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Practical Thinking 

Practising Reflection and Reflecting for Practice 

This book aims to assist you in the art of practical thinking. 

The key elements of this book are established management 

tools and techniques. These have been selected for their 

ability to cast new light on the experiences that you have 

during your professional life.  

The methods and techniques offered in this book are one of 

many ways of exploring the reflective practice. Whilst these 

may be a suitable starting point they are not given as a 

prescription or a guaranteed solution. Other additional 

lenses may be more appropriate for the content of the 

reflection and the context of your future action.  

This book does not aim to be a new textbook or to offer a 

critique of these tools. Instead, it aims to provide a ready 

reference of tools and technique.  

2011 is the first year that we have used this booklet. I would 

really appreciate your suggestions on how to develop this in 

the future.  

 

Ian Cammack 

July 2011. 

 

 

 

 

What does reflective 

practice mean to you? 

 

 ‘‘Learning how to be 

responsible for your 

research and your 

future career. Learning 

to be honest and use 

your brain to think 

about different things 

every day in order to 

gain new knowledge 

and come up with new 

ideas constantly.’ 

(student at Beijing 

Foreign Studies 

University Dec. 2010) 
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John Dewey 

Described as the most 
influential thinker on education 
in the twentieth century. ‘How 
we think’ (1933) is an accessible 
account of his philosophy of 
experience, interaction and 
reflection 

 

Donald Schön  

Key work ‘The Reflective 
Practitioner’  (1983) introduced 
the concept to a wider field of 
professional practice.  This work 
introduced the key concepts of 
‘reflecting on’ and ‘reflecting in’ 
practice.  

 

Reflection: What is it all about? 

The term ‘reflection’ has been used in so many ways that 

it may appear to be meaningless or to possess so many 

meanings that it may be impossible to decipher the 

meaning that is relevant in a given context. Therefore 

this section provides my sense-making of reflection.   

My starting point is the definitions provided two leading 

scholars John Dewey and David Schön. 

Key definitions: 

 ‘active, persistent and careful consideration’ 

(Dewey 1933 p.9) 

 

  ‘dialogue of thinking and doing through which I 

become more skilful’ (Schön 1987, p. 31)  

 

Dewey’s quote brings great energy to practice of 

reflection. It affirms that it is rigorous and becomes a 

‘way of life’. Building on this I believe Schön provides a 

crucial element. He draws my focus to the aim of this 

process; developing our skilful practice.  

 

We are not engaged in a process of navel gazing; of just 

thinking for the sake of thinking. We are actively 

engaged in this process to develop our current (skilful) 

practice.   
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What is the purpose of reflection? 

Reflection is about becoming more skillful in your practice.  

The natural starting point is to identify something that is 

important to you as a practising project manager.  It is your 

choice (and also your responsibility) to identify something 

that is purposeful to the development of your practice. 

This focus of your reflective practice is often referred to as 

the ‘critical incident’.  Whilst this may be a sudden 

realization that something has gone badly wrong it should 

not be constrained to just these dramatic moments. 

Reflection can also be applied to those moments that go 

remarkably well (e.g. ‘what did I do to co-create the 

environment for success and how could I use this 

knowledge?’). In addition, it can be applied to something 

that emerges over a period of time, something that you are 

intrigued or curious about.  

Having identified a suitable topic for your investigation you 

may find that your attention turns to what the other people 

‘should’ have done in this situation. Try to resist this natural 

process and consider what you ‘could’ do to bring about the 

change in the situation that would be beneficial. For 

example, many times in my career I have been faced with 

clients who seem to constantly change their mind (about 

requirements, performance standards, processes etc.). 

Whilst it would be nice to have the ‘perfect’ client who 

knows exactly that they want delivered at the start of the 

project I think this is a ‘dream’. In the real world I need to 

step into this situation and implement a change in my 

practice that will influence the client to change their 

practice. 

Reflection is not about blame or a deficit in your practice. It 

is about actively developing your skill in your chosen field of 

professional activity.  

Successful reflective practice demonstrates an ability to 

balance the ‘thoughtful’ with the ‘purposeful’.   

 

 

 

Reflection in Four Easy Steps 
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What does reflective 

practice mean to you? 

 

 ‘[Reflection] makes me 

think about the 

experiences I had and 

learn more from them. 

Find [the] thing beyond 

thing itself.’  

(student at Beijing Foreign 

Studies University Dec. 2010) 

 

How to use this book 

This book provides a structured approach to reflective 

practice. 

Previous cohorts on our programs have been encouraged to 

reflect after action by using four prompts: 

 “What could you do more of?” 

 “What could you do less of?” 

 “What could you start doing?” 

 “What could you stop doing?”  

Whilst these are a useful starting point it has also been 

observed that these questions may be too open ended for 

some participants and that further guidance on the process 

of reflection would be welcomed.  

There are a rich array of models to support reflective 

practice (e.g. Borton (1970), Smyth (1989) and Kimm (1999)). 

This book is provides an approach to reflective practice 

based on Gibbs’ (1988) reflective cycle and Johns’ (2009) 

structured questioning approach.  

Underneath this framework the book provides a portfolio of 

accessible tools and techniques that may offer insights into 

your professional practice.  These tools can be used 

individually to explore a situation and offer insights into key 

aspects of your professional practice. In addition, they can be 

combined to offer multiple perspectives on your practice.  

Rather than reading from the start to the finish this book has 

been created as a resource that you can ‘skim’ and ‘dip’ into. 

To ‘skim’  through at your leisure and see the variety of 

ideas, potential insights to your practice and then to ‘dip’ 

into these to get an understanding of how to apply them to 

the situation you are considering.  Further engagement in 

the underpinning academic concepts are not covered by this 

book but would be beneficial if you are seeking to deploy a 

tool in your academic assignments. 
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Jenny Moon is a champion for the 

role of reflective practice in Higher 

Education. Her work will appear 

throughout this book and includes 

insights into the process of 

reflection, examples of reflective 

writing and also guidance on the 

assessment (including self 

assessment of reflective writing. 

 

Deep Learning  

Moon describes 5 layers of learning: 

‘Noticing’: Person has pieces of knowledge but do not 

necessarily understand what they know and are 

unable to organize this knowledge. E.g. Although a 

rough plan has been produced this is not used to guide 

the action. 

‘Making Sense’: Connections between pieces of knowledge 

are made but these are tenuous and lack rigor. E.g. 

Awareness that the plan was not used but unsure of 

the ‘real’ benefits of planning. 

 ‘Making Meaning’: More connections are made, although 

not enough to make a claim to ‘full knowledge’. The 

relationships between elements are identified but not 

fully understood.  E.g. limitations of the plan and the 

way it could have been used to manage the event are 

understood. 

‘Working with Meaning’: All of the connections are made in 

relation to the whole. E.g. developing practice to 

create a ‘holistic’  plan that is then worked in practice. 

‘Transformative’: Person able to make connections with the 

specific subject matter and has ability to go beyond it.  

They can take a broad view and transfer the principles 

to other subject areas. E.g. implements significant 

changes to personal style / approach (e.g. more 

systemic, more connected to the team and wider 

stakeholder community). 

http://www.york.ac.uk/admin/hr/researcher-

development/students/resources/pgwt/reflecti

vepractice.pdf 

 

 

  

 

Noticing Working with 

Meaning 

Making 

Meaning 

Transformative 

Learning 

Making Sense 

http://www.york.ac.uk/admin/hr/researcher-development/students/resources/pgwt/reflectivepractice.pdf
http://www.york.ac.uk/admin/hr/researcher-development/students/resources/pgwt/reflectivepractice.pdf
http://www.york.ac.uk/admin/hr/researcher-development/students/resources/pgwt/reflectivepractice.pdf
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The Reflective Process 

 
Reflection is a natural part of our lives. It is something that 
you will perhaps do after a challenging assignment, and 
interesting workshop, a fun day out or a frustrating meeting. 
When we are chatting to our   colleagues, friends and 
partners about these experiences we are ‘reflecting’.  
 
Taking this as a basis we need to develop this natural 
conversation into a reflective practice; a more systematic 
process that we can overlay onto our natural conversation.  
Gibbs’ (1988) provides an accessible process  for  reflective 
cycle (see below).  
 
 

 
 

Figure 1: Gibbs Reflective Cycle 
 

Whilst it commences with the ‘facts’ of the situation it 
develops these through an engagement with the emotional 
aspects (e.g. your intuition, your feelings, your natural 
response to the situation).  
 
This ability to balance the ‘head’, ‘hand’ and ‘heart’  of the 
situation helps to develop practical wisdom to flourish in 
complex social settings that are infused with values, different 
agendas, potential for collaboration and competition.   
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Gibbs’ reflective cycle also seeks to draw in an appreciation 

of the positive aspects of the situation. To consider what you 

did well as a foundation for further skill practice. 

 Having undertaken this systemic appreciation of the 

situation Gibbs then draws our attention to the need for 

analysis. To make sense of the experience not only from our 

own inner thoughts but through a rigorous process of inquiry 

(e.g. conversations with peers, researching ideas for 

improvement in academic journals and textbooks).  

Brookfield (2002) encourages reflective practitioners to 

embrace a rounded view of the incident by looking at it 

through four different lenses; i) internal sense-making, ii) 

feedback from our colleagues, iii) insights from academic 

literature and iv) feedback from our customers / clients.   

Having worked through the analysis of the incident then we 

need to draw some conclusions from this. To translate it 

from a sense-making process into one that is orientated to 

our future actions. As we draw ideas for future action out of 

our analysis there are two key questions that need to be 

asked. Are the ideas systemically desirable and culturally 

feasible (Checkland 1985).  

This test allows you to proceed with actions that are relevant 

to the core issues but will also work in your (future) context 

(e.g. organizational or national cultures).  

It should also be recognized from this model that the ideas 

for action leads into a new round of action. As well as 

showing that our practice is a journey that is ongoing rather 

than something that ends with the end of an assignment 

(academic or practice based) this also gives us confidence to 

reflect.  Our ideas for action do not have to be perfect, they 

do not have to bring everything to a neat resolution … 

Enhancing our practice is good enough.     
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Single and Double Loop Learning: 

Another framework that is often talked about when we 

speak of reflective practice is ‘single’ and ‘double’ loop 

learning. 

This idea was introduced by Argyris and Schön as a way of 

understanding the different kinds of learning a professional 

undergoes.  

The single loop learning seeks to solve the problem in hand. 

In this situation the goals that you are seeking to achieve are 

believed to be appropriate and that we need to find a better 

way of achieving these stated goals. In essence it is about us 

following our internalized routines and ways of working and 

trying ‘harder’ to achieve the goal.  

For example, if you found your project was delayed then you 

might investigate this through the following questions. 

 Where do the delays occur? 

 What is the cause of this delay in the process? 

 How can we simplify the process to reduce the 

overall timescale? 

 What technology can we use to reduce this delay? 

Our questioning is constrained by the assumptions that we 

have internalized about the goals, values, power structures 

etc. that surround our professional lives. 

 

Figure 2: Single Loop Learning 

 

  

 

http://2.bp.blogspot.com/_gICuH3

QRWBQ/SwSVU9K4tzI/AAAAAAAA

AJw/0Q6tIQQGcTQ/s1600/thinking

-cap.gif 

Downloaded 8
th

 April 2011 
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Chris Argyris  

A key thinking on the concept of 
the ‘Learning Organisation’ 
Argyris introduces the notion of 
‘single loop’ and ‘double loop’ 
learning. Using this metaphor 
we can push beyond the 
boundaries that limit our 
actions into a transformational 
mindset. 

 

 Double Loop learning is when we step back from the 

situation to examine our ‘mental models’.  By looking at the 

limiting nature of these frameworks or constraints then we 

may obtain fresh insight on our practices thereby enabling us 

to take steps to transformational change. 

 

 
Figure 3: Double Loop Learning 

 

Referring back to the previous example we can see a whole 

new set of questions that could be asked: 

 

 What is the basis for setting the completion time? Is 

this basis still valid? 

 Does it happen that people notice an emergent 

delay but do not say anything? Why is it difficult for 

people to talk about this? 

 Is the problem recognition, analysis and resolution 

dominated by a group of people. If so why?  

 

As well as asking these organization ‘double loop’ questions 

we can also ask questions about our personal values and 

practice: 

 

 How do my relationships with colleagues influence 

the level of trust, openness, co-operation that we 

have? 

 How open am I to exploring the constraints that I 

am working under? 
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Roffey-Barentsen and Malthouse 

(2009) categorise  topics for 

reflection into four areas 

Positive with large impact: e.g. you 

engaged with a wide range of 

stakeholders (including some that 

were unknown to the client) and 

identified potential conflicts that 

were resolved prior to the project 

launch. 

Negative with large impact: e.g. in 

the initial meeting you clashed 

with your client over the scope of 

the project. Relationships between 

the two of you remained strained 

for the duration of the project 

Positive with small impact: e.g. 

you were able to assist a colleague 

to deliver a key product for their 

project with no negative impact on 

your own work 

Negative with small impact: e.g. 

you forgot to hand in your 

expenses claim on time and in the 

appropriate format.   

 

     

Arenas for reflection: what could I reflect 

about? 
 

Roffey-Barentsen & Malthouse (2009) suggest five areas for 

directing potential reflection Social, Communication, 

Organisational, Personal and Economic. In this context I have 

modified ‘economic’ to ‘evaluation’ 

 

Social: your relationships with your 

colleagues, your stakeholders, your 

customers etc.   

 

Communicational: your ability to converse with others, 

convey your ideas in various formats 

(e.g. in team meetings, in the plan, in 

negotiations), exchange ideas, speak at 

an appropriate level, instruct people 

(take instruction from others) 

 

Organisational: your ability to structure the team or 

the project, to align the structure to 

the organizational context / climate ad 

as well as the complexity of the 

project. 

 

Personal: how you ‘fit in’ with the project. Your 

values, beliefs, feelings and behavior.  

 

Evaluation: how do you know what good looks 

like? Have you considered the transfer 

of the benefits to the organization? 

Have you stepped back from the 

action to learn from the action. 

 

Table 1 : The SCOPE framework for reflection 

Source: adapted from Roffey-Richardson & Malthouse  

2009 p. 28 
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Structured approach to reflection 

Johns (2009) offers a framework, a structured approach to 

reflective practice that guides you through a series of 

questions to develop your understanding of a situation. 

Before looking in detail at the framework (on the left) it is 

worth thinking a few moments about how you may use this.  

You could use the questions as a series of prompts; to write 

an account of the experience using these as a guide to the 

process of reflective writing. 

However, it is also possible to use these in some other 

different ways. You could capture your thoughts in an audio / 

video diary. From this you could then capture the essence of 

the account in your reflective paper(s) / diary focusing on the 

key areas for developing your practice. 

Or, perhaps you could team up with a buddy to talk through 

the issues in a coaching conversation. In this process it is 

crucial that the buddy asks you open questions rather than 

give their ideas on what you should have done. By this I 

mean that it is naturally easy for me to ‘tell’ someone what 

to do rather than giving them a helping hand to think about 

this from their position, context and to develop their own 

ideas, responses, actions plans. 

A further development of the buddy conversation is to do 

this with a small group. This ‘action learning’ set will provide 

a focus for your reflection and a dedicated amount of time to 

look at your topics. However, it is important that this is (self) 

managed and that you focus on using the time to ask open 

questions rather than telling your colleague what to do. 

Some guidance on Action Learning Sets is provided in 

Appendix 1 & further details of Johns’ questions in Appendix 

2. 

 It is important to appreciate that in the context of the 

academic assignments the alternative perspective (the 

knowledge that might inform future practice) is crucial. 

   

 

 

Johns (2009) Structured 

Reflection 

 Focus on describing a 

situation that seems 

significant in some way 

 What are particular issues 

seem significant ? 

 How was I feeling & what 

made me feel that way? 

 What was I trying to achieve? 

 Did I respond effectively? 

 What were the consequences 

of my actions on the project 

(its client and stakeholders), 

the project team & myself? 

 What mental models (factors) 

influenced the way I was 

feeling, thinking or 

responding? 

 How were others feeling? 

What made them feel that 

way? 

 What knowledge (e.g. 

theories) did or might have 

informed me? 

 To what extent did I act for 

the best and in tune with my 

values? 

 How might I respond more 

effectively given this situation 

again? 

 What could be the 

consequences of alternative 

actions for project (its client 

and stakeholders), the project 

team and myself? 

 How do I now feel about this 

experience? 

 Am I more able to support 

myself and others better as a 

consequence? 
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SECTION 2: LENSES FOR  

SYSTEMIC REFLECTION 
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Christine Oliver 

A practicing psychotherapist, 
consultant, academic and writer 
who offers us the concept of 
‘systemic eloquence’.  

Key to this is the idea of a ‘space’ 
where situated (contextual) 
decision about our inquiry into 
sustainable professional practice 
can be made. 

 

 

 

Lenses for systemic reflection 

The perspectives or lenses offered in this book are provided 

as one of many rather than as a prescription or a constraint 

to your practice of reflection.  

They are intended to be a starting point, something that you 

might ‘skim’ through to get a feel for the sorts of perspective 

that are on offer; and then to ‘dip’ into the specific tools for 

insights on your practice. 

The lens are clustered around three dimensions; ‘you’, 

‘team’ and ‘task’ which when combined can offer a space for 

‘systemic eloquence’. Oliver (1996) uses this term to describe 

a space where a situated decision can be made about our 

sustainable professional practice.  

Consequently, when we are making these choices we should 

consider the requirements of the situation (the task), the 

strengths and skills or the team (as well as any constraints 

the team are working under) and ourselves (our values, our 

preferences and our skills).  

 
 

Figure 4: A systemic approach to Reflective Practice 

Source: author 
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SYSTEMS THINKING 

Systems thinking is a way of 

helping us to structure the 

world that we live in and to use 

this to think about the 

relationships, the connections 

between the parts. Some of the 

key dimensions of systems 

thinking are: 

 Dynamic complex 

whole comprised of 

parts 

 Interactions between 

connected parts 

 Energy, information 

etc. flows between 

these parts 

 Action in one part could 

have unintended 

consequences on the 

system as a whole or 

on other parts 

 The parts themselves 

are systems 

 

An interconnected world 

As I am writing this section I am thinking about my 

forthcoming holiday to a nice hot destination, away from the 

wind and rain of Lancaster. Yet, when I dream about this I am 

taken back by the multitude of different elements that are 

working together to make my trip there a pleasurable one.    

Consider the way the following elements all combine to 

make the holiday a success: 

 The travel agent 

 The Airline 

 The taxis to and from the airport (in each country) 

 The Hotel 

 The restaurants, bars and nightclubs 

 The tourist sites (temples, theme parks, nature 
reserves) 

 The beach with the woman renting the parasols  

 The shops and beach vendors selling the tourist 
trinkets and gifts 

 The tour operators offering me trips to beautiful 
islands 

 Etc. 
When I think about this I am amazed how they all seem to 

work together in co-operation with each other. None of 

these elements could flourish on their own, the lady selling 

the beautiful bracelets on the beach could not earn a living if 

it was not for the hotels, the airlines etc. Likewise these 

airlines and hotels could not survive if there was not the 

beautiful scenery, the interesting sights and the fantastic 

fresh food provided by the local fishermen. All of these 

aspects are connected. 

 

Now, think about your project. How does it connect into a 

wider world? What / Who is it connected to? What power or 

energy flows though this ‘system’?  
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Peter Checkland 

Peter Checkland and Brian Wilson 
developed Soft Systems 
Methodology whilst working at 
Lancaster University. 

Key to this approach to engaging in 
messy problems situations is our 
ability to appreciate multiple 
perspectives. They term these 
‘Weltanschauung’ (roughly 
translated as world-view). 

When you start a new project look 
at the stakeholders involved in the 
current system and appreciate how 
does this make sense to them. The 
project client could see it very 
differently to the managers, the 
workers, the suppliers, the 
customers, the unions, the families 
of the workers, the non-customers 
etc.  

  

  

 

Soft systems methodology (SSM) 

Peter Checkland and Brian Wilson developed the idea of the 

connected systems world.  They introduced the idea of 

‘human activity systems’ which has as its core idea the 

concept that human being are engaging on messy problem 

situations and trying to ‘do the right’ thing. However, my 

idea of the ‘right thing’ may not be the same as yours.  

Taking this perspective we need to stand back from the 

situation and consider what type of system this is. Each 

stakeholder could see this situation in a number of 

(potentially) conflicting ways. For example, the holiday (see 

the example on the previous page) can be seen as: 

 a ‘relaxation system’ by the holiday maker 

 a ‘profit making system’ by the hotel  

 an ‘employment system’ by the workers in the hotel  

 a ‘materials procurement system’ by the local farmers, 

fishermen, etc.  

 a ‘social system’ by the local residents 

 and many more … 

Crucial to a successful intervention is our ability to 

understand the perspective that the various stakeholders 

have on the project. Having this appreciation we can then 

take steps to ‘accommodate’ these different (and 

occasionally competing) perspectives.  
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Seven images of projects 

Winter & Szczepanek (2009) offer a way into this ‘systems’ 

thinking in the world of projects by offering seven images of 

projects.  These ways of looking at projects facilitate a more 

holistic view of the project and provides an explicit way of 

talking about the multiple dimensions that exist in every 

project. 

The seven core images of projects are: 

 Social covering the flux of events, people and 

organizations involved, social networks, culture and 

tribalism, language and metaphor 

 Political covering interests, hidden agendas, power 

and influence, political tactics 

 Intervention covered the perceived situation to be 

improved and the type of intervention required 

 Value covers not only the financial benefit but other 

forms of value and benefit 

 Development covers people as well as product 

development 

 Temporary organizations covers aspects of 

governance, marketing, structure and leadership 

 Change Process covers context, rationale for change 

and the perceived scope and context 

  

These images can be used at a personal level to develop your 

appreciation of the complexity of the project. In addition, 

they could be used within the context of a workshop with 

the client to develop a shared context.  

 

  

  

  

   

  

   

  

 

 

Key Principles for working with 

Images  

 

 BOTH / AND rather than EITHER 

/ OR 

 Seen AS rather than IS or ARE 

 No RIGHT set of images 

 Choose the ones RELEVANT 

 PROMPT for thinking not as a 

prescription 

 PERSPECTIVE rather than 

discipline  
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Source: http://www.free-press-release.com/members/members_pic/200911/img/1259258333.jpg 

SECTION 3:  

LENSES FOR EXPLORING THE TEAM 
 

  

http://www.free-press-release.com/members/members_pic/200911/img/1259258333.jpg
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Team Check-In  

 

Often when we start a meeting or project we jump straight into task. 

However what is the team thinking and feeling at this moment? What is 

their level of motivation and focus?  

 At the start of the meeting (or project) ask people to look at this and to 

identify the jelly bean that represents them at the moment. Having shared 

this overview of ‘where we are’ we can develop this by providing an 

opportunity for people to talk about why they are feeling this way, for 

example jelly bean 5 may be grateful for some support that a peer has 

given them recently or jelly bean 15 is feeling pretty challenged by this 

new project because they want to try a new approach or a new style of 

leadership.   

This disclosure allows us to appreciate each other as individuals and to 

take account of their needs and desires as we enter a new challenge 
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Team Behaviours 

In the heat of the moment it may be difficult to appreciate the way in which a group of people 

come together to deliver a successful project. Therefore it is worth pausing for a moment at key 

stages to recognize some of the behaviours that have been displayed.  

A framework for positive and negative embodiment of team behaviour is provided by Linstead, 

Fulop & Lilley (2009).  This diagram has adapted to align to a generic problem solving cycle.  

The phase of the problem solving cycle (starting with ‘goal setting’) is located in the centre of 

the diagram.  

In the green zone a positive behavior associated with this phase is presented (e.g. 

commitment).  

In the red zone identifies some behaviours to look out for (e.g. dictating).  

  
 Figure 5: Team Behaviours 

Source: adapted from  Linstead, Fulop and Lilley (2009 p. 561) 
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Johari Window 

 

Figure 6: Johari Window 

The Johari window was created by 
Joseph Luft and Harry Ingham and 
provides a device help us 
understand our patterns of 
behavior and communication in 
team settings. 

 

  

 

Johari Window 

The Johari Window uses a standard list of adjectives to help 

you appreciate 

 The behaviours you and your team saw you display  

 Those that you think you displayed but your team mates did 

not see 

 Those your team mates saw but you did not see 

 Those neither you nor your team mates saw you display 

A suggested list (word bank) of behaviours has been 

compiled from Linstead, Fulop & Lilley (2009) and Atkins & 

Katcher (2007).  

 

 

Using the word bank choose the FIVE (5) words that most 

accurately describe your perception of your behaviours.  

Send a blank copy (see appendix 4) of the word bank to your 

team mates and ask them to anonymously select the 5 words 

that most accurately describe your behaviours. 

 

Populate each of the rooms of the Johari window by placing 

the adjectives in the relevant room. If both you and a team 

member see you being ‘logical’ place this in the ‘open’ room. 

If this is only recognized by you it goes in the ‘hidden’ room. 

If it is only recognized by your team members place it in the 

‘blind’ room and if it is not recognized by anyone place it in 

the ‘unknown’ room.  

  

http://en.wikipedia.org/w/index.php?title=Joseph_Luft&action=edit&redlink=1
http://en.wikipedia.org/w/index.php?title=Harry_Ingham_(psychologist)&action=edit&redlink=1
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Figure 7: Situational 

Leadership 

Source: 

http://www.sayeconomy.co

m/blanchard.jpg 

See Appendix 5 for a larger 

image 

 

Hersey and Blanchard offer 

an insight into the 

importance of a contextual 

approach to leadership in 

their theory of situational 

leadership. 

  

It suggests that the leader’s 

behavior should be situated 

in the motivation and skills 

of the ‘followers’. 

 

  

  

 

Situational leadership 

In exploring the dynamics of a situation it is important to 

remember three crucial points.  

Firstly, from where you view the situation will influence what 

you can see of the situation. Therefore, it is natural that you 

will only have a partial appreciation of the dynamics of 

leadership (power) that are being enacted. Try to appreciate 

it from other positions. 

The second crucial point is to appreciate that this is a 

dynamic situation. The situation can change in the ‘blink of 

an eye’ and a fresh dynamic may take over. When you see 

this happening in the project can you identify the factors that 

created this shift; what was the invisible movement behind 

the visible movement? 

The third point is that leadership should respond and match 

the skills and motivation of the people you are ‘leading’ 

rather than be a uniform approach (i.e. one style fits all). This 

situated leadership is described by Hersey and Blanchard 

(1977).   

They suggest that people with:  

 Little knowledge of the task and a high commitment 

should be directed  

 Some knowledge of the task and little commitment 

should be coached  

 Good level of knowledge of the task and variable 

commitment should be supported in their 

completion of the task 

 High level of knowledge of the task and a high level 

of commitment should have the task delegated to 

them 

Remember; in this world-view there is no one best way. Your 

approach is contextual and determined by the ‘followers’ 

motivation and skill. 

 

http://www.sayeconomy.com/blanchard.jpg
http://www.sayeconomy.com/blanchard.jpg
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Process Approach to Leadership 

The topic of leadership is dominated by a perspective that looks at the individual as a ‘hero’ or 

‘heroine’. Whilst this perspective rings true for a lot of people and certainly makes for 

exhilarating dramas in Hollywood (e.g. Gladiator, Gandhi etc.) it can also be limiting.  

It places the leader as the person who takes ultimate responsibility for the performance of the 

team and allows the other team members to take a more detached role.  

An alternative perspective is to focus on the process of leadership rather than the leader. The 

model below seeks identifies some of the main themes in this perspective of leadership.  

 
Figure 8: A process perspective on leadership  

Source: author after Yukl (2001) & Kempster (2009) 
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  DIFFERENT LENSES ON 

LEADERSHIP 

Heroic : the leader is the leader 
due to their natural (inherited 
characteristics). 
 
Trait Approach: the leader is the 
leader due to their capability 
especially in the following traits: 

 intelligence 

 adjustment 

 extraversion 

 conscientiousness  

 openness to experience  

 general self-efficacy  
 
Behaviours: the leader is the 
leader because of their ability to 
match ‘task achievement’ with 
‘team consideration’ 
 
Situational Leadership: there is no 
one best approach. The times 
make the great  leader rather than 
the other way around. 
 
Transformational Leadership: the 
leader is the person able to create 
a fundamental change to the 
followers ‘mental models’ 
 
Distributed Leadership: the role of 
the leader is shared amongst the 
team with different individuals 
picking it up according to match 
between their abilities and the 
context. 
 
Constitutive Leadership: 
leadership does not rely on either 
the individual or the situation. 
Rather it arises from the ability of 
the leader to craft a compelling 
leadership narrative. 
 
 
 

 

  

  

This process perspective of leadership identifies a number of 

key influences on the successful deployment of leadership. It 

is important to remember that this is a process of leadership 

and can be used in a distributed framework of leadership 

(where the role of the ‘leader’ is passed through the team in 

accordance with the requirements of the situation). 

 

In looking at the components of the typology we can see 

aspects that are associated with the skills, characteristics, 

behaviours of the ‘leader’ as well as those of the ‘followers’ 

(engaged participants). 

 

However at the core of this perspective is the quality of the 

relationship that is co-created between the engaged 

participants.  Whilst ‘power’ is the invisible force that is 

working between these participants the way this is co-create, 

deployed and moderated is of critical importance to 

successful leadership. Consequently in this perspective the 

process of co-creation of objectives, the engagement in a 

dialogue between the communities involved and the co-

ordinated management of meaning essential if leadership is 

to flourish. . 

 

http://en.wikipedia.org/wiki/Intelligence
http://en.wikipedia.org/wiki/Extraversion
http://en.wikipedia.org/wiki/Conscientiousness
http://en.wikipedia.org/wiki/Self-efficacy
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Figure 9: Stakeholder Mapping using the Power, Legitimacy 

and Urgency Model described by Mitchell, Agle and Wood 

(1997, 1999). See appendix 6 for a larger image. 

 

 

 

 

 

 

 

 

 

POWER RESOURCES 

 Reward 

 Coercion 

 Authority 

 Referent 

 Expert 

 Information 

 Affiliation 

 Group 
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It may also worth spending some time thinking about the ‘power’ resources that create the 

energy for leadership to emerge.  

Whilst it is one of the least spoken about aspects of an organization power is the lifeblood of 

every team. Whilst power is often identified as being a negative topic it is perhaps better 

identified as a ‘neutral’ resource.  

Our motives, values and also the mechanics of power that we choose to use can create a 

‘positive’ or a ‘negative’ resource. Therefore, rather than resting with a statement such as this is 

a ‘powerful’ stakeholder. Or the project manager was ‘powerless’ in the negotiations it is 

worthwhile looking behind this label to understand it more fully. 

One approach to this is to drawn on the work of French & Raven’s (1959) whose typology of 

power was developed by Benfari, Wilkinson & Orth (1986). 

Sources of Power 
(P+ is a ‘positive’ use of power resources and ‘P-‘ is a ‘negative’ 

deployment) 

Reward Remuneration, awards, compliments, symbols P+ 

Coercion Physical / psychological injury, symbols of disdain, 
demotion, withhold resources 

P- 

Authority Right to control, oblige others to obey, ‘the BOSS’ 
Exercise of leadership in times of crisis 

P- 
 

P+ 

Referent Charisma, reciprocal friendship, sharing 
information, common interests, values 

P+ 

Expert Specialist knowledge – used to help others 
Withholding expertise, creating barriers 

P+ 
 

P- 

Information Access to information (at all levels) P+ 

Affiliation ‘Borrowed’ from authority source; surrogate 
Acting on own self interest 

P+ 
 

P- 

Group Collective problem solving, conflict resolution, 
brainstorming 
‘Group think’ 

P+ 
 

P- 

Table 2 : Sources of Power 

Source:  Benfari, Wilkinson & Orth (1986) after French & Raven’s (1959) 
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  The typology of power helps position the sources of power.  

However, this is only part of the picture. It is also important 

to consider the tactics that people may deploy as well as the 

politics of the situation.   

 

 

 

Tactic 1: Rational persuasion 

 Use of argument & evidence 

 

Tactic 2: Inspirational appeal 

 Use of vision / charismatic leadership / 

encouragement 

 

Tactic 3: Consultation 

 

Tactic 4: Legitimating 

 Calling upon authority in policies and rules 

 

Tactic 5: Exchange 

 Exchange and reciprocating services / favours 

 

Tactic 6: Personal appeal 

 Appeal to a person’s friendship 

 

Tactic 7: Ingratiation 

 

Tactic 8: Pressure 

 Demanding that something is done   

  

Table 3: Examples of influence tactics 

Source: Winter & Szczepanek (2009) adapted from Yukl & 

Falbe (1990) 
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Tactic 1: Gaining support from higher power sources 

 e.g. gaining sponsorship, lobbying & co-optation 

 

Tactic 2: Alliance or coalition-building (close peers) 

e.g. exchange of favours, bargains, bribery, 

establishing common cause 

 

Tactic 3: Controlling a critical resource 

e.g. money, people, expertise, reporting, centrality 

or gatekeeping 

 

Tactic 4: Controlling the decision process 

e.g. control decision criteria, control of alternatives, 

control of information 

 

Tactic 5: Controlling the committee process 

e.g. agenda content, agenda sequence, membership, 

minutes, chairmanship, calling of meetings, pre-

agenda work 

 

Tactic 6: Use of positional authority 

 e.g. rewards, coercion 

 

Tactic 7: Use of scientific element 

 e.g. planning, control 

 

Tactic 8: Deceit and deception 

e.g. secrecy, surprise, hidden objectives, hidden 

agendas, two faces, all things to all people  

 

Tactic 9: Information 

e.g. censoring or withholding, distorting 

 

Tactic 10: Miscellaneous games 

e.g. divide and rule, whistle-blowing, in the same life 

boat, red herring game 

Table 4: Examples of political tactics 

Source: Winter & Szczepanek (2009 p. 85) adapted from 

Harrison & Lock (2001) 

 

 

Machiavelli 

 

http://remnanttrust.ipfw.edu/a
ssets/images/docs/dark-

side/prince/prince.jpg 
 

Written around 500 years ago ‘The 

Prince’ by Niccolo Machiavelli is a 

classic account of the use and abuse of 

power.  

The following quote is one of many 

that has direct relevance to the 

modern world of management. 

 

“and one should bear in mind that 

there is nothing more difficult to 

execute, nor more dubious of success, 

nor more dangerous to administer 

than to introduce a new order to 

things; for he who introduces it has all 

those who profit from the old order as 

his enemies; and he has only lukewarm 

allies in all those who might profit from 

the new” 

 

A full text version of ‘The Prince’ is 

available from the Gutenburg Project 

at 

http://www.gutenburg.org/ebo

oks/1232 

 

http://remnanttrust.ipfw.edu/assets/images/docs/dark-side/prince/prince.jpg
http://remnanttrust.ipfw.edu/assets/images/docs/dark-side/prince/prince.jpg
http://remnanttrust.ipfw.edu/assets/images/docs/dark-side/prince/prince.jpg
http://www.gutenburg.org/ebooks/1232
http://www.gutenburg.org/ebooks/1232
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Appreciating the team 

As we start a new project we may find ourselves working 

with a new team of people, or alternatively working with the 

same people but in a different context.   

As a precursor to the execution of the task it is worthwhile to 

consider the skills and talents that we (and others) bring to 

the process. By considering this aspect we can align our skills, 

experiences and motivations to the ‘efficient’ delivery of the 

task (e.g. playing to our strengths).  

In addition, we can adopt a strategy for effective delivery of 

future projects by identifying areas of potential development 

and using the current project to nurture, coach or develop 

these areas in ourselves and our team. For example, if I have 

a desire to develop a talent for public presentation then how 

could I nurture this opportunity for growth within the reality 

of the project?  

At the start of the project spend some time getting to know 

your team, understanding the talents they have, their 

motivations for this project and hearing about their previous 

experiences.  

 

  

 

 

Motivations 

Talents 

Experiences 
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 Talent spotting 

Earlier in this book the Johari window was presented as a 

way of identifying the skills and attributes that you can bring 

to a project. Another way of doing this is have a fun exercise 

to spot the talents that your team members have 

demonstrated in the project.  

 

These talents could cover appropriate humour, questioning 

skills, a creative approach to team work, discipline to get 

things done on time, bringing in those special sweets to a 

tough meeting etc.  Anything that you felt was a positive 

input to the project or influence on the team. 

The following list is a starter for 10; but do not allow this to 

constrain your thoughts. 

Delegation Communication Planning 
before 
action 

Selling ideas 

Speaking 
honesty 

Personal time 
management 

Critical 
thinking 

Keeping us 
the right 
path 

Energized 
the team 

Always in high 
spirits 

Goal 
orientated 

Action 
focussed 

Captured 
notes of 
meetings & 
decisions 

Source of 
knowledge 

Creativity Networking 
skills 

Social glue 
of the team 

Mature 
perspective 

Seeks 
clarification 

Diligent 
team 
worker 

Decisive Reliable Positive 
approach 

Keen to 
learn 

Structures 
the 
problem 

Patience Persistence Enthusiasm 

Self-
motivated 

Curiosity Desire to 
understand 

Questions 
ideas 

Table 5; Talents recognised by previous cohorts in their team 

members 

A fun way of doing this is to stick a piece of paper on the 

back of each person and then to walk around and write 

things. In this way your contributions can be given 

anonymously … please keep them POSITIVE  

See appendix 7 for a larger version of this table 

Appreciative Inquiry 

A lot of time and energy is spent in 
organizations looking at and 
analyzing  problems.  
 
An alternative approach is offered 
by Appreciative Inquiry which 
seeks to build on the strengths of 
the individual or group. A way of 
bringing this into your practice is to 
ask people to describe ‘the best 
team’ they have ever worked in at 
the start of a project. 
 
Go beyond the surface level 
descriptions to really explore what 
is was that made this a great team.  
 
When this is complete use people’s 
stories to compile a list of the 
attributes of a great team. This 
process can act as an excellent 
process for developing team 
identify and focusing our energies 
on our positive behaviours rather 
than issues we have faced in 

previous teams. 

 

 

 

  

 



33 

 

 

 

  

Understanding Team Culture 

Often when we talk about culture we are referring the grand 

schemas such as the national culture. However, the same 

concept can apply at a micro level. Having worked in 5 

different organizations I can get a sense of the differences 

between the way things are done around here. This is a 

micro culture. 

This aspect of culture is a fascinating area to explore, to use 

it as a way of sharing understanding and meaning and 

engaging in a dialogue about why this culture appears this 

way and looking at reinforcing it or offering alternative 

identities. 

A useful way into this topic is to explore it via the cultural 

web. Originally created by Johnson and Scholes to examine 

organizational culture it has evolved into a more generic tool 

over recent years. The version shown below also has an 

additional dimension included in it (communication). I think 

this is very relevant to the project teams as it illustrates 

‘what’ we are communicating (e.g. data, emotions, positive, 

negative etc.) and also explores ‘how’ we are communicating 

(e.g. face to face, email, text message etc.). 

 

Figure 10: Modified Cultural Web 

Source: http://www.paceexecs.co.uk/cultureaudit.html 

 

 

  

  

  

S

ource: 

www.nhorizons.ca/images/orgc

ult.jpg 

  

http://www.nhorizons.ca/images/orgcult.jpg
http://www.nhorizons.ca/images/orgcult.jpg
http://www.nhorizons.ca/images/orgcult.jpg
http://www.nhorizons.ca/images/orgcult.jpg
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Asking appreciative 

questions: 

 

 What do you love most 
about this team?   

 What first impressed you 
about your colleagues? 

 What do you consider 
some of the most 
significant achievements 
of this team? 

 What inspired you to 
become the project 
manager of this team?  

 What do you most hope 
you can contribute? 

 What small changes could 
we make right now that 
would really encourage 
the stakeholders to  get 
engaged with improving 
our project? 

 How would you personally 
like to be involved in this 
project? 

 

 
 

 

  

  

  

As well as using the lens ‘free style’ it is also possible to guide 

a discussion (or reflection) of the team culture through a 

series of cue questions. These have been adapted from 

Newell & Edgar’s (2006) initial list of cue questions. 

 

Communications 

 What is communicated within the team? 

 How do you communicate with the project team? 

 Who communicates with who?  
 

Organisational structures 

 What is the organisational structure for the project? 

 How was this created (who created it)?  

 Are the organisational structures fixed or evolving? 
 

Control systems 

 What is the most closely controlled aspect of the project? 

 What is the least controlled aspect of the project? 

 Is emphasis on reward or punishment?  
 

Symbols / Rituals 

 What status symbols are there?  

 What routines are emphasized in the project team?  

 What are your key rituals? 
 

Power structures 

 How is power distributed in the  

 How have you defined what a ‘project manager can do? 

 Where does power exist in the project team (e.g. 
charisma, expertise, age)? 
 

Stories / Myths 

 What stories do you hear about the project? 

 What stories do you tell about yourself? 

 What stories will you tell about this team ? 
Overall 

 What is the dominant culture?  
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Source: http://brandstrategyguru.com/template_images/bsg2/brand-definition.jpg 

 

 

SECTION 3:  

LENSES FOR EXPLORING  

THE INDIVIDUAL 

  

http://www.heartofengagement.com/uploads/image/Diverse%20Concepts(5).jpg
http://brandstrategyguru.com/template_images/bsg2/brand-definition.jpg
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Beliefs Drive Action 

 

In exploring reflective practice it is important to appreciate 

our own belief systems. Israel, Whitten & Shaffran (2000 

p.17) present a five step thinking system that links the beliefs 

to our actions.  
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Joseph Campbell analysed the 

longstanding myths and folk 

tales from a rich variety of 

cultures and identified that 

there is an underlying pattern in 

these tales.  

Since the publication of his 

work  ‘Hero with a Thousand 

Faces’ (1949) this work has 

been used in a variety of 

contexts; including crafting plot 

lines for Hollywood 

blockbusters. 

 

George Lucas has credited 

Campbell’s work as an 

inspiration to his Star Wars 

films.   

 

 

  

 

 

 

 

 

Hero’s Journey  

 

The Hero’s Journey is a useful descriptive framework to 

describe your engagement in a challenging project (or 

challenging organizational context). However, it has its roots 

in a very different world – that of folk tales (myths). 

 

The steps on the Hero’s journey are expressed in four acts: 

the call; the initial tests, the final battle and the return to the 

homeland.   

 

 

 

Figure 14: The Hero’s Journey 

[read it anti-clockwise] 

Source: http://astoriedcareer.com/monomyth.gif 

 

Appendix 8 provides a more detailed model of the Hero’s 

Journey 

 

 

 

 

   

 

http://astoriedcareer.com/monomyth.gif
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Hero’s Journey : A Guide for Reflective Practice 

The Hero’s Journey can also be used to stimulate your 

inquiry into a specific project.  The following list of prompt 

questions (created by Ged Welch) visualize the journey 

around a ‘U’ shaped curve (with the inner most cave in 

Campbell’s language being termed ‘The Pit’). 

 What was the call the adventure? What were you 

seeking? 

 Did you initially question / refuse the call? 

 What did it feel like to cross the threshold? Did you have 

an initiation? 

 How did your special skills or personal qualities enable 

you to deal with trials & tribulations? How were you 

tested? 

 Who did you meet as an ally? What did they bring to you? 

 Who did you meet as a saboteur? What did they bring to 

you? 

 How did the allies and saboteurs first appear 

 How did their roles change? 

 What was the pit – the defining moment – in your story? 

 Why were you drawn into the pit? 

 What is the prize or reward for your journey? 

 How does your journey back to the real world transform 

you? 

 Describe your feelings at each stage of the journey. 
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Source: 

http://www.projectsmart.co.uk

/pdf/top-10-qualities-of-a-

project-manager.pdf 

 

  

 

  

Top Ten Qualities of a Project Manager 

 

What are the crucial skills for a project manager?  

 

Whilst the answer to this question is very contingent upon 

the specific circumstances and context of the project it may 

be useful to compare your qualities against those identified 

by Barry (no date). 

 

 Inspires a Shared Vision 

 Good Communicator 

 Integrity 

 Enthusiasm 

 Empathy 

 Competence 

 Ability to Delegate Tasks 

 Cool Under Pressure 

 Team Building Skills 

 Problem Solving Skills 

 

Further details of the topics behind these headings are 

provided at 

http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-

project-manager.pdf 

http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-project-manager.pdf
http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-project-manager.pdf
http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-project-manager.pdf
http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-project-manager.pdf
http://www.projectsmart.co.uk/pdf/top-10-qualities-of-a-project-manager.pdf
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Project Manager Competency Profile 

 

Building on the previous section (Top Ten Qualities of a 

Project Manager) it may be worth while doing a more formal 

competency assessment against a competency framework. 

There are a rich variety of frameworks available aligned to 

the various professional bodies. The one presented below is 

the view of the corporate education faculty of Boston 

University and breaks the competencies into three sets: 

technical skills, personal qualities and business leadership. 

 

A formal assessment tool for this model is available from 

http://www.butrain.com/mdp/CompSkills.asp or you can use 

this as a basis for a self assessment (e.g. self scoring on a 1-5 

grade) or another variant of the Johari window to obtain 

your colleagues perceptions. 

 

Figure 16: Project Management Competency 

Source: http://www.butrain.com/mdp/CompModel.asp 

 

   

http://www.butrain.com/mdp/CompSkills.asp
http://www.butrain.com/mdp/CompModel.asp
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 Personal Development 

Planning with the PATH 

process 

 Touch the dream 

 Sensing the goal 

 Grounding in the now 

 Identify helpers 

 Building strength 

 Committing to the first 

step 

 Next 3 months 

 Next 6 months 

  

  

      

 

 

  

  

  

Personal Development Planning with PATH 

Where do you want to be in a few years’ time? 

There are many available frameworks that can help you to 

develop your personal vision and to translate this aspiration 

into specific steps that you can take now.  There approach 

offered in this section was developed by Jack Pearpont, Jack 

O’Brien and Marsha Forest and is known as the PATH 

(Planning Alternative Tomorrow’s with Hope) Process.  

Using the PATH process you are encouraged to create a clear 

vision of where you want to be and position this alongside 

your current reality. The crucial parts of the process are 

engaging with a community of supporters to identifying 

some clear steps that can commit to now. These supporters 

could be your friends, colleagues, tutors, parents and 

employers; people who have an insight and an interest in 

your success. Through a reflective conversation with them 

you can identify the path between the ‘here and now’ and 

your future. This path could be comprised of specific 

activities that you will do to acquire knowledge, practice 

your skills and reflect on your practice that are all focused on 

helping you to take purposeful action towards your goal.  

Figure 17 (overleaf) shows the PATH process. 
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Figure 17: PATH Process 
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http://www.heartofengagement.com/uploads/image/Diverse%20Concepts(5).jpg 

 

 

SECTION 4: 

LENSES FOR EXPLORING  

THE ORGANISATION 

 

 

 

 
  

http://www.heartofengagement.com/uploads/image/Diverse%20Concepts(5).jpg
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Stages of Organisational Growth 

An alternative perspective on organizational change was developed by Greiner in 1972.  

This descriptive framework rings true with many managers I have spoken to over the years.  

Greiner identifies five phases of a typical organizations growth and the challenges that 

restrict the growth in each stage of its development. For example, initial growth is often 

coupled with a leadership crisis (e.g. when a small organization grows to a point where the 

owner can no longer manager everything on their own). 

Whilst such a descriptive framework may act as a prompt in an oragnisational it should not 

be regarded as a ‘predictive’ model.  

 

 

Figure 18: Greiner’s Five Phases of Organisational Growth 

Source: http://www.emeraldinsight.com/content_images/fig/0680080103001.png 

 

 

http://www.emeraldinsight.com/content_images/fig/0680080103001.png
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 Readiness for Change 
Questionnaire 

Scores can range from -9 to +12 

The purpose is to raise 
awareness and stimulate 
dialogue about the readiness 
for change. 

Score below ‘0’ indicates that it 
is likely that the organization Is 
not ready for change.  

Score above ‘+7’ indicates the 
organization is more likely to be 
ready for change. However, 
change is never ‘easy’ 

 

 

 

  

  

  

  

  

 

Organization’s Readiness for Change 

Previous Change Experiences 

Has the organization had positive experience with change? +1 

Has the organization had failure experience with change? -1 

What is the mood of the organization: upbeat & positive? +1 

What is the mood of the organization: negative & cynical? -1 

Does the organization appear to be resting on its laurels? -1 

 

Executive Support 

Are senior managers directly involved in sponsoring change? +1 

Is there a clear picture of the future? +1 

Is executive success dependent in the change occurring. If yes. +1 

Has management ever demonstrated a lack of support? -1  

 

Openness to change 

 Does the organization have scanning mechanisms to monitor the 

environment? +1 

 Is there a culture of scanning & paying attention to those scans? +1 

 Does ‘turf’ protection exist in the organization? -1 

 Are the senior managers locked into the use of past strategies, 

approaches and solutions? -1 

 Is conflict dealt with openly, with a focus on resolution? +1 

 Or is it suppressed and smoothed over? -1 

 

Rewards for Change 

 Does the reward system reward innovation & change? +1 

 Does the reward system focus exclusively on short-term results? -1 

 Are people censured for attempting change & failing? -1 

 

Measures for Change 

 Does the organization have good metrics that can track changes & 

their need? -1 

 Does the reward system focus exclusively on short-term results? -1 

 Does the organization measure & evaluate customer satisfaction?+1 

 

Source: Cawsey & Deszca (2007 p. 103) Adapted from 
Stewart (1994) 
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Holistic Appreciation of Change Management 

 It is not unusual to focus on the areas of a problem situation that we know and 

understand well. Our organisational role, our training & education and perhaps 

even our personal values may encourage us to take a single slice of the problem 

situation and focus on this.  

However, when we apply these techniques to more complex change projects 

we may find that our endeavours (however well intentioned) may not deliver 

the outcome we anticipated.  

Bennett et al offer a framework for change that attempts to provide a more 

holistic perspective to change projects through an engagement in the areas of 

environment, culture, purpose, outcome, individual and actions.  

 

Figure 19: A framework for managing change 

Source:  Bennett et al 1996, p. 82 adapted from Whitaker, 1993, p.112 
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Do you see that you are scoring 
‘high’ compared to others 
scores? 

What are the key strengths that 
you can continue to develop 
and promote? 

Are there some areas where 
you think your assessment is 
(comparatively) low? How will 
you develop these areas? 

Do your scores tally with the 
scores you receive from your 
colleagues? 

 

  

  

  

  

  

 

Myself as a Change Agent 

 Drawn from an amalgam of sources (with specific reference 

to Caldwell 2003) this framework provides an insight into 

your capacity to work effectively as a change agent. 

As well as completing this as a self-assessment you can use it 

as the basis for a Johari window or 360 degrees feedback 

questionnaire with your colleagues and co-workers. 

 

o Inspiring vision 1 2 3 4 5 6 7 

o Entrepreneurship 1 2 3 4 5 6 7 

o Integrity and honesty 1 2 3 4 5 6 7 

o Learning from others 1 2 3 4 5 6 7 

o Openness to new ideas 1 2 3 4 5 6 7 

o Risk taking 1 2 3 4 5 6 7 

o Adaptability and flexibility 1 2 3 4 5 6 7 

o Creativity 1 2 3 4 5 6 7 

o Experimentation 1 2 3 4 5 6 7 

o Using power 1 2 3 4 5 6 7 

o Empowering others 1 2 3 4 5 6 7 

o Team building 1 2 3 4 5 6 7 

o Managing resistance 1 2 3 4 5 6 7 

o Conflict resolution 1 2 3 4 5 6 7 

o Networking skills 1 2 3 4 5 6 7 

o Knowledge of the business 1 2 3 4 5 6 7 

o Problem solving 1 2 3 4 5 6 7 

o Interpersonal skills 1 2 3 4 5 6 7 

o Communication skills 1 2 3 4 5 6 7 

o Emotional resilience 1 2 3 4 5 6 7 

o Tolerance for ambiguity 1 2 3 4 5 6 7 

o Tolerance for ethical conflict 1 2 3 4 5 6 7 

o Determination 1 2 3 4 5 6 7 

o Pragmatism  1 2 3 4 5 6 7 

o Dissatisfaction with status quo 1 2 3 4 5 6 7 

o Openness to information 1 2 3 4 5 6 7 

o Capacity to build trust 1 2 3 4 5 6 7 

o Intelligence 1 2 3 4 5 6 7 

 

Source: Cawsey & Deszca 2007 p. 267 
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Source: http://optimisedgov.co.uk/communities/8/004/008/582/598/images/4540796057_363x274.png 

 

SECTION 4: 

LENSES FOR EXPLORING  

THE PROJECT 

 

 

http://optimisedgov.co.uk/communities/8/004/008/582/598/images/4540796057_363x274.png
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Appreciating what we know: 6 thinking hats 

As you approach a new project experience pause and ask 

yourselves what is actually ‘new’ about this project. Perhaps 

there are similar projects that you can draw upon that may 

inform the strategy of project delivery (i.e. the way we go 

about the project) or the division of labour across the project 

or the risks that this project could offer. 

Therefore it is useful at the start of the project to spend 

some time in a ree flowing exercise to capture the teams 

appreciation of the project (it may be that different team 

members see the project in very different lights) and the 

connections this has to their existing skills and knowledge. 

De Bono (1995) seeks to structure the data gathering at the 

start of a new project by looking at it explicitly through 

different perspectives. Each of these perspectives is 

represented by a coloured hat.  

 Red hat looks at our emotions / feelings about this 

project 

 Yellow hat looks at the positive aspects of the 

project or the skills you could offer 

 Black hat offers a judgement on the project, the risks 

that my occur, the challenges to be overcome 

 White hat looks at the factual information we have 

at the moment 

 Green hat looks at the novelty of this project, what 

else could be included in the scope 

 Blue hat looks at the processes that we will use to 

deliver success 

On the following page each of these hats is expanded to 

cover some of the questions that you could ask yourself, or 

others about the project.  

 

 

  

  

 

Edward De Bono 
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Figure 20; De Bono’s Thinking Hats 

Source: adapted from http://www.fresherhosting.com/fresherschools/thinking_hats_posters.pdf 
  

http://www.fresherhosting.com/fresherschools/thinking_hats_posters.pdf
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Figure 21: Using a Mind Map to capture the various strands of thinking in a project 
Source:  http://www.illumine.co.uk/debono-six-thinking-hats/mind-map.html 
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Taking a Wider Perspective 

"It is tempting, if the only tool you have is a hammer, to treat 

everything as if it were a nail." 

Maslow (1966 p. 15).  

 

In the world of projects it is often the case that we focus in on the 

specific task that is required rather than think of how the solution 

will fit into the organizational context.To help us overcome this 

short sightedness at the definition and planning stages of the 

project Grude, Andersen & Hauge emphasize the need for a project 

approach that embraces People, Systems and Organisation (PSO). 

 

The ‘P’ perspective incorporates the people development required 

for the project to be successful. In this perspective we can consider 

the need for stakeholder engagement, training, coaching, support, 

communication, empowerment and accountability. 

 

The ‘S’ perspective focuses on the ‘touch and feel’ aspects of the 

project. This is the technical ‘solution’. 

 

The ‘O’ perspective examines the organizational development. As 

well considering how the ‘system’ is going to be accepted by the 

organization and integrated into their business model. 

 

Grude, Andersen & Hauge argue that it is the interconnection 

between these perspectives that leads to project success. 

 
Figure 23: PSO Projects 

Source: Grude, Andersen & Hauge (2009 p.5) 

 

  

  

  

PARADOXES OF PROJECTS 

Frigenti & Cominos identify 6 
paradoxes of projects. These 
contradictions offer insights into 
what is required to deliver 
successful projects. 
 
1) Project change requires 

stability 

 Sustainable vision, goals & 
objectives 

 Recognized culture 

 Project mission aligned to 
the organizations strategy 

2) Clarity is achieved by embracing 
fuzziness 

 Obtain project sponsor 
support 

 Progressive elaboration 
on the results the project 
will deliver 

 Support & protect the 
project team 

3) Business results are the 
measure of project success 

4) Build teams by focussing on the 
individual 

5) Integrate horiztonally with a 
vertical focus 

 Communication across a 
temporary organization  

6) Focus on the unknown to 
achieve certainty 
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Portable Project Management 

Toolkit 

In the twenty-first most managers are by action, if not by 

title, project managers.  The choice of project management 

methodology may be dictated by client, parent organisation 

or the context of the project.  However, where it is left to 

your discretion your approach should be as ‘lean’ as possible 

and the toolkit should be assembled in a manner that is ‘fit 

for purpose’; for your project, your context, your way of 

managing. 

 

One way of appreciating what is required before you start 

the project is to think about the style of project that you are 

about to engage on.  

 

Obeng (1996) provides a 4 quadrant typology of ‘closed’ 

versus ‘open’ projects ‘ covering ‘Painting by Numbers’, 

‘Going on a Quest’, ‘Making a Movie’ and ‘Lost in the Fog’ 

projects.  

 

An initial evaluation of two characteristics of your project 

 

‘Do you know how to deliver the project?’  

‘Do you know what you have to deliver?’ 

 

 

can help you to appreciate the style of the project you are 

about to engage in.  

 

 
  

  

  

  

  

 

 
Figure 24: An illustration of a 

portable project management 
process  

 
http://www.filetransit.com/scree

nshot.php?id=38078 

  

 

  

  

http://www.filetransit.com/screenshot.php?id=38078
http://www.filetransit.com/screenshot.php?id=38078
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Eddie Obeng offers us a typology of 
projects based on knowing ‘what’ 
to deliver and  knowing ‘how’ to 
deliver the project.  

 Painting by Numbers’,  

 ‘Going on a Quest’,  

 ‘Making a Movie’ and  

 ‘Lost in the Fog’ projects. 

  

  

Typologies of Projects 

 

Figure 25: Obeng’s Typology of Projects 

 

Obeng offers a questionnaire to help us understand the type 

of change project that an organization is engaged in. This has 

been adapted to make it insightful for a wide range of 

project contexts.  
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Project Typology Questionnaire (Part 1) 

Adapted from Obeng (1994 p.5) 

 

You should tick at least one statement in each row. If two statements are the 

same then you should tick both of them. See appendix 10 for a spare copy. 

Our team has little 
experience of this type 
of project 

Our team has some 
experience of this type 
of project 

Our team has some 
experience of this type 
of project 

Our team has lots of 
experience of this type 
of project 

Our team is not able to 
adapt itself to the 
requirements of the 
project (e.g. changes in 
requirements or scope 
and our flexible use of 
resources) as quickly as 
the anticipated 

Our team is barely   able 
to adapt itself to the 
requirements of the 
project  

Our team is just about  
able to adapt itself to 
the requirements of the 
project 

Our team is able to see 
into the future and 
proactively adapt itself 
to the emerging 
requirements of the 
project 

Our team has been 
caught off guard and has 
been surprised by many 
of the changes (including 
risks) it has had to face 
recently 

Our team has been 
caught off guard and has 
been surprised by some 
of the changes (including 
risks) it has had to face 
recently 

Our team has been 
caught off guard and has 
been surprised by some 
of the changes (including 
risks) it has had to face 
recently 

Our team has been 
caught off guard and has 
been surprised by few of 
the changes (including 
risks) it has had to face 
recently 

Our team is trying to 
implement a new way of 
doing things (e.g. new 
team structure, new 
roles and 
responsibilities) 

Our team is trying to 
continue with a 
relatively new way of 
doing things (e.g. new 
team structure, new 
roles and 
responsibilities) 

Our team is trying to 
continue with an existing  
way of doing things (e.g. 
new team structure, 
new roles and 
responsibilities) 

Our team is using a well 
established way of doing 
things (e.g. new team 
structure, new roles and 
responsibilities) 

We do not understand 
the goals of the project 
or how success will be 
measured.  

We understand the goals 
of the project and how 
success will be 
measured. However, 
achieving this will be 
very demanding. 

We understand the goals 
of the project and how 
success will be 
measured. However, we 
are uncertain as to how 
to achieve this. 

We understand the goals 
of the project and how 
success will be 
measured. We are 
confident that this is 
similar to previous 
projects we have 
successfully delivered. 

I can list almost none of 
the tasks I need to carry 
out. 

I can list a few of the 
tasks I need to carry out. 

I can list some of the 
tasks I can carry out. 

I can list almost all of the 
tasks I need to carry out. 

I do not really 
understand the methods 
and processes which I 
will be using during the 
project. 

I fully understand the 
methods and processes 
which I will be using 
during the project.  

I have some idea of the 
methods and processes 
which I will be using 
during the project. 

I fully understand the 
methods and processes 
which I will be using 
during the project. 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 
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Project Typology Questionnaire (Part 2) 

Adapted from Obeng (1994, p.6) 

Tick at least one word in each row which describes how you feel about your 

project. 

Confused 
 

purposeful  challenged confident 

Lost 
 

Open convinced small 

Frightened 
 

Spoilt for choice excited organised 

Groping 
 

choosy purposeful challenged 

Thrown 
 

capable  questing competent 

Bewildered 
 

competent searching stretched 

Confounded 
 

adept  Casting about clear 

Fuddled 
 

proficient Single minded complex 

 
Column 
total 
 

 
Column 
total 
 

 
Column 
total 
 

 
Column 
total 
 

 

Add the totals for both tables and record them below: 

F 
 

M 
 

Q 
 

P 
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Lost in the Fog: in this style of project you (and your 
stakeholders) are unsure of what is to be done and unsure how it 
is to be carried out. You are trying to do something that has 
never been undertaken before. Whilst this may be because you 
are at the cutting edge of technology it may also be due to 
impositions by the political, legislative or sociological 
environment. 
 
 
 
 
 
 
 
 
Making a Movie: in this style of project you (and your 
stakeholders) are pretty sure on how you will go about doing the 
project but unsure on the precise nature of the final product. 
Typically you will have made a significant investment in the 
methods you intend to use. Obeng warns that because you know 
‘how’ to run the project it is tempting to focus on the tactical 
planning without having gained a clear appreciation of the 
‘what’.  
 
 
Going on a Quest: in this style of project you are your 
stakeholders are very sure on what needs to be done (and it is 
often a very appealing project; e.g. the set up a space colony). 
However, you are unsure how to achieve this aspirational goal. 
 
 
 
 
 
 
Painting by Numbers: in this style of project you and most of the 
stakeholders are sure about what needs to be done and how to 
do it. Usually the team has people with the exact skill sets 
required to deliver the project and also have formal processes 
and systems to control the venture.  
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 Typical stages on a “Painting by Numbers” project  

 

 

“Painting by Numbers” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Demonstrate experience     

Able to clearly define goals     

Clear communication of goals to all involved     

Able to set challenging standards for self & team     

Plan activities for all the project     

Identify corrective actions if the project starts to slip     

Manage handover of deliverables to specification     

Negotiate with the client the project objectives     

Establish the measures of success     

Set milestones and points of delivery     

Implement an appropriate reporting system     

Keep stakeholders informed and in balance     

 

Source:  Obeng (1996, p. 183 & adapted from p. 197) 
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“Quest”  Self Assessment of your 
Skill 

(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Understand the nature of the problem faced     

Able to encapsulate the solution to the problem in 
a persuasive manner 

    

Develop a vision to accompany the solution     

Clear communication the vision enthusiastically     

Gain personal ownership for the idea from the 
team 

    

Must be single minded (almost to the point of 
obstinacy) 

    

Select team members capable of pursuing the 
challenge 

    

Be able to learn from stakeholders their success 
criteria and then to interpret their criteria in line 
with overall vision 

    

Avoid undue overlap and duplication in lines of 
inquiry 

    

Assign tasks to team members     

Set limits to each line of enquiry (reviewed at 
check points / milestones) 

    

Monitor progress by elimination of unsuccessful 
lines of enquiry 

    

Encourage sharing of learning      

Demonstrate courage, even in the face of set 
backs 

    

Show genuine concern for team members     

Manage stakeholders and keep them informed of 
progress 

    

 

  Source:  Obeng (1996, p. 185 & adapted from p. 198-199) 
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“Movie” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Persistence in defining the goals of the project     

Hold a steady vision in your head for a long period 
of time 

    

Be more interested in the goal of the project than 
the technology 

    

Be almost obsessive about high quality standards     

Find opportunities for team members to use their 
skill 

    

Set challenging personal visions for the team 
members 

    

Demonstrate experience or understanding of key 
technology or methodology used 

    

Build a vision for the project from stakeholder 
aspirations 

    

Be prepared to adjust or modify the initial goals     

Keep the use of the methodology as far in the 
background as possible 

    

Be able to speak the language of the specialists     

Assign roles to team members     

Review progress against vision     

Continuously review quality and not move on until 
the deliverables meet the quality objectives 

    

Be able to raise the visibility of the vision among 
the team 

    

Be able to hold a wide range of activities in your 
head (alongside the vision) and coordinate them 

    

Make sure the team understand how their role 
contributes to achieving the vision 

    

Provide space for creativity in line with the vision     

Demonstrate aspects of the vision     

Motivate through relationships     

Appear to know all the team personally     

 

 

Source:  Obeng (1996, p. 185 & adapted from p. 198-199) 
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“Lost in the Fog” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Build trust     

Make promises and keep them     

Find a wide range of stakeholders many of whom do not 
initially see themselves as stakeholders 

    

Communicate widely and effectively     

Listen effectively to both logical and emotional concerns     

Demonstrate calmness     

Describe and capture the nature of the problem ahead     

Show genuine concern for the team     

Keep stakeholders informed on a day-to-day basis     

Encourage team to communicate amongst themselves     

Capture any learning the team makes     

Proceed one step at a time     

Appear to know where the project should go intuitively     

Be creative with new opportunities or insights     

Give hope to the stakeholders     

Praise initiative taken by the team     

Provide intellectual challenge through questioning and 
problem description 

    

Analyse complex situations and distil the few actions likely to 
give the biggest results 

    

Accept offers of ideas and efforts from the team     

Involve team in decision making     

Ensure ownership of each intermediate plan amongst the 
team  

    

 

Source:  Obeng (1996, p. 185 & adapted from p. 200-201) 
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The Project Management Process 

Obeng’s typology provides a strategic map for your project 
management. An extra perspective can be gained by exploring Frigenti & 
Cominos’ step by step guide to the project management process.   
 

 Description 

Project Initiation Phase  
 Select Project Manager Identify & select best person for the job 

Scrutinize the documentation Frigenti & Cominos assume that the 
business case and documents relating to 
the strategic importance of the project 
exist 

Stakeholder verification Verify who should attend the project 
definition workshop. Again, they assume 
the stakeholders have already been 
identified as part of the business case. 

Produce the project charter Sign-off by sponsor & project manager 

Inform all parties  

Project Definition Phase  

Convene project definition workshop  

Brainstorm and categorize issues  

Determine project purpose or mission Concise statement, describes the purpose 
of the project and acts as a focus for all 
participants. Statement of requirements 
is an appropriate model 

Determine project objectives and 
performance measures 

Document the measurable objectives and 
performance that must be delivered  

Project approach General description of the intended 
approach to the development and 
delivery of the project 

Determine the deliverables breakdown 
structure and flowchart 

Document key deliverables further using 
the product descriptions from PRINCE2 

Establish scope, assumptions, constraints 
and limiting criteria 

For the scope think what is OUT of scope 
as well as what is IN scope 

Determine the result milestones and 
initial time estimates 

Remember that this top down approach 
is only a ‘good’ guess.  

Determine the responsible entities and 
project responsibilities 

As well as the RACI for the milestones 
think about the ‘principal responsibility 
chart’ too. Who can make decisions, 
release resources, approve delivery etc 

Prepare communications plan  

Perform project risk analysis  

Calculate initial cost estimates As it is based on the information received 
so far this is a ‘good guess’ 

Produce the project definition report All of the above in a document.  
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Project Planning Phase  
 Organize a planning workshop Verify who will be accountable for doing 

the detailed planning work 

Determine work involved at the detailed 
level 

Break the deliverable breakdown 
structure into the processes & activities. 

Perform time analysis Use an appropriate method. 

Perform resource analysis Allocate resources to the activities. 

Perform cost analysis Produce a detailed cost analysis (e.g. 
types of cost incurred)  

Prepare quality plan  

Prepare communications plan  

Prepare procurement plan  

Integrate project plan Integration of cost, time, quality, scope, 
risk etc. 

Do cash flow analysis  Perform a cash flow analysis including S-
curves (revenue and expenditure) 

Produce integrated project plan and 
baseline it. 

Collate all project documentation as at 
this point 

Determine project control mechanisms, 
project management information system  
and KPI’s 

 

Project Execution Phase  

Hold kick-off meeting Ensure that all are aware of what needs 
to be done  

Establish monitoring and control system 
and project infrastructure 

Set up processes required to control he 
project 

Monitor and evaluate project 
performance 

 

Apply control, feedback and problem 
solving 

 

Revise the baseline if required  

Project Close-out Phase  

Plan completion Plan the completion of the work 

Deliverable verification Ensure that all deliverables have been 
verified and accepted by client 

Review performance criteria Review the measurable objectives and 
performance criteria. Has the project 
achieved what it set out to? 

Release resources  

Contractual aspects and final accounting  

Complete all documentation  

Post implementation review Including lessons learnt 

Write final project report Summarise the history of the project and 
evaluation of performance 

Terminate and archive project  

Figure 26: Project Management Process 

Based on Frigenti & Cominos (2002 p. 132-136) 
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APPENDIX 1: 20 good practice guidelines when using Action Learning 

Source: http://www.sfbn-mandl.org.uk/files/ALfL/ALFL_20points.pdf 

 
Based on research by Henley Management College and the successful Skills for Business network  
Action Learning project we managed over the period 2004 – 2006, we have established the 
following 20 points of good practice. They describe how to set up, run and assess Action Learning 
programmes  or ‘sets’.  
 
1. Qualified participant 
The target for this programme is a (micro) SME owner manager. The individual should be someone 
who has real Influence in the business, can make decisions and commit resources. In exceptional 
cases it may be acceptable to include nominees from the principal of an organisation if they meet 
the above influence criteria. It is important that all participants make a commitment at the outset 
to remain involved for the duration of the programme. 
 
2. Bringing a business issue 
Every individual attending must bring a personal business or organisational issue with which they 
are grappling. An action learning approach must be based on trying to resolve a real business issue 
or concern. As this model is focused on leadership the issue should be strategic and concerned with 
leadership, business direction and organisational change, rather than operational or managerial 
issues. The facilitator should determine if the problem is strategic enough to develop leadership 
capability. This may require some iteration with the participant as the issues initially presented are 
often symptomatic rather than the core (strategic) problem. (Refer also to 5 below.) 
 
3. Leadership skills diagnostic 
It is important that each participant completes a skills diagnostic to establish base knowledge and 
gaps in their experience. This is important data for the facilitator when designing the shape of the 
programme. It should be completed as part of the screening process prior to selection and will 
inform the discussion of the business issue at the prelaunch meeting at the client’s site. (Refer also 
to 5 below.)  
 
4. Facilitators  
The facilitators for the programme should be based in the locality because knowledge of the local 
business environment and infrastructure will help establish credibility and minimise travel. A 
minimum of two facilitators are needed for the programme to allow for flexibility and back-up. 
Ideally, they should have complementary styles and skills. The facilitators should have good 
facilitation skills and experience of working with SME owner managers as business consultants 
rather training providers. (Refer also to 15 below.)  
 
5. Pre-launch meetings with facilitators  
Prior to start up, it is important that facilitators meet potential participants at their normal place of 
business. This enables the facilitator to ensure that the participant is qualified to take part in the 
programme and to make sure they will benefit from the experience. This is a crucial part of gaining 
the commitment of the participant to the programme. (Refer also to 1, 2 and 3 above.)  
 
6. Duration of programme  

http://www.sfbn-mandl.org.uk/files/ALfL/ALFL_20points.pdf


72 

 

The ideal timeframe for an action learning based programme is 9 to 12 months. This will depend, 
however, on how many participants are involved, the type of issues being addressed and the 
relative knowledge and experience of the group. Six months is a minimum period that should be 
considered, (and should exclude the main summer or winter holiday periods). Another desirable 
objective is to leave the group as a self-sustaining set at the end of the programme. (Refer also to 
19 below.)  
 
7. Evaluation  
It is important to build an evaluation process into the programme. Learning and transfer of learning 
into the participant’s business should also be assessed. Any impact on business performance should 
be captured as the programme develops and particularly after the programme is completed. This 
information can be used for improving learning processes and will provide important case study 
data on overall effectiveness of this type of development. This can be used to encourage other SME 
owner managers to become involved.  
 
8. Venue for the programme  
An appropriate learning environment such as a business/conference centre with appropriate onsite 
support should be chosen. 
 
9. Set size  
The ideal set size is 9 to 12 qualified participants in order to accommodate non-attendance due to 
holidays, personal issues and business demands. (Refer also to 1 & 2 above and 11 below.) If the set 
is smaller than this number, absences will reduce the group to an unworkable level and the 
programme should be discontinued. With too low numbers, there will not be the diversity of 
expertise required to enable effective group problem-solving sessions, which rely principally on 
skilful questioning and sharing experience. A set of 9 to 12 will also allow for sub-sets of 4 to 6 
participants, which is an ideal size for the discussion sessions. This will require the involvement of 2 
facilitators. 
 
10. Set location  
The set must be locally based. For many people, more than one hour’s travelling time to a meeting 
may result in a failure to stay on the programme, particularly if it is an extended 12 month version. 
This will, however, depend on geography and accepted travel times and distances for the area.  
 
11. Set composition  
The set should be diverse and not include local business competitors. It may be across different 
industries (cross-sectoral) or be occupational clusters. Whatever the case, there should not be too 
many participants from one background. This degree of mix is important to bring new perspectives 
to the problem-solving sessions.  
(Refer to 9 above.)  
 
12. Regularity of set meetings  
Set meetings should be planned on a regular basis to suit the need of participants. The 
recommended frequency is every four to six weeks depending on the overall length of the 
programme and the needs of the learners. Key holiday periods should also be taken into account to 
ensure maximum attendance levels. (Refer to 6 above.)  
 
13. Team building  
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In order to set the tone, to allow participants to reflect on and openly share their own experience 
and applications, it is important to create mutual trust at a very early stage in the group. Team 
building, including social activities, is vital at the outset of the programme. Pre-workshop social 
events are good ice-breakers and team building exercises at the launch workshop are very powerful 
tools for encouraging the group to bond.  
 
14. Launch workshop  
A full day workshop is recommended to launch the programme. This is an ideal opportunity to 
consolidate team building and reinforce expectations. It is important that there is a component of 
group-facilitated discussion and questioning about the participants’ business issues. It is a good 
idea to agree all meeting dates for sets and put them into diaries at this workshop. 
(Refer to 12 above.)  
 
15. Knowledge transfer and facilitated group questioning  
We believe that a best practice programme will include both of these components. (Refer to 16 and 
17 below.) They should, however, be clearly separated.  
 
16. Facilitated group questioning  
Facilitated group questioning is fundamental to action learning. This activity is powerful and should  
form the basis of this leadership development model. Good facilitation skills in managing the  
questioning process are needed. An appropriate facilitator workshop should be made available to  
less experienced facilitators wishing to work with this model. (Refer to 4 above.)  
 
17. Knowledge transfer sessions  
Knowledge transfer and input sessions should be explicitly linked to the individual and group 
business issues brought by participants. Knowledge transfer must be participant-driven rather than 
facilitator-led. Topics for input sessions may result from the facilitated group questioning sessions. 
These input sessions should be interactive and may be presented to the whole group, part of the 
group or as part of a one-to-one coaching session. They may involve the introduction of 
publications, references and other Leadership development data sources or could be made 
available through websites. They may be delivered in the one-to-one coaching sessions or could be 
made available through websites. Experts may be brought in if facilitators lack necessary 
knowledge. Group members may take responsibility for accessing specific knowledge areas and 
feeding this back to the group. (Refer to 4 above.)  
 
18. Coaching  
Coaching is an essential element of this programme. One-to-one sessions are vital, and the duration 
and frequency should again be participant driven. At least one face-to-face meeting should take 
place on the participant’s site in addition to the initial pre-course meeting. Thereafter, a 
combination of other communication methods may be used, such as email, web or telephone as 
preferred by the participant. Mentorship could also be considered to further support participants.  
 
19. Close-out workshop  
The programme requires a close-out workshop to mark the end of this phase of the learning 
process. It is important to capture the key learning for the individuals and the subsequent impact 
on their businesses. It is also an opportunity to celebrate success; in many cases, this may be the 
first or only formal recognition the participant will receive. The workshop is likely to be a very 
important source of success stories and case studies.  
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20. Post programme process  
At the outset of the programme, participants should be made aware of what is likely to happen at 
the end of the programme. Personal development plans should be in place and ways of staying in 
contact with each other and with the facilitators should be considered, including the possibility of 
the group evolving into a self sustaining set at the end of the formal programme. (Refer to 6 above). 
In order to evaluate long-term effects, there should be a means of revisiting personal learning and 
its impact on the business six to nine months after the programme ends. Again, this would be a 
powerful source of case studies and success stories. 
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Appendix 2: Johns (2004) structured reflection cue questions 
Source; Adapted from Johns (2004) pp 18-33 

Bring the mind home Find a place and space to reflect. Pay attention to yourself, the way you think, 
feel and respond to situations. 

Focus on describing a 
situation that seems 
significant in some way 

Johns (2004) also emphasises that this initial description is in the form that is 
best for you, it could be written, or oral, or pictorial (e.g. a rich picture).   

What are particular 
issues seem significant 
to pay attention to? 

How was I feeling and 
what made me feel that 
way? 

This situation can be a positive situation, or one where you just feel stuck or a 
negative situation. The essential criteria is that it is one where you think a 
thoughtful and purposeful engagement will potentially enable you to enhance 
your practice. 

What was I trying to 
achieve? 

Consider the purpose and meaning of your actions in terms of the way you 
“grasped, interpreted and responded within the experience” (Johns 2004 p. 
23). 

Did I respond 
effectively? 

One you have clarified what you were trying to achieve it is reasonable to 
consider whether your actions were efficacious (achieved your desired 
outcome) and effective (realised the longer term anticipated benefit). 

What were the 
consequences of my 
actions on the project 
(its client and 
stakeholders), the 
project team & myself? 

 

What factors influenced 
the way I was feeling, 
thinking or responding? 

 
Grid for considering ‘What factors influenced my action?’ 

Source: Johns (2004) p. 24 
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How were others 
feeling? What made 
them feel that way? 

Whilst this question is in Johns structured questions I am cautious about 
focussing on this as we can not always tell what others are thinking or the 
reasons for them thinking this. It is perhaps more apt to focus on what they did 
(which is visible).  

What knowledge did or 
might have informed 
me? 

This cue is especially important within the context of the MSc Project 
Management and seeks to draw out the academic knowledge that could 
provide valuable insights on the different perspectives to the situation as well 
as different courses of action that you may take to enhance your practice.  
 
These perspectives could be drawn from any of the dimensions of the meta-
model (e.g. theories about the self, the tea, the culture) as well as the specific 
theories on the appropriate project management processes and techniques for 
your context.  

 
 

To what extent did I act 
for the best and in tune 
with my values? 

 
 Grid for ethical mapping’ 

Source: adapted from Johns (2004) p. 25 

How does this situation 
connect with previous 
experiences? 

How does this fit into the flow of your professional life? Is there a link to 
previous experiences? 

How might I respond 
more effectively given 
this situation again? 

Drawing on the research you have done, as well as insights form your 
imagination or intuition how might you respond to a similar situation in the 
future? 

What could be the 
consequences of 
alternative actions for 
project (its client and 
stakeholders), the 
project team and 
myself? 

This question is encouraging you to think about the different courses of action 
that you have open to you (from your research and insight). Consider which of 
these is likely to stimulate the efficacious and effective response to the issue 
under inquiry 
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How do I NOW feel 
about this experience? 

 

Am I more able to 
support myself and 
others better as a 
consequence? 

What support systems do you have to cope with these situations in the future? 
These could involve our overall lifestyle (e.g. sleep patterns, stress, alcohol) as 
well as support mechanisms (e.g. reflective practice group, coach, buddy) and 
academic resources (e.g. ideas and theories of practice). 

Am I more able to 
realise desirable 
practice monitored 
using appropriate 
frameworks?  

Has this experience enabled you to :  
· Confront and clarify your beliefs about what desirable practice is? 

(Philosophical) 
· Clarify the role boundaries and authority of your role and your power 

relations with others (Role) 
· Link theory and practice in a meaningful way (Theoretical) 
· Appreciate and shift those forces that constrain your realisation of 

desirable practice (e.g. embodiment, tradition & power) (Reality 
perspective) 

· Focus problem identification & resolution within the experiences 
· Draw patterns with past experiences whilst anticipating how you might 

respond to them in the future (Temporal) 
· Develop your practice using valid and appropriate frameworks (e.g. 

situational leadership) (Developmental) 
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APPENDIX 3 : TEAM CHECK-IN 
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APPENDIX 4: TEAM BEHAVIOURS WORD BANK 

 

 

 

Choose FIVE (5) words that most accurately describe your 

perception of ________________.  

 

Please return this anonymously to  ________________ by -

___________   

  



80 

 

 

 

 

APPENDIX 5: SITUATIONAL LEADERSHIP 

 

 

Source: http://www.sayeconomy.com/blanchard.jpg 

Downloaded 6th July 2011 

 

http://www.sayeconomy.com/blanchard.jpg
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APPENDIX 6: STAKEHOLDER MANAGEMENT 

 

 

            

 

Stakeholder Mapping using the Power, Legitimacy and Urgency Model 

Source : Mitchell, Agle and Wood (1997, 1999). 
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APPENDIX 7: TALENT SPOTTING WORD BANK 

 

Delegation Communication 

Speaking honesty Personal time management 

Energized the team Always in high spirits 

Captured notes of 
meetings & 

decisions 

Source of knowledge 

Social glue of the 
team 

Mature perspective 

Decisive Reliable 

Structures the 
problem 

Patience 

Self-motivated Curiosity 

Planning before 
action 

Selling ideas 

Critical thinking Keeping us the right path 

Goal orientated Action focussed 

Creativity Networking skills 

Seeks clarification Diligent team worker 

Positive approach Keen to learn 

Persistence Enthusiasm 

Desire to 
understand 

Questions ideas 
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APPENDIX 8: THE HERO’S JOURNEY 

   Source: http://wiki.phalkefactory.net/index.php?title=Hero%E2%80%99s_Journey 

http://wiki.phalkefactory.net/index.php?title=Hero%E2%80%99s_Journey
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APPENDIX 9: MYSELF AS A CHANGE AGENT 

 

 

o Inspiring vision 1 2 3 4 5 6 7 

o Entrepreneurship 1 2 3 4 5 6 7 

o Integrity and honesty 1 2 3 4 5 6 7 

o Learning from others 1 2 3 4 5 6 7 

o Openness to new ideas 1 2 3 4 5 6 7 

o Risk taking 1 2 3 4 5 6 7 

o Adaptability and flexibility 1 2 3 4 5 6 7 

o Creativity 1 2 3 4 5 6 7 

o Experimentation 1 2 3 4 5 6 7 

o Using power 1 2 3 4 5 6 7 

o Empowering others 1 2 3 4 5 6 7 

o Team building 1 2 3 4 5 6 7 

o Managing resistance 1 2 3 4 5 6 7 

o Conflict resolution 1 2 3 4 5 6 7 

o Networking skills 1 2 3 4 5 6 7 

o Knowledge of the business 1 2 3 4 5 6 7 

o Problem solving 1 2 3 4 5 6 7 

o Interpersonal skills 1 2 3 4 5 6 7 

o Communication skills 1 2 3 4 5 6 7 

o Emotional resilience 1 2 3 4 5 6 7 

o Tolerance for ambiguity 1 2 3 4 5 6 7 

o Tolerance for ethical conflict 1 2 3 4 5 6 7 

o Determination 1 2 3 4 5 6 7 

o Pragmatism  1 2 3 4 5 6 7 

o Dissatisfaction with status quo 1 2 3 4 5 6 7 

o Openness to information 1 2 3 4 5 6 7 

o Capacity to build trust 1 2 3 4 5 6 7 

o Intelligence 1 2 3 4 5 6 7 

 

Source: Cawsey & Deszca 2007 p. 267 

  



85 

 

APPENDIX 10: TYPOLOGY OF PROJECTS 

You should tick at least one statement in each row. If two statements 

are the same then you should tick both of them. 

Our team has little 
experience of this 
type of project 

Our team has some 
experience of this 
type of project 

Our team has some 
experience of this 
type of project 

Our team has lots of 
experience of this 
type of project 

Our team is not able 
to adapt itself to the 
requirements of the 
project (e.g. changes 
in requirements or 
scope and our flexible 
use of resources) as 
quickly as the 
anticipated 

Our team is barely   
able to adapt itself to 
the requirements of 
the project  

Our team is just 
about  able to adapt 
itself to the 
requirements of the 
project 

Our team is able to 
see into the future 
and proactively adapt 
itself to the emerging 
requirements of the 
project 

Our team has been 
caught off guard and 
has been surprised by 
many of the changes 
(including risks) it has 
had to face recently 

Our team has been 
caught off guard and 
has been surprised by 
some of the changes 
(including risks) it has 
had to face recently 

Our team has been 
caught off guard and 
has been surprised by 
some of the changes 
(including risks) it has 
had to face recently 

Our team has been 
caught off guard and 
has been surprised by 
few of the changes 
(including risks) it has 
had to face recently 

Our team is trying to 
implement a new way 
of doing things (e.g. 
new team structure, 
new roles and 
responsibilities) 

Our team is trying to 
continue with a 
relatively new way of 
doing things (e.g. new 
team structure, new 
roles and 
responsibilities) 

Our team is trying to 
continue with an 
existing  way of doing 
things (e.g. new team 
structure, new roles 
and responsibilities) 

Our team is using a 
well established way 
of doing things (e.g. 
new team structure, 
new roles and 
responsibilities) 

We do not 
understand the goals 
of the project or how 
success will be 
measured.  

We understand the 
goals of the project 
and how success will 
be measured. 
However, achieving 
this will be very 
demanding. 

We understand the 
goals of the project 
and how success will 
be measured. 
However, we are 
uncertain as to how 
to achieve this. 

We understand the 
goals of the project 
and how success will 
be measured. We are 
confident that this is 
similar to previous 
projects we have 
successfully 
delivered. 

I can list almost none 
of the tasks I need to 
carry out. 

I can list a few of the 
tasks I need to carry 
out. 

I can list some of the 
tasks I can carry out. 

I can list almost all of 
the tasks I need to 
carry out. 

I do not really 
understand the 
methods and 
processes which I will 
be using during the 
project. 

I fully understand the 
methods and 
processes which I will 
be using during the 
project.  

I have some idea of 
the methods and 
processes which I will 
be using during the 
project. 

I fully understand the 
methods and 
processes which I will 
be using during the 
project. 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 

Total number 
of ticks in this 
column 
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Project Typology Questionnaire (Part 2) 

Adapted from Obeng (1994, p.6) 

Tick at least one word in each row which describes how you feel about your 

project. 

Confused 
 

purposeful  challenged confident 

Lost 
 

Open convinced small 

Frightened 
 

Spoilt for choice excited organised 

Groping 
 

choosy purposeful challenged 

Thrown 
 

capable  questing competent 

Bewildered 
 

competent searching stretched 

Confounded 
 

adept  Casting about clear 

Fuddled 
 

proficient Single minded complex 

 
Column 
total 
 

 
Column 
total 
 

 
Column 
total 
 

 
Column 
total 
 

 

Add the totals for both tables and record them below: 

 

F 
 

M 
 

Q 
 

P 
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APPENDIX 11:  KEY SKILLS FOR PROJECT LEADERSHIP 

 

 

KEY SKILLS FOR PROJECT LEADERSHIP:  ‘Painting by Numbers’ project 

 

“PAINTING BY NUMBERS” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Demonstrate experience     

Able to clearly define goals     

Clear communication of goals to all involved     

Able to set challenging standards for self & team     

Plan activities for all the project     

Identify corrective actions if the project starts to slip     

Manage handover of deliverables to specification     

Negotiate with the client the project objectives     

Establish the measures of success     

Set milestones and points of delivery     

Implement an appropriate reporting system     

Keep stakeholders informed and in balance     

 

Source:  Obeng (1996, p. 183 & adapted from p. 197) 
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KEY SKILLS FOR PROJECT LEADERSHIP:  ‘Quest’ project 

 

“QUEST” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Understand the nature of the problem faced     

Able to encapsulate the solution to the problem in 
a persuasive manner 

    

Develop a vision to accompany the solution     

Clear communication the vision enthusiastically     

Gain personal ownership for the idea from the 
team 

    

Must be single minded (almost to the point of 
obstinacy) 

    

Select team members capable of pursuing the 
challenge 

    

Be able to learn from stakeholders their success 
criteria and then to interpret their criteria in line 
with overall vision 

    

Avoid undue overlap and duplication in lines of 
inquiry 

    

Assign tasks to team members     

Set limits to each line of enquiry (reviewed at 
check points / milestones) 

    

Monitor progress by elimination of unsuccessful 
lines of enquiry 

    

Encourage sharing of learning      

Demonstrate courage, even in the face of set 
backs 

    

Show genuine concern for team members     

Manage stakeholders and keep them informed of 
progress 

    

 

Source:  Obeng (1996, p. 185 & adapted from p. 198-199) 
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KEY SKILLS FOR PROJECT LEADERSHIP:  ‘Movie’ project 

“MOVIE” Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Persistence in defining the goals of the project     

Hold a steady vision in your head for a long 
period of time 

    

Be more interested in the goal of the project 
than the technology 

    

Be almost obsessive about high quality standards     

Find opportunities for team members to use 
their skill 

    

Set challenging personal visions for the team 
members 

    

Demonstrate experience or understanding of key 
technology or methodology used 

    

Build a vision for the project from stakeholder 
aspirations 

    

Be prepared to adjust or modify the initial goals     

Keep the use of the methodology as far in the 
background as possible 

    

Be able to speak the language of the specialists     

Assign roles to team members     

Review progress against vision     

Continuously review quality and not move on 
until the deliverables meet the quality objectives 

    

Be able to raise the visibility of the vision among 
the team 

    

Be able to hold a wide range of activities in your 
head (alongside the vision) and coordinate them 

    

Make sure the team understand how their role 
contributes to achieving the vision 

    

Provide space for creativity in line with the vision     

Demonstrate aspects of the vision     

Motivate through relationships     

Appear to know all the team personally     

 

 

Source:  Obeng (1996, p. 185 & adapted from p. 198-199) 
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KEY SKILLS FOR PROJECT LEADERSHIP:  ‘Lost in the Fog’ project 

 Self Assessment of your Skill 
(1 = Low 4 = High) 

Key skills for project leadership: 1 2 3 4 

Build trust     

Make promises and keep them     

Find a wide range of stakeholders many of whom do 
not initially see themselves as stakeholders 

    

Communicate widely and effectively     

Listen effectively to both logical and emotional 
concerns 

    

Demonstrate calmness     

Describe and capture the nature of the problem 
ahead 

    

Show genuine concern for the team     

Keep stakeholders informed on a day-to-day basis     

Encourage team to communicate amongst 
themselves 

    

Capture any learning the team makes     

Proceed one step at a time     

Appear to know where the project should go 
intuitively 

    

Be creative with new opportunities or insights     

Give hope to the stakeholders     

Praise initiative taken by the team     

Provide intellectual challenge through questioning 
and problem description 

    

Analyse complex situations and distil the few actions 
likely to give the biggest results 

    

Accept offers of ideas and efforts from the team     

Involve team in decision making     

Ensure ownership of each intermediate plan amongst 
the team  

    

Source:  Obeng (1996, p. 185 & adapted from p. 200-201) 


