFHSWV�3UHVV���
will be out in August 2014.

hoW “WifM” rescued a faiLing Project

Project Management 
ΖQVWUXFWRU���30�%RRN�
Author at NYu

Twitter   I   Website   I   Blog  
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&RPPXQLFDWLQJ�SURMHFWV�LV�PRUH�WKDQ�LQIRUPDWLRQ�ȵRZV�DPRQJ�
team members: It’s winning the trust and support of key 

stakeholders outside the team.

For any project to succeed, we need to take our stakeholders on a journey. This 
journey starts where those stakeholders are in terms of how much they know and 
how they feel about our project. It ends when they are where we want them to be.

%HIRUH�SHRSOH�DFW�LQ�WKH�ZD\�ZH�ZDQW��WKH\�KDYH�WR�IHHO�SRVLWLYH�DERXW�ZKDW�ZH�
DUH�DVNLQJ�WKHP�WR�GR��%HIRUH�WKH\�IHHO�SRVLWLYH��WKH\�QHHG�WR�NQRZ�WKH�HVVHQWLDOV�
WKDW�ZLOO�FKDQJH�WKHLU�DWWLWXGHV�IURP�QHJDWLYH�RU�QHXWUDO��7KXV��FRPPXQLFDWLRQV�
becomes an escalator that we take our stakeholders up. First, we make them 
DZDUH�RI�RXU�SURMHFW��WKHQ��ZH�EXLOG�WKHLU�XQGHUVWDQGLQJ��1H[W��ZH�ZLQ�WKHLU�
VXSSRUW��WKHQ�LQYROYHPHQW��)LQDOO\��ZH�DVN�WKHP�WR�FRPPLW�WR�RXU�SURMHFW�

-XVW�IRFXVLQJ�RQ�LQIRUPDWLRQ�ȵRZV�JLYHV�SHRSOH�DQ�LQWHOOHFWXDO�FRQFHSW�RI�RXU�
SURMHFW��7KH\ȇUH�IDPLOLDU�EXW�KDYH�QR�HPRWLRQDO�LQYHVWPHQW�WR�VXSSRUW�XV�DQG�
ensure that our project succeeds. That’s assuming they pay attention to the 
information we circulate.

A few years ago, I supported four projects, together transforming a multitude 
of in-country systems and processes to a single European-wide system. One 
project manager (PM) got the concept of stakeholder journey, and together we 
GHYHORSHG�D�VLPSOH�FRPPXQLFDWLRQV�SODQ�ZLWK�VWDNHKROGHU�URXWH�PDSV�DW�LWV�
KHDUW��7KH�RWKHUV�GLGQȇW��2QH�VDLG��Ȋ1R�QHHG�IRU�FRPPXQLFDWLRQV��ZHȇOO�MXVW�WHOO�
WKHP�DQG�WKH\ȇOO�GR�LW�ȋ�$QRWKHU�30�SXOOHG�RXW�D�GRRU�VWRS�GRFXPHQW�DQG�VDLG��
ȊΖ�DOUHDG\�KDYH�D�FRPPV�SODQ�ȋ�ΖW�ZDV�MXVW�IRU�VKRZ��7KH�IRXUWK�SURMHFW�WHDP�KDG�
JUHDW�IXQ�FUHDWLQJ�HQWHUWDLQLQJ�YLGHRV�DQG�SRVWHUV�EXW�QR�SODQ�

2QO\�WKH�ȴUVW�SURMHFW�ZRQ�ZLGH�VWDNHKROGHU�VXSSRUW�DQG�GHOLYHUHG�QHZ�V\VWHPV�
that people willingly used from day one.

KEY LESSONS
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3

ensure that stakehoLders 
buy in to your Project.

Win stakehoLder suPPort, 
then their invoLveMent.

ask stakehoLders to coMMit 
to the Project.

“Communicating 
projects is more 
than information 
ȵRZV�DPRQJ�WHDP�
members: It’s winning 
the trust and support 
of key stakeholders 
outside the team.”

jo ann sWeeney

Jo Ann Sweeney is a 
communications consultant 
known for her results-
focused approach, rapport 
and consensus building, 
and clarifying complex 
LQIRUPDWLRQ��$Q�)&Ζ0�DQG�)ΖΖ&��
VKH�VSHFLDOL]HV�LQ�ZRUNLQJ�
with complex project teams 
WKDW�KDYH�IRFXVHG�RQ�WKH�
technology solution rather 
WKDQ�LWV�GHOLYHU\��-R�$QQ�
helps them get key people 
committed so that the project 
GHOLYHUV�WKH�H[SHFWHG�EXVLQHVV�
goals and wins recognition 
for a great job. In addition, 
she runs communications 
training for project teams and 
PHQWRUV�OHDGHUV�ZKR�KDYH�
communication responsibilities.

View more at: &RPPXQLFDWLQJ�
Projects System

Winning stakehoLder suPPort

Founder of Sweeney 
&RPPXQLFDWLRQV�/WG

Twitter   I   Website   I   Blog  
b

http://www.attask.com
http://www.sweeneycomms.com/communicating-projects
http://www.sweeneycomms.com/communicating-projects
http://www.twitter.com/CommsAbilities
http://www.sweeneycomms.com
http://www.commsabilities.com/blog.asp


��

Ȋ7KHUH�LV�VRPHWKLQJ�ZURQJ��WKH�FRQYHUVLRQ�GRHV�QRW�EDODQFH��:H�
PLJKW�KDYH�WR�FDOO�LW�R�ȋ�7KHVH�ZHUH�WKH�ZRUGV�P\�WHDP�PHPEHU�

blurted out as I approached. unfortunately, not far behind me was 
P\�ERVV��WKH�FKLHI�LQIRUPDWLRQ�RɝFHU��0\�ERVV�ZDV�WUDLOLQJ�PH�IURP�

GHVN�WR�GHVN��EHFDXVH�WKLV�ZDV�D�ODUJH�FRQYHUVLRQ�LQYROYLQJ�PRVW�RI�RXU�PDMRU�
applications. If one failed, they all failed. We had been rehearsing this for months.

I calmly asked my team member to tell me what had happened. He showed me 
WKH�FRQYHUVLRQ�UHSRUW�DQG�WKH�RXW�RI�EDODQFH�WRWDOV��2Q�KLV�IDFH��Ζ�VDZ�IDWLJXH��DW�
that moment, I could see that he thought the weight of the entire project was on 
his shoulders. I knew that he was smart and committed. He did not need me or 
P\�ERVV�WR�MXPS�LQ�DQG�VWDUW�UHYLHZLQJ�UHSRUWV�DQG�LVVXLQJ�RUGHUV��+H�QHHGHG�
WLPH�WR�VWHS�EDFN��WDNH�DQRWKHU�ORRN��WHOO�PH�WKH�QDWXUH�RI�WKH�VLWXDWLRQ��DQG�RHU�
a potential solution.

Ζ�ORRNHG�DW�KLP�DQG�VDLG��Ȋ2ND\��JR�WDNH�D�TXLFN�EUHDN��:DON�DZD\�IURP�\RXU�
FRPSXWHU�DQG�\RXU�GHVN��$IWHU�\RXU�EUHDN��FRPH�EDFN�DQG�UHYLVLW�WKH�UHSRUW��Ζ�ZLOO�
FKHFN�EDFN�ZLWK�\RX�LQ�RQH�KRXU�ȋ�7KHQ��Ζ�ZDONHG�DZD\�

0\�ERVV�WUDLOHG�PH��LQ�QRW�VR�KXVKHG�WRQHV��KH�EDUNHG��Ȋ7DNH�D�EUHDN"�7KDWȇV�
KRZ�\RX�VROYH�D�SUREOHP�WKDW�FRXOG�EULQJ�XV�WR�RXU�NQHHV"�7DNH�D�EUHDN"ȋ�Ζ�
ORRNHG�DW�KLP�DQG�VDLG��Ȋ-XVW�WUXVW�XV�DQG�JLYH�XV�DQ�KRXU�ȋ�ΖQ�OHVV�WKDQ�DQ�KRXU��
P\�WHDP�PHPEHU�FDOOHG�PH�RYHU�WR�DGYLVH�PH�WKDW�HYHU\WKLQJ�ZDV�LQ�IDFW�ȴQH�
DQG�WKDW�LQ�KLV�QHUYRXVQHVV�DQG�IDWLJXH��KH�KDG�WUDQVSRVHG�WZR�QXPEHUV�

ΖQ�WKLV�VFHQDULR��WUXVW�PDGH�DOO�WKH�GLHUHQFH��0\�ERVV�JUXGJLQJO\�WUXVWHG�PH��Ζ�
KDG�WR�WUXVW�P\VHOI�DQG�VWDQG�ȴUP�LQ�P\�DSSURDFK��Ζ�KDG�WR�WUXVW�WKDW�P\�WHDP�
PHPEHU�FRXOG�UHVROYH�WKH�SUREOHP��DQG�P\�WHDP�PHPEHU�KDG�WR�WUXVW�LQ�WKH�
IDFW�WKDW�Ζ�EHOLHYHG�LQ�KLP�

KEY LESSONS
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during Projects, trust 
Makes aLL the difference.

trust yourseLf, and stand 
firM in your aPProach.

“On his face, I saw 
fatigue; at that 
moment, I could see 
that he thought the 
weight of the entire 
project was on his 
shoulders.”

Margaret MeLoni

Margaret Meloni, MBA, PMP, is 
SUHVLGHQW�RI�0HORQL�&RDFKLQJ�
Solutions, Inc., a company 
GHYRWHG�WR�KHOSLQJ�FOLHQWV�
VXFFHVVIXOO\�QDYLJDWH�WKH�
human side of the project 
world. Her background in 
IT project management and 
SURMHFW�PDQDJHPHQW�RɝFH�
leadership enables Margaret 
to understand the challenges 
clients face when managing 
projects. A recipient of the 
8QLYHUVLW\�RI�&DOLIRUQLD��
Los Angeles, Extension 
Distinguished Instructors 
Award, her wish is to see 
her students take on tough 
projects and emerge strong 
and sought-after project 
managers.

Lightening the Weight of the WorLd through trust

President of Meloni 
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M\�ERVV�FDOOHG�PH�LQWR�KHU�RɝFH�WR�DVVLJQ�WKH�ODWHVW�PDQGDWH�
from corporate IT. The scope, she said, was for our business 

XQLW�WR�GHOLYHU�D�PDMRU�XSJUDGH�RI�:LQGRZV�WR�RXU��������HQG�XVHUV��
ZKR�ZHUH�VSUHDG�DFURVV�VHYHUDO�FRXQWULHV�DQG�GR]HQV�RI�VLWHV��7KH�

deadline was 12 months.

Now, let’s talk about scope. The project had many unknowns. Before we could 
deploy the upgrade, we would need to test all of our business applications for 
FRPSDWLELOLW\��%HFDXVH�WKHUH�ZDV�QR�DXWKRULWDWLYH�LQYHQWRU\�RI�DSSOLFDWLRQV��ZH�
ZRXOG�QHHG�WR�JDWKHU�WKDW�ȴUVW�

7KHUH�ZDV�VRPH�EX]]�DERXW�D�QHZ�WRRO�WKDW�ZRXOG�GHSOR\�WKH�XSJUDGH�ȊDXWR�
PDJLFDOO\ȋ�RYHU�WKH�QHWZRUN��EXW�LW�ZDV�VWLOO�LQ�GHYHORSPHQW�DW�0LFURVRIW��7KLV�
PHDQW�WKDW�ZH�PLJKW�KDYH�WR�FRQȴJXUH�HDFK�RI�WKRVH��������FRPSXWHUV�
manually, one at a time.

%XGJHW��\RX�DVN"�1R�RQH�NQHZ��\HW��ZKDW�ZRXOG�EH�IXQGHG�E\�FRUSRUDWH�Ζ7�YHUVXV�
the local business units. Still, we would need to prepare a funding proposal 
DQG�JHW�LW�DSSURYHG�LQ�WLPH�WR�VXEPLW�RXU�GHSOR\PHQW�VFKHGXOH�WR�WKH�FKLHI�
LQIRUPDWLRQ�RɝFHU�ZLWKLQ����GD\V��7KH�RSWLFV�DQG�SROLWLFV�RI�WKLV�VLWXDWLRQ�ZHUH�
PDVVLYH�WKDW�IDLOXUH��DV�WKH\�VD\��ZDV�QRW�DQ�RSWLRQ�

Ζ�VXPPRQHG�DQ�HPHUJHQF\�ZRUNVKRS�RI�UHSUHVHQWDWLYHV�IURP�RXU�IXQFWLRQV�DQG�
VLWHV�WR�EXLOG�D�SODQ�IRU�DSSOLFDWLRQ�LQYHQWRU\��WHVWLQJ��UHPHGLDWLRQ��DQG�HQG�XVHU�
deployment. I stood at the whiteboard with an eager smile, marker in hand.
That’s where it got ugly.

KEY LESSONS
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2

deveLoP a What-if 
scenario to begin the 
PLanning Process.

use the scenario to buiLd
 a ProPosaL and drive 
consensus.

“Technical people 
make fact-based 
decisions and commit 
to plans grounded in 
data. What I was 
asking of them 
violated their very 
core.”

PaM stanton

Born and raised in New 
Jersey and a graduate of Yale 
8QLYHUVLW\��3DP�6WDQWRQ�LV�DQ�
author, speaker, coach, and 
consultant who has 25 years of 
experience in transformational 
OHDGHUVKLS��6KH�VSHFLDOL]HV�LQ�
the impact of group dynamics 
on project outcomes—or, 
DV�VKH�SXWV�LW��Ȋ7KH�+XPDQ�
3DUW�RI�WKH�*DQWW�&KDUW�ȋ�+HU�
book, The Project Whisperer, 
chronicles two decades 
of insight into the human 
element of successful projects.

Moving Projects beyond “anaLysis ParaLysis”

Author, Speaker, and 
&RQVXOWDQW�DW�7KH�3URMHFW�
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7KH�SXVKEDFN�ZDV�LPPHGLDWH�DQG�ȴHUFH��Ȋ7RR�PDQ\�YDULDEOHV�WR�
EXLOG�D�SODQ�ȋ�Ȋ+RZ�FDQ�ZH�EXLOG�D�SODQ�EHIRUH�ZH�NQRZ�ZKHWKHU�WKH�
GHSOR\PHQW�ZLOO�EH�DXWRPDWHG�RU�PDQXDO"ȋ�Ȋ2XU�SODQ�GHSHQGV�RQ�
ZKDW�YHUVLRQ�RI�:LQGRZV�WKH\�ZLOO�XVH�ȋ�Ȋ6RUU\��EXW�ZH�FDQȇW�SRVVLEO\�

EXLOG�D�SODQ�XQWLO�ZH�KDYH�DOO�WKHVH�TXHVWLRQV�DQVZHUHG�ȴUVW�ȋ

I was stumped. I mean, couldn’t we just throw ideas onto the whiteboard and 
work out some reasonable guesstimates? That’s when it hit me: Plan, plan, plan. 
The people around the table were hung up on the word plan��7R�WKLV�URRP�IXOO�
of highly analytical people, plan equaled commitment. Technical people make 
fact-based decisions and commit to plans grounded in data. What I was asking of 
WKHP�YLRODWHG�WKHLU�YHU\�FRUH�

Immediately, I dropped the word plan. Drawing a large timeline on the 
ZKLWHERDUG��Ζ�ZURWH��Ȋ:KDW�LI�������"ȋ�:KHQ�WKH�H[HUFLVH�FKDQJHG�IURP�EXLOGLQJ�D�
SODQ�WR�GHYHORSLQJ�D�ZKDW�LI�VFHQDULR��WKH�ȵRRGJDWHV�RSHQHG�DQG�LGHDV�SRXUHG�
RXW��:H�FDSWXUHG�WKH�ȊZKDW�LIȇVȋ�DV�DVVXPSWLRQV�WKDW�ZRXOG�QHHG�WR�EH�PHW�IRU�
WKLV�VFHQDULR�WR�ZRUN��)DQWDVWLF��7KDWȇV�DOO�Ζ�HYHU�ZDQWHG�LQ�WKH�ȴUVW�SODFH�

By the end of the workshop, we had a great plan for how this project could work, 
assuming that we could get certain commitments on resources, technology, 
funding, etc. It wasn’t a huge Gantt chart but rather a simple one-pager that 
LQFOXGHG�JUDSKLFDO�ER[HV�DQG�VWDUV�VKRZLQJ�PDMRU�DFWLYLWLHV�DQG�GHFLVLRQ�SRLQWV��
I called it our Assumption-based Scenario and used it to build a proposal that 
GURYH�FRQVHQVXV�ZLWK�OHDGHUVKLS�DQG�DUWLFXODWHG�ZKDW�GHFLVLRQV�KDG�WR�EH�PDGH�
for us to proceed.

ΖȇYH�UHXVHG�WKLV�DSSURDFK�GR]HQV�RI�WLPHV�VLQFH�WR�PRYH�SURMHFW�WHDPV�RXW�RI�
DQDO\VLV�SDUDO\VLV��ΖW�ZRUNV�OLNH�D�FKDUP�DV�ORQJ�DV�Ζ�QHYHU�XWWHU�WKDW�IRXU�OHWWHU�ZRUG�
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When I hear that Gartner is predicting a major shift in the
OHDGHUVKLS�UROH�WKDW�SURMHFW�PDQDJHUV��30��ZLOO�WDNH�RQ�RYHU�WKH�

next few months, I get excited. Although I am a fan of technology and 
V\VWHPV��Ζ�KDYH�EHHQ�WUHPHQGRXVO\�IUXVWUDWHG�E\�WKH�ȊSURGXFWL]DWLRQȋ�

RI�SURMHFW�PDQDJHPHQW��&ORXG�EDVHG�SRUWIROLR�PDQDJHPHQW��WXUQNH\�SURJUDP�
PDQDJHPHQW�RɝFH�PRGHOV��DQG�PDJLF�PHWKRGRORJLHV�KDYH�DOO�EHHQ�ODXGHG�DV�
the key to success. When it comes down to it, though, for this shift to become a 
reality, PM’s must get down to raw, genuine leadership, especially when working 
ZLWK�H[HFXWLYHV�

Ζ�KDG�WKLV�UHYHODWLRQ�VHYHUDO�\HDUV�DJR�ZKLOH�ZRUNLQJ�RQ�WZR�HQWHUSULVH�SURMHFWV�
ZKRVH�WHDPV�FRQVLVWHG�RI�PXOWLSOH�H[HFXWLYHV��2Q�ERWK�HQJDJHPHQWV��Ζ�IHOW�
FRQȴGHQW�DERXW�WKH�SURMHFWV��Ζ�KDG�H[HFXWLYH�VXSSRUW��ȴUP�EXGJHWV��DQG�VR�RQ��
7KH�SUREOHP�ZDV�WKDW�SURJUHVV�ZDV�KDUG�IRXJKW�HYHU\�VWHS�RI�WKH�ZD\��'HFLVLRQV�
ZHUHQȇW�EHLQJ�PDGH��DQG�WKH�WHDP�ZDV�SROOXWHG�ZLWK�RUJDQL]DWLRQDO�SROLWLFV��7KLV�
is when I learned that project leadership often required being uncomfortable. 
When projects are running smooth, you are managing them, and the other 
DVSHFWV�RI�OHDGHUVKLS��FRDFKLQJ��YLVLRQ�FDVWLQJ��HWF���DUH�HQMR\DEOH��EXW�FDOOLQJ�
RXW�H[HFXWLYHV�LQ�IURQW�RI�WKHLU�SHHUV�DQG�VXERUGLQDWHV�LV�QRW�D�FRPIRUWDEOH�
place to be. No methodology or tool was going to help me. I needed to dot my 
LȇV�DQG�FURVV�P\�WȇV��WKHQ�KDYH�D�IUDQN�FRQYHUVDWLRQ�ZLWK�HDFK�RI�WKHP�DERXW�
H[SHFWDWLRQV�DQG�LVVXHV�DHFWLQJ�WKH�SURMHFW��$OWKRXJK�LW�ZDV�QRW�DQ�DFFXVDWRU\�
SRVLWLRQȃUDWKHU��FROODERUDWLRQ�RQ�ZRUNLQJ�WRJHWKHUȃLW�ZDV�XQQHUYLQJ��ΖQ�WKH�
HQG��Ζ�ZDV�DEOH�WR�LOOXVWUDWH�WKH�LVVXHV�DQG�GHYHORS�VROXWLRQV�WR�JHW�WKH�SURMHFWV�
PRYLQJ�IRUZDUG��0RVW�JUDWLI\LQJ�ZDV�WKH�LQFUHDVHG�FRQȴGHQFH�LQ�P\�OHDGHUVKLS�
abilities.

KEY LESSONS
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2

strive to be a Leader, not 
just a Manager.

Project LeadershiP 
often requires being 
uncoMfortabLe.

“When it comes down 
to it…PM’s must get 
down to raw, genuine 
leadership, especially 
when working with 
executives.”

robert keLLy

Prior to starting KPS, 
Robert Kelly successfully 
led enterprise projects for 
15 years, with a portfolio 
that spans IT, marketing, 
procurement, and sales 
LQLWLDWLYHV�DQG�SURMHFW�UHVXOWV�
in more than 40 countries. 
Robert is a sought-after 
expert, with speaking and 
print contributions to the 
Project Management Institutes’ 
301HWZRUN��)DVW�&RPSDQ\ȇV�
30 Second MBA, and 
Triangle Technical Recruiters 
Association. In addition, Robert 
LV�WKH�FR�IRXQGHU�RI��30&KDW��
a global community of project 
managers sharing best 
practices.

getting doWn to genuine LeadershiP

Managing Partner at 
.HOO\�3URMHFW�6ROXWLRQV��//&
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Ȋ7KH�SURJUDP�LV�JRLQJ�UHDOO\�ZHOO��SUREDEO\�EHFDXVH�ZH�KDYH�DQ�H[FHSWLRQDO�WHDP�ZRUNLQJ�RQ�LW�ȋ�VDLG�WKH�FKLHI�H[HFXWLYH�RɝFHU��&(2��

Ζ�ZDV�PRUH�WKDQ�D�OLWWOH�FRQIXVHG�WR�KHDU�WKLV��Ȋ6R��ZK\�GR�\RX�QHHG�
PH"ȋ�Ζ�DVNHG��Ȋ:HOO��Ζ�MXVW�JHW�WKLV�IHHOLQJ�Ζ�FRXOG�EH�PLVVLQJ�VRPHWKLQJ�LPSRUWDQW�ȋ�
VDLG�WKH�&(2��+H�ZDVQȇW�ZURQJ�

The Global Program was in fact in total disarray. There was no plan, no budget, 
QR�UHTXLUHPHQWVȃLQ�IDFW��QR�GRFXPHQWDWLRQ�DW�DOO��7KH�WKUHH�ȊPLOHVWRQHVȋ�ZHUH�
all more than four months late, and no one had any idea what if any work had 
been done on them. In fact, the only concrete documentation was the contracts 
WKH�EXVLQHVV�KDG�VLJQHG�ZLWK�YDULRXV�FOLHQWV�SURPLVLQJ�GHOLYHU\�RI�D�QHZ�
LQIUDVWUXFWXUH�ZLWK�VWULQJHQW�SHQDOW\�FODXVHV�IRU�QRQ�GHOLYHU\�

6DGO\��WKLV�VLWXDWLRQ�LV�QRW�XQXVXDO�LQ�P\�ZRUOG��$V�D�WURXEOHVKRRWHU��Ζ�DP�LQYDULDEO\�
brought in to turn around failing programs or to ensure that the impossible is 
GHOLYHUHG��ΖQ�VXFK�FDVHV��OHDGHUVKLS�VNLOOV�DUH�SDUDPRXQW��%XW�OHDGHUVKLS�GRHVQȇW�
mean shouting and banging heads together. Well, not initially anyway.

ΖQ�WKHVH�SURMHFWV��KDYLQJ�WKH�FRQȴGHQFH�WR�WDNH�D�VWHS�EDFN��FDOPO\�DVVHVV�WKH�
VLWXDWLRQ��DQG�GHYLVH�D�SODQ�RI�DFWLRQ�GHPRQVWUDWHV�WUXH�OHDGHUVKLS��$IWHU�DOO��
WKH�ROG�DGDJH�RI�ȊΖI�\RX�FDQ�NHHS�\RX�KHDG�ZKLOH�DOO�RWKHUV�DUH�ORVLQJ�WKHLUVȋ�VWLOO�
holds true, especially in such chaotic political situations.

And that is exactly what I did. The result? I was able to determine where the real 
SUREOHPV�OD\�DQG�JHW�WKHP�ȴ[HG��Ζ�DOVR�UHQHJRWLDWHG�WKH�FOLHQW�FRQWUDFWV�ZLWK�
]HUR�SHQDOWLHV�DQG�HQVXUHG�WKDW�WKH�QHZ�GHOLYHU\�GDWHV�ZHUH�PHW��0HDQZKLOH��
WKH�&(2�DQG�ERDUG�OHDUQHG�D�YDOXDEOH�OHVVRQȃQDPHO\��WR�EULQJ�LQ�D�SURMHFW�
PDQDJHPHQW�SURIHVVLRQDO�IURP�WKH�RXWVHW�UDWKHU�WKDQ�WU\LQJ�WR�ȊZLQJ�LW�ȋ

KEY LESSONS
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2

LeadershiP skiLLs are 
ParaMount When trying 
to save a faiLing Project.

have the confidence to steP 
back, assess the situation, 
and devise a PLan.

“Meanwhile, the CEO 
and board learned 
a valuable lesson—
namely, to bring in a 
project management 
professional from the 
outset rather than 
trying to “wing it.”

susan de sousa

Susan de Sousa is MyPMExpert 
and runs the industry-leading 
website of the same name. She 
LV�LQWHUQDWLRQDOO\�D�UHFRJQL]HG�
expert in project management 
WKHRU\��SUDFWLFH��DQG�GHOLYHU\��
KDYLQJ�VXFFHVVIXOO\�PDQDJHG�
some of Europe’s highest-
SURȴOH�SURJUDPV��0DQ\�RI�
WKHVH�GHOLYHULHV�ZHUH�ȊȴUVWVȋ�
and had been deemed 
LPSRVVLEOH�WR�GHOLYHU�LQ�WKH�
designated timeframes and 
budgets. Susan is also a 
frequent media contributor 
and sought-after conference 
speaker as well as a published 
author. She is in the process 
of writing a book entitled How 
WR�'HOLYHU�ΖPSRVVLEOH�3URMHFWV�
Successfully.

no More “Winging it”: devising a PLan to save a Project

'LUHFWRU�DW�ΖQWHU]RQH�
6HUYLFHV�/WG
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Trust and recognition. These two actions transform a rag-tag group
RI�LQGLYLGXDOV�LQWR�D�WHDP��7UXVW�DQG�UHFRJQLWLRQ�LPSOLFLWO\�EXLOG�

SULGH��ERRVW�PRUDOH��DQG�LQFUHDVH�SHUIRUPDQFH��(YDOXDWLQJ�\RXU�
project team by their capabilities, not their titles or tenure, breaks 

GRZQ�WKH�DUWLȴFLDO�ZDOOV�HVWDEOLVKHG�LQ�RUJDQL]DWLRQV�DQG�FUHDWHV�HQHUJ\�WKDW�
cannot be surpassed.

About six years ago, when called into a client to rescue a project that was months 
behind schedule and projected to exceed its budget by more than 100%, I was 
challenged with a senior accounting manager who was the lead for one of the 
three tracks on the project—a track responsible for integrating online payment 
IXQFWLRQDOLW\�IURP�D�ȴQDQFLDO�LQVWLWXWLRQ��+H�ZDV�DUURJDQW��FRFN\��DQG�QRW�D�WHDP�
SOD\HU��2QH�PHPEHU�RI�KLV�WHDP�ZDV�D�MXQLRU�DQDO\VW�QHZ�WR�WKH�RUJDQL]DWLRQ��
'XULQJ�WKH�SURMHFW�DVVHVVPHQW�LQWHUYLHZV��WKH�MXQLRU�DQDO\VWȃOHWȇV�FDOO�KHU�
0LFKHOOHȃVKRZHG�DQ�DPD]LQJ�DELOLW\�WR�RUJDQL]H�LQIRUPDWLRQ�DQG�XQGHUVWDQG�
the complexities of third-party integration, and she had a calming demeanor that 
LV�VR�FULWLFDO�LQ�WKH�KLJK�VWUHVV�HQYLURQPHQW�RI�D�SURMHFW�WXUQDURXQG��$IWHU�WKUHH�
ZHHNV�RI�ZRUNLQJ�ZLWK�WKH�VHQLRU�PDQDJHU�WR�QR�DYDLO��Ζ�WXUQHG�WR�0LFKHOOH�DQG�
asked her to be the lead of that track. Her immediate response was that she was 
XQTXDOLȴHG��$IWHU����PLQXWHV�RI�KHU�MXVWLI\LQJ�KHU�SRVLWLRQ�DQG�PH�H[SODLQLQJ�
ZK\�VKH�ZDV�IXOO\�FDSDEOH��Ζ�VLPSO\�WROG�KHU��Ȋ0LFKHOOH��Ζ�KDYH�PRUH�FRQȴGHQFH�LQ�
your capabilities than you do. I will check in on you daily to answer any questions, 
EXW�\RX�GR�QRW�QHHG�WR�FKDQJH�DQ\WKLQJ�\RX�DUH�GRLQJ��<RX�KDYH�WKH�VNLOOV�ȋ�7KLV�
FRQFOXGHG�RXU�PHHWLQJ��DQG�VKH�DSSUHKHQVLYHO\�OHIW�P\�FXELFOH�

I did as I promised, checking in with her daily. After a week or so she agreed this 
was unnecessary, and she came to me when she needed help. Needless to say, 
VKH�VXFFHHGHG��7KH�EHQHȴWV��KRZHYHU��ZHQW�IDU�EH\RQG�KHU�

KEY LESSONS

1

2

3

trust and recognition 
transforM a grouP of 
individuaLs into a teaM.

choose the ProPer Person 
for the job rather than the 
one Who has seniority.

trusting the right PeoPLe 
gains you the resPect of 
your extended teaM.

“Evaluating your 
project team by their 
capabilities, not their 
titles or tenure, breaks 
GRZQ�WKH�DUWLȴFLDO�
walls established in 
organizations and 
creates energy that 
cannot be surpassed.”

todd c. WiLLiaMs

7RGG�&��:LOOLDPV�LV�DQ�H[SHUW�
ZLWQHVV��H[HFXWLYH�FRQVXOWDQW��
published author, blogger for 
four sites, and president of 
H&DPHURQ�ΖQF��+H�KDV�VSHQW�
the past 25 years rescuing 
failed projects and teaching 
companies how to turn their 
YLVLRQ�LQWR�SURȴW�E\�FUHDWLQJ�
LQLWLDWLYH�UHDG\�RUJDQL]DWLRQV��ΖQ�
his book, Rescue the Problem 
3URMHFW��$�&RPSOHWH�*XLGH�WR�
ΖGHQWLI\LQJ��3UHYHQWLQJ��DQG�
5HFRYHULQJ�IURP�3URMHFW�)DLOXUH��
KH�GHȴQHV�D�SHRSOH�DSSURDFK�
WR�UHVFXLQJ�DQG�SUHYHQWLQJ�
project failure.

trust and resPect: the keys to successfuL Projects

President of 
H&DPHURQ��ΖQF�
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Most people on a team know who is capable. It was no exception 
with this crew. The other members watched Michelle with 
H[FLWHPHQW��EHFDXVH�WKH\�NQHZ�VKH�ZRXOG�H[FHO��([HFXWLYHV�
saw a new face in meetings and heard how she was reining in 

the problems on the payment-processing track. The result was contagious 
enthusiasm spreading within and beyond the team. The proper person was 
doing the job rather than the one who had seniority.

Furthermore, it was transformational for the accounting manager, who became 
PRUH�KXPEOH��FRQWULEXWHG�WR�WKH�WHDP��DQG��DIWHU�IRXU�ZHHNV�RI�KDYLQJ�0LFKHOOH�
ZRUNLQJ�DV�WKH�OHDG��DSRORJL]HG�IRU�KLV�DUURJDQFH�DQG�FRPSOHPHQWHG�WKH�
decision to place Michelle at the helm. She had a better demeanor for working 
ZLWK�WKH�VHUYLFH�SURYLGHU��DQG�KH�ZDV�KDSSLHU�SURYLGLQJ�WKH�V\VWHPV�NQRZOHGJH�
for the integration.

7UXVWLQJ�WKH�ULJKW�SHRSOH��UHFRJQL]LQJ�WKHLU�VNLOOV��FKDOOHQJLQJ�WKHP�WR�TXHVWLRQ�
their abilities, and placing them in successful situations gains the respect of your 
extended team—your superiors, subordinates, and your customer.
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I ZDV�WROG�WKH�FKLHI�H[HFXWLYH�RɝFHU��&(2��ZRXOG�EH�GLɝFXOW�WR�JHW�DORQJ�ZLWK��+H�ZDV�ȊROG�VFKRRO�ȋ�+H�SXVKHG�WRR�KDUG��KDG�
unreasonable expectations, and was relentless. He smoked and he 
growled. All of this I was told. A picture began to form in my head, and 

LW�ZDV�QRW�D�SUHWW\�RQH��0\�SURMHFW�KDG�WR�JHW�WKURXJK�WKLV�&(2��+H�KDG�KLV�KDQGV�
RQ�HYHU\WKLQJ��'HVSLWH�EHLQJ�DW�WKH�WRS�RI�D�VXFFHVVIXO�RUJDQL]DWLRQ�ZLWK�PRUH�
WKDQ����ELOOLRQ�LQ�UHYHQXH��KH�VWLOO�DSSURYHG�H[SHQVH�UHSRUWV��WUDLQLQJ�URRP�OD\RXWV��
and other details. Without his explicit support, our project would die. As I prepared 
IRU�WKH�PHHWLQJ��Ζ�UHDOL]HG�Ζ�KDG�QRW�SDFNHG�P\�EXVLQHVV�FDUGV��+H�DOZD\V�DVNHG�IRU�
business cards, and it could make or break a meeting, I had been informed earlier 
LQ�WKH�GD\��Ζ�TXLFNO\�FDOOHG�P\�RɝFH�DQG�KDG�D�IHZ�FDUGV�RYHUQLJKWHG�WR�WKH�KRWHO�

7KH�QH[W�GD\��Ζ�ZDONHG�LQWR�WKH�&(2ȇV�RɝFH��Ζ�ZDV�ZHDULQJ�P\�EHVW�VXLW�DQG�
holding a fresh business card. We sat down, and I braced myself. What followed 
VXUSULVHG�PH��7KH�&(2�ZDV�FRUGLDO��DVNHG�TXHVWLRQV��DQG�ZDV�LQWURVSHFWLYH��+H�
H[SODLQHG�KLV�FKDOOHQJHV�DQG�KLV�GHVLUH�WR�EH�PRUH�ȊKDQGV�R�ȋ�+H�ZDQWHG�WKH�
WHDP�WR�GR�PRUH�DQG�ZDQWHG�RXU�SURMHFW��ZKLFK�ZDV�WR�LPSURYH�RUJDQL]DWLRQDO�
project management maturity, to liberate him to focus more on the big picture. 
&RXOG�LW�EH�WKDW�WKLV�ȊGLɝFXOWȋ�&(2�ZDV�DFWXDOO\�MXVW�D�UHDO�SHUVRQ�ZLWK�KRSHV�DQG�
fears like the rest of us? Was it possible that he was doing what he felt was best 
WR�OHDG�WKH�RUJDQL]DWLRQ�WR�WKH�QH[W�OHYHO"�Ζ�ZDONHG�RXW�RI�KLV�RɝFH��ZHOO�SDVW�RXU�
VFKHGXOHG�ȴQLVK�WLPH��ZLWK�D�SDW�RQ�WKH�EDFN�DQG�KLV�VWURQJ�VXSSRUW��7KH�SURMHFW�
ZRXOG�OLYH�WR�VHH�DQRWKHU�GD\��Ζ�ZDONHG�GRZQ�WKH�KDOOZD\�DQG�VPLOHG�WR�P\VHOI�DV�Ζ�
was reminded that strong leadership sometimes means being unpopular. Others 
PD\�VHH�LW�QHJDWLYHO\�DV�SXVKLQJ�DQG�SURGGLQJ��MXVW�DV�ZH�GRQȇW�OLNH�RXU�SHUVRQDO�
trainers when they ask for one more push-up, but those seemingly stubborn 
demands from leaders encourage us to be our best.

KEY LESSONS

1
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risk unPoPuLarity to be a 
good Leader.

seeMingLy stubborn 
deMands froM Leaders 
encourage us to be our 
best.

“Strong leadership 
sometimes means 
being unpopular.”

tres roeder

Tres Roeder, PMP, is a 
UHFRJQL]HG�JOREDO�H[SHUW�RQ�
project management and 
RUJDQL]DWLRQDO�FKDQJH��+H�LV�
WKH�DXWKRU�RI�WZR�$PD]RQ�EHVW�
sellers, A Sixth Sense for Project 
Management and Managing 
Project Stakeholders. Tres has 
been quoted by The New York 
Times, The Wall Street Journal, 
MSN Money, and others. He 
holds a B.A. in Economics from 
WKH�8QLYHUVLW\�RI�ΖOOLQRLV�DQG�DQ�
MBA from the Kellogg Graduate 
School of Management at 
1RUWKZHVWHUQ�8QLYHUVLW\�

risking your PoPuLarity to be a strong Leader

President of Roeder 
&RQVXOWLQJ
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WLWK�WKH�LQFUHDVLQJ�HPSKDVLV�RQ�VXVWDLQDELOLW\�LQ�WKH�Ȋ&�6XLWH�ȋ�
it becomes more and more necessary to be able to connect 

that emphasis to the fundamental workings of the enterprise. The 
question becomes, where is the best place to make that connection? 

3URMHFWV�DUH�WKH�OLIHEORRG�RI�DQ\�HQWHUSULVH��3URMHFWV�DUH�ȊZKHUH�
WKH�UXEEHU�PHHWV�WKH�URDG�ȋ�ZKHUH�LGHDV�DUH�PDGH�UHDO��7KH�SURMHFW�FKDUWHU�
WKHUHIRUH�VKRXOG�EH�ZKHUH�WKH�FRQQHFWLRQ�EHWZHHQ�WKH�&�6XLWH�DQG�WKH�
fundamental workings of the enterprise is made apparent and strong. But who is 
responsible for insuring that the project charter includes an accurate portrayal of 
WKH�PHVVDJH�EHLQJ�FRPPXQLFDWHG�IURP�WKH�&�6XLWH�DQG�ZKDW�LV�WKDW�PHVVDJH"�

$QVZHULQJ�WKH�VHFRQG�TXHVWLRQ�LV�PXFK�HDVLHU�WKDQ�DQVZHULQJ�WKH�ȴUVW��7KH�
DQVZHU�WR�WKH�VHFRQG�TXHVWLRQ�LV�WKDW�WKH�ȊPHVVDJHȋ�LV�SDUW�RI�WKH�HQWHUSULVHȇV�
PLVVLRQ�YLVLRQ�VWDWHPHQW��$V�D�30��ZRXOG�\RX�ZDQW�WR�XQGHUWDNH�D�SURMHFW�WKDW�
ZDV�QRW�VSHFLȴFDOO\�DOLJQHG�ZLWK�RQH�RI�\RXU�RUJDQL]DWLRQȇV
stated missions, say for example, sustainability? Maybe. But your answer may 
DOVR�EH��Ȋ6RUU\��Ζ�GRQȇW�UHDOO\�WKLQN�DERXW�WKDW��ΖȇP�WRR�EXV\�PDQDJLQJ�P\�SURMHFW�ȋ

That answer is perfectly legitimate if the sustainability message has not been 
brought—with emphasis—to the project managers. So where does the project 
manager get his or her marching orders? Sometimes it comes from a project 
sponsor. Other times it may come from program management. 

KEY LESSONS
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With an increasing 
eMPhasis on sustainabiLity, 
it is necessary to be abLe to 
connect that eMPhasis to 
the fundaMentaL Workings 
of the enterPrise. 

the Project charter is Where 
the connection betWeen the 
c-suite and the Workings 
of the enterPrise is Made 
aPParent and strong.

the Message coMing 
froM “above” shouLd be 
consistent and directLy 
connected froM the 
enterPrise Mission/vision 
to the Project charter.

“It takes true project leadership 
(i.e. more than project 
management) to communicate 
a consistent message to the 
project charters so that all of 
WKHP�UHȵHFW�WKH�HQWHUSULVHȇV�
mission, vision, and values.”

rich MaLtzMan 
and dave shirLey

5LFK�0DOW]PDQ��303��KDV�EHHQ�DQ�
HQJLQHHU�VLQFH������DQG�D�SURMHFW�
PDQDJHPHQW�VXSHUYLVRU�VLQFH�
������$V�D�VHFRQG��EXW�LQWHUWZLQHG�
career, Rich has also focused on 
FRQVXOWLQJ�DQG�WHDFKLQJ��&XUUHQWO\�
Rich is a Director, Learning and 
3URIHVVLRQDO�$GYDQFHPHQW��DW�WKH�
Global Program Management 
2ɝFH�RI�D�PDMRU�WHOHFRP�FRQFHUQ�

'DYH�6KLUOH\��303��KDV�EHHQ�DQ�
instructor and consultant, with 
more than 30 years experience 
in management and project 
management, in the corporate, 
public, and small business arenas.  

(DUWK30��//&�LV�WKH�FROODERUDWLRQ�
RI�5LFK�0DOW]PDQ��303�DQG�'DYH�
Shirley, PMP.

connecting sustainabiLity to the enterPrise

&R�)RXQGHUV�RI�
(DUWK30��//&
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Where does the project sponsor or program manager get their 
marching orders? Hopefully, there is portfolio management. That 
FRXOG�EH�HLWKHU�D�IRUPDO�IXQFWLRQ�LQ�ODUJHU�RUJDQL]DWLRQV�WKDW�PD\�
KDYH�D�SRUWIROLR�PDQDJHPHQW�RUJDQL]DWLRQ��WR�D�VPDOOHU�FRPSDQ\�
where one person makes the decision about which projects to 
SXUVXH��:KDWHYHU�WKH�VWUXFWXUH��WKH�PHVVDJH�FRPLQJ�IURP�ȊDERYHȋ�

VKRXOG�EH�FRQVLVWHQW�DQG�GLUHFWO\�FRQQHFWHG�IURP�WKH�HQWHUSULVH�PLVVLRQ�YLVLRQ�
to the project charter. 

It takes true project leadership (i.e. more than project management) to 
communicate a consistent message to the project charters so that all of them 
UHȵHFW�WKH�HQWHUSULVHȇV�PLVVLRQ��YLVLRQ��DQG�YDOXHV��$QG�WKLV�OHDGHUVKLS�ZLOO�SD\�R�
in the short, medium, and long term.

KEY LESSONS
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With an increasing 
eMPhasis on sustainabiLity, 
it is necessary to be abLe to 
connect that eMPhasis to 
the fundaMentaL Workings 
of the enterPrise. 

the Project charter is Where 
the connection betWeen the 
c-suite and the Workings 
of the enterPrise is Made 
aPParent and strong.

rich MaLtzMan 
and dave shirLey

5LFK�0DOW]PDQ��303��KDV�EHHQ�DQ�
HQJLQHHU�VLQFH������DQG�D�SURMHFW�
PDQDJHPHQW�VXSHUYLVRU�VLQFH�
������$V�D�VHFRQG��EXW�LQWHUWZLQHG�
career, Rich has also focused on 
FRQVXOWLQJ�DQG�WHDFKLQJ��&XUUHQWO\�
Rich is a Director, Learning and 
3URIHVVLRQDO�$GYDQFHPHQW��DW�WKH�
Global Program Management 
2ɝFH�RI�D�PDMRU�WHOHFRP�FRQFHUQ�

'DYH�6KLUOH\��303��KDV�EHHQ�DQ�
instructor and consultant, with 
more than 30 years experience 
in management and project 
management, in the corporate, 
public, and small business arenas.  

(DUWK30��//&�LV�WKH�FROODERUDWLRQ�
RI�5LFK�0DOW]PDQ��303�DQG�'DYH�
Shirley, PMP.

connecting sustainabiLity to the enterPrise

&R�)RXQGHUV�RI�
(DUWK30��//&

the Message coMing 
froM “above” shouLd be 
consistent and directLy 
connected froM the 
enterPrise Mission/vision 
to the Project charter.

“It takes true project leadership 
(i.e. more than project 
management) to communicate 
a consistent message to the 
project charters so that all of 
WKHP�UHȵHFW�WKH�HQWHUSULVHȇV�
mission, vision, and values.”Twitter   I   Website
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It’s no secret that Agile is the most remarkable of all leadership
secrets. Yes, that’s right: $JLOH��Ζ�OHDUQHG�WKLV�ȴUVW�KDQG�LQ�������ZKHQ�

I led the Agile transformation of Valpak based on nothing more than 
a gut feeling that there must be a better way. I quickly went from the 

UXOHV�RI�WKH�3URMHFW�0DQDJHPHQW�%RG\�RI�.QRZOHGJH�DQG�WKH�ȵDZV�RI�:DWHUIDOO�
WR�WKH�YDOXHV�DQG�SULQFLSOHV�RI�7KH�$JLOH�0DQLIHVWR�DQG�WKH�PDJLF�RI�VHOI�
RUJDQL]LQJ�WHDPV��ΖW�ZDV�SUREDEO\�WKH�PRVW�HQOLJKWHQLQJ�PRPHQW�RI�P\�FDUHHU��
DQG�RYHU�WKH�QH[W�FRXSOH�RI�\HDUV��Ζ�KDG�WKH�SOHDVXUH�RI�LQVSLULQJ�WKDW�VDPH�WUXWK�
DFURVV�WKH�HQWLUH�RUJDQL]DWLRQ�

$V�D�UHVXOW�RI�RXU�$JLOH�WUDQVIRUPDWLRQ��ZH�DUH�QRW�RQO\�DFKLHYLQJ�JUHDWHU�UHVXOWV�
DQG�GHOLYHULQJ�PRUH�YDOXH�PRUH�TXLFNO\�WKDQ�HYHU�EHIRUH��EXW�ZH�DUH�DOVR�
HQMR\LQJ�RXU�ZRUN��RXU�WHDPV��DQG�RXU�FRPSDQ\�PRUH�WKDQ�HYHU�EHIRUH��2WKHU�
outcomes of our Agile transformation include: 
ȏ��2XU�$JLOH�WUDQVIRUPDWLRQ�FDVH�VWXG\�FRQWULEXWLQJ�WR�D�ERRN�E\�&KDUOHV�*�
&REE��HQWLWOHG�0DQDJHG�$JLOH�'HYHORSPHQW��0DNLQJ�$JLOH�:RUN�IRU�<RXU
Business��DQG

ȏ��%HFRPLQJ�WKH�FRPPXQLW\�SRVWHU�FKLOG�IRU�DOO�WKLQJV�$JLOH��:H�RUJDQL]H�7KH
7DPSD�%D\�$JLOH�0HHWXS�JURXS�DQG�KDYH�JURZQ�PHPEHUVKLS�E\�DOPRVW
�����WKLV�SDVW�\HDU��ΖQ�DGGLWLRQ��ZH�UHJXODUO\�JLYH�$JLOH�WRXUV�RI�RXU�SURFHVV�WR�
FRPSDQLHV�ORRNLQJ�WR�JR�$JLOH�DQG�RHU�DGYLFH�DQG�PHQWRUVKLS�XSRQ�UHTXHVW�

8QOLNH�D�SURMHFW��RXU�$JLOH�MRXUQH\�ZLOO�QHYHU�EH�FRPSOHWH��EXW�ZH�FRQWLQXH�WR�
PDNH�SURJUHVV�HDFK�DQG�HYHU\�GD\��2XU�SURJUHVV�LV�HYLGHQW�LQ�WKH�ZD\V�LQ�ZKLFK�
we are truly being Agile, not just doing Agile. In such a short time, my company 
went from being behind the times to being a role model for Agile transformation. 
Ζ�FRXOGQȇW�EH�PRUH�SURXG�RI�KRZ�IDU�ZH�KDYH�FRPH�

KEY LESSONS
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unLike a Project, undertaking 
an agiLe transforMation 
WiLL never be coMPLete.

to Make Progress, 
organizations Must be 
agiLe, not just do agiLe.

“I quickly went from 
the rules of the Project 
Management Body of 
Knowledge and the 
ȵDZV�RI�:DWHUIDOO�WR�
the values and princi-
ples of The Agile Mani-
festo and the magic of 
self-organizing teams.”

stePhanie steWart

Stephanie Stewart is director 
of Agile Leadership at Valpak, 
D�&R[�7DUJHW�0HGLD�FRPSDQ\��
Stephanie is a career project 
leader who has more than 16 
\HDUV�LQ�WKH�ȴHOG��LQFOXGLQJ�SDVW�
positions with AT&T Business 
DQG�Ζ%0�*OREDO�6HUYLFHV��DQG�
has maintained the project 
management professional 
FHUWLȴFDWLRQ�VLQFH�HDUO\�LQ�KHU�
career. More recently, she 
HDUQHG�WKH�30Ζ�$JLOH�&HUWLȴHG�
Practitioner credential. Her 
academic credentials include 
a B.S. in Marketing from the 
8QLYHUVLW\�RI�6RXWK�)ORULGD�
and an MBA in International 
%XVLQHVV�IURP�WKH�8QLYHUVLW\�RI�
Bristol in England.

coMMitting to an agiLe transforMation

Director of Agile 
/HDGHUVKLS�DW�&R[�
Target Media
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M\�OHDGHUVKLS�VHFUHW"�7HOO�SHRSOH�WKH�UHVXOWV�\RX�ZDQW�WR�DFKLHYH�
5HPRYH�WKHLU�LPSHGLPHQWV��&UHDWH�DQ�HQYLURQPHQW�WKDW�KHOSV�

WKH�WHDP�VHH�ZKHUH�WKH\�DUH�DQG�SURYLGHV�IHHGEDFN��.HHS�RWKHU�
people out of their hair. Make sure they don’t multitask. Encourage 

the team to collaborate and explore together. They will make magic. Of course, 
WKLV�LV�QRW�HDV\��<RX�FDQ�WHOO�SHRSOH�WKH�UHVXOWV�\RX�ZDQW�WR�DFKLHYH�E\�FUHDWLQJ�D�
project charter together. Doing so helps a team jell.

6RPHWLPHV��WKH�ELJJHVW�LPSHGLPHQW�ΖȇYH�UHPRYHG�ZDV�WR�JHW�D�VHQLRU�GHYHORSHU�
a new desk, so his back didn’t hurt. Sometimes, I had to take on the facilities 
GHSDUWPHQW�DQG�WHOO�WKHP�WKDW��Ȋ<HV��ZH�QHHG�WR�UHPRYH�WKRVH�FXEH�ZDOOV��Ζ�NQRZ�
\RX�WKLQN�LWȇV�VWUDQJH��EXW�WKH�SHRSOH�KDYH�DJUHHG�WR�LW��<RX�KDYH�WKH�H�PDLOV��7KH�
WHVWHUV�DQG�GHYHORSHUV�ZDQW�WR�ZRUN�WRJHWKHU�ȋ

6RPHWLPHV��WKH�FKDOOHQJHV�DUH�DW�WKH�VHQLRU�PDQDJHPHQW�OHYHO��Ȋ<RX�FDQ�KDYH�
HYHU\RQH�EXV\��RU�\RX�FDQ�KDYH�SURMHFWV�RXW�WKH�GRRU��ΖI�\RX�KDYH�HYHU\RQH�EXV\��
\RX�ZRQȇW�PDNH�WKLV�TXDUWHUȇV�UHYHQXH��ΖI�\RX�KDYH�SURMHFWV�RXW�WKH�GRRU��\RX�ZLOO��
You do not want ‘busyness,’ you want throughput. That will allow us to ship and 
WR�UHFRJQL]H�UHYHQXH�ȋ�7KDW�RQH�ZDV�D�WRXJK�VHOO�

In contrast, when a team works together, collaborating and exploring to 
FRPSOHWH�WKH�SURGXFW�ZLWK�PH�IDFLOLWDWLQJ�WKHP��DV�QHHGHG��ZH�DUH�DOO�LQ�ȵRZ��
:H�PDLQWDLQ�D�YLVXDO�ERDUG�RI�ZRUN�LQ�SURJUHVV�DQG�ZKDWȇV�FRPSOHWH��VR�WKDW�
HYHU\RQH�FDQ�VHH�VWDWXV�

Project management is not project control. We don’t need hierarchy. We need 
WR�NQRZ�WKH�UHVXOWV�ZHȇUH�VXSSRVHG�WR�GHOLYHU��:H�QHHG�WKH�DXWRQRP\�WR�GHOLYHU�
those results so that we can collaborate and explore together. It sounds simple, 
but it’s magic when it happens.

KEY LESSONS

1

2

3

teLL PeoPLe the resuLts 
you Want to achieve, and 
reMove iMPediMents.

create an environMent 
that heLPs the teaM see 
Where they are and 
Provides feedback.

encourage the teaM to 
coLLaborate and exPLore 
together.

“Project management 
is not project control. 
We don’t need 
hierarchy. We need to 
know the results we’re 
supposed to deliver.”

johanna rothMan

Johanna Rothman, known 
as the Pragmatic Manager, 
SURYLGHV�IUDQN�DGYLFH�WR�
clients’ tough problems. She 
KHOSV�RUJDQL]DWLRQDO�OHDGHUV�
UHFRJQL]H�SRWHQWLDO�ULVNV��VHL]H�
RSSRUWXQLWLHV��DQG�UHPRYH�
impediments. Johanna is the 
DXWKRU�RI�VHYHUDO�ERRNV�DQG�
more than 200 articles. She 
writes two blogs on her website, 
jrothman.com, as well as a blog 
on createadaptablelife.com.

encourage autonoMy, coLLaboration, exPLoration

President of Rothman 
&RQVXOWLQJ�*URXS��ΖQF�

Twitter   I   Website   I   Blog  
b

http://www.attask.com
http://www.twitter.com/johannarothman
http://www.jrothman.com
http://www.jrothman.com/blog/mpd


��

When you read about project management methodology, you will
see the ideal scenario: A project is initiated, planned, executed, 

DQG�FORVHG��$�VXFFHVVIXO�SURMHFW�ZLOO�EH�ZHOO�GHȴQHG��ZHOO�SODQQHG��
KDYH�WKH�SURSHU�UHVRXUFHV��DQG�EH�VXFFHVVIXOO\�PDQDJHG��$W�WKH�HQG�

RI�D�SURMHFW��OHVVRQV�OHDUQHG�FDQ�EH�XVHG�WR�LPSURYH�WKH�DSSURDFK�IRU�IXWXUH��
similar projects and create better project managers (PM’s).

+RZHYHU��OLIH�DV�D�30�LV�QRW�DOZD\V�DV�VLPSOH��6RPHWLPHV��SURMHFW�JHWV�LQWR�
WURXEOH��ΖW�FDQ�WKHQ�EH�DEDQGRQHG�RU�UHVFXHG��5HVFXLQJ�D�SURMHFW�LV�DOVR�GLHUHQW�
from managing issues. There will always be issues on a project, but a project that 
QHHGV�WR�EH�UHVFXHG�KDV�UHDFKHG�WKH�SRLQW�RI�ȊWKHUH�LV�QR�KRSH�ȋ

Rescue project management is a specialty of its own in project management, just 
like the emergency room is a specialty for medical doctors. Rescuing projects 
UHTXLUHV�D�XQLTXH�PLQGVHW�IURP�WKH�30�DQG�WKH�SURMHFW�WHDP��ΖW�LV�GLHUHQW�IURP�
WKH�XVXDO�SURMHFW�PDQDJHPHQW��ΖI�\RX�KDYH�WR�ZRUN�RQ�D�SURMHFW�WKDW�QHHGV�WR�EH�
rescued, here are some key considerations to remember.

identify key success factors
It is essential to identify the key success factors of the project and manage 
them closely. It will help to gain some key successes and ensure that they don’t 
become points of failure.

review Project Plans
ΖW�LV�DOVR�LPSRUWDQW�WR�UHYLHZ�WKH�SURMHFW�SODQV�DQG�FKDOOHQJH�WKH�DVVXPSWLRQV�LQ�
LW��$�SURMHFW�SODQ�ZLOO�KDYH�GHSHQGHQFLHV�WKDW�DUH�EDVHG�RQ�EHVW�SUDFWLFHV�RU�MXVW�
past experience. Often, the dependencies were just added to make the Gantt 
chart look good.

KEY LESSONS
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identify key success factors 
for the Project.

revieW Project PLans 
and chaLLenge their 
assuMPtions.

be creative, and focus on 
action, Making decisions 
quickLy.

“It is essential to 
identify the key 
success factors of the 
project and manage 
them closely.”

MicheL dion

0LFKHO�'LRQ�LV�D�FHUWLȴHG�
public accountant and project 
management professional 
LQ�&DQDGD��+H�DOVR�KROGV�
the internal auditor and risk 
management assurance 
FHUWLȴFDWLRQV��0LFKHO�KDV�
PDQDJHG�YDULRXV�SURMHFWV�LQ�
the past decade, including 
DXGLWV��ȴQDQFLDO�DQDO\VLV��
DSSOLFDWLRQ�GHYHORSPHQW��GDWD�
analysis, business transitions, 
DQG�VSHFLDO�LQLWLDWLYHV��+H�LV�
DOVR�WKH�DXWKRU�DQG�GHYHORSHU�
of the blog Project-Aria, a 
website featuring thoughts 
on project management, 
OHDGHUVKLS��DQG�SURGXFWLYLW\�

rescuing faiLing Projects

Project Manager at 
Project-Aria
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be creative
ΖI�\RX�VWHS�EDFN�IURP�WKH�RULJLQDO�SODQ��\RX�FDQ�RIWHQ�EH�FUHDWLYH�DQG�
ȴQG�QHZ�ZD\V�RI�GRLQJ�WKLQJV��+HUH�DUH�WZR�H[DPSOHV��$�SURMHFW�
WHDP�RQ�D�GLɝFXOW�SURMHFW�XVHG�VRPH�LQQRYDWLYH�GDWD�DQDO\VLV�

methods to complete a research task faster. Another team was able to reduce 
the time required for an analytical report by breaking it into smaller parts and 
SHUIRUPLQJ�WKH�TXDOLW\�DVVXUDQFH�DFWLYLWLHV�RQ�HDFK�SDUW�PRUH�TXLFNO\�

focus on action
)LQDOO\��\RX�KDYH�WR�IRFXV�RQ�DFWLRQ�DQG�PDNH�GHFLVLRQV�TXLFNO\��7KH�SURMHFW�LV�
already in trouble, so a leader must be able to decide—not recklessly, but there 
is no time for indecision and confusion. As such, it is important to focus on 
results, and perfection.

Sometimes, the project may just need to be abandoned, but rescuing projects 
FDQ�RIWHQ�EH�VXUSULVLQJ��7KH�H[SHULHQFH�FDQ�EH�VWUHVVIXO��HYHQ�GLVFRXUDJLQJ��
EXW�LI�WKH�SURMHFW�WHDP�DUH�IRFXVHG�RQ�ȴQGLQJ�VROXWLRQV�DQG�DFKLHYLQJ�UHVXOWV��
VXFK�UHVFXHV�FDQ�EH�UHZDUGLQJ��ΖW�LV�DOVR�D�SRZHUIXO�ZD\�RI�LPSURYH�SURMHFW�
management skills.

KEY LESSONS

1

2

3

identify key success factors 
for the Project.

revieW Project PLans 
and chaLLenge their 
assuMPtions.

be creative, and focus on 
action, Making decisions 
quickLy.

“It is essential to 
identify the key 
success factors of the 
project and manage 
them closely.”

MicheL dion

0LFKHO�'LRQ�LV�D�FHUWLȴHG�
public accountant and project 
management professional 
LQ�&DQDGD��+H�DOVR�KROGV�
the internal auditor and risk 
management assurance 
FHUWLȴFDWLRQV��0LFKHO�KDV�
PDQDJHG�YDULRXV�SURMHFWV�LQ�
the past decade, including 
DXGLWV��ȴQDQFLDO�DQDO\VLV��
DSSOLFDWLRQ�GHYHORSPHQW��GDWD�
analysis, business transitions, 
DQG�VSHFLDO�LQLWLDWLYHV��+H�LV�
DOVR�WKH�DXWKRU�DQG�GHYHORSHU�
of the blog Project-Aria, a 
website featuring thoughts 
on project management, 
OHDGHUVKLS��DQG�SURGXFWLYLW\�

rescuing faiLing Projects

Project Manager at 
Project-Aria

b
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TUXVW�LV�D�NH\�OHDGHUVKLS�VNLOO��:LWKRXW�WUXVW��\RX�FRXOG�ȴQG�REVWDFOHV
WKURXJKRXW�\RXU�SURMHFWV�DQG�GLVFRYHU�WKDW�WHDPV�ZLOO�QRW�

optimally perform for you within the execution phase of your project. 
Gaining trust from your senior stakeholders ensures that your project 

KDV�WKH�DSSURSULDWH�OHYHO�RI�VXSSRUW�IURP�WKH�EXVLQHVV�DQG�SURYLGHV�\RX�ZLWK�D�
OHYHO�RI�DXWKRUL]DWLRQ�IRU�DQ\�SROLWLFDO�LVVXHV�

A few years ago, I accepted an assignment with a large uK supermarket chain. 
7KH�SURMHFW�ZDV�DOUHDG\�LQ�ȵLJKW��DQG�WKH�SURMHFW�WHDP�ZDV�DOUHDG\�HVWDEOLVKHG��
EXW�WKH�SURMHFW�PDQDJHU�KDG�GHSDUWHG��:KHQ�Ζ�DUULYHG��WKH�WKRXJKWV�IURP�WKH�
main stakeholders were that this project was doomed and would continue to 
fail. I needed to gain trust from the stakeholders to continue with the project 
DQG�IURP�WKH�WHDP�WR�LPSURYH�WKHLU�PRUDOH�DQG�RUJDQL]H�WKHP�WR�FRPSOHWH�WKH�
project.

Ζ�IRXQG�WKDW�WZR�PHPEHUV�RI�WKH�GHYHORSPHQW�WHDP�ZHUH�OHDGLQJ�WKH�RWKHUV��
so these were the people with whom I needed to establish a mutual trust. I set 
about by asking questions and listening to their opinions, guiding them into 
PDNLQJ�GHFLVLRQV�WKDW�Ζ�FRXOG�IROORZ�WKURXJK�ZLWK��7KLV�JDYH�WKH�WHDP�D�VHQVH�RI�
HPSRZHUPHQW��DV�WKH�DFWLRQV�RI�WKHLU�GHFLVLRQV�GHOLYHUHG�UHVXOWV��Ζ�PDGH�LW�IHHO�DV�
LI�WKH�GHFLVLRQ�KDG�FRPH�IURP�WKH�WHDP��ZKLFK�SURYLGHG�VHOI�EHOLHI��SULGH��DQG�D�
VHQVH�WKDW�WKH\�PDWWHUHG��7KLV��LQ�WXUQ��HQFRXUDJHG�WKHP�WR�GHOLYHU��ΖQ�DGGLWLRQ��LW�
VHFXUHG�WKH�WUXVW�RI�PDQDJHPHQW��DV�WKH\�FRXOG�VWDUW�WR�VHH�WKH�SURMHFW�GHOLYHULQJ�
WKH�EXVLQHVV�EHQHȴWV�

:LWKRXW�REWDLQLQJ�WKH�WUXVW�RI�WKH�WHDP��ZH�ZRXOG�QRW�KDYH�EHHQ�DEOH�WR�GHOLYHU��
7KH�XSGDWHG�SURMHFW�SODQ�VHW�VPDOOHU�GHOLYHUDEOHV��WKHUHIRUH��Ζ�ZDV�TXLFNO\�DEOH�WR�
JDLQ�WKH�WUXVW�RI�WKH�SURMHFW�VSRQVRU�DQG�VHQLRU�VWDNHKROGHUV�E\�GHOLYHULQJ�UHVXOWV�

KEY LESSONS

1

2

gain the trust of senior 
stakehoLders by deLivering 
resuLts.

gain the trust of teaM 
MeMbers giving theM a stake 
in the Project’s success.

“Gaining trust from 
your senior stakeholders 
ensures that your 
project has the 
appropriate level of 
support from the 
business and provides 
you with a level of 
authorization for any 
political issues.”

PauL cabLe

3DXO�&DEOH�LV�D�FHUWLȴHG�SURMHFW�
management professional and 
risk management professional 
in addition to a Prince2 
Practitioner. Working in the 
IT industry for more than 15 
years in a leadership role, Paul 
has a wealth of experience 
LQȵXHQFLQJ�VWDNHKROGHUV�IURP�
DOO�OHYHOV�LQ�GLHUHQW�LQGXVWULHV��
most recently in banking, 
telecommunications, oil, and 
retail. He has worked with a 
YDULHW\�RI�FOLHQWV��VXFK�DV�%DQN�
RI�7RN\R��'DLZD�&DSLWDO�0DUNHWV��
+6%&��:DLWURVH��2UDQJH��5LFRK��
and Statoil.

trust: the key to successfuL LeadershiP

&RQVXOWDQW�3URMHFW�
Manager at Empachal 
Solutions Limited

Twitter   I   Website   I   Blog  
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As a project manager, it is important that you are the linchpin of
the project. As with any leadership role, the project manager 

LV�WKH�ȴUVW�SHUVRQ�SHRSOH�VKRXOG�WXUQ�WR�IRU�FOHDU�GLUHFWLRQ�DQG�
guidance.

:KHQ�RQ�D�SURMHFW��WKRVH�ZKR�VWDQG�WR�EHQHȴW�IURP�WKH�SURMHFW�PD\�EH�
tempted to bypass the project manager and go straight to the person 
SHUIRUPLQJ�WKH�WDVN��'RLQJ�VR�FDQ�KDYH�PDQ\�QHJDWLYH�LPSDFWV�RQ�WKH�SURMHFW��
from delays to distracting project team members through causing confusion.

While working on a project for one of the world’s largest pharmaceutical 
companies, I stopped such a bypass from happening. I held daily 10 minute 
SURMHFW�PHHWLQJV�ȴUVW�WKLQJ�HYHU\�PRUQLQJ�ZLWK�DOO�RI�WKH�SURMHFW�WHDP�OHDGHUV��
ΖW�ZDV�D�FKDQFH�WR�KDYH�DQ�RSHQ�GLVFXVVLRQ�RQ�WKH�ZRUN�WKDW�ZDV�SODQQHG�IRU�
WKH�GD\�DQG�GLVFXVV�DQ\�FKDOOHQJHV�FDUULHG�RYHU�IURP�WKH�SUHYLRXV�GD\��7KH�
goal was to know whether we were still on track or if something was going to 
NQRFN�XV�R�FRXUVH��7KH�XOWLPDWH�JRDO��KRZHYHU��ZDV�WR�PDNH�VXUH�HYHU\RQH�
knew what job they had to do. This clarity meant that if someone approached 
a team member about a change, he or she would send that person straight 
to me, because the team member knew that questions would be asked in the 
team meeting on the next day.

:LWK�WKH�SURMHFW�EHQHȴFLDULHV��Ζ�KHOG�D�ZHHNO\�PHHWLQJ�HLWKHU�IDFH�WR�IDFH�RU�
E\�SKRQH��Ζ�FRXOG�GLVFXVV�SURJUHVV�DQG�YHULI\�WKDW�WKH�UHTXLUHPHQWV�KDGQȇW�
changed. By being open, transparent, and listening to the stakeholders, I was 
DEOH�WR�ȴQG�RXW�DERXW�FKDQJHV�HDUO\��Ζ�FRXOG�WKHQ�JDWKHU�WKH�LQIRUPDWLRQ�DQG�
come back with sensible estimates on the impact of the change. With the 
rapport that I had built up, they trusted what I was saying. I was the project 
linchpin.

KEY LESSONS

1

2

3

be the LinchPin of your 
Project.

Maintain good coMMunication 
both Within the Project 
teaM and With Project 
stakehoLders.

encourage teaM MeMbers 
to funneL aLL questions 
through you.

“By being the go-to 
person—the linchpin—
of the project, the 
project manager can 
provide leadership, 
limit confusion, and 
drive the project 
forward.”

barry hodge

A Prince2 Practitioner with a 
degree in Project Management, 
Barry Hodge has more than 15 
years of experience managing 
projects in many industries. 
+H�KDV�VXFFHVVIXOO\�GHOLYHUHG�
SURMHFWV�IRU�RUJDQL]DWLRQV�LQ�
defense, pharmaceuticals, 
logistics, retail, housing, and 
WUDYHO��:LWK�D�SDVVLRQ�IRU�
project management, Barry 
publishes a daily blog on 
ProjectNewsToday.com and is 
DFWLYH�RQ�DOO�WKH�PDMRU�VRFLDO�
media channels.

becoMing the LinchPin for your Project

Project Manager at 
Bromford

Twitter   I   Website   I   Blog  
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WH�GLVFRYHUHG�D�FRPSDQ\�LQ�WKH�FRQVWUXFWLRQ�VHFWRU�ZLWK�D�
large number of projects that did not use any methodology 

RU�KDYH�D�3URMHFW�0DQDJHPHQW�2ɝFH��%HFDXVH�RI�WKLV��WKHLU�
technicians had many problems executing projects. We 

VXJJHVWHG�LPSOHPHQWLQJ�D�302�DQG�VWDQGDUGL]LQJ�WKH�30Ζ�PHWKRGRORJ\��
so that the probability of completing projects on time would increase, within 
budget and to customer satisfaction. 

$W�ȴUVW��WKH�FRPSDQ\ȇV�PDQDJHPHQW�ZDV�VNHSWLFDO�DERXW�FKDQJLQJ�WKHLU�ZD\�
RI�ZRUNLQJ�DQG�ZH�KDG�WR�GHYHORS�DQ�LPSOHPHQWDWLRQ�VWUDWHJ\�EDVHG�RQ�
OHDGHUVKLS��/LNH�LQ�DQ\�FKDQJH�LQ�RUJDQL]DWLRQDO�FXOWXUH��ZH�IRFXVHG�RQ�WKH�
SHRSOH�LQYROYHG��VWDUWLQJ�ZLWK�VHQLRU�PDQDJHPHQW�

7KH�DLP�ZDV�WR�LPSOHPHQW�WKH�302�LQ�D�VHTXHQWLDO�DQG�HYROXWLRQDU\�PDQQHU��
with strategic features aligned with the focus of the company.

ΖQ�WKLV�VHTXHQWLDO�SURFHVV�ZH�XVHG�GLHUHQW�OHDGHUVKLS�VW\OHV�DQG�GLUHFWLYH�
EHKDYLRU�WR�KHOS�SHRSOH�GHYHORS�DQG�EHFRPH�VHOI�VXɝFLHQW��7KLV�ZRXOG�KHOS�
the PMO to manage the portfolio of projects on its own. (Situational Adapted 
Leadership)

directing: $V�OHDGHUV�RI�FKDQJH��ZH�JXLGHG�HDFK�SHUVRQ�LQ�KLV�KHU�
particular assignment. We established reference models based on PMBoK 
WR�ȴQG�LQVSLUDWLRQ��DQG�ZH�HPSRZHUHG�WKH�WHFKQLFDO�RUJDQL]DWLRQ�LQ�WKH�
methodology.

KEY LESSONS

1

2

3

deveLoP an iMPLeMentation 
strategy based on 
LeadershiP.

use directive behavior to 
heLP PeoPLe deveLoP and 
becoMe seLf-sufficient.

using the saL Method 
(situationaL adaPted 
LeadershiP) Makes it easier 
for Work to be adaPted.

carLos j. PaMPLiega

&DUORV�-��3DPSOLHJD�LV�DQ�
Architect and PMP® at 
Salinero Pampliega Project 
0DQDJHPHQW��&DUORVȇ�
SURIHVVLRQDO�DLP�LV�WR�RSWLPL]H�
WKH�FOLHQWȇV�DVVHWV��&DUORV�LV�
results-oriented and adds 
YDOXH�WR�WKH�FRPSDQ\�ZLWK�HDFK�
SURMHFW�KH�LV�LQYROYHG�LQ��
The expertise he has 
gained as an architect has 
facilitated communication 
skills, leadership, and 
WHDP�GHYHORSPHQW��ZKLFK�
complement the project 
PDQDJHU�SURȴOH�GHPDQGHG�
E\�EXVLQHVVHV��&DUORV�KDV�
demonstrated his technical 
knowledge and management 
skills in his commitment to the 
successful completion of all 
types of projects.

iMPLeMenting situationaL adaPted LeadershiP

Architect & Project 
Manager

“As leaders of change, 
we guided each person 
in his/her particular 
assignment.”

Twitter   I   Website   I   Blog  
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coaching: We let each one do their work according to their 
SRVLWLRQ�LQ�WKH�RUJDQL]DWLRQ��DOORZLQJ�PLVWDNHV�DORQJ�WKH�ZD\��7KLV�
made it easier for each technician to identify emotionally with the 
proposal. 

supporting: :KHQ�WKH�PHWKRGRORJ\�ZDV�VWDQGDUGL]HG�ZLWKLQ�WKH�FRPSDQ\��
PDQDJHUV�UHȵHFWHG�WKH�QHZ�FXOWXUH�LQ�WKH�RUJDQL]DWLRQ��

delegating: Once the whole company operated according to the new 
methodology, processes were executed automatically, without the need of 
our leadership. Technicians who took responsibility for the PMO within the 
company matured professionally.

The directors of the company began to see the PMO as a strategic asset for 
WKH�FRPSDQ\�RSWLPL]LQJ�LWV�RZQ�UHVRXUFHV��ΖW�EHFDPH�D�WRRO�IRU�PDQDJLQJ�
the portfolio of projects, choosing those that were better aligned with the 
company’s goals.

The SAL method (Situational Adapted Leadership) made it easier for our 
work as leaders of the PMO to be adapted, especially with the directors of 
the company, who took part in the whole process.

KEY LESSONS

1

2

3

deveLoP an iMPLeMentation 
strategy based on 
LeadershiP.

use directive behavior to 
heLP PeoPLe deveLoP and 
becoMe seLf-sufficient.

using the saL Method 
(situationaL adaPted 
LeadershiP) Makes it easier 
for Work to be adaPted.

“As leaders of change, 
we guided each person 
in his/her particular 
assignment.”

iMPLeMenting situationaL adaPted LeadershiP

Architect & Project 
Manager

carLos j. PaMPLiega

&DUORV�-��3DPSOLHJD�LV�DQ�
Architect and PMP® at 
Salinero Pampliega Project 
0DQDJHPHQW��&DUORVȇ�
SURIHVVLRQDO�DLP�LV�WR�RSWLPL]H�
WKH�FOLHQWȇV�DVVHWV��&DUORV�LV�
results-oriented and adds 
YDOXH�WR�WKH�FRPSDQ\�ZLWK�HDFK�
SURMHFW�KH�LV�LQYROYHG�LQ��
The expertise he has 
gained as an architect has 
facilitated communication 
skills, leadership, and 
WHDP�GHYHORSPHQW��ZKLFK�
complement the project 
PDQDJHU�SURȴOH�GHPDQGHG�
E\�EXVLQHVVHV��&DUORV�KDV�
demonstrated his technical 
knowledge and management 
skills in his commitment to the 
successful completion of all 
types of projects.

b
Twitter   I   Website   I   Blog  

http://www.attask.com
http://www.twitter.com/CJPampliega
http://salineropampliega.com/
http://pmideas.es/blogroll/


��

TKH�LQȵXHQFH�DQG�HHFW�WKH�&�VXLWH�DQG�VHQLRU�H[HFXWLYH�RU�
PDQDJHPHQW�UROHV�KDYH�RQ�SURMHFW�RXWFRPHV�LV�HYLGHQFHG�LQ�

the gap between the strategy they formulate and its day-to-day 
implementation. This gap can only begin to close when senior 

H[HFXWLYHV�KDYH�PRUH�ȊVNLQ�LQ�WKH�JDPHȋ�DQG�SURMHFW�PDQDJHUV��30ȇV��GR�PRUH�
than manage the processes in and around the project.

:KHQ�LW�FRPHV�WR�VWUDWHJ\�LPSOHPHQWDWLRQ��KRZHYHU��WKH�&�VXLWH�VWLOO�UHWDLQV�D�
cerWDLQ�OHYHO�RI�LJQRUDQFH�DQG�QD±YHW«�RI�SURMHFWV�DQG�WKHLU�GHOLYHU\��7KH�ULVH�RI�
WKH�UROH�RI�30�DQG�ULJKWO\�RU�ZURQJO\�D�IRFXV�RQ�SURFHVV�FDQ�OLPLW�WKH�YDOXH�IURP�
SURMHFWV�DQG�SXW�WKH�GHOLYHU\�RI�EXVLQHVV�UHOHYDQW�RXWFRPHV�DW�ULVN�

Ζ�ZRUN�ZLWK�FOLHQWV�DURXQG�WKH�ZRUOG�GHOLYHULQJ�D�YDULHW\�RI�WHFKQRORJ\�EDVHG�
initiaWLYHV��5HODWLRQVKLSV��EHOLHI��DQG�WUXVW�DUH�FULWLFDO��%\�WDNLQJ�D�PRUH�EXVLQHVV�
RXWFRPHȂEDVHG�OHDGHUVKLS�UROH��ΖȇP�EHWWHU�SODFHG�WR�JLYH�GHFLVLRQ�PDNHUV�
LQIRUPDWLRQ�IURP�WKH�SURMHFW�SHUVSHFWLYH�WKDWȇV�UHOHYDQW�IRU�WKH�EXVLQHVV��7KH\�LQ�
turn can then see the connections between the project and strategic direction and 
PDNH�GHFLVLRQV�WKDW�HQVXUH�WKDW�WKH�RUJDQL]DWLRQ�FRQWLQXHV�WR�GR�WKH�ULJKW�WKLQJ��
6RPHWLPHV�WKH�LQLWLDWLYH�FRQWLQXHV��VRPHWLPHV�LW�FKDQJHV�FRXUVH��DQG�VRPHWLPHV�LW�
VWRSV��ΖQ�RQH�LQVWDQFH��WKH�SURMHFW�ZDV�SXW�RQ�KROG�XQWLO�RWKHU�DFWLYLWLHV�ZHUH�DOLJQHG��
DQG�VRPH�ZHHNV�ODWHU�P\�WHDP�UHWXUQHG�RQ�VLWH��6HQLRU�PDQDJHPHQW�LQYROYHG�DW�
WKH�FOLHQW�DQG�VXSSOLHU�ZHUH�FOHDU�DERXW�ZKDW�QHHGHG�WR�EH�UHVROYHG�DQG�GLG�QRW�
incur additional costs.

ΖQ�VXPPDU\��VHQLRU�H[HFXWLYHV�PDNH�GHFLVLRQV�DERXW�SURMHFWV�EDVHG�RQ�
ȏ�2QJRLQJ�EXVLQHVV�UHOHYDQFH�
ȏ�&RQWLQXHG�DOLJQPHQW�ZLWK�VWUDWHJLF�GULYHUV�
ȏ�6RXQGQHVV�RI�EXVLQHVV�EHQHȴW�YHUVXV�FRVW�UDWLR��DQG
ȏ�&UHDWLRQ�RI�RYHUDOO�EXVLQHVV�YDOXH�

30ȇV�ZKR�LQFUHDVH�WKHLU�OHDGHUVKLS�GHOLYHU�SURMHFWV�WKDW�DUH�EHWWHU�DOLJQHG�WR�
stratHJ\�DQG�KHOS�FKDQJH�DQ�RUJDQL]DWLRQȇV�'1$�

KEY LESSONS

1

2

reLationshiPs, beLief, and 
trust are criticaL.

PM’s Who increase their 
LeadershiP deLiver Projects 
that are better aLigned to 
strategy.

“By taking a more 
business outcome–
based leadership role, 
I’m better placed to 
give decision makers 
information from the 
project perspective 
that’s relevant for the 
business.”

deanne earLe

Deanne Earle is director 
of unlike Before Ltd and a 
SURMHFW�FRQVXOWDQW�VSHFLDOL]LQJ�
LQ�SURMHFW�GHOLYHU\��6KH�LV�D�
founding member of The 
Glass Breakers global women’s 
QHWZRUN��D�SXEOLVKHG�DXWKRU��
and a sought-after expert on 
SURMHFW�GHOLYHU\��PDQDJHPHQW��
change, and leadership. 
Focused on the intersection 
of projects and business 
operations, Deanne challenges 
the DNA of a company’s 
OHDGHUVKLS�WR�DFKLHYH�JUHDWHU�
EXVLQHVV�YDOXH�IURP�WHFKQRORJ\�
LQLWLDWLYHV�

changing an organization’s dna

&RPSDQ\�'LUHFWRU�DQG�
3URMHFW�&RQVXOWDQW�DW�
unlike Before Ltd

Twitter   I   Website   I   Blog  
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AIWHU�ZRUNLQJ�RQ�D�SURMHFW�ZLWK�D�YHU\�GLVWDQW�VSRQVRU��Ζ�
YRZHG�QHYHU�WR�OHW�WKDW�KDSSHQ�DJDLQ��7KDWȇV�P\�VHFUHW��2Q�D�

subsequent business-transformation project, I began by agreeing 
with the sponsor up front that we would meet face to face for one 

hour each week. That time ensured that:
ȏ�:H�UHPDLQHG�DOLJQHG�RQ�WKH�SURMHFW�YLVLRQ�
ȏ�:H�VWD\HG�DEUHDVW�RI�SURJUHVV��ULVNV��DQG�LVVXHV�
ȏ��Ζ�UHFHLYHG�DGGLWLRQDO�LQVLJKW�DV�WKH�VSRQVRU�VKDUHG�GHWDLOV�RI�LQIRUPDO
GLVFXVVLRQV�UHJDUGLQJ�WKH�SURMHFW�KHOG�DW�D�VHQLRU�OHYHO�

ȏ��:H�ZHUH�DEOH�WR�GLVFXVV�GHOLFDWH�SRLQWV�DQG�ZRUN�XS�D�VWUDWHJ\�WRJHWKHU
EHIRUH�PRYLQJ�IRUZDUG��DQG

ȏ��Ζ�NQHZ�WKDW�WKH�VSRQVRU�VXSSRUWHG�ZKDWHYHU�Ζ�SUHVHQWHG�WR�WKH�SURMHFW�WHDP
and wider stakeholders, so I was rarely out on a limb.

7KLV�DSSURDFK�EXLOW�WUXVW�DQG�UDSSRUW�EHWZHHQ�XV��D�YLUWXRXV�F\FOH�WKDW�EURXJKW�
DGGLWLRQDO�WDQJLEOH�EHQHȴWV�
ȏ��Ζ�JDLQHG�D�GHHS�XQGHUVWDQGLQJ�RI�P\�VSRQVRUȇV�KRSHV��GUHDPV��DQG�IHDUV�IRU�

the project, which led to healthy risk and opportunity management.
ȏ��3URMHFW�SURJUHVV�ZDV�DFFHOHUDWHG��EHFDXVH�ZHUH�DEOH�WR�PDNH�SUDJPDWLF

decisions, factoring in cost and resource constraints, and a deep shared
knowledge of the work.

That small change—regular quality time with the sponsor—made all the 
GLHUHQFH�LQ�WHUPV�RI�GHOLYHULQJ�D�KLJKO\�VHQVLWLYH�EXVLQHVV�WUDQVIRUPDWLRQ�
project on budget and within timescales.

KEY LESSONS

1

2

buiLd trust and raPPort 
through reguLar, face-
to-face coMMunication 
With Project sPonsors.

coMMunication heLPs you 
stay aLigned With sPonsor 
and stakehoLder needs for 
the Project.

“That small change—
regular quality time 
with the sponsor—
PDGH�DOO�WKH�GLHUHQFH�
in terms of delivering 
a highly sensitive busi-
ness-transformation 
project on budget and 
within timescales.”

jon hyde

Jon Hyde is a program manager 
VSHFLDOL]LQJ�LQ�SXEOLF�VHFWRU�
WUDQVIRUPDWLRQ��2YHU�WKH�SDVW�
decade, Jon has managed a 
GLYHUVH�UDQJH�RI�SURJUDPV��
including enterprise website 
design, the introduction of new 
ZDVWH�DQG�UHF\FOLQJ�VHUYLFHV��
and strategic commissioning 
RI�EXLOW�HQYLURQPHQW�VHUYLFHV��
Jon also has an interest in 
portfolio management and 
has successfully enabled 
LPSURYHG�FRQWURO�DQG�
SULRULWL]DWLRQ�RI�SURJUDPV��+H�
LV�DQ�DFWLYH�PHPEHU�RI�WKH�
project portfolio management 
community and blogs at  
www.publicsectorpm.com.

ensuring success through face-to-face coMMunication

Programme Manager at 
&KHOWHQKDP�%RURXJK�
&RXQFLO
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You can lead only those who allow you to lead them. Some think
that you can force people to follow your lead. That is possible only 

if you are a dictator, and we all know how dictatorships end—not in 
success and not happily. Whether we admit it or not, the real work 

is performed by project team members, not project managers (PM’s). PM’s are 
PHUHO\�LQWHUPHGLDULHV�EHWZHHQ�DQ�RUJDQL]DWLRQȇV�OHDGHUVKLS�DQG�JRDOV�DQG�WKRVH�
ZKR�UHDOL]H�WKRVH�JRDOV�

%HWZHHQ�PLG������DQG�������Ζ�ZDV�D�30�IRU�WKH�<�.�UHPHGLDWLRQ�HRUWV�RI�D�
EXVLQHVV�XQLW�LQ�D�ODUJH��LQWHJUDWHG�PDQXIDFWXULQJ�RUJDQL]DWLRQ��7KH�EXVLQHVV�XQLW�
KDG�IDFLOLWLHV�DURXQG�WKH�ZRUOG��$�VXUYH\�\LHOGHG���������LWHPV�WR�UHPHGLDWH�RU�
UHSODFH��ZKLFK�FRQȴUPHG�WKDW�ZH�KDG�D�VL]DEOH�SURMHFW�RQ�RXU�KDQGV�

7KH�RUJDQL]DWLRQ�GLUHFWHG�WKDW�DOO�RI�LWV�EXVLQHVV�XQLWV�EH�<�.�FRPSOLDQW�E\�-XO\����
������ZLWK�PDQDJHPHQW�EHLQJ�LQIRUPHG�RI�SURJUHVV�DQG�PDMRU�LVVXHV�HYHU\�WKUHH�
PRQWKV��7R�KHOS�WKH�SURFHVV�DORQJ��D�GDWDEDVH�RI�LWHPV�DQG�DSSURYHG�ȴ[HV�ZDV�VHW�
XS�DQG�PDGH�DYDLODEOH�ZLWKLQ�EXVLQHVV�XQLWV�DQG�DFURVV�WKH�ZKROH�RUJDQL]DWLRQ�

Soon enough, it became clear that we had a changing situation with a hard 
GHDGOLQH��/DUJH�RUJDQL]DWLRQV�HYROYH�FRQVWDQWO\��QHZ�HTXLSPHQW�LV�SURFXUHG�DQG�
HQWLUH�IDFLOLWLHV�DUH�DFTXLUHG�RU�VROG��:KDW�ZDV�RULJLQDOO\�D�SURMHFW�WKDW�LQYROYHG�
existing operations now included procurement and teams from newly acquired 
IDFLOLWLHV��:H�HYHQ�KDG�WR�IDVW�WUDFN�UHPHGLDWLRQ�RI�IDFLOLWLHV�WKDW�ZHUH�EHLQJ�
GLYHVWHG��$OO�WKH�<�.�ZRUN�WKDW�KDG�EHHQ�DFFRPSOLVKHG�EHFDPH�D�YDOXH�DGG�WR�WKH�
new owners.

%\�ODWH�������WKH�RUJDQL]DWLRQ�DQQRXQFHG�D�PHUJHU�WKDW�ZRXOG�\LHOG�D�����ELOOLRQ�SHU�
\HDU�HQWLW\��7KH�RUJDQL]DWLRQ�ZH�ZHUH�DEVRUELQJ�KDG�WR�EH�EURXJKW�LQ�OLQH�ZLWK�WKH�
H[LVWLQJ�RQH�ZLWKRXW�D�FKDQJH�WR�WKH�H[LVWLQJ�GHDGOLQH��(YHQWXDOO\��HYHU\�EXVLQHVV�XQLW�
completed Y2K remediation between April 1, 1999, and July 1, 1999. This success was 
DFKLHYHG�WKURXJK�WKH�WHDPȇV�KDUG�ZRUN�DQG�LWV�ZLOOLQJQHVV�WR�EH�OHDG�
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PM’s are MereLy 
interMediaries betWeen an 
organization’s LeadershiP 
and goaLs and those Who 
reaLize those goaLs.

the reaL Work is PerforMed 
by Project teaM MeMbers, 
not PM’s.

“You can lead only 
those who allow you 
to lead them.”

Patrick richard

Patrick Richard is an experienced 
project and program manager 
LQ�D�ZLGH�YDULHW\�RI�LQGXVWULHV��
including process, pulp 
and paper, manufacturing, 
pharmaceuticals, biotechnology, 
IRRG�DQG�EHYHUDJHV��SRLQW�RI�
sale systems, and pharmacy 
V\VWHPV��+H�DOVR�KDV�H[WHQVLYH�
experience reporting progress 
and discussing challenges with 
senior management teams as 
well as leading implementation 
WHDPV�LQ�IXOȴOOLQJ�WKH�JRDOV�RI�
WKH�SURMHFW�DQG�RUJDQL]DWLRQ��
Patrick’s specialties are team 
OHDGHUVKLS�DQG�UHFRYHU\�RI�
troubled projects.

Leading those Who foLLoW

6HQLRU�3URMHFW���3URJUDP�
Manager at PRGPPM
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Most leadership secrets are already out there. With a quick
*RRJOH�VHDUFK��\RXȇOO�ȴQG�WKH�EHVW�ZD\V�WR�ȊOHDGȋ�RUJDQL]DWLRQV��

ȊLQȵXHQFHȋ�RWKHUV��DQG�ȊLPSURYHȋ�HYHU\�IDFHW�RI�\RXU�SUDFWLFH�DQG�
SURIHVVLRQ��ΖȇYH�UHDG�PDQ\�RI�WKHVH�ERRNV�P\VHOI�

$W�WKH�HQG�RI�WKH�GD\��KRZHYHU��UHPHPEHU�RQH�WKLQJ��:KHQ�DOO�LV�VDLG�DQG�GRQH��
SHRSOH�UDUHO\��LI�HYHU��UHPHPEHU�ZKDW�\RX�GLG��:KDW�WKH\�ZLOO�UHPHPEHU�LV�KRZ�
you made them feel.

ΖȇP�WDONLQJ�DERXW�ORYH��/RYH�LV�ZKDW�ΖȇP�WU\LQJ�WR�SUDFWLFH�PRUH�DQG�PRUH�
6WDUW�ZLWK�ORYH�RI�RQHVHOI��ΖI�\RX�ORYH�\RXUVHOI��\RX�UHVSHFW�\RXUVHOI��ΖI�\RX�UHVSHFW�
yourself, you’ll be more willing to say the tough things. Stick up for others. Speak 
RXW�LI�\RX�ȴQG�WKLQJV�WKDW�DUH�XQHWKLFDO�RU�XQIDLU��<RXȇOO�EH�SDLG�IRU�WKH�KRQHVW\�
DQG�LQWHJULW\�\RX�SURYLGH�

'RQȇW�OHDYH�\RXU�LQWHJULW\�DW�WKH�GRRU��'RQȇW�OHDYH�ORYH�RXW�RI�WKH�HTXDWLRQ�
:KHQ�\RX�KDYH�VHOI�ORYH��\RX�FDQ�ORYH�RWKHUV��3HRSOH�EXLOG�WKH�EHVW�VRIWZDUH�DQG�
VHUYLFHV�LQ�WKH�ZRUOG��3HRSOH��1RW�WHFKQRORJ\��ΖI�\RX�FDQ�VKRZ�ORYH�RQ�D�SHUVRQDO�
OHYHO�WR�\RXU�FOLHQWV��Ζ�SURPLVH�\RX�WKDW�\RXȇOO�QHYHU�UHJUHW�D�EXVLQHVV�GHFLVLRQȃ
HYHQ�ZKHQ�WKH\ȇUH�ZDONLQJ�\RX�RXW�WKH�GRRU�

:KHQHYHU�Ζ�ZRUN�ZLWK�H[HFXWLYH�PDQDJHPHQW��Ζ�EHJLQ�RXU�HQJDJHPHQWV�E\�WDONLQJ�
DERXW�ORYH��7KLV�GLVFXVVLRQ�VHWV�WKH�WRQH�RI�WKH�HQJDJHPHQW��ΖW�VWDUWV�HYHU\WKLQJ�
RQ�D�VROLG�IRXQGDWLRQ��/RYH�KDV�WKH�SRZHU�WR�FKDQJH�KHDUWV��FKDQJH�FXOWXUH��DQG�
HYHQ�EXLOG�EHWWHU�SURGXFWV��ΖȇYH�VHHQ�LW��Ζ�EHOLHYH�LW�

6HUYH�\RXU�FOLHQWV�E\�VKRZLQJ�WKHP�WKH�ORYH�\RX�KDYH�IRU�\RXUVHOI��\RXU�LQWHJULW\��
DQG�ZLOOLQJQHVV�WR�VHUYH��7KDWȇV�D�SURIHVVLRQ�ZRUWK�GRLQJ�

KEY LESSONS
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reMeMber that after the 
Project is done, PeoPLe 
reMeMber not What you 
did but hoW you Made theM 
feeL.

don’t Leave your integrity 
at the door.

“Serve your clients by 
showing them the love 
you have for yourself, 
your integrity, and 
willingness to serve. 
That’s a profession 
worth doing.”

Peter saddington

Peter Saddington is a published 
DXWKRU��RUJDQL]DWLRQDO�FRXQVHORU�
DQG�FHUWLILHG�VFUXP�WUDLQHU��+H�
KROGV�DQ�0�$��LQ�&RXQVHOLQJ��DQ�
M.A. in Education, and a Master
s 
RI�'LYLQLW\�LQ�7KHRORJ\��3HWHU�
ORYHV�UDPHQ�DQG�VRGD�SRS�

starting Projects With Love and integrity

Principal at Action & 
ΖQȵXHQFH��ΖQF�
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As the world becomes smaller, our networks expand. An
LQFUHDVLQJO\�JOREDOL]HG�HFRQRP\�KDV�OHG�WR�PRUH�PXOWLFXOWXUDO�

ZRUN�HQYLURQPHQWV�DQG�RSSRUWXQLWLHV�IRU�LQWHUQDWLRQDO�FRRSHUDWLRQ��
7KLV�JOREDOL]DWLRQ�KDV�D�XQLTXH�DGYDQWDJH��*OREDO�WHDPV�ZLWK�YDU\LQJ�

SURIHVVLRQDO�SHUVSHFWLYHV�EULQJ�IUHVK�LGHDV�DQG�D�FRPSHWLWLYH�HGJH�WR�SURMHFWV�
and teams.

5HDOL]LQJ�WKHVH�EHQHȴWV�UHTXLUHV�D�VRXQG�OHYHO�RI�FXOWXUDO�FRPSHWHQFH��(DFK�
RI�XV�FDUULHV�RXU�RZQ�YDOXH�DQG�EHOLHI�V\VWHPV��DQG�HPEHGGHG�ZLWKLQ�HDFK�RI�
XV�DUH�RXU�RZQ�DWWLWXGHV�WRZDUG�SURIHVVLRQDO�LQWHUDFWLRQ�DQG�QRUPV��(HFWLYH�
OHDGHUVKLS�LQ�PXOWLFXOWXUDO�HQYLURQPHQWV�GHPDQGV�FOHDU�FRPPXQLFDWLRQ�IURP�
WKH�RXWVHW��:H�PXVW�HVWDEOLVK�UDSSRUW�DQG�D�OHYHO�RI�XQGHUVWDQGLQJ�DPRQJ�
WHDP�PHPEHUV�WR�GHYHORS�WKH�QHFHVVDU\�FRPPXQLFDWLYH�HQYLURQPHQW�WR�PRYH�
forward and ensure success.

know your audience
As the adage goes, know your audience. understanding the people you work 
ZLWK�DQG�WKH�ORFDWLRQ�\RX�ZRUN�LQ�LV�FUXFLDO�WR�HHFWLYH�OHDGHUVKLS�DQG�WKH�ZHOO�
EHLQJ�RI�\RXU�SURMHFW��%HLQJ�SDUW�RI�D�WHDP�RI�SHRSOH�IURP�YDU\LQJ�FXOWXUDO�RU�
SURIHVVLRQDO�EDFNJURXQGV�DVVXPHV�GLHUHQW�SHUVSHFWLYHV�UDQJLQJ�IURP�KRZ�ZH�
YLHZ�WLPH�WR�KRZ�ZH�LQWHUDFW�ZLWK�KLHUDUFK\�

7KH�8QLWHG�1DWLRQV�2ɝFH�IRU�3URMHFW�6HUYLFHV��81236��ZRUNV�LQ�FRXQWULHV�
DURXQG�WKH�ZRUOGȃIURP�$IJKDQLVWDQ�WR�+DLWLȃWR�GHOLYHU�VXVWDLQDEOH�DQG�HHFWLYH�
LPSOHPHQWDWLRQ�RI�SURMHFW�PDQDJHPHQW��LQIUDVWUXFWXUH��DQG�SURFXUHPHQW�VHUYLFHV��
:H�VXFFHHG�EHFDXVH�ZH�WDLORU�RXU�VHUYLFHV�WR�WKH�GHYHORSPHQW�HQYLURQPHQW��:H�
HPSOR\�QRW�RQO\�H[SHUWV�ZKR�KDYH�WHFKQLFDO�H[SHULHQFH�EXW�DOVR�H[SHULHQFHG�
leaders who are able to understand local needs and cultural norms as well as 
DFWLYHO\�HQJDJH�ZLWK�DXWKRULWLHV�DQG�FRPPXQLWLHV�
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Work toWard cuLturaL 
coMPetence.

effective LeadershiP in 
MuLticuLturaL environ-
Ments deMands cLear 
coMMunication froM the 
outset.

ask yourseLf WhoM are you 
taLking to and What are 
the ProfessionaL drivers 
this Person needs.

“Success is a key 
aspect of your project, 
but creating a mean-
ingful and positive 
GLHUHQFH�LV�SRVVLEOH�
only when we engage 
with and respect those 
around us.”

ricardo viana 
vargas

Ricardo Viana Vargas is a 
project, portfolio, and risk 
management expert and 
the author of 11 books. He 
was chairman of the Project 
Management Institute in 2009 
and is currently the director of 
WKH�2ɝFH�IRU�3URMHFW�6HUYLFHV�
for the united Nations. 
Responsible for managing 
more than 300 project 
managers, his focus is on the 
LPSURYHPHQW�RI�KXPDQLWDULDQ��
infrastructure, and peace-
building projects in more than 
120 countries, including Haiti, 
Afghanistan, Myanmar, Iraq, 
and South Sudan.

cuLturaL coMPetence: effective LeadershiP in MuLticuLturaL 
environMents

Director - Project 
Management at united 
1DWLRQV�2ɝFH�IRU�3URMHFW�
6HUYLFHV��81236�
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$VN�\RXUVHOI�WKLV��:KR�DUH�\RX�WDONLQJ�WR��DQG�ZKDW�DUH�WKH�GULYHUV�
this person needs in the professional realm? Managing cultural 
dimensions necessitates that you, the project leader, question your 
own innate assumptions. You don’t need to negate your core beliefs, 

EXW�\RX�VKRXOG�EH�ȵH[LEOH�WR�SUDFWLFHV�GLHUHQW�IURP�\RXU�RZQ��(VWDEOLVK�RSHQ�
lines of communication from the outset. Speaking openly with your team helps 
HYHU\RQH�XQGHUVWDQG�GLHUHQW�EHKDYLRUV�DQG�YDOXHV��7KLV�ZD\��\RX�FDQ�VHW�
UHDOLVWLF�JXLGHOLQHV�EDVHG�RQ�PXWXDO�UHVSHFW�DQG�LQGLYLGXDO�FDSDFLWLHV�

Make relationship building a Priority
Encouraging input from team members, local managers, and community leaders 
helps earn respect and ensure project success. Across cultures, information is 
SURFHVVHG�GLHUHQWO\��DQG�EXVLQHVV�SUDFWLFHV�RSHUDWH�DW�YDU\LQJ�VSHHGV��7KXV��LW�
LV�LPSHUDWLYH�WKDW�\RX�DGDSW�\RXU�OHDGHUVKLS�DQG�FRPPXQLFDWLRQ�VW\OHV�WR�ORFDO�
FRQWH[WV��5HVSHFW�IRU�GLHUHQFHV�DPRQJ�WKH�SURMHFW�WHDP�PHPEHUV�PHDQV�
KDSSLHU��PRUH�PRWLYDWHG�LQGLYLGXDOV��0\�WHDP�DW�81236�LV�PDGH�XS�RI�SHRSOH�
from 14 countries. Its success and that of other teams owes itself to building 
transparent relationships to ensure that our projects—more than 1,000 around 
the world—create a lasting impact while promoting local ownership and capacity 
GHYHORSPHQW�

&XOWXUDO�FRPSHWHQFH�ZLOO�KHOS�SURMHFW�OHDGHUV�PD[LPL]H�HPSOR\HH�
SURGXFWLYLW\��HɝFLHQF\��DQG�VXVWDLQDEOH�UHVXOWV��$�PRWLYDWHG�WHDP�ZLOO�DOVR�
DWWUDFW�QHZ�WDOHQW�DQG�HDUQ�WKH�UHVSHFW�RI�VWDNHKROGHUV�DFURVV�WKH�YDOXH�
chain. At the end of the day, success is a key aspect of your project, but 
FUHDWLQJ�D�PHDQLQJIXO�DQG�SRVLWLYH�GLHUHQFH�LV�SRVVLEOH�RQO\�ZKHQ�ZH�
engage with and respect those around us.
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Work toWard cuLturaL 
coMPetence.

effective LeadershiP in 
MuLticuLturaL environ-
Ments deMands cLear 
coMMunication froM the 
outset.

ask yourseLf WhoM are you 
taLking to and What are 
the ProfessionaL drivers 
this Person needs.

“Success is a key 
aspect of your project, 
but creating a mean-
ingful and positive 
GLHUHQFH�LV�SRVVLEOH�
only when we engage 
with and respect those 
around us.”

ricardo viana 
vargas

Ricardo Viana Vargas is a 
project, portfolio, and risk 
management expert and 
the author of 11 books. He 
was chairman of the Project 
Management Institute in 2009 
and is currently the director of 
WKH�2IILFH�IRU�3URMHFW�6HUYLFHV�
for the united Nations. 
5esponsible for managing 
more than 300 project 
managers, his focus is on the 
LPSURYHPHQW�RI�KXPDQLWDULDQ��
infrastructure, and peace-
building projects in more than 
120 countries, including Haiti, 
Afghanistan, Myanmar, Iraq, 
and South Sudan.

cuLturaL coMPetence: effective LeadershiP in MuLticuLturaL 
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Management at united 
1DWLRQV�2ɝFH�IRU�3URMHFW�
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When diagnosing project issues, it is important to step back
IURP�WKH�VLWXDWLRQ�DQG�ORRN�REMHFWLYHO\�DW�WKH�SURMHFW�DV�D�

ZKROH��2IWHQ��WKH�SHRSOH�LQYROYHG�LQ�WKH�GD\�WR�GD\�SURMHFW�HRUWV�
become so engrossed with project status, metrics, and management 

FRQFHUQV�WKDW�WKH\�RYHUORRN�DGGUHVVLQJ�WKH�URRW�FDXVH�RI�D�SUREOHP��$�
SUREOHP�PD\�EH�REYLRXV��EXW�WKH�VROXWLRQ��VXFK�DV�LQFUHDVLQJ�WRS�PDQDJHPHQW�
commitment or changing unrealistic expectations, is not.

-XVW�DV�LQ�WKH�PRYLHV��WKH�KHUR�RU�KHURLQH�LV�DZDUH�WKDW�GLVDVWHU�LV�JRLQJ�WR�RFFXU�
DQG�PXVW�ȴJXUH�RXW�KRZ�WR�VWRS�LW��7KH�VDPH�LV�WUXH�IRU�D�SURMHFW�PDQDJHU��30���
The PM may see the danger ahead but doesn’t know how to stop it. Who in the 
RUJDQL]DWLRQ�KDV�WKH�DELOLW\�DQG�DXWKRULW\�WR�PDNH�WKH�UHTXLUHG�FKDQJH"�ΖV�LW�RQH�
SHUVRQ��WZR��DQ�H[HFXWLYH��D�YHQGRU��RU�D�WHDP�FRPSRVHG�RI�DOO�RI�WKHP"�0RUH�
WKDQ�OLNHO\�LW�LV�WKH�WHDP��7R�DYHUW�GLVDVWHU�DQG�FKDQJH�WKH�SURMHFWȇV�GLUHFWLRQ��
you need the buy-in of multiple people and departments. It is the PM’s job to 
bring the warning signs to the attention of stakeholders, propose a solution, and 
facilitate its implementation.

0DNLQJ�VLJQLȴFDQW�FKDQJHV�WR�JHW�DQ�RQ�JRLQJ�SURMHFW�EDFN�RQ�WUDFN�LV�WULFN\�
DQG�UHOLHV�PRUH�RQ�WKH�DELOLW\�WR�FKDQJH�DQG�LQȵXHQFH�KXPDQ�EHKDYLRU�WKDQ�
WKH�DELOLW\�WR�XSGDWH�D�SURMHFW�GDVKERDUG�RU�FRQGXFW�D�ȴW�JDS�VHVVLRQ��ΖW�DOVR�
requires project leadership, not just project management. To further complicate 
things, that leadership may need to come from someone who is not in a position 
RI�DXWKRULW\�EXW�ZKR�QHHGV�WR�FRQYLQFH�WKH�SHRSOH�LQ�SRVLWLRQV�RI�DXWKRULW\�WKDW�
change is required for project success. Mastery of such leadership skills comes 
from building a foundation of trust and credibility with project stakeholders and 
NQRZLQJ�KRZ�WR�QDYLJDWH�DQ�RUJDQL]DWLRQDO�VWUXFWXUH�WR�LPSOHPHQW�VROXWLRQV�WR�
complex problems.

KEY LESSONS
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When diagnosing issues, 
steP back froM the situa-
tion and Look objectiveLy 
at the Project as a WhoLe.

deterMine Who in the 
organization has the 
authority to Make changes.

Mastery of such LeadershiP 
skiLLs coMes froM buiLding 
a foundation of trust and 
credibiLity With Project 
stakehoLders.

Ȋ0DNLQJ�VLJQLȴFDQW�
changes to get an 
on-going project back 
on track is tricky and 
relies on . . . project 
leadership, not just 
project management.”

rob Prinzo

5RE�3ULQ]R�LV�WKH�IRXQGHU�
DQG�&(2�RI�7KH�3ULQ]R�*URXS�
and senior consultant with 
WKH�ȴUP��5RE�ZRUNV�ZLWK�
RUJDQL]DWLRQV�WR�GHYHORS�
and implement strategic 
plans, conducts workshops 
on the implementation of 
technology, and is the author 
of No Wishing Required: The 
%XVLQHVV�&DVH�IRU�3URMHFW�
$VVXUDQFH��3URMHFW�6RXS��
Recipes for Managing to 
6XFFHVV��DQG�&ROODERUDWLYH�
ΖQWHUYHQWLRQ��+RZ�WR�ΖGHQWLI\��
$VVHVV�DQG�ΖQWHUYHQH�LQ�
Troubled Technology and 
Transformation Projects.

Project LeadershiP: the Main ingredient in getting troubLed 
Projects back on track

3UHVLGHQW�RI�7KH�3ULQ]R�
Group
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SHYHUDO�\HDUV�DJR��Ζ�ZDV��OLNH�PDQ\�RWKHU�SURMHFW�PDQDJHUV��30ȇV��
working hard on a project that seemed to be growing increasingly 

complex, with tighter and tighter deadlines. I was stressed and 
RYHUZRUNHG��DQG�WKHUH�ZDVQȇW�PXFK�WLPH�OHIW�IRU�EHLQJ�SURDFWLYH��

thinking ahead, or building quality relationships with team members or 
stakeholders. I spent most of my time dealing with urgent issues.

2QH�WR�RQH�FRDFKLQJ�KHOSHG�PH�FKDQJH�WKLV�YLFLRXV�FLUFOH��Ζ�UHDOL]HG�WKDW�WR�JURZ�
and get better results for myself, my team, and my project, I needed to delegate 
PRUH��Ζ�UHFRJQL]HG�WKDW�EHLQJ�D�JRRG�30�GLGQȇW�PHDQ�WKDW�Ζ�KDG�WR�NQRZ�LW�DOO�
and do it all by myself. I had to get better at asking for help and support and at 
WUXVWLQJ�DQG�HPSRZHULQJ�RWKHUV��$V�D�ȴUVW�VWHS��Ζ�JRW�D�SURMHFW�DGPLQLVWUDWRU�
RQ�ERDUG�WR�KHOS�ZLWK�ORZHU�OHYHO�WDVN�WUDFNLQJ�DQG�DGPLQLVWUDWLYH�ZRUN��ΖW�ZDV�
essential work, but it wasn’t essential that I did it.

Delegating more freed me up to spend time with the team and key stakeholders, 
listening to their ideas and concerns and looking at what we could do better. I 
VWDUWHG�IRFXVLQJ�PRUH�RQ�SLFWXULQJ�WKH�HQG�VWDWH�RI�WKH�SURMHFW�DQG�SURDFWLYHO\�
reducing the risks associated with getting there. I also began to put much more 
HPSKDVLV�RQ�HPSRZHULQJ�SHRSOH�DQG�WUXVWLQJ�RWKHUV��3UHYLRXVO\��Ζ�KDG�VSHQW�
up to 75% of my time managing tasks and as little as 25% on people. When I 
VWDUWHG�WR�GHOHJDWH��P\�IRFXV�VKLIWHG��Ζ�VSHQW�PRUH�WLPH�HQVXULQJ�WKDW�KLJK�OHYHO�
DQG�VWUDWHJLF�WDVNV�ZHUH�H[HFXWHG�VPRRWKO\�DQG�RQ�HQDEOLQJ�WKH�WHDP�WR�WKULYH�
and do their best work. I didn’t know it at the time, but I was slowly taking on a 
OHDGHUVKLS�UROH��ZKHUH�LW�ZDVQȇW�P\�VSHFLȴF�VNLOOV�RU�NQRZOHGJH�WKDW�GHȴQHG�PH�
EXW�P\�DELOLW\�WR�OHDG�DQG�PRWLYDWH�RWKHUV��7KH�ȴUVW�VWHS�ZDV�WR�GHOHJDWH�PRUH�

KEY LESSONS

1

2

3

Learn to deLegate.

sPend More tiMe ensuring 
that high-LeveL tasks get 
done and enabLing teaM 
MeMbers to do their best.

Work to be a Project Leader, 
not just a Project Manager.

“I recognized that 
being a good PM 
didn’t mean that I had 
to know it all and do it 
all by myself.”

susanne Madsen

Susanne Madsen is an 
international project leadership 
coach, trainer, and consultant 
and the author of The Project 
0DQDJHPHQW�&RDFKLQJ�
Workbook. She has more 
than 17 years of experience 
managing and rolling out large 
change programs of up to 
����PLOOLRQ�IRU�RUJDQL]DWLRQV�
such as Standard Bank, 
&LWLJURXS��DQG�-30RUJDQ�
&KDVH��6XVDQQH�LV�D�3ULQFH��
and MSP Practitioner as 
ZHOO�DV�D�TXDOLȴHG�FRUSRUDWH�
DQG�H[HFXWLYH�FRDFK��6KH�
VSHFLDOL]HV�LQ�KHOSLQJ�SURMHFW�
PDQDJHUV�H[FHO�E\�LPSURYLQJ�
their leadership skills.

deLegating your Way to Project LeadershiP

Project Leadership 
&RDFK
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Some projects do fail or go through crisis. Project crisis are extreme
VLWXDWLRQV�LQYROYLQJ�D�ORW�RI�VWUHVV��7KLV�UHTXLUHV�VSHFLȴF�DFWLRQV�DQG�

skills, especially by the ones leading a team through a project crisis. 

Going through project crisis and turn around requires strong and consistent 
leadership. 

'XULQJ�P\�FDUHHU�Ζ�KDYH�PHW�PDQ\�OHDGHUV�DQG�VHHQ�GLHUHQW�OHDGHUVKLS�
principles and reactions by people working with those leaders. Based on this 
H[SHULHQFH�Ζ�GHULYHG�HLJKW�SULQFLSDOV�RI�FRQVLVWHQW�SURMHFW�PDQDJHPHQW�WKDW�DUH�
critical to manage a project through a crisis. 

Passion to deliver
As a project manager, but also as a member of a project team, it is essential that 
\RXU�SDVVLRQ�WR�GHOLYHU�FDQ�EH�SHUFHLYHG�DQG�QRWLFHG���ΖI�\RX�DUH�VKRZLQJ�WKDW�
\RX�GR�QRW�EHOLHYH�LQ�WKH�RXWFRPH�KRZ�VKRXOG�RWKHUV�EHOLHYH�LQ�LW"�

empathy
<RXU�GHGLFDWLRQ��\RXU�HPSDWK\��\RXU�UHVSRQVLYHQHVV�IRU�DQG�WRZDUGV�RWKHUV��
DGGUHVVLQJ�LQGLYLGXDOȇV�IHDUV�DQG�QHHGV��DUH�FUXFLDO�IRU�FRQVWUXFWLYH�WHDP�
dynamics. Empathy is the true connection with people and the appropriate way 
of addressing the needs of people in any situation in any culture.

focus on the core
Do not get disrupted and diluted by anything that might distract you from the core. 

get into the details
In crisis and decision-making it is essential to immerse into the details. Make sure 
WKH�GHWDLOV�KDYH�EHHQ�H[SODLQHG�WR�\RX�DQG�WU\�WR�XQGHUVWDQG�WKHP��

KEY LESSONS
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as a PM, it is essentiaL that 
your Passion to deLiver can 
be Perceived and noticed.

a PM has to be visibLe, 
PersonaLLy invoLved and 
Proactive in PersonaL 
coMMunication With the 
teaM, vendors, and 
Partners. 

be aWare of your vaLue 
systeM and act accordingLy. 

“You are the role 
model for others. 
Lead and act the same 
way you expect from 
others. ”

torsten koerting  

Torsten Koerting is a 
paragliding and outdoor 
enthusiast, project 
management expert, 
entrepreneur, strategic thinker, 
YLVLRQDU\��DQG�PDQDJHPHQW�
consultant. He is often engaged 
as a speaker at conferences 
DQG�LV�WKH�DXWKRU�RI�YDULRXV�
reference books. As business 
OHDGHU�RI�SURMHFW\]HU�*PE+�KH�
VSHFLDOL]HV�LQ�KRZ�WR�LQWURGXFH�
LQQRYDWLYH��FUHDWLYH�VWUDWHJ\�
GHYHORSPHQW�SURFHVVHV�DW�
ȴUPV�DV�ZHOO�DV�EULQJLQJ�IDLOLQJ�
projects back onto a course to 
success. In his 20+ year career 
he has worked for global Blue-
&KLS�FRPSDQLHV�LQ�(XURSH��
uSA, and Australia. He currently 
OLYHV�ZLWK�KLV�IDPLO\�LQ�*HUPDQ\�

consistent Project ManageMent Without excuses 

Managing Partner at 
SURMHFW\]HU�*PE+
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6HQVH��5HȵHFW��$FW
6KDUSHQ�\RXU�VHQVHV��EH�DOHUW��REVHUYDQW��DQG�DZDNH��ZDWFK�RXW��(DFK�
small indicator might be a hint for something important and essential.

be 9isible
$�30�KDV�WR�EH�YLVLEOH��SHUVRQDOO\�LQYROYHG�DQG�SURDFWLYH�LQ�SHUVRQDO�
FRPPXQLFDWLRQ�ZLWK�WKH�WHDP��YHQGRUV��DQG�SDUWQHUV��$�SURMHFW�PDQDJHU�ZKR�
VLWV�EHKLQG�KLV�GHVN�LQ�KLV�RɝFH�DQG�GRHV�QRW�SHUVRQDOO\�FRPPXQLFDWH�ZLWK�
SHRSOH�LV�QRW�DEOH�WR�VHQVH��XQGHUVWDQG��DQG�SHUFHLYH�WKH�HQYLURQPHQW�KH�LV�LQ��
QRU�WR�UHȵHFW�DQG�DFW�DSSURSULDWHO\��

Walk the talk
Let your words follow actions. Do not announce something that you do not stick 
to. Do not make any empty promises. This is essential for a trusting relationship 
between you, your project team and project participants.

don’t /et <our /eadership 6tyle (rode
You are the role model for others. Lead and act the same way you expect from 
RWKHUV��%H�RQ�WLPH��DYRLG�WKH�XVH�RI�\RXU�EODFNEHUU\�RU�L3KRQH�GXULQJ�PHHWLQJV��
be consistent in your message and actions.

integrity
%H�DZDUH�RI�\RXU�YDOXH�V\VWHP�DQG�DFW�DFFRUGLQJO\��

Project management does not consist only of methods and tools—they are a 
PHDQV�WR�DQ�HQG�DQG�SURYLGH�VWUXFWXUH��7KH�FRPELQDWLRQ�RI�PHWKRGV�DQG�WRROV��
technical and functional skills, as well as social skills and personal mindset is what 
makes successful project management. 

)LQG�\RXU�ZD\��REH\�WKH�SLOODUV�DERYH��DQG�WKH�VXFFHVV�ZLOO�IROORZ�
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Some years ago I had the opportunity to lead a project for a
JRYHUQPHQW�DJHQF\�LQ�0«[LFR��ΖQ�'HFHPEHU��P\�ERVV�FDPH�WR�PH�

with a document explaining the need for a prospect. At that time I 
GHYHORSHG�DSSOLFDWLRQV�IRU�3'$ȇV��$IWHU�VWXG\LQJ�DOO�SRVVLEOH�VLGHV�RI�

the problem, I prepared a document explaining that, to meet all customer needs, 
ZH�VKRXOG�XQGHUWDNH�D�SURMHFW�WKDW�FRXOG�ODVW�XS�WR�WZHOYH�PRQWKV�

7KH�SURMHFW�ZDV�WR�EH�LPSOHPHQWHG�LQ�GLHUHQW�ORFDWLRQV�ZLWK�WZR�DOWHUQDWLYHV��
ȏ��7KH�ȴUVW�ZDV�WR�ZRUN�LQ�WHDPV�WKDW�ZRXOG�FRPPXQLFDWH�UHPRWHO\��ΖQ�WKH���ȇV��
WKLV�ZDV�GLɝFXOW�EHFDXVH�WKHUH�ZHUH�QR�VRFLDO�QHWZRUNV�DQG�SDUWLDO�XVH�RI�
email.

ȏ��7KH�RWKHU�RSWLRQ�ZDV�WR�PRYH�RQH�WHDP�WR�DQRWKHU�FLW\��ZKLFK�ZRXOG�LQFOXGH
WKH�H[SHQVHV�RI�WUDYHO�DQG�ORGJLQJ�

When the project began we had just three months left of the original estimated 
duration and there was internal resistance to our participation.

7KH�DSSURDFK�ZDV�WR�ȴUVW�KDYH�FOHDU�FRPPXQLFDWLRQ�ZLWK�WKH�WHDP��LGHQWLI\�QDWXUDO�
leaders and get their buy-in. The support of these leaders helped to get the team’s 
commitment. 

ΖWȇV�LPSRUWDQW�IRU�WKLV�NLQG�RI�SURMHFW�WR�JHW�FXVWRPHU�LQYROYHPHQW�DW�WKH�GHFLVLRQ�
PDNLQJ�OHYHO�DQG�WR�JHW�LQYROYHPHQW�DQG�VXSSRUW�RQ�SURMHFW�PDQDJHPHQW�
GHFLVLRQV�IURP�WKH�SHUIRUPLQJ�RUJDQL]DWLRQ��

7KH�OHVVRQ�LV�WKDW��JLYHQ�WKH�FKDOOHQJHV�RI�WRGD\ȇV�SURMHFWV��LW�LV�LQFUHDVLQJO\�
necessary to lead with the participation of all team members.

KEY LESSONS
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get custoMer invoLveMent 
at the decision Making 
LeveL. 

get the invoLveMent and 
suPPort of the PerforMing 
organization on Project 
ManageMent decisions. 

“Have clear 
communication 
with the team, 
identify natural 
leaders and get 
their buy-in.”

iván carLos 
rivera gonzáLez

ΖY£Q�&DUORV�5LYHUD�*RQ]£OH]��
PMP, is a computer engineer 
with wide experience as a 
business processes manager. 
His managerial background 
ZDV�GHYHORSHG�WKURXJK�
GLUHFWLYH�SRVLWLRQV�LQ�VHUYLFH�
FRPSDQLHV��ΖY£Q�LV�LQQRYDWLYH��
solutions oriented, and has 
teamwork coordination abilities. 
ΖY£Q�XVHV�JOREDOO\�UHFRJQL]HG�
PHWKRGRORJLHV�DQG�LV�VSHFLDOL]HG�
in the management of high-
LPSDFW�SURMHFWV��ΖY£Q�KDV�EHHQ�D�
project management professional 
(PMP) since 2006. He has an 
Information Technology Master 
GHJUHH�DQG�LQ������UHFHLYHG�KLV�
DGYDQFHG�SURMHFW�PDQDJHPHQW�
FHUWLȴFDWLRQ�IURP�6WDQIRUG�
8QLYHUVLW\�

cLear coMMunication Leads to coMMitMent

Sr. Project Manager
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PURMHFW�VXFFHVV�LV�EDVHG�RQ�ȴYH�ΖPPXWDEOH�3ULQFLSOHV��ȴYH�SUDFWLFHV
WKDW�LPSOHPHQW�WKHVH�SULQFLSOHV��DQG�ȴYH�WDLORUHG�SURFHVVHV�WKDW�

produce the needed outcomes of the project.

7KH�)LYH�ΖPPXWDEOH�3ULQFLSOHV�RI�3HUIRUPDQFH�%DVHG�3URMHFW�0DQDJHPHQWp�DUH�
GHVLJQHG�WR�PHHW�ERWK�WKH�GHȴQLWLRQV�DQG�UHTXLUHPHQW�WKDW�WKH\�EH�HHFWLYH��
The principles are stated as questions that need to be answered by the project 
manager:

1. Where are we going?
2. How are we going to get there?
���'R�ZH�KDYH�HYHU\WKLQJ�ZH�QHHG"�
���:KDW�LPSHGLPHQWV�ZLOO�ZH�HQFRXQWHU��DQG�KRZ�ZLOO�ZH�UHPRYH�WKHP"
5. How are we going to measure our progress?

These questions can be applied to projects just as they can be applied to any 
HQGHDYRU�IURP�ȵ\LQJ�WR�0DUV�WR�WDNLQJ�D�IDPLO\�YDFDWLRQ��ΖI�ZH�XVH�WKH�GLFWLRQDU\�
GHȴQLWLRQ�RI�LPPXWDEOH��ȊQRW�VXEMHFW�RU�VXVFHSWLEOH�WR�FKDQJH�RU�YDULDWLRQ�LQ�IRUP�
RU�TXDOLW\�RU�QDWXUH�ȋ�ZH�FDQ�DSSO\�WKHVH�SULQFLSOHV�WR�DQ\�SURMHFW�

7KH�SUDFWLFHV��ZKLFK�DUH�GHULYHG�IURP�WKH�)LYH�ΖPPXWDEOH�3ULQFLSOHV��IXQFWLRQ�WR�
keep the project on track:

1. Identify needed capabilities.
���'HȴQH�D�UHTXLUHPHQWV�EDVHOLQH�
���'HYHORS�D�SHUIRUPDQFH�PHDVXUHPHQW�EDVHOLQH�
4. Execute the performance measurement baseline.
5. Apply continuous risk management.

KEY LESSONS
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PM’s Must ensure they knoW: 
Where they are going, hoW 
they WiLL get there, Whether 
they have everything they 
WiLL need, What iMPediMents 
they WiLL encounter, and 
hoW they are going to 
Measure Progress.

use the five Practices to 
keeP the Project on track.

Project governance is a 
criticaL factor in the 
success of aLL Projects. 

“Project governance 
LV�FRQFHUQHG�ZLWK�ȴYH�
areas: business success, 
customer impact, 
team impact, project 
HɝFLHQF\��DQG�SUHSD-
ration for the future; it 
is a critical factor in the 
success of all projects.”

gLen b. aLLeMan

Glen B. Alleman is a program 
performance management leader 
in space, defense, and power 
systems. His specialties are: 
VRIWZDUH�LQWHQVLYH�GHYHORSPHQW�
for space, defense, energy, 
industrial, and commercial 
domains, program planning 
and controls, risk management, 
LQWHJUDWHG�PDVWHU�SODQ���
LQWHJUDWHG�PDVWHU�VFKHGXOH��Ζ03�
IMS), and program performance 
management.

PrinciPLes of PerforMance-based Project ManageMent 

Principle at Niwot 
5LGJH�//&
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3URMHFW�JRYHUQDQFH�LV�FRQFHUQHG�ZLWK�ȴYH�DUHDV��EXVLQHVV�VXFFHVV��
FXVWRPHU�LPSDFW��WHDP�LPSDFW��SURMHFW�HɝFLHQF\��DQG�SUHSDUDWLRQ�IRU�
WKH�IXWXUH��LW�LV�D�FULWLFDO�IDFWRU�LQ�WKH�VXFFHVV�RI�DOO�SURMHFWV��:KLOH�WKH�
principles and practices are necessary for project success, we also 

need processes to guide us in how to apply them.

���2UJDQL]H�WKH�SURMHFW�
2. Plan, schedule, and budget the work.
���&DSWXUH�DFWXDO�FRVWV�RI�WKH�SURMHFW�
4. Assess cost and schedule outcomes against technical performance.
5. Record all changes to cost, schedule, and technical requirements.
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LRYH�\RXU�SURMHFW��DQG�\RXU�WHDP�ZLOO�IHHO�\RXU�SDVVLRQ�IRU�LW��ΖI
\RX�GRQȇW�EHOLHYH�LQ�\RXU�SURMHFW��\RXU�WHDP�ZLOO�QRW�IROORZ�XS��

/HDGHUVKLS�LV�DERXW�\RXU�SDVVLRQ�WR�JHW�WKH�REMHFWLYHV��UHPHPEHU�WKDW�
your project team is made up of people with feelings and family, so be 

human and hear them.

Projects are about people: A sponsor is a person with a context, a customer is a 
person with a context, teams are formed by people with a context. understand 
WKHP��KHDU�WKHP��KDYH�HPSDWK\�ZLWK�WKHP��DQG�WKH\�ZLOO�IROORZ�\RX��5HDFK�WKHLU�
hearts, and all will be easier.

KEY LESSONS
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Projects are about PeoPLe.

understand the PeoPLe on 
your Project, and your 
chance of success 
increases.

“Love your project, 
and your team will feel 
your passion for it.”

jose Moro

Industrial engineer and project 
management professional, Jose 
Moro is an expert at helping 
RUJDQL]DWLRQV�WR�LPSOHPHQW�
project management and project 
portfolio management solutions.

Love your Project, and your teaM WiLL, too

&(2�RI�JHGSUR
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Meet AtTask

$W7DVN�LV�D�FORXG�EDVHG�(QWHUSULVH�:RUN�0DQDJHPHQW�VROXWLRQ�WKDW�KHOSV�Ζ7�DSSOLFDWLRQ�GHYHORSPHQW�JURXSV�
and other enterprise teams not only manage their work, but also think smarter about the entire lifecycle of work. 
ΖW�RHUV�D�VLQJOH�VRXUFH�RI�WUXWKȃRQH�V\VWHP�IRU�HYHU\WKLQJ�IURP�DG�KRF�UHTXHVWV�WR�ORQJ�WHUP�SURMHFWV��$W7DVN�
SURYLGHV�D�VSDFH�ZKHUH�WHDP�PHPEHUV�FDQ�FROODERUDWH��SULRULWL]H��DQG�TXLFNO\�XSGDWH�WKH�VWDWXV�RI�HYHU\�WDVN��
SURMHFW��DQG�LVVXH��ΖW�DOVR�RHUV�D�FRPSOHWH�VROXWLRQȃSRZHUIXO�HQRXJK�IRU�WHFKQLFDO�XVHUV��LQWXLWLYH�HQRXJK�IRU�
EXVLQHVV�VWDNHKROGHUV��DQG�ȵH[LEOH�HQRXJK�WR�XWLOL]H�$JLOH��:DWHUIDOO��RU�D�PL[�RI�WKH�WZR�

2YHUDOO��$W7DVN�LQFUHDVHV�YLVLELOLW\ȃIURP�UHTXHVW�WR�UHSRUWLQJȃWR�HOLPLQDWH�WKH�FKDRV�RI�UDQGRP�ZRUN�UHTXHVWV��
WHGLRXV�VWDWXV�PHHWLQJV��DQG�HQGOHVV�HPDLO�WKUHDGV��$QG�ZLWK�YLVLELOLW\��SURMHFW�PDQDJHUV�FDQ�OHDG�

to learn more about attask enterprise Work Management, 
please contact us at the following:

www.attask.com | + 1.866.441.0001 | + 44 (0)845 5083771

http://www.attask.com
http://www.attask.com
http://www.attask.com

