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The Connected Future Business Culture:  

The Great Project Management Accelerator 
 

The Reinvention of the Project Manager1 
 

  By Dr. Harold Kerzner 

and 

Dr. Al Zeitoun 

 

Introduction _________________________________________________________ 
 
When we look at the words project management, our minds could still take us to a place 
where rigor, structure, and control processes prevail.  The last decade has altered much 
of our conviction about what great project management is.  We learned a lot about what 
no longer works, the true definitions of what good looks like, and the qualities of the 
person whom we might still give the title project manager.  The next decade is the most 
critical test for this profession that many authors and practitioners admire and believe in 
its impact. 
 
This look ahead requires us to build on the learnings of this past decade.  The 
unprecedented reliance on digitization, the intense collaborative working from every 
possible corner of the universe, the shift in the ways of working and frameworks, and the 
understanding of the impact of projects and programs on creating change, have opened 
a new page for experimenting with the role of the project manager.  Is that role truly about 
managing, is it about leading, is it about both, or is it an emerging set of ingredients that 
should be categorized differently and given new naming.  The evidence of organizational 
excellence continues to center on practices that agree to a set of principles, focus on 
execution, use a higher trust currency, and realize the unlimited potential of projects in 
this project economy for making sustainable changes stick. 
 
The reinvention of the project manager is upon us and requires a degree of commitment 
to rebuilding the future organization to be the strategic, innovative, and learning 
community it will have to become for meaningful and sustainable strategic successes to 
prevail. 
 

 
1 How to cite this paper: Kerzner, H. and Zeitoun, A. (2022). The Reinvention of the Project Manager: The Great 

Project Management Accelerator series, PM World Journal, Vol. XI, Issue XI, November. 
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Forecasting Changes to the Role of the Project Manager ______________ 
 
When we combine the words ‘forecasting’ and ‘project management’, we envision a 
process of making predictions or assumptions on the possible outcomes of a project. We 
perform an analysis of historical project data as well as guesses on future outcomes to 
determine the duration, cost, and performance at project completion. 
 
Project forecasting is done continuously and on every project. What companies fail to do 
is to forecast what the role of the project manager will be in the future based upon the 
major changes identified in the project management community of practice or changing 
roles within the organization.  
 
Past success in project management is no guarantee of future performance. The 
management guru, Peter Drucker, often used the term, “The Failure of Success,” where 
companies become so successful at what they are doing that they refuse to challenge the 
results and the accompanying processes to see if it can be accomplished better in the 
future. 
 
 

Drivers for Role Change ______________________________________________ 
 
Forecasting major changes to the role of the project manager must begin with an 
understanding of the drivers that will necessitate that changes expected to take place.  
 
Some of the drivers for role changes include the need for the project manager to: 

▪ Manage new types of projects 
▪ Design and select new types of methodologies for the new types of projects 
▪ Make business as well as technical decisions 
▪ Select new types of metrics for the new decisions required 
▪ Use information warehouses, business intelligence systems and digital 

technologies 
 
Developing new types of project leadership skills and being able to collaborate with all 
stakeholders more effectively, will shape the DNA of the future project manager.  One of 
the biggest mistakes executives still make is limiting their views of what project managers 
are capable of achieving for their organizations strategically.  The traditional tactical view 
of projects’ value has shifted to strategic value in most of the world organizations that 
have exemplified a pattern of consistent growth.  These organizations now holistically 
measure what matters and thus understand the shifts in the role of the project managers 
that gets them there. 
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Types of Projects ____________________________________________________ 
 

Project managers have been managing traditional projects for decades. Traditional 

projects have well-defined requirements, a business case, a statement of work, and 

possibly a complete work breakdown structure for all the work broken down to five or six 

levels of detail. Project managers are now being asked to manage strategic projects, 

such as with innovation and R&D, that begin with just an idea and the scope of the effort 

is progressively elaborated as the work takes place. 

 

New types of projects usually require new types of leadership and new types of decisions 

to be made. On traditional projects, the governance committee or project sponsor often 

had the major role for making business decisions. On strategic projects, business 

decision-making is becoming a project management responsibility. 

 

 

Making Business Decisions __________________________________________ 
 

In the early years of modern project management practices, project management evolved 

from the aerospace, defense, and heavy construction industries. Most of the project 

managers were engineers who were assigned to the projects because of their command 

of technology. The criteria for being assigned as a project manager were a command or 

good understanding of technology accompanied by writing skills. Business-related 

decisions were most often made by governance personnel and project sponsors. 

 

Senior management over the years have realized that, as the number of projects has 

increased, executives did not have the time to act as sponsors on all projects. Allowing 

PMs to make business decisions meant that senior management had to rethink whether 

a command-and-control leadership model from the top floor of the building was the best 

approach. Senior management surrendered the idea that information is power and began 

sharing strategic information with project teams. 

 

Today, there exists a line-of-sight between project teams and senior management to 

make sure that all projects are aligned to strategic business objectives. Knowledge of 

strategic business objectives is a necessity if PMs are expected to make business 

decisions and interface with stakeholders.  
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Many of the decisions made by project managers on traditional projects were heavily 

focused on short-term profitability and short-term decisions. The management of 

strategic projects focuses on decision-making affecting long-term rather than short-term 

expectations. 

 

The Fuzzy Front End (FFE) ___________________________________________ 
 

Companies are now rethinking when to bring project managers on board the project. 

Project selection and prioritization is referred to as the FFE. Historically, senior 

management selected the projects, assigned a priority to the projects, and then assigned 

a project manager responsible for project execution. 

 

The problem with this approach was that the PMs had a poor understanding of how the 

executives selected the projects, the factors they considered in selection and 

prioritization, the risks they considered, the business benefits and value they expected, 

and most often the budget and schedule provided was insufficient. In the future, we can 

expect project managers to be brought on board during the FFE to assess the resources 

needed, whether the technology needed is available, and whether the expectations are 

realistic. 

 

New Metrics _________________________________________________________ 
 

Perhaps the most significant change that will take place will be the use of new metrics. 

When project managers are expected to make only technical decisions, the metrics of 

time, cost, and scope that are included in the earned value measurement system may be 

sufficient. But if project managers are expected to make business and strategic decisions, 

then significantly more metrics will be required. Some of the new metrics that project 

teams will require will include: 

 

▪ Metrics that track the creation of business benefits and business value 

▪ Metrics that measure intangibles such as the effectiveness of project governance 

and customer satisfaction 

▪ Metrics that measure strategic issues related to the project such as how well the 

project is aligned to strategic business objectives 

 

Another metrics category that is growing includes metrics related to risks. Traditional 

metrics report progress and issues but usually not the cause of problems, especially 
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potential problems or risks that can lead to failure. Failure does not occur at the end of a 

project. There are always indicators or metrics that, if used as part of monitoring and 

control right from the start of the project, could provide early indication that a potential 

risky situation is about to occur. This could allow teams to correct risky situations early in 

the project’s life cycle. These metrics can serve as an early warning system. 

Unfortunately, they are not part of traditional EVMS usage. Some of these critical metrics 

include: 

 

▪ The number of new assumptions made over the project’s life cycle 

▪ The number of assumptions that changed over the project’s life cycle 

▪ Changes that occurred in the enterprise environmental factors 

▪ The number of scope changes approved and denied 

▪ The number of time, cost, and scope baseline revisions 

▪ The effectiveness of project governance 

▪ Changes in the risk level of the critical work packages 

 

 
Methodologies ______________________________________________________ 
 

The days of using a one-size-fits-all methodology are disappearing. The new types of 

projects and the new decisions that project managers will be making will necessitate 

giving project teams a choice of flexible methodologies to use. At the onset of a project, 

the team will select the best methodology for the project. In an ideal situation, the 

methodology selected, as well as the life cycle phases, will be aligned to the customer’s 

business model if possible. This will build customer satisfaction and trust, accelerate the 

decision-making process, and generate repeat business. This can make life much easier 

for customers to track the project and provide the correct and timely support when 

needed. 

 

The team will also select the metrics they need for the decisions they make, and the 

information requested by the stakeholders. Each stakeholder may have different 

information needs. A dashboard designer will be assigned to each project team to 

customize the dashboards that stakeholders request. 
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Leadership __________________________________________________________ 
 

Over the years, project management leadership has focused heavily upon the use of 

authority and power. Attempts were made to adapt traditional functional leadership 

models into a project management environment, and many attempts were unsuccessful. 

A new form of leadership is emerging, namely social project management leadership, 

which focuses upon ways to get team members more engaged in the project. Some of 

the factors driving new forms of project management leadership include: 

 

▪ New types of projects are requiring a greater need for collaboration with team 

members and stakeholders 

▪ Projects are becoming longer in duration and project managers have more time to 

interface with team members and understand their needs 

▪ Project managers are increasingly providing input into team members’ 

performance reviews 

 

Project management leadership decisions will focus upon business as well as technical 

decisions. 

 

Change Management ________________________________________________ 
 

The outcome of many projects requires changes to be made in how the company 

conducts its business. Projects will be needed to align the deliverables to business 

growth needs. In the past, project managers did not have an active role in change 

management practices. In the future, project managers can be expected to take the lead 

in implementing the changes needed because of the project’s deliverables. 

 

Crisis Management __________________________________________________ 
 

In most companies, crises committees are chaired by senior management accompanied 

by a command-and-control leadership style from senior management. The COVID-19 

pandemic resulted in most people working from home and made it clear that the role of 

the project manager was increasing in importance. Project managers were required to 

manage projects using virtual teams and find ways to determine the mental health of the 

team members. New project management leadership styles will be needed to engage 

team members using virtual meetings technologies. 
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THE PATH FORWARD ___________________________________________________ 

The changing role of the project manager, with a heavy focus on business strategy, is 

forcing project managers to develop many new skills, especially business-related skills. 

These skills will be transferable to other job opportunities. 

 

The good news here is that executives are gradually comprehending the strategic 

potential of project management and thus are paying closer attention to the leaders 

running the initiatives.  The impact of project managers is finally reaching a level of clarity 

not seen before.  As an example, and even though some organizations have used titles 

like Chief Projects Office over a couple of decades ago, they did not fully understand till 

recently the true nature of that executive position and how much it could contribute to 

transforming every aspect of businesses and their impact on key stakeholders.  No one 

is better equipped in the future to lead transformation than properly and strategically 

prepared project managers.   

 

Shifts in how we prioritize and do work, how we run dialogues and execute programs and 

projects, and how we integrate these efforts with the right metrics and new views of 

success will shape much of the role changes ahead.  It is our sincere wish that this 

reinvention of the project manger will have a lasting impact on a globe that is dealing with 

more uncertainty than any time in recent history and is affected by complex disruptions 

much more difficult to predict.  It is with adaptability, resilience, and true belief in the 

diverse views of talented project and program team members that we would be able to 

achieve the shifts in organizational and governmental leadership that will transform the 

project management skills to the level of achieving missions and outcomes that matter. 
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