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ABSTRACT

The success of projects depends on the project team. Therefore, it is necessary for
the project manager to carefully select his colleagues in a project. Each par ticipant
in a project has their own view on the project objectives and their participation in it.
Participants tend to perceive a project from the point of view of their own needs.
Consequently, the result may vary from the target set by the team manager. On
making up a project team, the project manager has to carefully examine personal
interests of each individual and their life goals, which are then compared with the
project objectives. It is also vital to check the personal interests concerning the very
project since it is possible that some individuals try to solve their personal traumas
through the project. When taking on a project, one has to be emotionally detached
from it and completely unburdened. This can be achieved with the help of reality
therapy. It is a means by which it is possible to teach the team members how to
take on responsibility; it is possible to examine their personal interests and place
ourselves - as team leaders - in a neutral position, from which we are able to view
the entire project as a third person. This enables us to see all the mistakes and
deviations that occur.
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INTRODUCTION

When carrying out a certain project one is often faced with a lack of responsibility, not only with
project managers but also with those who carry out the project. However, the reason for such
situation should not be searched for in people carrying out the project; it is necessary to move up
the hierarchy of the project team, which eventually brings us to the project manager.

Let us put ourselves in the project manager's position. When one gets an idea, suggestion or order
for a certain project, one has to ask oneself whether s/he is able to manage the project and act as a
project manager. If the answer is affirmative, the reasons why one has decided to take on the
project should be evaluated: does one wish to prove oneself, does one wish to earn more money,



does one wish to solve one's personal complex es, does the participation in a project contribute to

one's personal growth or merely represents a matter of adrenalin.

The answer is of utmost importance since the final product, i.e. the project objective , depends on
it. The project objective should be compared wit h our personal goals: the more similarities there
are, the greater the possibility of becoming emotionally attached to it, of living 24 hours a day for
it, of doing everything possible for the project to be carried out qualitatively and by the set
deadline, regardless of all the "sacrifices". Such a situation can prove excellent for the person

placing an order but only if everything goes well. Otherwise, the entire project may turn out a

complete disaster. A disaster means that there is only one person who knows what is happening
with a project at a certain moment, and if something happens to that person (either physically or
mentally), the project may be stopped or it may even fail.

The first rule of the project management should be as follows — one should not get
“emotionally” attached to the project, but should view the project from a distance, giving
one the possibility to have control over things happening.

We have to accept full responsibility for the project, i.e. we have to sign it with a name a nd
surname which we carry our entire lives. That means we cannot allow the project to finish
differently from what it was first planned. However, projects are not our means to erect

monuments in our memory or to prove ourselves to “our fathers”. This happens when we get
attached to the project — we start dealing with our own problems, we start solving our
problems through the project instead of dealing with problems that should be solved by the

project.

In a certain project we have to concentrate exclusi vely on the project objectives and difficulties
that might be solved through it.

What happens if we are emotionally involved? We cannot trust anyone; we have to do everything
by ourselves. We start accepting responsibility on other people’s behalf. A nd thus do their work.
Suddenly we have no time for ourselves, for our families... We are getting more and more
burdened and under stress. We even do not have time for communication. An d because we do not
communicate we do not forward information and consequen tly, conflicts arise. Suddenly no one
feels well, the entire project depends on one person only, the quality of the project decreases, and
deadlines are not met. The project becomes more and more expensive and in the end, the work is
being done just to be finished. And then you say to yourselves: “Next time it will be completely
different!” And such is the situation with every project.

What should be done in order to avoid something like that happening from one project to
another?

First, we have to start viewing ourselves as a project. Thus we will be able to look at ourselves as
if we were someone else ; we will be able to get detached from ourselves. We will see all the
mistakes that we make, which will enable us to approach the difficulties that we have
encountered. We have to set an objective in our life - what kind of person we want to become and
what we want to achieve in our lives. When the objective is set, we plan some steps, i.e. short -
term objectives, enabling us to achieve our main objective. Wh en writing about objectives, it is



not only the material ones that we long for (a house, a car, etc.), but also a marriage, children,
position in the society, our mental state.

When we set our objective, it is easier for us to know what kind of projects we will choose and
what will be the objectives we will try to achieve by taking them on.

We must carry as little information as possible about the project. All the information must be
written down and mutually connected. The information system enables us t o have all the
information in one place. Thus we put the project on a piece of paper or a computer and do not
carry it within ourselves. By placing the project outside ourselves we are able to view it from a
distance.

We will do the same with colleagues that are selected for the project. Generally, there are two
possible approaches. If we do not want them to get emotionally attached, we act as an
authoritarian manager — we allocate the work and control its execution without giving the
participants opportunity to add their own suggestions and improvements. In this case, the
colleagues are merely some people who carry out the project. Consequently, the entire
organization and creativeness depends on us. Therefore, it is better not to choose such an
approach, and act in such a way only when the circumstances require so. Namely, a project team
should represent the spirit of a true team work.

Making up a project team

The first thing to be careful about is the selection of our colleagues. We should not only pa y
attention to their expertise but also to their personality, communication and the understanding of
objectives. The first meeting is extremely important and should be planned as follows — we
explain the project’s vision and objectives while a potential colleague writes minutes and forms
his/her own strategy of how to achieve those objectives. Thus we are able to see how the person
understood us. The closer the person to our conception, the fewer conflicts there are. The flow of
information will be faster. We have to be careful about a person’ personal objectives and the role
s/he wants to play in a team. It means that the project manager has to have extensive knowledge
of psychology and people’s characters.

At the first project meeting, the entire team is shown a plan, composed of individual strategies,
although we already have the whole plan designed. However, we cannot benefit from our plan if
the abilities of our team members differ from our personal predictions. It is , of course, necessary
to consider all the corrections regarding the project objective and by doing so we come to the
most optimal project plan, especially as regards its realization. The meeting is intended for people
to get the complete picture - we make comments and outline a complete str ategy. With such a
review, where we consider individual’s suggestions, the team members gain trust and their
motivation is increased due to the fact that someone took into consideration their own opinion
when they least expected it. It is fundamentally in our nature to be considered by others.
However, we should play it straight throughout the project — the work of the entire project team
should be free of manipulation and very honest.

By being given an opportunity to make their own suggestions and propose final solutions for the
realization of their work, each team member publicly accepts responsibility since they had to
present their suggestions in front of other team members and enumerate all the critical ways and
solutions.

At the conversation, we have to be honest and should not hide anything. If we try to manipulate
people and cover up certain facts, everything “accumulates” in our subconscious. Since we will



not do such a thing only once, the “heap” will only get bigger. Such a heap of “lies” is call ed
psychological waste. Since the space in our subconscious is limited, the “waste” will hinder it.
Thus our ability to think logically and soberly is lowered and consequently we become more
irritable, under more stress — inadvertently we become emotionally attached to the project's
problems.

The role of the project manager

We keep our distance from a project in various ways. All the data are forwarded to an
information system, which enables good planning and a constant comparison with the realization.
This means that whenever we acquire a new piece of information, we write it down into a
notebook, telephone, palm PC, computer, etc. W e have to make sure that the information reached
the right person, who has to confirm that s/he did receive it. It is in this way that we place our
"worry" outside ourselves. All the information, its flow and objectives need to be examined on a
daily/weekly basis, depending on the deadline and the difficulty of a project. A project manager
should not place himself /herself into an operative role.

The role of a project manager should be organization, coordination, translation, encouragement —
motivation, i.e. a project manager should distance himself /herself from the project and provide
help to people carrying out the project i f they get lost throughout the process of searching for
information. When a project manager sees that a certain team member is completely "buried"
under a problem and cannot find a solution, s/he has to have a conversation with that person by
means of which the person is somehow freed from it and is able to talk about it as if it happened
to a third person. When all team members encounter a problem, it is not a project manager’s
responsibility to take on the operative tasks.

Honesty and respect are of ut most importance. They concern the basic project culture, which
represents the foundations of the entire flow of information. If they are not present, it is possible
to talk about manipulation and thus lack of project management. If we say that all the info rmation
has to be in one place that means that it is available for everyone to see it. Manipulation results in
duplication of information, double work and playing different roles. Eventually this causes us to
get lost.

If we become emotionally attached to the project’s problem, we start solving our personal
problems. Since we are not almighty and able to get rid of all our troubles or complexes (this is a
long-term process), we must not get emotionally involved into a project, but merely look at it
from a distance and aspire to reach the project objective. However, if such a thing does happen to
us, we have to have control over ourselves as well as over the project.

Self-control

We can help ourselves by means of control therapy, which is a part of reality therapy. First we
have to see how we feel, then we have to see ourselves as if we were a third person, i.e.
everything that happens to us, actually happens to someone else. Therefore, we describe that
person by using a third person plural form. Thus we inadvertently step outside ourselves and our
problems. This enables us to see our problems and their solutions; if we do not see the solutions,
we look for them. It is in this very way that we have to view a project, with a supposition that we
take full re sponsibility for it.



All projects and problems are born inside our heads and if we ourselves are the cause, then we

can also find solutions. There is a proverb in practice which says that we are always “clever”

when dealing with other people's problems. We can help others by offering solutions, however,
we cannot help ourselves. Why this is so? Because we are not a part of their problem and can

view it from a distance, i.e. we are an outside observer. We simply have to write down our
problems as if they w ere someone else's. The text on a paper is a third person to whom we are
going to give advice on how to solve their problems.

Reality therapy

Reality therapy (RT) is a method of co unselling or psychotherapy, by means of which we teach
people how to contro I their own lives, how to make more satisfying decisions and how to develop
strength to overcome stress and troubles in life. A modern reality therapy is supported by a

choice theory. The person who we co unsel is familiarized with the basics of the choice theory.
The extent of the familiarization depends on the person himself/herself.

The core of reality therapy is a fact that regardless of the things that we have done in our lives,
we can always decide for behaviour which will help us better satisfy our p resent and future needs.
Without being connected with other people w e are not able to satisfy all our needs as well as we
would like to. Therefore, the task of this therapy is to help people re-establish or establish good
relations with other people.

The applicability of reality therapy is extremely wide: the fact that it can be successful with
voluntary and involuntary ,.clients” is its advantage. The latter are often avoided by many
counselling or psychotherapeutic approaches. Such people actually do not want to visit a therapist
and are therefore avoided by many. They often mock a therapist's attempt to help them.
Involuntary ,.clients” usually do not have good relationships with other people and are quite

difficult to approach. RT has developed an approa ch by means of which it turns a confrontational
conversation into a cooperative one. The most difficult pe ople to approach are those who lost
their contact with a responsible adult person in their early childhood. It is those people who do

not have a responsible adult person in their world of quality; it is the people who do not find

satisfaction in having a good relationship with other people, but at the same time cannot renounce
it. Such people have given up and renounced their sense of belonging, accepta nce, love, etc. They
seek satisfaction outside qualitative int erpersonal relationships, i.e. in drugs, alcohol, and sexual
pleasure without love. They enjoy controlling people in such a way as to hurt them.

One of the advantages of the reality therapy is also its efficiency — success is visible quite
quickly. Letting people evaluate for themselves whether their behaviour is directed in a desired
direction and giving them freedom to decide for changes preserves their dignity of a free human
being. Planning enables us to follow our ,.client's” progress. Reality therapy is also adjusted to
different cultures and business processes around the world.

This method is not effective if the ,,client” does not accept the thesis that he is the one who
chooses his present behaviour and that it is not necessary that he remains a slave of his own past.
It is also more difficult to use this therapy if there is any reason because of which a spoken

discourse is not possible. It is not possible to talk about a choice of behaviour and responsibility



in cases of extreme poverty, financial breakdown of a company or serious disease. In these
circumstances, however, it may be useful to use the knowledge acquired from the choice theory.
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