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The Project Leader, sometimes called the Project Manager, is the person appointed by the organisation to lead the team, and manage it on a day-to-day basis.  

The following guidelines set out some of the roles taken on by Project Leaders in organisations.

Team Leader

The Project Leader will ensure that the project has a clear purpose and that every core team member understands that purpose.  They will ensure that each team member has a clear role and that their resources have been agreed with their line manager.  The Project Leader will spend time building the team and motivating individuals.

Planner & Co-ordinator

The Project Leader will ensure that the team creates a realistic plan and will often consolidate the individual team members’ plans into a full project plan.  They will then co-ordinate the activities of the team to meet that plan and deal with changes in a systematic way.

Task Manager

The Project Leader needs to be task-focussed.  This involves clarifying the goals of the project and ensuring that every action is moving the project towards those goals.

Communicator & Relationship Manager

The Project Leader will take the lead in proactively communicating the project in an appropriate way to all the Stakeholders, all the time.  They will also manage the relationship with key Stakeholders to ensure their needs are being met. 

Decision Maker

The Project Leader will encourage the team to make appropriate decisions that are within the scope of the project.  On occasion the Project Leader will have to make the final decision.

Problem Solver

The Project Leader will be faced with many problems during any project and will be required to solve them through team problem solving techniques.

Monitor & Change Manager

The Project Leader will put controls in place to ensure the project progress against the plan and is monitored appropriately and regularly.  As changes are identified they will ensure that the full implications have been assessed before the changes are agreed and implemented.

Budget Manager

In some cases the Project Leader will have a project budget to manage.  This will involve setting up the budget and then monitoring its use to ensure the best use of resources.

Meeting Manager

Most project teams only meet as a team during project meetings.  It is therefore very important that each meeting is well managed.  The project leader must be a good meeting manager.

Learner

The Project Leader will ensure that the team reflects on the business lessons learned during the project and will communicate these back to the business for action.

A Team Member is selected to join the core team because of their specialist knowledge or expertise.  They are usually drawn from a functional department and therefore have a further responsibility in representing that department.  On larger projects they may also be leading a Sub-team.

The following guidelines set out some of the roles taken on by Team Members in organisations.

Specialist or Technical Expert

The Team Member brings specialist knowledge and advice to the team.  This requires them to communicate that information in a way that others in the team, who do not have that specialist knowledge, can understand.  They will also have to complete the work assigned to them by the Project Leader.

Representative

As part of the core team, the Team Member represents their ‘home’ department.  This requires them to firstly understand the views of the whole of their ‘home’ department and then communicate and represent them to the Project Team fairly.  The Team Member also represents the Project Team when back in their ‘home’ department.  This requires them to communicate the Project Team’s views and decisions back to their ‘home’ department in a fair and balanced way.   

Planner & Co-ordinator

The Team Member will be responsible for creating a realistic plan for their part of the project.  They will then co-ordinate those activities to meet that plan and will deal with any changes in a systematic way.  Any issues will be immediately raised with the core Project Team.

Monitor & Change Manager

The Team Member will monitor their progress against the plan appropriately and regularly.  As changes are identified they will ensure that the full implications have been assessed before the changes are agreed and implemented.
Sub-team Leader

The Team Member may have to lead a Sub-team from their ‘home’ department.  The role of Sub-team Leader will involve ensuring that the purpose of the project and the aim of the Sub-team is clear and that individual Sub-team Members are clear about the role they will be playing.  The Sub-team Leader will then ensure the Sub-team completes their tasks in support of the whole project.

Problem Solver

The Team Member will be faced with many problems during any project and will be required to solve them by drawing on the resources of the Project Team and their ‘home’ department and through the use of problem solving techniques.

The Project Sponsor will normally be a senior member of the management team who takes on the role of Project Sponsor or Project Facilitator because they have an interest in the project.  They are often chosen as the person with the most to gain from the success of the project and the most to lose from the failure of it!  Their job is to direct the project, and allow the project manager to manage the project.

The following guidelines set out some of the roles taken on by Project Sponsors in organisations.

Gatekeeper

A Project Sponsor, or Steering Team in the case of cross-functional projects, is usually responsible for choosing the right projects for the business.  This involves ensuring that only projects which support the business strategy are started and that they are of sufficiently high priority and have clear terms of reference.  Terms of reference are sometimes written by the Project Sponsor, but more often written by the Project Leader, based on a verbal briefing by the Project Sponsor.  A Project Sponsor should also ensure that projects which no longer support the business strategy are cancelled.

Sponsor & Monitor

A Project Sponsor will steer the project by requesting regular meetings with the Project Leader, typically monthly, and giving advice and guidance.  This also involves a degree of monitoring, by requesting regular progress information and a plan, usually in the form of key milestones or a bar chart.

Supporter & Coach

A Project Sponsor normally provides practical support for the Project Leader, especially if they are taking on a project that is larger or more significant than they have handled before.  This may require more frequent meetings.

Decision Maker

The Project Sponsor will be asked by the Project Team to make many decisions.  In general Project Sponsors will delegate decisions to the Project Team provided they are within the scope of the project.  If decisions are required that are outside of the scope of the project then these must be referred to the Project Sponsor, who then makes the decision on behalf of the organisation.
Champion or Advocate

The Project Sponsor normally sees themselves as the champion of the project around the business.  This involves informal communication with other senior managers, in order to ensure that they continue to have an objective view of the importance of their project in relation to other projects within the business.

Problem Solver

There may be times when the Project Team faces problems that it is unable to solve or does not have the skills or experience to solve.  In this case, the Project Sponsor is the person they will look to for help.

Resource Negotiator

A project’s success will depend critically on the availability of the right resources at the right time.  In cross-functional projects it may require the Project Sponsor to provide assistance in negotiating resources around the company.
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