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Necessity of Leadership Skills for Project Manager

Sayed Farrukh Ahmed'
Mohammad Ahshanullah?
Dewan Niamul Karim?®

Abstract: Leadership and leadership skills of a project manager are esseatial for
successful implementation of a project. A project manager has to defiver quality outputs
in time through efficient utilization of allocated resources for a project. A project manager
has to resolve diverse complex implementation issues which need sound knowledge and
proven skills. Some key skills include relationship and communication, adaptability fo
change initiative, negotiation and conflict resolution, building team spirit and morale,
managing corporate culture and matrix management, credibility and cared responsibility,
above all full conumitment to achieve project objectives.

1.0 Introduction

Leadership is a process by which a person influences others through
personality action to accomplish an objective. By applying leadership
attributes, such as values, knowledge and skills a leader directs the
organisation effectively and efficiently (Maylor, 2003). Although the
leadership position gives the leader authority to accomplish certain tasks,
this power does not make one necessarily a leader. Leadership makes
followers wanting to achieve high goals and give their bestl. This paper
focuses on leadership skills that a project manager ought to have to ensure
that the project’s objectives are achieved by always considering the
responsibility towards the project, the organisation and the team.

2.0 Objective of the Study

The objective of the study is to highlight the leadership skills of project
manager required for the implementation of a project successfully and to
understand the necessity of leadership skills for the project manager.

3.0 Literature Review

Black (2000) has stressed that the best project managers are outstanding
leaders. They have vision, they motivate, they bring people together, and,
most of all, they accomplish great things. The leader should guide the
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team members by identifying their roles and responsibilities for the
project. In addition, he should inspire the team members to successfully
complete the project tasks for the betterment of the project. On the other
hand, Burke (2003) has pointed out that project managers must have
integrity-honesty and trustworthiness. A key success factor is getting
members of a team to trust each other and trust the project manager in
order to work well with each other. When indecision or conflict arises, if
the project manager is considered to have integrity, the others will accept
his actions more easily,

Knutson (2001) has highlighted that a project manager must have
leadership skill so that he can inspire others to create a vision and strive
to achieve the goals, has the ability to provide valuable information
related to the project status in a timely and effective manner and assisting
in resolution of any project conflicts so that the project team members all
feel part of the process and want to remain involved in the project.
Leadership is crucial for a project manager who must motivate people
who are on the project teams. A project manager must exercise his
leadership subtly so that he stimulates eager and constructive support for
the project and the project team without causing attitudes toward home
departments to weaken. The leadership nceds to foster strong positive
loyalties both to the project and to the functional organization. (Maylor,
2003)

Toney (2002) has men'ioned that to accomplish the project goals, it is
necessary to assemble the right team and leader. The leader has to believe
in the project and be ready to drive it forward. The project leader ensures
that the concept/planning phase results in a project supported by a sound
business case for the company. He leads the team in developing the
project definition; getting the right team members involved, etc.

A project manager is responsible for achieving the project's overall
objectives and leading the project team. People sense that a really good
project is an opportunity to excel. Goals are clearly visible, freedom of
action is greater, and superior performance will be applauded and
rewarded. Under enlightened leadership, this environment can stimulate
creative talerts to achieve goals that had seemed hardly attainable.
Projects must be managed to achieve this extraordinary success. (Mantel
and Meredith, 2004),
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4.0 Methodology

In this paper, the leadership skills of project manager in successful
implementation of a project has been discussed and a framework has been
developed that will allow researchers and managers to understand the
necessity of leadership skills for project manager. This paper is mainly
based on secondary information. Available literatures including relevant
books and articles on project-management have been studied. Also,
relevant published and unpublished documents have been consulted.
Moreover, eminent line consultant namely, Michael Topple, working as a
project officer in Wimble Stadium, England, had been consulted in
conducting the study.

5.0 Leadership Skills in the Project Environment

The skilis required in terms of leadership in project environment are
highly depending upon the circumstances and the situation. Furthermore,
the project manager should be recognised as a leader not only by the team
but also by everybody else who is involved in the whole process
(including clients and/or the organisation). The project manager as a
leader basically needs to fulfil the requirements such as determination of
the firm's purpose or vision, exploitation or maintenance core
competencies, development of human capital, sustainin an effective
organizational culture, emphasize ethical practices, establish balanced
organisational controls and provide mechanism to transfer knowledge
across all parts in the project (Knutson, 2001).

A project manager 1s the organiser of the project who discusses with the
organisation to establish progress and direction of the project and to
assure that goals are achieved, problems are solved, risks are mitigated,
and that the project is delivered on time and within the given budget. He
keeps the spotlight on the vision, inspires the team, promotes teamwork
and collaboration, champions the project, removes obstacles to progress
and makes the call and burdens responsibility (Ghattas & McKee, 2004).
The project manager has to become an adaptive leader - if he or she can
relinquish the reliance on old-fashioned, inflexible management styles.

The higher the degree of uncertainty encountered on a project - whether
in terms of changes in project scope, technological stalemates,
breakdowns in coordination between people, and so forth - the more
leadership is required. For example: strong leadership is required for a
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software development project in which parameters are always changing
to meet developments in the industry, which is forcing a project manager
to be highly flexible and to react appropriate to any given changes. He has
to be aware of his responsibility in terms of costs, duration of the project,
allocating and handling of the resources etc. - all the time. Obviously, He
is the linkage between the project, the project's team and the organization.
He or she receives input from each of these categories that has to be
handled and transformed. This can be shown in the following figure:

Figure 1: Interconnections

Organisation/ Client

6.0 Leadership Skills of Project Mmanager

Apart from general skills like personality, experience, formal (informal)
education and training, there are further leadership skills that a project
manager has to possess to resolve diverse complex implementation
issues. Some important skills have been discussed below:

6.1 Building relationships and communication: The project manager must
have the ability to communicate in three channels such as facts, emotions
and symbols to build better relationships and strengthen teamwork (Boyd
& Crossland, 2002). He must have the skills that ensure that project
objectives, challenges or problems, scope changes, and regular project
status have been appropriately communicated or transmitted and
correctly received. The ability to interact will determine how smoothly
the project progresses as it determine the degree of acceptance regarding
the position as leader. Positive relationships with the individuals will help
the project manager to achieve consensus between the team and the
organization when needed, and understand and resolved sources of
conflict during the project.
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0.2 Adaptability to change initiative: Sometimes projects are subject to
significant changes. This might include various factors like scope
changes, a change in duration and/or costs etc. Thus, the project manager
should have the skill of steering the organization, the team and the project
itself through any change in the process (Marchewka, 2006). In this
situation, he needs to be prepared as the motivator that generates
enthusiasm for the project and continually obtains buy-in, support,
commitment and participation from the various stakeholders.

6.3 Resolving the conflict: The Project manager has to work carefully to
resolve the conflicts which may arise 1n situations where opinions widely
differ about what can b2 done and what not, within a given time budget.
He must be prepared to deal with situations where interests conflict,
relying on his/her instincts to know when it is time to capitulate or to
continue negotiating in order to reach an agreement that meets
everybody's needs and that doesn't have a negative impact on the project.

6.4 Leading the project team: The project manager should have the skiils
to lead a group. In order to develop a hi gh-performing team, He has to
motivate individual team members and the team as a whole, i.e. he or she
has to build team spirit. Appropriate techniques have to be used to
enhance individual and team motivation. For example, scheduling regular
and ad hoc feedback sessions for individual team members, rewarding of
good performance, giving public recognition for team contributions, and
creating teamn spirit. The project manager has to keep in mind that every
icam member is an individual. Thus, the leadership style should be
flexible and adaptive in order to address all the individuals. The project
manager has to make a zonscious attempt to integrate all members of his
projects team through open communication and social activities.

6.5 Managing corporate culture: Embracing culture is about
understanding the context in which the project will be executed. It means
that the project manager has to understand the value system of the
organization and act accordingly. (Vera and Crossan, 2004)

6.6 Credibility and responsibility: The project manager should be
credible at his work and should demonstrate cared responsibility towards
the organization, the team and the project .Thus, he can fulfill all of his
tasks within the given time and so on.

6.7 Individual motivation: The project manager has to keep the
employees highly motivated even in bad times when, for instance, the
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whole project is hopeless behind schedule and any bonus is depending on
an on-time delivery. He has to enforce the motivation of his team to still
give their best. (Popper & Zakkai, 1994)

6.8 Commitment to achieve project objectives: The project manager
should be committed to achieve project objective. In dealing with the
project, he may face critical situations. He has to lead the project to
resolve the complexities with his proven skills and go forward to achieve
the project objectives.

7.0 Challenge

The project manager may face challenges in utilizing the skills in an
appropriate way when necessary. This is illustrated in a small example
figure 2 in the later page:

E

Figure 2: Required skills of leadership - An example

Client
STEP1:
Cliant wants to shorten duration to
200 days {=change)
STEP 5: Leadar negotiates Organ ization
simultanaously with the team
gnd orga. to cope with new time
duration . At the same time
needs to keep up the STEPZ: .
motivatlon of the team and Organizetion communicatas.
has to lake care that the change ‘o the leader
works on the project carry
on as planned as wall as to
“gstont” the team through
the change process A\
Project Manager = Leader
STEP #:
jraam stals‘s the shortening BTEP3:
N is not possible, but max, 25 Leader communicatas the new

\ days -> Molivation down iduration to the team

Team

Project: initial Duration 250 days




(- FAE), WEIINET T, TE 00/ PIET 3852 O

Obviously the project manager is facing several challenges at the same
time, i.e. he or she needs various skills at once. Although the example is
fictitious, situations like this do

happen all the time in project management. Furthermore, an effective
project manager has to develop existing skills and strengthen his
weaknesses.

8.0 Problems of Leading Project in Bangladesh

In Bangladesh, from the begirining of project, the major problem is the
documentation problem as the regulatory authority is not well-efficient to
provide all the required documents at the right time. Lack of coordination
between the project team and the higher authority is another problem
which leads to delay decision making. Moreover, at the inception of the
project, the project team requires some loan from bank. But, banks take
long time and require huge documentation which has contributed to the
delay of the project for several weeks. Another challenge for the project
manager is to find out the right quality of project raw materials, as
required. The machineries used in the projects can not be used for
optimum capacity because of frequent repairs required during the project
time. It takes long time to get environmental clearance certificate from
the respective authority. The project team members may reluctant to
actively participate in the work because of financial dissatisfaction, ete.

9.0 Conclusion and Recommendation

According to us, there are no perfect definitions which are the required
leadership skills, as this is significantly depending upon the situation and
the given circumstances. The event or the situation is an important factor
in utilizing the skills appropriately. Thus, the project manager to lead the
project and the team in a positive and distinctive way, at the highest level
possible, by always considering that leadership should be considered as a
process rather than as an end state.
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