
2 Introduction

may be required with challenging or questionable proj ects. That takes time and 
dedicated effort. A complete proj ect man ag er needs to persist, much like an infec­
tious mosquito, with all proj ect stakeholders, and use your patience to get results.

In contrast, many or perhaps most of us are incomplete when it comes to 
skills, knowledge, and attitude that lead to consistent proj ect successes. As a con­
sequence, proj ect failures are all too common. We suffer from missed deadlines, 
insufficient resources and support, missed commitments, surprises, new chal­
lenges we are unprepared to meet, unhappy team members and customers,  career 
stagnation, unfulfilled dreams and aspirations, perhaps even depression. We 
think we are  doing our job— after all, we  were trained as professionals— but we 
appear myopic and blind to the bigger picture. Strug gles are all too common. We 
are victims of politics, disappointed that our ideas are not accepted, and do not get 
 others on our side. Strategic goals are a foreign concept. No won der we are stuck 
on a plateau. We (the authors) often feel incomplete  because of our continuous 
desire to improve. We need to squarely face personal deficiencies. We strongly 
believe that continuously moving forward and improving needs to be cultivated 
by  every proj ect man ag er— lifelong continuous learning.

 There is hope. When operating in our strengths, regardless of personality— 
being introverted or extroverted, quiet or loud—we can get along with  others, 
share the credit, and complement each other. Being mediocre or being over­
confident are not good options. When we pair up with  people and team mem­
bers who possess complementary strengths and skills, we become more complete. 
Opposites can thrive in exquisite harmony.

Sometimes it appears necessary to operate as a proj ect office of one— a POO. 
With no formal position or authority,  these  people feel alone within their organ­
izations. They may not have a structured learning system; they keep knowledge 
to themselves since  others may not be ready to receive it; they are “ahead of the 
pack” in wanting to apply skills and techniques that are not generally accepted. 
Having both aptitude and interest, they may serve as a central source to identify, 
schedule, track, and coordinate more effective pro cesses and relationships. This 
role may be a position to which  people devoted to excellence in proj ect work can 
aspire, as they eventually serve as change agents within organ izations.

It seems that the only constant  thing in our society during the twenty­ 
first  century is change— technical changes, paradigm shifts, proj ect man ag er 

Figure I-1: Protein Models
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That’s what organ izations want. If you take that competency skill pro­
file that looks just like the executive recruiter’s,  they’re looking for some­
body to lead the organ ization in a proj ect management context.  They’re 
not looking for any of us to manage proj ects and programs.  They’re look­
ing at us to lead the change in the organ ization through proj ect and pro­
gram management. And that’s a fundamental shift that’s been taking 
place, but I can tell you it’s radically on the rise. Have you ever assessed 
your talent gap personally or or gan i za tion ally, if  you’re responsible for it? 
If you  haven’t, start  today (Langley 2013, excerpted from YouTube . com).

Mark Langley’s leadership has led the Proj ect Management Institute to embrace 
the PMI Talent Triangle. In  today’s increasingly complex and competitive global 
marketplace, technical skills are simply not enough. Companies are seeking 
added skills in leadership and business intelligence to support longer­ range 
strategic objectives that contribute to the bottom line. The ideal skill set de­
picted in the PMI Talent Triangle (see Figure I­2) is a combination of technical, 
leadership, and strategic and business management expertise. Developing  these 
employer­ demanded skills help individuals stay relevant and competitive.

Outline of Topics
Mark’s comments and the Talent Triangle serve as a perfect introduction to the 
material in this book, wherein we cover most areas and offer means to assess 
talent gaps. Each chapter highlights thoughts, experiences, and stories about a 
par tic u lar skill. The companion book The Complete Proj ect Man ag er’s Toolkit, 
available online, provides additional toolsets for applying the skills.  Here is an 
outline of what is covered in this book:

TECHNICAL
Domain expertise

� Time, budget, and cost estimation
� Requirements management and
 traceability � Business

 acumen

� Interpersonal skills
� Coaching and mentoring

� Emotional intelligence
� Problem solving
� Team building
� Influencing
� Negotiation
� Listening
� Brainstorming

� Conflict management

� Benefits
 management
 & realization

� Competitive analysis
� Operational functions

� Business models
 and structures

� Customer satisfaction
� Industry knowledge &
 standards

� Legal & regulatory compliance
� Market awareness & conditions

� Strategic planning, analysis, alignment

� Data gathering and modeling
� Earning value management

� Governance
� Agile practices

� Scope management
� Risk management

� Schedule management
� Lifecycle management

� Performance management

LEADERSHIP
Competency in guiding and motivating

STRATEGIC & BUSINESS MANAGEMENT
Business oriented skills

Figure I-2: Detailed PMI Talent Triangle
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• Change management skills. You cannot move forward and stay the 
same at the same time. The keys to dealing with change successfully 
are having a good attitude  toward it and being prepared to meet it. 
Understand the change management pro cess.

• Sales skills. Know that you are continuously in sales cycles through­
out proj ect life cycles. Do not be a victim of lost sales or opportuni­
ties. Embrace the sales pro cess as the means to secure necessary 
commitments in a genuine manner that is worthy of a complete 
proj ect man ag er.

• Market/customer knowledge. All proj ects have a customer. Com­
plete proj ect man ag ers take care to understand market forces and 
customer satisfaction issues. Apply servant leadership skills. 
Implement ethical practices in all interactions.

• Integration and epilogue. Form a more complete picture of your 
role by integrating key concepts via storytelling, perhaps as a proj ect 
office of one (POO).

Throughout the book, we emphasize the importance of having a positive atti­
tude and how that approach helps organ izations achieve proj ect success.

Visualization
How can a huge multivitamin pill require several in a dose whereas a potent 
antibiotic is tiny? The answer lies in molecular complexity— a combining of vari­
ous molecules. We use the structure of a complex molecule as a meta phor to 
highlight key components of the complete proj ect man ag er (with thanks 
to Wikipedia and with apologies to the chemical discipline).

Organic chemistry is a subdiscipline within chemistry involving the scientific 
study of the structure, properties, composition, reactions, and preparation of 
carbon- based compounds, hydrocarbons, and their derivatives.

Organic compounds are structurally diverse. The range of application of 
organic compounds is enormous. They form the basis of, or are impor tant con-
stituents of, many products and almost all earthly life pro cesses.
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Figure I-3: Molecular Compound
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In chemistry, the power of an antioxidant depends on its structure, which 
is made up of rings. Antioxidants use  these rings to capture rogue electrons and 
neutralize  free radicals. The more rings, the better it works. Resveratrol from 
red grapes has only two rings. Catechins from green tea have four rings. In con­
trast brown algae— ecklonia cava— has eight interconnected rings, making it a 
veritable electron­ trapping, free­ radical­ killing machine!

An ever­ expanding number of professions and industries are embracing proj­
ect management, recognizing the benefits of a disciplined approach to create new 
outcomes. This expansion has created a need to develop new ways to apply estab­
lished pro cesses and has increased demand for prac ti tion ers with varied skill sets 
who can operate in increasingly complex environments. Leaders with robust skill 
sets can fuse disparate groups into new organ izations through organic growth or 
mergers.  These groups can then build novel or innovative solutions.

 Today’s research targets feature molecule bearing groups, such that an inter-
changing of any two groups leads to stereoisomer molecules that have the same 
molecular formula and sequence of bonded atoms but which differ in the three- 
dimensional orientations of their atoms in space.  Human hands are an example of 
stereoisomerism— having the same physical properties except for the direction in 
which they rotate. Two compounds that are mirrors of each other have the same 
physical properties, except for the direction in which they rotate and how they 
interact with other compounds. They may have substantially diff er ent biological 
effects. (See Figure I­4.)

No longer  will one job description suffice for managing proj ects, programs, 
and portfolios.

In contrast to many inorganic materials, organic compounds typically melt, 
and many boil. The melting and boiling points correlate with the polarity of the 
molecules and their molecular weight. Organic compounds are usually not very 
stable at temperatures above 300°C.

Such is life.  People have their limits, and when  those limits are reached, they 
totally disengage— melt away—or they boil over in emotional outbursts.  These 
reactions are attributable both to natu ral personality inclinations and to the cop­
ing skills a person has developed. Complete proj ect man ag ers are able to main­
tain greater stability.

RC
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HR

Figure I-4: Stereoisomer Molecules
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10 Introduction

Life on Earth is made of left- handed amino acids, almost exclusively,  because 
they are made of similar acids that formed in space and fell to Earth in meteorites. 
Why do amino acids in space  favor left? No one  really knows, but it is known that 
radiation can also exist in left-  and right- handed forms.

New possibilities can emerge from concentrated intent and research. Is it 
pos si ble to create right­ handed molecules? Who knows? Maybe,  because they 
are known to exist. Similarly, the possibilities are unlimited for complete proj­
ect man ag ers who strive to develop new skills. The profession of proj ect, pro­
gram, and portfolio management  will truly benefit from their efforts.

You can use Figure I­5 as a guideline or outline in a journey to build your 
own combination of “molecules”— your proj ect management skill set.

Figure I-5: A Complete Proj ect Man ag er “Molecule”

Change
Management

Project
Management

Market/
Customer

Leadership/
Management

Sales

Integration

Personal

Negotiating

Political

Environment

The
Complete

Project
Manager

Organization

Humor/Fun

Con�ict
Management

WARNING: BECOMING A COMPLETE PROJECT MANAGER MAY 
 ENHANCE SELF­ESTEEM, LEAD TO GREATER OPPORTUNITIES, 
RESULT IN CONSISTENTLY DELIVERING OPTIMIZED RESULTS, 
AND INCREASE PERSONAL SATISFACTION. ARE YOU READY?
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12 the complete project manager

In this chapter, we cover leadership and management skills— those vital vision­
ary and “can do” competencies so necessary for  people in a position to influ­
ence colleagues, team members, upper man ag ers, clients, and  others. The 
complete proj ect man ag er possesses charisma, teachability, re spect for self and 
 others, qualities of leadership, and courage, as well as lead­ by­ example, del e ga­
tion, listening, and relationship­ building skills. He or she has to interact with 
 people and achieve results. Ethical be hav ior is critical.

Leading versus Managing
We start by highlighting, in  Table 1­1, the activities performed when leading or 
managing a team. Many debates ensue around differences between leadership 
and management. Our position throughout this book and in our seminars is 
that both are necessary. Proj ect man ag ers tend to view their jobs as managing. 
We believe complete proj ect man ag ers also need to be leading.

Leading a Team Managing a Team

Setting a direction: Creating a vision  
of the proj ect, with implications for  
the roles and contributions of team 
members

Planning and bud geting: Developing  
a plan for the proj ect, including objec­
tives, critical path, milestones, and 
resources needed

Aligning  people: Seeking commitment 
by communicating and interpreting the 
vision together and translating the roles 
and potential contributions into 
expectations for team members

Organ izing and staffing: Determining 
the tasks, roles, and responsibilities 
required for the proj ect; assembling 
individuals with appropriate knowl­
edge, skills, and experience

Influencing and inspiring: Encourag­
ing and assisting individuals to actively 
participate by establishing open and 
positive relationships, by appealing to 
their needs, values, and goals, and by 
involving, entrusting, recognizing, and 
supporting them

Controlling and prob lem solving: 
Monitoring and evaluating the pro gress 
of the team through observation, 
meetings, and reports; taking action to 
correct deviations from the proj ect plan

In some cultures,  people do only what has been defined as their responsi­
bility. Consider the following joke:

Long, long ago, a soldier was shot in the leg in  battle and suffered from con-
stant pain. An officer in the troop sent for a surgeon versed in external medicine 
to treat the soldier’s wound.

The surgeon came to have a look, then said, “This is easy!” He cut off the ar-
row shaft at the leg with a big pair of scissors and immediately asked for fees for 
the surgical operation.

Table 1-1. Project Manager Activities
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14 the complete project manager

know what leaders want, know how to do it, and have the resources to carry it 
out, but simply not bother to do it.
Putting efforts to ensure  these four ele ments are in place, efficiently and effec­
tively, is a good  recipe to follow.

START BY LEADING YOURSELF
Have you ever worked with  people who did not lead themselves well? Worse, have 
you ever worked for  people in leadership positions who could not lead themselves? 
We have, and in  those situations, we felt very bad, unsupported, and disappointed.

 These  people are like the crow in a fable that goes like this: A crow was 
sitting in a tree,  doing nothing all day. A small rabbit saw the crow and asked 
him, “Can I also sit like you and do nothing all day long?” “Sure,” answered the 
crow, “why not?” So the rabbit sat on the ground below the crow, following his 
example. All of a sudden, a fox appeared, pounced on the rabbit, and ate him.

The tongue­ in­ cheek moral of the story is that if you are  going to sit around 
 doing nothing all day, you had better be sitting very high up. But if you are where 
the action is, you cannot afford to be sitting around  doing nothing. The key to 
leading yourself well is to learn self­ management. We have observed that many 
 people put too much emphasis on decision making and too  little on decision 
managing. As a result, they lack focus, discipline, intentionality, and purpose.

Bill George, former chairman and CEO of Medtronic and a professor at Har­
vard Business School, says in his material on “True North” (2015):

• Lead yourself first
• Become an empowered leader
• Get in touch with your emotional intelligence
• Reframe who you are
• Be true to your values

Figure 1-1: L2M2  Recipe

Leadership

Communication
about new
behaviors

Road map of
change Comprehensive Implementation &

communications Formal & informal

Why Training—formal &
on job

Processes &
tools

Reinforce new
behaviors

Knowledge and
skills required

All resources
necessary

Incentives and
consequences

Learning Means Motivation
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choose what position we  will take  toward our circumstance regardless of the 
mood we may be in” (2009, 51).

When we talk to proj ect management audiences, we want to show we care 
about them and demonstrate how impor tant it is to communicate with  others. 
We use pictures, jokes, and video clips to help  people understand and remember 
what we said. We demonstrate an attitude that we care about communicating ef­
fectively with the audience and use vari ous means to make our message as clear 
as pos si ble. We also spend extra effort in preparing slides or seminar materials to 
ensure the message we want to share comes across clearly and memorably.

PROJ ECT ATTITUDE
We are used to talking about the attitude of individuals, but it is impor tant to 
recognize that proj ect teams and organ izations also have attitude. Usually, how­
ever, when we talk about an organ ization’s attitude, we use the term orga-
nizational culture. When we talk about a proj ect’s attitude, we use the term 
proj ect culture. The proj ect man ag er’s attitude dramatically affects team attitude.

For instance, an impor tant team attitude is confidence. The development 
of a proj ect pre sents tremendous challenges to a proj ect team. Sometimes it can 
even feel like an act of faith. An enormous amount of detail is collected, ana­
lyzed, or ga nized, and assimilated into a functional  whole. On very large efforts, 
only a few key individuals may understand the total big picture, and even this 
understanding may be at varying levels of completeness. This ambiguity can 
sometimes test the confidence of team members. Given  these uncertainties, how 
can a team feel assured and confident of success throughout the pro cess and 
have this reflected in individual team member attitudes?

Figure 2­1 shows key qualities and beliefs that, in our experience, determine 
 whether or not an individual, team, or organ ization has the attitude needed to 
successfully lead or actively participate in a proj ect.

Figure 2-1: Desired Proj ect Attitude

9. Self-Confidence
Belief in self

Optimistic

In others

In the organization

Creativity

Innovation

Intuition

Focus on
solution

Keep
stakeholders
informed

1. Respect

2. Responsibility

3. Empathy

4. Openness

8. Trust

7. Willingness
to Participate

6. CII

For the individual

For the organization

Strong sense of
commitment

Listening to other people

Understanding where
others are coming from

To look at ways to improve

5. 3 P’s

Patience

Persistence

Passion

To look at new opportunities

To look at alternate solutions

Strong sense of
responsibility

For the team

Desired Project
Attitude
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60 the complete project manager

Director of Product Development Lewis Buch
Director of  Human Resources John Patches

But are  there other stakeholders as well? And who holds influence over whom?
Upon further investigation,  here is what you discover:

1. The entire  human resources (HR) team  will be impor tant to the 
reorganization— not just the director of HR. Tom Basson, the newly 
hired change agent,  will be especially impor tant.

2. Rose Gil has worked with Lewis Buch for over fifteen years, and she 
values Lewis’s input on strategic initiatives.

3. The board of directors is chaired by a longtime associate of Lewis 
Buch. Like Rose Gil, the board chair values Lewis’s opinions and has 
never objected to any initiative Lewis has backed.

4. John Patches and Luis Bucero have a history of conflict  because Luis 
was very late to realize HR’s strategic value. Luis still has difficulty 
spending money on HR proj ects, which he considers to be “soft” 
expenses. Getting Luis’s buy­in is critical if you want the financial 
resources needed for the change.

So, when you look more closely, you identify additional  people who  will have 
an impact on the reor ga ni za tion plan. And not every one has the same influence. 
The resulting influence map looks something like Figure 2­2.

Lewis Bush
Director of

Product
Development

Luis
Bucero

CFO

John
Patches
Human

Resources

Tom
Basson
Change
Agent

StaffCristina
Hans
Mkt.

Director

Board of
Directors

Key
Circle size = Overall influence
Line direction = Effect of influence
Line width = Strength of influence

Rose Gil
CEO

Figure 2-2: Influence Map
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64 the complete project manager

years. In that training, the teacher distributed to the attendees some proj ect 
management articles and alerted me to the existence of PMI, the Proj ect Man­
agement Institute, as a professional association. I asked my man ag er if I could 
attend the PMI Global Congress in 1993 and,  after some discussions, he accepted 
my request. A huge win dow opened to me when I went  there.

The first day of the congress, I was a  little frustrated  because I was the only 
Spanish professional attending, and I was conscious that we had many proj ect 
management prac ti tion ers in Spain who  were not  there. I attended a session called 
Global Forum, or ga nized by David Pells (who now operates the website PM 
Forum . org).  There I met many professionals with whom I would have relation­
ships over a period of many years. I had the opportunity to distribute a lot of busi­
ness cards, I collected many cards from colleagues from diff er ent countries and 
areas of expertise, and I had a good time talking to and connecting with  people.

That first event was very power ful for me. It motivated me, and I understood 
the huge power of networking with  people. Over the years I continued attend­
ing  those annual PMI congresses, and now I have a big network that increases 
year by year. I always take care of keeping my network alive.

THE  GREAT BENEFITS OF NETWORKING
Your success starts with you, but it can grow if you participate in professional 
associations and make the effort to build relationships with  people. Simply put, 
you cannot succeed on a  grand scale all by yourself. The power of networking 
is nothing short of awesome.

That is why networking is so impor tant. Networking may be defined as the 
development of relationships with  people for mutual benefit. Figure 2­3 shows 
vari ous business benefits a proj ect professional can reap from networking 
activities.

But what can you do to enhance the effectiveness of your network?

TAKE ACTION

1. Proj ect a winning attitude. Attitude is key to success in networking. If 
you are positive and enthusiastic,  people  will want to spend time with 

6. Assists in solving problems

5. Help professional relationships
 for personal and professional growth

4. Provides valuable information
 and resources

2. Increases business and
 professional opportunities

3. Helps find the right people to fill
 critical positions or jobs

Benefits of
Networking

1. Generates new clients or
 business leads

Figure 2-3: Benefits of Networking
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Take advantage of everyday opportunities to meet  people. You can make ex­
cellent contacts just about anywhere. You never know from what seed your 
next valuable relationship  will sprout. Review and practice the best practices de­
picted in Figure 2­4.

Treat  every person as impor tant, not just the “influential” ones. Do not be a 
snob. Any person you meet ( whether or not she is the boss) may have a friend 
or relative who can benefit from your product or ser vice. So, when speaking to 
someone at a meeting or party, give that person your undivided attention.

And please avoid being one of  those  people who gaze around looking for 
“more impor tant”  people to talk to. You know the situation: you are talking with 
someone, then he notices someone out of the corner of his eye, someone he 
deems more impor tant than you. So he stops listening to you and abruptly breaks 
away to start a conversation with that other person.  Don’t do that! Treat  every 
person you encounter with dignity and re spect.

Some years ago, I (Bucero) was in Washington, D.C., to attend proj ect man­
agement training. At lunch, instead of sitting with some friends from my com­
pany, I sat down at a  table where I did not know anyone. Sitting at that  table 
was a man named Frank, and we struck up a conversation. His organ ization 
conducts excellent training programs on soft skills for professionals.

6. Be willing to go
     beyond your
     comfort zone

5. At meetings and
     seminars, make it
     a point to meet
    different people

4. Treat every
     person as
 important

2. Call people from
     time to time just
     because you care

3. Take advantage
     of everyday
     opportunities to
     meet people

Build up new
relationships

Call people
on your
network

Listen to other
people

Don’t be a
“ME” type

Ask how
are they?

Explore
opportunities
with new
people

1. Be a good
     listener

Don’t be
a snob

Do not
concentrate only
on important
people

Don’t be
shy

Introduce
yourself to
new people

Don’t be
nervous; the
other person
is also a
human being

Make extra
effort to
meet new
people

Do not sit
with the
same
people
all the time

Best Practices for
Communications

Figure 2-4: Best Practices for Communication
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74 the complete project manager

An assessment tool is found in The Complete Proj ect Man ag er’s Toolkit. As­
sess your areas of strength and the best practices you employ to achieve high 
scores. Continue or expand  these practices and share them with  others. For ar­
eas in which you score lower, seek out  others with high EQ scores and probe for 
practices they use that you can emulate.

Another awareness viewpoint is to realize it is not pos si ble to win all  battles. 
The effort may be too  great, and the output may have  limited value. The advice 
we hear from wise elders and we want to pass along is: pick your  battles care-
fully. Conduct a return on investment assessment and prioritize where efforts 
are best applied.

Generational Skills
THE MILLENNIAL PROJ ECT MAN AG ER
The real ity is that we now have good young professionals to work with as proj­
ect man ag ers. They  will be the se nior proj ect man ag ers of our  future. We be­
lieve that learning to work with millennials is key  because they  will increase in 
power and influence over the next several years.

WHY?
The first question that came to our mind is why? Why do we need to pay atten­
tion to the millennial proj ect man ag er? As positive professionals we consider 
 every change as an opportunity to learn something. Since the year 2000, changes 
are one of the constants in our life as proj ect professionals. Society has changed, 
and it is still changing, habitudes are changed, values have changed, and the 
most impor tant  thing is that we need to face  those change in  every proj ect we 
manage.

We had the opportunity to ask a  couple of questions to a group of 189 profes­
sionals who belong to multinational organ izations in Eu rope. The questions  were:

• Do you have millennials on your team?
• If you are a millennial, what is your role in the proj ect you are 

working for?

The results are shown in Table 2­1.

Do you have millennials on  
your team?

If you are a millennial, what is 
your role?

• Yes: 73% • Proj ect man ag er: 66%

• No: 27% • Team member: 34%

Most of their proj ect man ag ers  were millennial proj ect man ag ers and 73  percent 
of the total population interviewed  were millennials too. We need to concentrate 

Table 2-1. Millenial Data
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84 the complete project manager

 After we worked for several weekends, I de cided to ask the customer if my 
team could start working on Monday at 11:00 a.m. instead at 8:00 a.m. to com­
pensate them for their effort over the weekend. The customer accepted my pro­
posal immediately. For several weeks I had a fear of asking the customer for this 
concession, but when I asked for it, I got it.

Getting Prepared
Before engaging in any negotiation, the most impor tant  thing to do— and the 
foundation for every thing else—is to be prepared. Even spur­ of­ the­ moment 
negotiations— for example, catching a core team member or another stakeholder 
in the hallway and engaging in a negotiation then and  there— will go better if 
you spend a  little time mentally preparing and reviewing the pro cess ahead of 
time. A solid proj ect plan, communications plan, po liti cal plan, and stakeholder 
management strategy all provide essential background for effective negotiations.

Timing (when), information (what), approach (how), and power (who)— the 
four forces of negotiation (see Figure 3­1)— are key considerations in  every ne­
gotiation. Prepare answers to  these questions ahead of time.

BENEFITS
Proj ect man ag ers need negotiation skills  because they continually interact with 
and manage a number of forces:

• Positional authority of proj ect man ag ers (often very low)
• Team member reporting structures (complicated)
• Orga nizational structures (convoluted)
• Shared resources (challenging)
• The effects of a dictatorial style (overbearing)

1
TIMING
• What is deadline?
• Getting o
 to a good start

• Link to strategic goals
• Identify objective criteria

• Commit to win-win
• Reward e
ective behavior

• Ability to get things done
• Understand alternatives; invent elegant options

INFORMATION

APPROACH

POWER

1

2

3

4

Figure 3-1: Four Forces of Negotiation
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90 the complete project manager

• Developing a good BATNA
• Understanding the other party’s BATNA
• Making a carefully crafted commitment: an offer, something you 

 will do, or something you  will not do

The stages in the negotiation life cycle are depicted in Figure 3­2. It is not al­
ways a given that negotiations must happen, especially if the status quo is fine 
or other alternatives exist. But if  there is a need for opposing parties to reach a 
mutual solution, engage dutifully in each step in the life cycle.

Ten Rules of Negotiating
The mind map in Figure 3­3 summarizes the ten rules I (Englund) learned 
during that first course. It applies for be hav ior during all negotiations. None 
are optional. Some may come easier than  others;  others you may only remem­
ber in the milliseconds of thinking time before you speak. The more you 
adopt the rules into your belief system and the more you practice them, the 
more readily you internalize them, resulting in actions that come easily and 
naturally.

One of the princi ples of effective negotiating is to go for win­ win. That should 
be the only acceptable outcome. (If that is not pos si ble, a wiser approach is 
to invoke the option not to negotiate, especially if the status quo is acceptable.) 
Intentional influencing does not have to result in winners and losers, or be 
characterized as manipulation, conflict, or competition. To achieve win­ win 
outcomes:

• Identify the
 issue
• Define the
 problem
• Decide
 whether to
 negotiate,
 dominate,
 acquiesce,
 or avoid

• Understand the
 problem
• Define goals
• Build
 relationships
• People/roles
• Use standards
• Define your
 BATNA &
 improve it
• Define their
 BATNA &
 worsen it

• Nurture
 relationships
• Check
 compliance
 (build this
 into the
 agreement!)

• Congratulate
 the other
 parties
 (never gloat)
• Follow up to
 assure the
 action plan is
 implemented
• Carry out the
 agreed-upon
 solution

• Generate
 alternatives
• Evaluate
 alternatives
• Select
• Reiterate
 agreements
• Capture
 agreements
 in writing
• Create an
 action plan &
 timeline

Decide to
Negotiate Prepare Negotiate

Negotiation Life Cycle

Execute
Follow

Up

Figure 3-2: The Negotiation Life Cycle
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• Consider all stakeholders and how they  will be impacted.
• Ask for their thoughts and listen carefully to their responses; answer 

their questions.
• When prob lems arise, consider how to alleviate them, or what 

outcomes might make solving the prob lem worth the extra trou ble.
• Offer something of value to the other party in exchange for what is 

being asked of them.

Another key princi ple is being prepared for a negotiation— knowing both sides’ 
options, as well as starting and desired end points.  People are definitely at a dis­
advantage when they are asked to negotiate without this information. They ask 
lots of questions and take more time to fully explore both sides’ needs and 
options before rushing to a judgment, which could have far­ reaching, negative 
consequences.

Note that a detailed “Guide to Prepare a Negotiation” template is available 
in the online The Complete Proj ect Man ag er’s Toolkit.

 People need to train themselves to remain firm in applying the ten rules 
of  negotiating. Merely knowing  these rules and recommendations does not 
 automatically mean that one truly adopts, adapts, and applies them. Kimberly 
Wiefling explains why  people do not put what they know into practice: “Win­ 
lose thinking is the first instinct for many  people in any negotiation . . . .  Any 
joint decision­ making or problem­ solving is a negotiation, and we all negotiate 
many times a day with our teammates.  Doing better than  others occupies our 
time while making real pro gress takes a back seat. Fear of losing, coupled with 
a lack of clear goals, prevents  people from even playing the game” (2007, 111).

Colleague Remco Meisner states, “Do not take a stand that you intend to 
defend as if you are at war. Go with the flow and realize that  there are many 
points of view that can be shifted, bent or taken out without damaging the orig­
inal ideas  behind the proj ect. We call it polderen in the Netherlands: We talk to 

Never reward
intimidation tactics10

Be prepared

Know your
bottom line

Limit your
authority

Know your
opening offer

Know your
status

Float trial
balloons

Gather
information

Be positive

Be patient

TEN
RULES OF

NEGOTIATING
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7
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Figure 3-3: Ten Rules of Negotiating
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programs, and portfolios across a project­ based organ ization. This effort may 
be a massive change for the organ ization, requiring intense negotiations to 
adopt, adapt, and apply a change management pro cess.

Figure 3­4 depicts a typical exchange between a proj ect man ag er and a spon­
sor that would lead to commitments from both parties. The sponsor makes an 
unreasonable demand, the proj ect man ag er pushes back to say it cannot be done, 
negotiations ensue, and a set of modified objectives are identified, the proj ect 
man ag er confirms that the proj ect is doable, the sponsor approves the proj ect, 
and the proj ect man ag er accepts the proj ect.

Sponsors need to accept that this kind of interchange is necessary. Some 
old­ school command­ and­ control sponsors may not like this approach, believ­
ing when they issue  orders,  others should follow. They may perceive proj ect 
man ag ers as being insubordinate. New­ school lead­ and­ coach sponsors accept 
the interchange as natu ral. Effective proj ect man ag ers develop and apply skills 
to push back and engage in collaborative negotiations with sponsors. Both 
sides apply due diligence in fulfilling mutually satisfying roles.

When the rules are not applied, are misapplied, or are forgotten, stalemate 
happens. Neither side is happy. Or one side “wins” while the other side “loses.” The 
goal is to achieve win­ win (see Fisher and Ury 2011). Identify clear outcomes and 
make them happen. Do this at the beginning and throughout the proj ect life cycle.

A GOOD OUTCOME
Let us now observe how the dialogue proceeds using the last set of rules for ne­
gotiating. The intent is to work through the emotions and pressures surround­
ing the proposed proj ect and arrive at an agreement that is acceptable to all 
parties. This wraps up a concerted effort to ensure that discussions with a spon­
sor are productive, leading to an agreement that both sides are pleased to ac­
cept and support willingly.

It is not necessary that the discussion be conflict­ free or even comfortable. 
Skill and perseverance are needed to surface feelings, assumptions, questions, and 
concerns that may initially be hidden or missing from a critical thought pro cess.

1. Objectives
2. Modified
 Objectives
3. Approval

Negotiate with Due Diligence

1. Can’t Do It
2. Can Do
3. Okay

Functional
Manager
(Sponsor)

Project
Manager
& Team

Figure 3-4: Achieving Commitments: Interchange Between Sponsor and PM
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those with deep insight in practices, relationships, and po liti cal games. 
Similarly, the lions from the PMO could make themselves even better 
heard if they align their voices with the lions from other organ izations. 
As described by Englund (2004), making the steps and changes “stick” 
to survive the test of time (and reorganizations) falls  under the purview 
of a strategic proj ect office (SPO). Invoke the power of the tiger (CEO) 
to successfully establish an SPO. Along the way, the ea gles need to find 
their counter parts. Ea gles are rare, as most bears and lions prefer to stay 
as they are, and  there is  little hope to develop them from within the 
PMO. However, ea gles are often found at the CTO (chief technology 
 officer) level or even outside the firm in professional organ izations, con­
sul tants, or at universities.  These internal and external voices can pro­
vide a significant weight to the PMO’s value­ add in moving the firm 
 toward its strategic objectives.

Looping Be hav iors
Causal loops, both vicious and virtuous, are a tool that helps depict the conse­
quences of po liti cal be hav iors. For example, it is easy to get caught in a vicious 
loop when  there is no time to create a clear and widely understood business 
vision— daily actions consist of prob lem solving and firefighting, often more 
driven by urgency than importance. Consequently,  there is no consistent pri­
oritization of work, and a vast diversity of “stuff” then happens, which leaves 
even less time to prioritize.

Choices are made in isolation, which creates duplication of effort or gaps in 
the product line. This leads to unsatisfactory business results,  because the impor­
tant  things do not get done. We then come full circle around the loop: we need 
a clear business vision. The trick is to break the loop somewhere— almost any­
where is fine when you understand how  these loops work.

Leaders, caught up in a vicious loop similar to Figure  4­1, who also act 
without authenticity and commit integrity crimes (see the list below), follow a 

Disintegration Need clear
business

vision

Results <
satisfactory

No
consistent

prioritization

Choices
made in
isolation

No time

Even less timeDuplication; gaps

Figure 4-1: A Vicious Loop
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Source Example

Resources Scarcity of money, time, personnel, or materials may cause conflict.

Goals Difference in goals (e.g., quality vs. quantity) can cause conflicts 
to arise.

Expectations Conflicts can arise when  people’s expectations are diff er ent and 
when one or more expectations are not met.

Perceptions  People’s perceptions of the world are often diff er ent, and  these 
differences may manifest themselves in conflict.

Values Values of individuals working together may be diff er ent, and when 
addressing prob lems in which values play a role, conflict may erupt.

Needs Individuals have diff er ent needs (e.g., recognition, safety, dignity, 
participation), and when  these needs are not met, frustration and 
conflict can surface.

Culture A lack of understanding surrounding cultural differences may lead 
to disagreements and conflict.

Dealing with Difficult  People
One of the  great sources of stress on a team is putting up with difficult  people. Dif­
ficult  people are  those who impede the actions and pro gress of  others. Their be­
hav iors reduce productivity and curtail teamwork. Dealing with difficult  people 
can be almost painful— they seem to inflict an emotional pain on  others. Difficult 
 people have power over a team  because they can control the team’s interactions.

According to Zachary Wong, PhD, a man ag er with over thirty years of 
managerial and proj ect management experience, difficult  people tend to  favor 
predominantly lower­ level be hav iors—in other words,  those that fall below the 
“set point” line in Figure 5­1— and consume team energy (Wong 2007). They 
take away time, resources, attention, and cooperation. Every thing becomes an 
effort. The team feels diluted, tired, discounted, and frustrated when dealing 
with a per sis tently difficult person.  People feel devalued  because the team ac­
cepts negative be hav iors and makes continual compromises and appeasements 
to placate them.

A per sis tently difficult person  will pull the team down to a lower level. If 
the team  settles into a lower dynamic state, then per for mance and quality suf­
fer. Operating at a lower level means that the team is functioning with less en­
ergy and synergy— the team has a lower “set point.” The team’s set point 
represents the collective mindset and spirit of the team. Instead of striving for 
the best, a team with a low set point is happy just to finish the work. Such a team 
practices poor team be hav iors (such as re sis tance, impatience, fearfulness, and 

Table 5-1. Sources of Conflict
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130 the complete project manager

defensiveness) more often than collaborative be hav iors (such as listening, giving 
to  others, and transparency).

Conversely, you know a team has a high set point when:

• Disagreements are encouraged, and conflicts are quickly resolved.
• Every one is transparent about their views and feelings.
• The team wants to work together rather than apart.
•  People care about each other.
• The team’s work output is greater than the sum of its parts.
• The team regularly seeks behavioral feedback.
• Reinforcement and recognitions are behavioral norms.

One approach to solving prob lems with difficult  people is to involve your man­
ag er. Ana explains how her man ag er approaches prob lem solving: “My boss has 
to constantly deal with difficult situations, since he is in charge of the IT de­
partment and the entire organ ization cannot work if, for example,  there is a net­
work prob lem, the Internet connection fails,  etc. He does not waste time 
thinking about assumptions and who could be the culprit. He tries to go always 
to the point and find the solution as quickly as pos si ble. One of his most famous 
phrases is: ‘Do not bring me a prob lem if you cannot suggest a solution.’ ”

I (Englund) used to believe in that phrase, and I’ve heard other man ag ers 
use it too. This is well and good for routine prob lems. Where I find it limiting 

COLLABORATIVE

CARING

TRANSPARENT

GIVING

INCLUSIVE

LISTENING

RESISTANT

IMPATIENT

CONTROLLING

Moving Below
the Line?

Moving Above
the Line?

EXCLUSIVE

FEARFUL

TAKER

DEFENSIVE

PATIENT

OPEN-MINDED

CLOSE-MINDED

“SET POINT”: AVERAGE DAY-TO-DAY BEHAVIORS

Figure 5-1: Examples of Be hav iors Above and Below the “Set Point.” Adapted from 
Zachary Wong,  Human  Factors in Proj ect Management, 2007. Reprinted with permis­

sion of John Wiley & Sons, Inc.
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136 the complete project manager

wiggle room  will go a long way to creating a strong working relationship. 
(Responsibility #8: Instill a team spirit and cooperative attitude with 
proj ect team members and between proj ect teams.)

If all of  these  things fail, then go to the proj ect man ag er with the sit­
uation and a request for resolution. State the facts, and  don’t dramatize 
or exaggerate the situation. It  doesn’t help solve the issue or put the proj­
ect back on track.

It is easy for proj ect man ag ers to get so involved in the proj ect itself and the pro­
cesses associated with getting the proj ect completed that we forget it is  people 
that make it happen.  People have feelings, and we need to be professional and 
compassionate in dealing with people­ related issues. The proj ect may end up be­
ing successful from a scope, time, quality, and customer satisfaction stand­
point. But if no one wants to work with you again on another proj ect, then you 
have failed as a leader and as a proj ect man ag er.

Constructive Contention
Some amount of conflict is healthy. As shown in Figure 5­2,  middle ground 
between the flight­ fight extreme reactions can be productive and more 
 effective.

 There are two styles typical of the ways in which  people approach conflict:

Flight: Avoid conflict whenever pos si ble.
Fight: Confront conflict in a somewhat combative way.

A more effective approach is:

Engagement: Where conflicts are proactively surfaced, discussed, managed, 
or resolved.

Excess
Cooperation

Excess
Conviction

Constructive
Contention

Whatever the
group wants.

I don’t care
what you do.

No way;
you’re all

wrong.
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made up.
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(avoidance)
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Let’s work together
to figure this out

Figure 5-2: Fight, Flight, or Engage?
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In this chapter, we build upon a foundation in A Guide to the Proj ect Manage-
ment Body of Knowledge, developed by the Proj ect Management Institute. Our 
goal is to add insights and examples to help complete proj ect man ag ers in their 
quest to make sense of and apply the PMBOK Guide— exploring the rest of 
the story. We step through the stages of the proj ect management pro cess and 
share suggestions for implementing the pro cess, focusing on  people issues ger­
mane to a complete proj ect man ag er mindset. We then offer a few words about 
creating proj ect and orga nizational excellence, responsibility, and competen­
cies. Guidance is offered about using appropriate methodologies, such as Agile.

Figure 6­1 displays the complete pro cess. Proj ect management is the appli­
cation of knowledge, skills, and techniques to execute proj ects effectively 
and efficiently. The PMBOK Guide identifies the recurring ele ments: the five 
pro cess groups of Initiating, Planning, Executing, Monitoring and Control­
ling, and Closing, and the ten knowledge areas of Integration, Scope, Time, 
Cost, Quality, Procurement,  Human Resources, Communications, Stakeholder 
Management, and Risk Management. While this guide provides a basic struc­
ture for proj ects, the rest of the story involves practice, ingenuity, and learning 
from  others in order to achieve breakthrough per for mances. Let us start with 
initiating proj ects.

Initiating Proj ects
A common  mistake is to focus on a benefit you are providing (an output) and 
not articulating the benefit of the benefit (the outcome—in other words, the 
value in business terms). Outputs are  actual deliverables or products/ser vices. 
Outcomes are the success criteria or a mea sur able result of successful comple­
tion of the outputs. Emphasis is often placed on collecting outputs, with  little 
attention paid to outcomes. But outputs may have  little intrinsic value  unless 
they are linked to outcomes.

For example, a complete proj ect man ag er might say, “By initiating a proj­
ect office to coordinate our portfolio of proj ects [output], we select the right 

Initiate Plan Execute
Monitor &

Control Close

Agreement Refine Plan

Organizational Learning

Figure 6-1: The Complete Proj ect Management Pro cess
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rewarding the firefighter “hero” who resolved the crisis but who may have been 
responsible for creating the “fire” in the first place (see Figure 6­2).

Organ izations may find that they need to overcome heroic symbols. Early on, 
AT&T became famous for its ability to pull off miracles in times of natu ral disas­
ters. The “rescuers”  were often treated as heroes, symbolized by the Golden Boy 
(shown in Figure 6­3)— a 24­ foot­ high statue depicting Mercury’s speed, the era’s 
sense of mystery about all  things electric, and the modern messenger, the tele­
phone. AT&T’s mission was to wire the world. This mentality carried over and be­
came incompatible with the proj ect management approach that became necessary 
in the modern organ ization. Admiration for heroic rescuers had to be replaced 
with admiration for  doing a competent job. And paradigm shifts— from wired to 
wireless, for instance— also drive the need for new be hav iors and attitudes.

Another question to ponder: does a credit­ processing organ ization such as 
Visa, which adopts a zero­ defects approach to transaction pro cessing for credit 
cards, carry that approach over to managing proj ects, creating an environment 
that demands perfection before completing proj ects? Be aware that historic 
foundations may hinder implementation of new pro cesses or innovation initia­
tives. Honor  these traditions while building a case and support for new ways to 
monitor and control proj ects.

CASE STUDY
An internal ser vice group had been operating as a proj ect office in a self­ funding 
mode: internal clients “purchased” ser vices and products via transactions or 
location code transfers. Bud gets  were based on head count, and offerings con­
tinued as long as clients saw value and voluntarily provided enough revenue 
to recover costs. In this mode, the group sponsored periodic events that be­
came quite popu lar, offering attendees exposure to external experts and best 
practices that colleagues  were implementing.

Shortly before one big proj ect was about to complete, an intense cost­ cutting 
requirement was imposed by se nior management. The director above the inter­

Figure 6-2: The Firefighter “Hero”
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nal ser vice group unilaterally imposed cost controls. He did this to set the stan­
dard for the rest of the organ ization, believing the proj ect was too vis i ble and 
that  people would not control costs on their own. This mandated action was in 
sharp contrast to the volunteer­ based, self­ funding model. The program man­
ag er was not asked how to conduct the proj ect at lower cost but was told to  either 
cancel it or make drastic reductions dictated by the director.

In this case, the director placed higher value on a show of action for reduc­
ing costs than on completing a proj ect that was perceived by many to be ex­
tremely valuable.  People resented his message, which took away their choice 
about  whether or not to participate. The program man ag er passionately argued 
for continuing the proj ect  because a carefully constructed set of offerings had 
been designed to meet client needs. He demonstrated the costs of cancellation 
with no value received, as opposed to continuing and receiving at least some 
marginal value, and thus received approval to continue— but was told to do so 
with one­ fourth as many participants.

The program man ag er’s focus all along was on offering a valuable outcome 
versus staying within bud get or tracking the breakeven point. He believed that if 
value is pre sent, the funding would be  there. This belief was tested by the direc­
tor’s actions, which seemed driven by other concerns. The program man ag er’s 
passion and per sis tence, as well as his courage to push back against oppressive pres­
sures, saved the proj ect (and also served as an “educational opportunity” for the 
director). Except for the pain they created, the director’s short­ term cost­ cutting 

Figure 6-3: The Golden Boy
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actions  were given  little or no credit and  were soon forgotten. Long  after its com­
pletion, however,  people still remember the good  things that this proj ect delivered.

Telling this story usually elicits a response such as: “Thanks, Randy! Once 
again, exposing the ridiculousness of arbitrarily setting some mea sure ment or 
target makes an excellent point!”

 People on proj ects often face similar dilemmas, in which two deeply held 
values are in opposition: do I want to create value or control costs?  There are no 
easy answers,  because the conflict is a  matter of right versus right. Individuals 
need to be clear on their values in order to navigate this difficult territory. 
Figure 6­4 depicts the balancing act and its consequences.

The ideal situation is to have optimum controls that achieve desired results. 
Desired results are usually identified by purpose, vision, and mission statements; 
by ele ments in the proj ect charter; and by discussions with key stakeholders. The 
optimum controls to achieve  those results, however, are often less clear. They 
may be derived from experience, discussions among proj ect teams and spon­
sors, or by accident. When controls are not pre sent or are minimal, the results 
appear chaotic, meaning the deterministic aspects of proj ect per for mance are 
lacking. Excessive controls, which are pre sent more often than not, lead to the 
undesired results that we want to address.

DRAW UPON COURAGE
We live in worlds of conflicting values or priorities. It takes courage to make 
tough calls. Resolve conflicting values and hidden dilemmas by engaging in dia­
logue with key stakeholders. Trust your judgment about what is most impor tant. 
Take a stand on which value you choose at the point of paradox, that point where 
it becomes impossible to achieve both values. What is most impor tant: being a 
hero or a planner? Control or results? Outputs or outcomes? You can then pursue 
both values up to the rare point where the two actually conflict; at that point you 
need to choose, and make clear to  others, what is most impor tant.

What ever action is taken requires moral courage, especially if the action is 
more difficult, less popu lar, diff er ent from tradition, something new or experi­

Optimum Desired

Excessive
 Interference
 Reports
 Measures
 Comfort

Chaotic
 Noncompliant
 Unpredictable
 Missed target(s)
 Inconsistent

Undesired
 Scope creep
 Dissatisfaction
 Busy work
 Low morale

Minimal
 Absence
 No follow-through
 Hands-off
 No standards

Control Results{ }

Figure 6-4: Control vs. Results
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The Competent Proj ect Man ag er
Competence is the ability to perform a specific task, action, or function success­
fully. Proj ect management competence goes beyond simply talking the talk. It is 
a leader’s ability to say it, plan it, and do it in such a way that  others know that he 
knows what he is  doing and know that they want to follow him. Competent proj­
ect man ag ers also close the loop— they learn from each proj ect. They are profes­
sionals who are always ready to learn and are always  going one step beyond. They 
are  people who overcome a fear of making  mistakes, who are able to recognize 
better ways to get a job done, and who can learn from successes and failures and 
from  others. Competence is a key to credibility, and credibility is the key to influ­
encing  others. Most team members  will follow competent proj ect man ag ers.

 Table 6­1 depicts three levels of competencies:

Individual
• Knowledge­ based
• Socially rooted
• Business judgment

Team
• Clearly defined goals and deliverables
• Proper mix of skills
• Adequate pro cesses and tools

Orga nizational
• Procedures and information to perform work
• Trained resources
• Vision, openness, and support for proj ect management

Competence is rooted in a variety of  factors:

• Motivation
• Energy
• Intelligence
• Skill level
• Knowledge

Each of us tends to be competent in one or a few of  these areas. However, highly 
competent  people are skilled in all of them. Incomplete proj ect man ag ers may 
need to focus on industries or areas where they possess knowledge or skills. 
Complete proj ect man ag ers who are highly competent in all of them may usu­
ally be successful no  matter where they work.

We advise to build on  people’s strengths. Design work to fit the worker, not the 
other way around. Best results occur in organ izations where all three levels of com­
petencies are properly aligned— across individuals, teams, and the organ ization.

Table 6-1. Competency Levels
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enough to roll with the punches and firm enough to deliver,” he says. 
(Thompson 2017)

Summary
Producing unique proj ect results is the aim of the proj ect management pro cess, 
which spans five stages from initiating to closing each and  every proj ect. A foun­
dation based on PMI’s A Guide to the Proj ect Management Body of Knowledge 
is a starting point. Throughout the journey, seek best practices in each phase of 
the proj ect life cycle and apply them. We share in this chapter a few practices 
that we have found helpful. Keep focused on  people and the results they can 
achieve. Invoke clarity of purpose through prob lem and vision statements.

Create excellence in proj ect management, both by developing skills and im­
plementing pro cesses, and move on to create orga nizational excellence through 
proj ect management, by tapping contributions from business analy sis and uti­
lizing a high­ performance project­ based organ ization that optimizes outcomes. 
Develop a set of competencies that reflects a high standard. Take responsibility 
for your actions. Be careful not to become too rigid in your approach; stay flex­
ible when working with  others; use methodologies appropriately.

1. Satisfy the customer through early 
and continuous delivery of valuable 
software.

2. Welcome changing requirements, 
even late in development. Agile 
processes harness change for the 
customer’s competitive advantage.

4. Business people and developers work 
together daily throughtout the project.

5. Build projects around motivated 
individuals. Give them the environment 
and support they need; trust them to get 
the job done.

3. Deliver working software frequently.

6. Conduct face-to-face conversations.

Twelve Principles 
Based on the 

AGILE Manifesto

12. At regular intervals, the team reflects 
on how to become more effective, then 
tunes and adjusts its behavior 
accordingly.

11. The best architectures, requirements, 
and designs emerge from self-organizing 
teams.

10. Simplicity–the art of maximizing the 
amount of work not done–is essential.

8. Agile processes promote sustainable 
development. Sponsors, developers, and 
users maintain a constant pace 
indefinitely.

7. Working software is the primary 
measure of progress.

9. Focus continuous attention to 
technical excellence and good design to 
enhance agility.

Figure 6-5: Princi ples of Agile
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a good opener for a team discussion about roles, responsibilities, and personal­
ity differences. The next step then is to get closure about how a team can work 
together more effectively.

We have derived yet another example from our own proj ect management 
experiences: the top ten reasons why some upper man ag ers do not want their 
 people using proj ect management (see Figure 7­1). We believe that each of the 
reasons provides a lighthearted yet impor tant incentive to help prepare a con­
tingency plan.

Humor across Cultures
We consulted with the Risk Doctor, Dr. David Hillson, PMI Fellow, HonFAPM 
(www . risk ­ doctor . com), for his diagnosis on humor in proj ect management. 
 Here is the “prescription” that he sent us from the U.K.:

Humour is a  great asset to effective communication, if it is used well and 
appropriately. And since every one agrees that all proj ect man ag ers need 
to communicate effectively, we also need to know how to use humour 
properly. Unfortunately, it is very easy to misuse humour, with negative 
results, especially where we are communicating cross­ culturally.

I experienced this firsthand when I spoke some years ago at a confer­
ence in Dublin, Ireland. All cultures make jokes about another nation 
or people­ group, and for the En glish this role is filled by the Irish. I 
thought a  simple “Irish joke” would be a good way to start my speech 
at the Dublin conference, so I chose something that I thought would 
be inoffensive and funny to get them on my side. “An Irish wolfhound 
lay in front of the fire chewing a bone. When he got up, his leg dropped 
off.” It was a disaster, received in stony silence, and the rest of my visit 

Our customers really love us, so 
they don’t care if our products 
are late and don’t work!

Organizing to manage projects 
isn’t compatible with our culture, 
and the last thing we need 
around this place is change.

We aren’t smart enough to 
implement project management 
without stifling creativity and 
offending our technical geniuses.

We might have to understand 
our customers’ requirements and 
document a lot of stuff, and that 
is such a bother.

Our bosses won’t provide the 
support needed for project 
management; they want us to 
get better results through magic.

We’d have to apply project 
management blindly to all projects 
regardless of size and complexity, 
and that would be stupid.

We figure it’s more profitable to 
have 50% overruns than to 
spend 10% on project 
management to fix them.

Top Ten 
Reasons NOT 
to Use Project 
Management

All our projects are easy, and 
they don’t have cost, schedule, 
and technical risks anyway.

Project management requires 
integrity and courage, so they 
would have to pay me extra.

I know there is a well-developed 
project management body of 
knowledge, but I can’t find it 
under this mess on my desk.
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Figure 7-1: Top Reasons Not to Use PM
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The Effects of Humor on Soft Skills
Humor affects all proj ect management soft skills (see Figure 7­2).

COMMUNICATION
 People pay more attention to speakers who use a humorous style, and humor 
improves information retention. I (Bucero) managed a proj ect outside my city 
of residence for two long years with a team of 150  people. When we arrived at 
the customer site  every Monday, some of my team members said, “Oh Alfonso, 
 today is Monday, Friday is very far away.” I usually replied as follows, “ Don’t 
worry. It is 9:00 in the morning, and in a while we  will have a nice breakfast. 
 After breakfast, we  will work a  couple of hours and go for lunch, and  after lunch 
it  will be almost Tuesday.”  People laughed at this response, but I perceived that 
they appreciated my comments. A humorous response acknowledges  people’s 
concerns while offering a diff er ent perspective. Humor can make a statement 
more persuasive, but it can also be misused to obscure meaning.

The words we use make a big difference in how well we communicate. For 
example:

Wife texts husband on a cold winter morning:
“Win dows frozen,  won’t open.”
Husband texts back:
“ Gently pour some lukewarm  water over it and  gently tap edges with a 
hammer.”
Wife texts back five minutes  later:
“Computer  really messed up now.”

TEAM MANAGEMENT
Using humor in the team­ building phase is a noninvasive way to test relations 
and gives  people who use it a parachute in case  others respond badly. A positive 
response to a joke encourages other team members to use humor, speeding up 
the socialization pro cess. Humor represents a shared interpretation of events 
that highlights similarities among team members and creates a sense of equal­
ity. A joke can start a chain of humorous takes on a situation, giving a feeling 
of consensus and camaraderie among team members.

2. Team Management
Soft Skills

Effects from
Humor

8. Negotiation

7. Motivation

6. Stress Management

5. Problem Solving &
 Decision Making

1. Communication

3. Leadership

4. Conflict Management

Figure 7-2: Humor and Soft Skills
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• A common sense of purpose provides sustenance and meaning to all 
activities.

• A shared vision brings clarity to the direction of work.
•  People fully and regularly communicate with each other.
• Individuals are respected, are able to express their creativity, and have 

power to influence  others through positive influential techniques.

Conversely, toxic working environments are permeated by mistrust, failure to 
communicate, burdensome reporting requirements, misguided metrics, and cut­
throat tactics. Negative po liti cal practices create uneasiness and frustration among 
all— except  those who use them with power. Orga nizational structures and cul­
tures are  either ignored or are misaligned with the needs of project­ based work.

In a toxic organ ization, man ag ers might barely understand or appreciate the 
proj ect management pro cess, and they may make shortsighted demands or deci­
sions. In a green organ ization, leaders engage their  people in open discussion— 
and allow for pos si ble dissent—to determine the best way to proceed on a complex 
proj ect.

Greening an organ ization requires that leaders eliminate pollutants and toxic 
actions that demotivate  people and teams (see Figure 8­1).  People on this path 
search with unrelenting curiosity for leading practices. A leading practice is a pro­
cess, action, or procedure that has not yet gained recognition as a best practice but 
shows enormous potential as a better way to optimize results from project­ based 
work. When you discover  these practices, be prepared to take action.

Se nior man ag ers often insist on  doing  things their way, even when they are 
new to their position or portion of the business. One time I (Englund) was 
being pushed to become a technical expert on a proj ect I was managing, 
 because the se nior man ag er thought that gaining technical expertise was the 
way to earn re spect. I argued that a proj ect man ag er’s responsibility is to drive 
the overall pro cess and get issues resolved, not try to second­ guess the techni­
cal experts. We did not resolve our disagreements in the initial conversation 
but agreed to keep each other informed as the proj ect progressed.

At one point during the proj ect, he criticized me for a change we made. I 
explained that the proj ect team discussed the change thoroughly and agreed 

toxic greento

Figure 8-1: Moving from Toxic to Green
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that they needed to change. I got very good feedback from the workshop, with 
comments like: “It has been  great to find somebody who spent time with us talk­
ing about strategy and portfolio management without any interruption.”

KEYS TO GETTING UPPER MANAGEMENT SUPPORT
The key to getting upper management support was to show how a proj ect port­
folio system would help them solve current prob lems and provide business im­
pact. They did not have a common list of proj ects and programs in the 
organ ization. They knew some proj ects  were delayed, but they did not know if 
they  were investing in the right ones. They knew they  were investing a lot of 
money, but they did not know the risk. I asked the general man ag er to be the 
proj ect sponsor. The success or failure of any proj ect often hinges on how well 
the proj ect sponsor— the person who funds the proj ect, supports it throughout, 
and ensures that desired benefits are achieved— relates to the proj ect, the proj­
ect man ag er, and other stakeholders. However, executives who are assigned as 
proj ect sponsors often have  little if any experience understanding their roles and 
responsibilities during proj ect life cycles. Prob lems in communication and ex­
ecution are inevitable if se nior man ag ers and proj ect man ag ers do not under­
stand the mechanics of their relationship.

I was lucky  because the PMO leader was able to influence  people and helped 
me convince them about the importance of that proj ect and the value for the 
organ ization. I needed to be a “good preacher and bull fighter.” I needed to clar­
ify roles and responsibilities for all team members, and I needed to be flexible 
with the  whole organ ization. Managing politics during the proj ect portfolio 
proj ect at the customer site was a challenge. Some man ag ers only managed win­ 
lose situations. All business units believed they had the same strategic weight 
within the organ ization.

I say that politics is more difficult than physics  because physics can be for­
mulated, but politics is like playing a chess game. I coached the customer proj ect 

Executives
• Define strategy
• Set priorities
• Establish measures

Portfolio
Planning Team
• Selects programs & projects
• Allocates resources
• Manages portfolio

Strategic Cross-
Functional Project
Teams
• Launch projects
• Manage projects
• Deliver value

Strategic
Management

Strategic
Goals

Programs

Projects

Activities – Teams – Results

Figure 8-2: Strategic Management
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We de cided to conduct experiments to prove or disprove the research hy­
pothesis that upper management support is crucial to proj ect success. Bucero 
had already accumulated much data from lit er a ture searches in his PhD stud­
ies. All seemed to support that correlation exists between upper management 
support and proj ect success.

Our experiments  were conducted in multiple seminars during Proj ect Man­
agement Institute SeminarsWorld. We asked participants coming from multiple 
industries and geographies to pick a topic of concern to them, a current state that 
could be subjected to force field analy sis. Each  table was  free to select their own 
topic. We asked them to craft a description of a current state, then identify forces 
that drove movement  toward a better state or restrained that movement. Likewise, 
identify forces that would make for, or prevent moving  toward, a worse state.

The concept being employed is that a steady state equilibrium exists— forces 
in positive and negative directions balance each other. A next step in developing 
action plans is to increase positive and decrease negative forces, thereby improv­
ing the situation. Even small changes make a difference. Multiple small changes in 
force vectors (vectors are arrows with magnitude and direction), combined with 
a few large changes, become the basis for a solid change management plan.

Results: Repeatedly, almost  every group picked a deficiency relating to upper 
management support! Figure 9­1 shows a sample of flip chart results. This pattern 
repeats itself worldwide during  these exercises. Upper man ag ers do not recog­
nize, understand, appreciate, and/or support the proj ect management pro cess.

Frustration is rampant among proj ect man ag ers trying to execute proj ects 
where management support is non ex is tent or less than desired. Suitable re­
sources are not allocated in a timely manner,  people are pulled off proj ects for 
other work, changes to requirements appear randomly, decisions and conflicts 

Figure 9-1: Force Field Exercise Examples
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take forever to get resolved, proj ect prioritization and se lection are mysterious 
pro cesses, with minimal linkage to any strategy,  whether that strategy is directed 
or evolves. Negative politics prevail.  These are just a few areas plaguing proj ect, 
program, and portfolio management professionals trying to do their best work.

Force Field Analy sis
 Here is the exercise that assesses the forces that affect the environment within 
an organ ization (see Figure 9­2). It provides impetus to develop a set of action 
steps to change the status quo.

1. Discuss ways to get compelling action on forces that create equilibrium 
(status quo).

2. Create a force field diagram:
—  Select a statement that describes a prob lem in the current environ­

ment.
—  Describe the current state, ideal state, and worse state.
—  Identify driving and restraining forces (see the list below) and their 

direction and magnitude.

The sample analy sis shown in Figure 9­3 shows four driving and four restrain­
ing forces.

Figure 9-2:  Drivers and Restrainers
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SAMPLE DEFINITIONS OF STATES AND FORCES FOR 
DEVELOPING A FORCE FIELD DIAGRAM

• Ideal state (10). Clear guidelines and focused work provide superior 
results and the means to accomplish  every mission.

• Current state (0). Inconsistent proj ect support creates confusion and 
conflict.

• Worse state (–10). Proj ect failures threaten our ability to continue 
the work we are  doing.

• Sponsorship. A single sponsor is assigned and actively supports each 
proj ect.

• Enthusiasm. The sponsor believes in and is passionately interested in 
the proj ect.

• Availability. Management time and resources can be obtained when 
needed.

• Consistency. Each proj ect benefits from management attention.
• Commitment. A management team has expressed each proj ect’s 

priority and fully funds in­ plan proj ects.
• Teamwork. Management collaborates as a team and models desired 

be hav iors.
• Focus. Strategic goals are implemented through a clearly defined 

portfolio of proj ects.
• Vision. A shared vision for the organ ization and each proj ect are 

clear, convincing, and compelling.

10

8

6

4

2

0

–2

–4

5
4

6
7

–2

–5 –5
–4

–6

–8

–10

Sponso
rsh

ip

Enth
usia

sm

Availa
bilit

y

Consis
te

ncy

Commitm
ent

Teamwork
Focus

Visi
on

Figure 9-3: Force Field Diagram
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RESULTS AND RECOMMENDATIONS
Eroski’s average scores are the lighter bars in Figure 9­4. The darker bars on top 
are the comparative or benchmark cumulative average scores from the many 
thousands of respondents worldwide who have completed the survey. The group 
average across all areas was never higher than 4.5. The highest individual aver­
age was 4.9, and the lowest was 2.8. The data showed that the organ ization’s proj­
ect management culture was weak.

• The change to a project- based organ ization. The proj ect man ag er 
position was not recognized in the organ ization as a formal job but 
as a temporary assignment. Proj ect man ag ers perceived proj ects to 
be impor tant for the organ ization, but proj ect man ag ers did not feel 
supported by the organ ization.  There was also a lack of communica­
tion among proj ect team members. One of the reasons was that 
many of them  were working on multiple proj ects.

• Strategic emphasis. The strategic emphasis was low. Most of the  people 
interviewed said that proj ect objectives  were not linked to strategic 
objectives.  There was no formal proj ect se lection pro cess in place.

• Management support. The general perception was that management 
did not give the necessary support to proj ect teams, and they did not 

CUM AVG Eroski 2003EASI BENCHMARK CUMULATIVE AVERAGES
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Figure 9-4: Survey Results
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• Asking questions of proj ect stakeholders and holding face­ to­ face 
meetings.

• Speaking the truth to power. Say what you believe and act consis­
tently with what you say. One example was the generation and 
distribution of a PM newsletter; executives became more and more 
familiar with proj ect management jargon, messages, and discipline.

GRUPO EROSKI

ACTIVITIES

PROJECTS REVIEW

PM Interviews

Project Documentation
review

Assignment process
review

SELECTION PROCESS
REVIEW

STAKEHOLDER
ANALYSIS

UPPER MANAGERS
TRAINING

TEAM MEMBERS
TRAINING

PROJECT MANAGERS
TRAINING

PM MENTORING

Program presentation
to PM

Program presentation
to Execute

Start Mentoring
Program

PM Newsletters

Communication about
PM News

Distribute PM Newsletters

Define Metrics for PM
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NEXT PHASE PLAN

FIRST PHASE CALENDAR
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PM Initiative

A.B. PM
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A.B.
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Figure 9-5: Schedule of Activities
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Figure 9­6 depicts a sample template. Enter your personal scores from EASI, 
then look at the benchmark score, which comes from a report with the cumu­
lative worldwide average. Use you score compared to the benchmark as guidance 
on what action steps to propose.

For areas in EASI where you scored high, what action steps can you take to 
reinforce and expand the practices that led to that high score? Remember to 
identify meaningful action­ oriented steps within your purview, not just state 
what you think  others  ought to do or what the organ ization needs. For areas 
where you scored low, what can you propose to do differently? What practices 
can you implement that  will improve your score? Seek out best practices from 
other prac ti tion ers to aid in this pro cess. The goal of this exercise is to assess 
your environment and then identify practices that can be  adopted, adapted, 
and applied in any organ ization. Use the Englund and Graham (2019) book 
Creating an Environment for Successful Proj ects, Third Edition as a guide.

Use the data you gathered, and the action plans you developed, to communi­
cate with  others about the need and means to improve your proj ect environment. 
As many man ag ers are data­ driven, capturing data from a wide variety of sources 
and presenting comparison data are excellent means to get management’s atten­
tion about the need to focus on improving the proj ect environment. Upper man­
ag ers  will be particularly interested in your plans to reinforce or leverage strong 
areas and to identify development opportunities or competitive disadvantages.

Based on your EASI scores, comparison of your averages with the bench­
marking data provided, the action plan template, and other material in this book, 
what is the essence of your plan to create an environment for more successful 
proj ects in your organ ization? What specific steps do you intend to take in or­
der to make a difference in how  people implement project­ based work?

Figure 9-6: Sample Action Plan Template
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Organ izations have environmental issues, such as orga nizational changes, 
resource constraints, strategic changes or regulations, and they may influence 
the pro gress and outcomes of proj ects. This is why executive support needs to 
be built for proj ect success.

Empirical evidence shows that  there is a relationship between how well the 
sponsor supports proj ect management in an organ ization and proj ect success. 
Bucero’s doctoral research identifies that the variables beliefs, goals, public, and 
support are the most significant variables that affect proj ect success.  These results 
provide insights into se nior man ag ers regarding the role of the sponsor in organ­
izations to contribute to proj ect success. Proj ect sponsors should especially focus 
on proj ect awareness, and the context in which work is happening, by demonstrat­
ing beliefs in proj ects, establishing clear goals, being public, and being supportive. 
Even when several proj ect sponsor role definitions exist, this research has demon­
strated that good understanding and personal commitment to proj ect manage­
ment, effective procedures, and knowing how their be hav iors affect proj ect work 
are also key  factors that contribute to proj ect success (see Figure 9­7). This out­
come adds to knowledge about desired be hav iors from sponsors in organ izations.

Theoretically, the findings contribute to the growing body of executive 
sponsorship and orga nizational proj ect management lit er a ture. In the field of 
strategic management, the findings provide material to stimulate discussion on 
the advantages of executive proj ect sponsorship oversight for strategic initiatives 
and the investment in proj ect management in terms of long­ range orga nizational 
strategy. The findings also open the door to explore the question as to  whether 
or not the proj ect sponsor role is a strategic competency that deserves contin­
ued investment.

An implication for executives desiring environmental changes is to explore 
the role of excellence in proj ect sponsorship, moving from poor sponsor per­
for mance to higher levels of maturity. Where proj ect man ag ers contribute to 
better per for mance on project­ based work, achieving additional higher levels 
of support from sponsors for proj ect, program, and portfolio teams can vastly 
improve proj ect success rates.

   Context Awareness
* Understands

* Commitment

* Procedures

* Affect

Project
Success

 Project Awareness
* Beliefs

* Goals

* Public

* Support

* Rewards

Figure 9-7: Sponsorship Model for Proj ect Success
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making change stick. If the change agent team has made it this far, some 
amount of time has elapsed. The proj ect office has no doubt changed many 
times, perhaps moving from a proj ect control office, then to a proj ect manage­
ment center of excellence, and perhaps on to a strategic proj ect office.

The organ ization itself has prob ably also changed many times, perhaps be­
coming more centralized, and moving to decentralized, then maybe back to cen­
tralized again. A chief proj ect officer may have been appointed, with power 
equal to the chief operating officer, thereby defining a matrix diamond form of 
organ ization structure. The CEO may have changed, perhaps several times. Sev­
eral management fads have come and gone as  people have moved from zero­ 
based bud geting, been through major “Neutron Jack”– style downsizing, tried 
reengineering and maybe even a balanced approach.

If the proj ect office team has existed through all that change and has imple­
mented the structures and pro cesses suggested so far, they may begin to feel that 
 these changes have become permanent, that they have made a lasting change 
in the organ ization. Would that that  were true.

Experience indicates a far diff er ent scenario. Think of the organ ization as be­
ing like a large rubber band, stretched between two hands. Adopting all proj ect 
management changes has caused  people in the organ ization to twist, turn, and 
stretch. As long as the tension is maintained, the organ ization remains in the 
stretched position. The moment the tension is released— one hand releases the rub­
ber band— the organ ization snaps back into its original position (see Figure 10­1).

Most large orga nizational change pro cesses become identified with one 
person or one group of  people. As long as  those  people remain in power in the 
organ ization, massive efforts are expended to help power the change. Meetings 
are held, conferences are attended, committees are formed, and announcements 

Figure 10-1: Rubber Band Stretch
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Looking at all the changes required, my challenge became to start work with 
a new customer and understand all proj ect stakeholders and their be hav iors.

The client’s business objectives  were:

• Per for mance improvement. Some pro cesses caused hours of delay 
while offices demanded more transactions.

• Growth. The bank needed to increase the number of branches in its 
organ ization without any loss of per for mance.

• New technologies. They needed more value­ added competitive of­
ferings; changing their platform and software was a must.

CHALLENGES
One of the most complicated tasks was to convince upper man ag ers of the bank 
about the necessity of proj ect planning. At the beginning, the customer was very 
involved.  After the first month, the customer asked for tangible results. I ex­
plained that planning is absolutely necessary for proj ect success. I borrowed 
equipment and dedicated one team member to the startup of one machine in 
order to demonstrate to the customer how HP was able to operate in his plat­
form. That diminished customer pressure for a while.

Managing challenges throughout the proj ect was a part of managing the 
change and is a proj ect man ag er’s responsibility. Clear communication and in­
timacy with bank man ag ers  were critical success  factors. I tested the link be­
tween the Red  Castle proj ect and the bank strategy— that link proved very 
helpful for us throughout the proj ect. At my prodding, upper management as­
signed the highest priority to this proj ect.

THE PRO CESS
Hewlett­ Packard’s corporate Proj ect Management Initiative (a form of proj ect 
office) had summarized a pro cess for leading change. I applied the pro cess (see 
Figure 10­2) in order to get support and minimize impact on the customer 
organ ization.

4. Leading the change process

3. Understanding behavioral
patterns and reactions to change

2. Developing an
implementation plan

1. Identifying key players

The Process

Figure 10-2: Steps in a Change Pro cess
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IDENTIFYING PROJ ECT KEY PLAYERS
It took more than two months to analyze all critical players in the customer 
organ ization. Starting the first month, I or ga nized periodic meetings in order 
to get  people involved and inform them of proj ect status. One of my daily tasks 
was to be available for every body in order to facilitate information flow and com­
munication among team members.

One critical success  factor was getting sponsors on board who had the author­
ity to commit resources and would support the proj ect man ag er. The customer 
considered this proj ect strategic and totally linked with business objectives. The 
HP Initiative model establishes four categories of key players: advocates, sponsors, 
agents, and targets (see Figure 10­3). I was the agent of the change, but honestly, at 
the beginning I felt like an advocate. I had to be proactive and self­ confident and 
had to get customer confidence to create an open line of communication.

DEVELOPING THE IMPLEMENTATION PLAN
The first  thing we did was identify events that would guarantee the change and 
help every one understand the value of the change. We involved all team leaders 
early in the planning phase, discussing diff er ent options to be implemented. This 
was not difficult  because  every team leader was responsible for a diff er ent func­
tional area and knew the old system very well.

We analyzed the gap between the old system and applications and the new 
one. Also, the plan needed to take into account changes to pro cesses, systems, 
 people, and the organ ization. Then we developed a plan for implementing the 
change, considering the pos si ble impacts and contingencies in terms of pro cess, 
 people, and technology.

We needed to ask for support from bank upper management in order to 
facilitate the change. I persuaded them by sharing facts and rationale to help 
them conclude that the plan for change was effective. When the plan was fin­
ished, we asked for approval for the implementation plan from the sponsor, and 

Sponsor
• Authority to commit resources
• Create environment to enable change

• Carry out change
• Identify and influence

• Receive or adjust to change
• Need motivation and clarity

• Wants change but lacks power
• Identify and influence; share commitment

Agent

Target

Advocate

Figure 10-3: Roles in Change Management
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 Unless you ask the right questions, you  won’t understand the right prob lems to 
solve. But  there’s an art to asking sales questions. We share  these tips for asking 
more effective sales qualification questions. Based on our experiences we suggest:

 1. Ask for permission before proceeding

 2. Start broad, get more specific

 3. Build on previous responses

 4. Use industry jargon, when appropriate

 5. Keep questions  simple

 6. Use a logical question sequence

 7. Keep questions nonthreatening

 8. Explain the relevance of sensitive questions

 9. Focus on desired benefits

 10. Maintain a consultative attitude

 11. Carefully navigate transitions

 12. Do not ask yes or no questions

 13. When in doubt, ask, “why”

 14. Ask who  else you need to speak with

 15. Resist the temptation to pitch your product or ser vices  until the buyer asks

Sales Pro cess: Features, Benefits,  
Advantages, and Closure
The classic sales approach, applicable to almost any environment, is to cover fea­
tures, benefits, and advantages (see Figure 11­1) of a product or ser vice. Use 
compelling wording and arguments; do not strive for a high score on the 

F
• Features
 • Specific deliverables

• Benefits
 • What will be achieved

• Advantages
 • Why and how a better outcome

• Close
 • Get explicit commitments

B

A

C

Figure 11-1: Sales Skills
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reinforce key points and elaborate on missing ele ments. Each  table applauded 
pre sen ta tions by other  tables. It goes to show that knowledge and practice de­
velop crucial skills that had been dormant or missing.

Figure 11­2 depicts flip chart examples of  these sales pre sen ta tions.

Proposal Preparation
Proj ect man ag ers may be called upon to prepare customer proposals, commonly 
referred to as RFPs (request for proposal) or RFQs (request for quotation) or even 
RFIs (request for information). This is usually a huge challenge, mainly  because 
 there is not enough time to interact with customers during proposal prepara­
tion. That situation leads to many assumptions that may affect the quality of the 
proposal and, in turn, the  future proj ect. The goal is to develop winning proj ect 
proposals. Proposals are the basis for starting proj ects. Successful proposals are 
well planned, well written, cohesive, and competitive.

Proposals may be addressed to external or internal customers. All proposal 
efforts of any size have a proposal leader and a proposal team. The temporary 
nature of the proposal team requires that the proposal leader be able to quickly 
assem ble and motivate the team. Communicate to the proposal team the need 
for the proposal and its importance to the organ ization.

A proposal tells the potential customer how you  will achieve their require­
ments or needs. Winning a contract from any proposal requires a dedicated ef­
fort to develop the document for delivery to the potential customer. Successful 
proposal development requires discipline. The most difficult  thing to do well in 
a proposal is to convey the proper message and commitment to perform the 
work. Involve the best specialists from all required areas to prepare the proposal. 

Figure 11-2: Sales Examples
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Figure 11-3: Selling Skills for Proj ect Man ag ers
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Testimonials from gradu ates of advanced proj ect management programs 
state that as they apply the concepts and coach their bosses or manage upward, 
they are perceived as more valuable to the organ ization. This be hav ior is in stark 
contrast to  those who say, “That’s not my job.”

A VP at a successful high­ tech com pany said, “ Those  people who tap their in­
nate skills and capabilities and align and apply them to operational directives are 
highly valued. They are the glue that holds our virtual  human network together.”

 These actions are effective when a clear vision exists for the organ ization, a 
set of priorities are established, and pro cesses are set in place to implement  those 
priorities. In  these settings, proj ect man ag ers become vested in and are held ac­
countable for meeting priorities, not just for practicing their functional skills. 
 These  people have become complete proj ect man ag ers.

 Today is a good day to be a complete proj ect man ag er. As multiple skills get 
added to individual portfolios and personal brands, tomorrow  will be even better.

Role Models from the Movies
Two characters in recent movies provide role models for complete proj ect man­
ag ers— Alice in Wonderland and Won der  Woman. Both the characters and ac­
tors who portrayed them exhibit remarkable skills.  Figures E­1 and E­2 summarize 
descriptions found in trailers from  these movies. Figure E­3 provides a com­
plete mindmap of topics for The Complete Project Manager.

Figure E-1: Alice in Wonderland as a Role Model

Oh ya

Is only a dream; nothing can hurt me

This is impossible; only if believe it is

I make the path

I’ll decide where it goes

My path

Shrunk, stretched, scratched, and stuffed

Been told what and who

Strength to be more self-assured

Curious

Completely new story

Comes across wild characters

Part of force fighting oppression

Step up in new way never expected

Save the day

Champion

Incredible, perfect for the role

Both a young and old soul

Experience in finding herself

ALICE-
COMPLETE

PM
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The Blue Butterfly

We end our journey with you the reader by sharing a favorite fable about the 
infamous blue butterfly.

 There was a man who lived with his two  daughters, who  were very curi-
ous and smart. The kids  were always asking many questions. He only knew 
how to answer some of them.

See something wrong:
Do something!

Room for idealism

Good, kind, and loving

So many
different things:

Sensitive

Strong

Thoughtful

Lovely

Kind

Great warrior

Embodies everything...

Personality, positive, 
hard worker

Focused on 
telling story

Work with people that
admire, inspired by

Skills, inner power

Wonder Woman as a
Complete PM ModelReady

Figure E-2: Won der  Woman as a Role Model
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Figure E-3: TCPM Mindmap
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