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The goal of this thesis was to study different personality types and research based
on a questionnaire if the personality type has any effect on project management.

This thesis was conducted in two parts, in the literature review personality types
and project management were researched through literature. Also, a review was
made on previous research made on project management and personality types.
The second part was a questionnaire that was sent by Google Forms to a selected
group of 45 people. The received answers were analysed with SPSS tool.

There were 24 replies received to this questionnaire. Unreliable answers were dis-
carded out and finally two main categories were formed, leading and organising
projects. Based on the analysis made by the answers it can be said that the given
answers represent well information gathered from literature. Also, it can be said
that personality types should not be fully disregarded while considering project
management and best possible outcome for a project.
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1 INTRODUCTION

This thesis work is a study of personality types and how one’s personality affects
their way of leading a project. This aim of the study is to find out what tasks in
project management certain personality type may find difficult or easy. The study
takes into account that long experience in project management might affect the
answers given to questions made to find out these traits of behaviour, and make

individuals answer according to their experience and not their background.

Personalities have been studied for many years and now they are more and more
considered in working life as well. Still, it is regarded as an interesting and kind of
fun fact to know more than an actual tool in forming for example project group

and selecting suitable project manager for the task.

There are many ways to describe and test personalities but for this research the
four personality types according to the disc-analysis were selected. The research
was executed in two parts first literature review studying the personality types
and previous research and second a questionnaire that was sent to people working

in projects.

After receiving replies, the data was analysed with the SPSS tool omitting ques-
tions that had been answered incoherently. After that a comparison was made to

literature and conclusions based on given answers.

1.1 Research Problem and Objectives

According to the disc-analysis there are four different personality types. These per-
sonality types are indicated by colour’s; red, yellow, green and blue. Every person
has one main colour in their personality. In this study we are looking through these
personality types and trying to find out how they affect leading in project manage-
ment. The purpose is to determine what challenges certain personality might face

and what aspects of a project they find easy.



Project team members are the engine of the work, technical skills are needed in a
specific discipline to accomplish the deliverables for the project. The role is to suc-
cessfully perform the tasks allocated, usually in their own expertise area, and keep
the project manager aware of progress or any issues which might arise. One es-
sential matter to be considered when forming project teams is to select appropri-
ate members and consider whether the technically talented alternative is genu-

inely better than a member with interpersonal and organizing skills. /4/
1.2 Research Questions
In this study there are two main research questions:

- What is the role of personality types leading and organizinng in project
management?
- What difficulties one may face in leading a project because of the person-

ality type?
1.3 Structure of the Study

Chapter 2 provides a literature review on personality types and how is related to
project management. The literature review discusses the personality types such
as the study of Myer-Briggs study and Disc analysis and project management on

the different stages of project life cycle.

The research method is presented in Chapter 3. This chapter describes how the

data was collected.
The method and the results of analysis of the data are presented in Chapter 4.

The discussion and conclusion of the study is presented in Chapter 5.



2 LITERATURE REVIEW

2.1 Project Management

Project management is the process of leading the work of a team to achieve all
project goals within the given constraints. This information is usually described in
project documentation, created at the beginning of the development process. The
primary constraints are scope, time, and budget. The secondary challenge is to
optimize the allocation of necessary inputs and apply them to meet pre-defined

objectives. /2/

Project management uses specific knowledge, skills, tools, and techniques to de-
liver something of value to people. All projects are a temporary effort to create
value through a unique product, service, or result. All projects have a beginning
and an end. They have a team, a budget, a schedule, and a set of expectations the

team needs to meet. Each project is unique and differs from routine operations.

/1/

Throughout human history, project management has always been practiced infor-
mally, but it began to emerge as distinct profession in the mid-20th century. Today
we live in the project economy, where projects are driving force behind how work
is done, changes are realized, and value is delivered. /1/. It is now widely acknowl-
edged that basic knowledge in project management can provide value to people

with a variety of roles in vast range of endeavours. /1/

The success of any project is measured by its completion time, within the budget

cost and meet the planned performance based on the initial plan. /5/

Several factors influence the creative and innovative behaviours required within a
project team, including individual capabilities, leadership styles, team processes,
and the organizational environment in which the project team operates. To be ef-
fective, project managers must recognize the tensions created by the duality of

creativity and innovation, and they must evaluate the environment in which the
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project team is operating. With this understanding of the project environment,
project leaders can adapt their leadership style to support the project team in suc-

cessfully meeting these conflicting demands of creativity and innovation. /6/

Given the unique nature of the intended project outcome, project execution is an
innovative process that requires both creativity and focused implementation. Suc-
cessful innovation through project execution is critical for businesses to grow and
flourish. /6/. The success of project management is the ability of the project to

deliver in scope, time, cost, and quality. /17/

Project management is divided into five process group (see Figure 1, PMI 2017) as

listed below:

Initiating phase.
Planning phase.
Executing phase.

Monitoring and Controlling phase.

LA

Closing phase.

DO PojectlifeCye 20200020

N Organizing and Q . A . N
Starting the Project <> Preparing Carrying Out the Work Q. Completing the Project

_— £ £ £
Process Groups
Knowledge Areas
Project Management Process
J
(D S D (N U N N SN GNNN SND GN
CoC O X o - X - ) - ) ) c )]
)  JC O e ) L C
Legend:
() Process <> Phase Gate || Project Phase [~ Potential use 5:3 Timeline

Figure 1. Project lifecycle /16/
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The processes identified in PMBOK (PMI, 2017) are organized in process groups
and knowledge areas. The process groups are Initiating, Planning, Executing, Mon-
itoring and Controlling, and Closing. The knowledge areas and processes of each

area are as follows:

e Integration: It is responsible for the integration of all other knowledge areas,
being the only one that has processes related to every process groups. The pro-
cesses in this area are: Develop Project Charter, Develop Project Management
Plan, Direct and Manage Project Work, Manage Project Knowledge, Monitor and

Control Project Work, Perform Integrated Change Control, Close Project of Phase;

* Scope: Responsible for defining and managing all the work necessary for the pro-
ject to be successfully completed. The processes in this area are: Plan Scope Man-
agement, Collect Requirements, Define Scope, Create WBS, Validate Scope, Con-

trol Scope;

¢ Schedule: Responsible for managing the timely completion of the project. The
processes in this area are: Plan Schedule Management, Define Activities, Sequence

Activities, Estimate Activity Durations, Develop Schedule, Control Schedule;

e Cost: It involves all necessary actions (for example, planning, estimating, financ-
ing, controlling) to manage the project with the approved budget. The processes
in this area are: Plan Cost Management, Estimate Costs, Determine Budget, Con-

trol Costs;

¢ Quality: It involves efforts to meet the quality expected by project stakeholders.
The processes in this area are: Plan Quality Management, Manage Quality, Control

Quality;

e Resource: Responsible for providing the project manager and project team with

the required resources, at the right time and place, for the successful completion
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of the project. The processes in this area are: Plan Resource Management, Esti-
mate Activity Resource, Acquire Resource, Develop Team, Manage Team, Control

Resources;

e Communications: Responsible for planning and executing an effective commu-
nication strategy with project stakeholders. The processes in this area are: Plan
Communications Management, Manage Communications, Monitor Communica-

tions;

¢ Risk: To optimize the chances of project success, this area is responsible for de-
creasing the probability/impact of negative risks and maximizing the probabil-
ity/impact of positive risks. The processes in this area are: Plan Risk Management,
Identify Risks, Perform Qualitative Risks Analysis, Perform Quantitative Risks Anal-

ysis, Plan Risk Responses, Implement Risk Responses, Monitor Risks;

* Procurement: Responsible for planning and executing all required acquisition
and management (for example, contracts, purchase orders, internal service level
agreements (SLAs)) of products, services or results for the success of the project.
The processes in this area are: Plan Procurement Management, Conduct Procure-

ments, Control Procurements;

e Stakeholder: It involves strategies to achieve effective engagement of people,
groups, or organizations that could impact or be impacted by the project. The pro-
cesses in this area are: Identify Stakeholders, Plan Stakeholder Engagement, Man-

age Stakeholder Engagement, Monitor Stakeholder Engagement. /20/

The integration of the project life cycle is integrated with the process flow and

summarised in Figure 2 below.



13

Process Groups
m m
// \
. — / ’ﬁ \ | T
- \ \
e o \
/ : )/>>’5>S> D/ s DHDDY | P
( ‘ E'—‘—’I"Fn Success | i = == - Psfr'n_\ ! - ' oy
Plan Project  [1|  Plan Phase ot ity 'LI“[H i | Perom || wqh(}a[ﬂ and | . rt ' || Reuem H Validate and Valdate and |
Success  [i|  Succass &rf;:‘:a‘mea:; 1 Success | Report | I‘i&;::i\:n | Suceess |ii Report Phase Report Project |
Management ||| Management E i . !
1= ¥ Result Indicators | bvalaton ¢ Suceess L_ Actions | Monagement L. S8 .... e R -
| Herationls) |
‘i 1in l
Phase(s)

Legend L.m

Planning Success j__ R} Monitoring and Controlling Success !

! Validation and Reporting Success - Process Group // ) Timeline

Figure 2. Integration of Success Management Process Groups. Adapted from (Va-

rajao, 2018a) and (PMI, 2017). /18/

Project innovation begins with the creative process of idea generation and culmi-
nates with the disciplined realization of that idea. The innovation process, how-
ever, is far from linear. The innovation process often involves chaotic cycles of
shifting back and forth between idea generation and idea implementation as the
project team learns from unforeseen issues and successful progress. Switching be-
tween creativity and innovation presents a challenge for project teams because
the ideal characteristics of creative team members are very different from those
of team members who excel at implementation. Creativity is best served by indi-
viduals with open minds, comfort with ambiguity, and a willingness to take risks,
while efficient implementation requires conscientiousness, focus, and conform-

ance to a planned course of action. /6/

This shows that projects need different type of personalities, the main problem is

how to get these personalities working together in best possible way.
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2.2 Leading in Project Management

Leadership is one of the most important and essential factors in project and con-
struction management. Leadership can be seen as the art of influencing others to
achieve desired results. Leadership is defined as a manner in which the project
managers and construction managers conduct themselves in their role, in order to
obtain the best performance from the people they are managing. Leaders guide
behaviours by setting the vision, direction, and the key processes; in other words,
leadership has a large influence on the whole project process, including the actions

of others. /7/

The success of a project depends on several factors, one of which is the compe-
tencies of the project leaders, their personalities, characteristics, skills, and lead-

ership styles, amongst others also the impact on project outcomes. /7/

It is obvious that a person can be a leader without being a manager and a person
can be a manager without being a leader. Some of the leadership styles catego-
rized are 1) autocratic leadership 2) democratic leadership 3) transformational

leadership and 4) transactional leadership. /7/

Autocratic leaders tell others what to do and expect them to comply obediently.
Although it may work in certain circumstances and in the short run, but this is not
effective in the long run. This could easily be considered red personality’s leading
type. Democratic leaders are those who make their decisions final only after con-
sulting with the people they are leading based on the consensus. This seems to be
more greens’ style of leading. Transformational leaders on the other hand em-
power their team members to develop their own decisions based on the infor-
mation provided to them and exert little control over the decision-making process.
This could be considered to be leading type closest to yellow personality.Transac-
tional leaders are result based leaders who ask their team members to focus solely
on the goals at hand, these leaders also believe on rewarding subordinates. /7/

This is more blues’ task-oriented approach to leading.
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To this end, it is sometimes assumed that the leader’s personal trait can determine
their leadership qualities or style and this in turn will determine success. With this
approach, the belief is that the leaders are born with the qualities that they pos-
sess. Traditional and behavioural approaches links and compares behaviour of the
ineffective leader to those of the effective leader. The proponent of this theory
believes that successful leadership depends more on appropriate behaviour, skills,
and actions, and less on personal traits. The distinction between this approach and
the previous one is significant, because more than often traits are constant while
skills can be learned and changed. For the managers to be effective they must be
able to identify and apply the necessary leadership style suitable the given situa-
tion rather than predefined sets of successful traits. Moreover, they should be able
to adapt to change and sometimes contradictory circumstances in which they

need to show versatility and flexibility. /7/

A 2017 study suggested that the success of any project depends on how well four
key aspects are aligned with the contextual dynamics affecting the project, these

are referred to as the four P's:

Aim & Expectations: What are the aims & expectations of the project.
Plan: The planning and forecasting activities.
Process: The overall approach to all activities and project governance.
People: Including dynamics of how they collaborate and communicate.
Power: Lines of authority, decision-makers, organograms, policies for implemen-

tation and the like. /2/

There are a number of approaches to organize and complete project activities,
including phased, lean, iterative, and incremental. There are also several exten-
sions to project planning, for example, based on outcomes (product-based) or ac-

tivities (process-based). /2/
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Regardless of the methodology employed, careful consideration must be given to
the overall project objectives, timeline, and cost, as well as the roles and respon-

sibilities of all participants and stakeholders. /2/

The role of a project leader, or project manager, is primarily to oversee the day-
to-day details of the project. Some of the project lead’s roles and responsibilities
include making sure the project proceeds within a given timeframe, under the
stated budget, and achieves the goals and objectives set. The project manager’s
responsibilities also include the people component. This person needs to oversee
the project team to keep everyone on task, mitigate problems and make sure that

everyone understands their individual role within the greater project.

Project managers must support the project team in successfully executing their
assigned projects. Given the challenges of the innovation process, project manag-
ers could benefit from a clear understanding of the interplay of these various in-
fluences on creativity and innovation by adapting their leadership style appropri-
ately based on other contextual factors to help the project team effectively man-

age the innovation process. /6/

Selecting the right project manager is a challenge for any project-based organiza-
tion. A competency/competence development framework can be used to evaluate

past performance and predict future performance of project managers. /7/

2.3 Personality Types

The concept of personality has for a long time attracted the interests of psycholo-
gists. As a result, there are numerous theoretical approaches to the measurement

of personality. /8/

“Personality refers to an individual’s characteristic patterns of thought, emotion,
and behaviour, together with the psychological mechanisms, hidden or not, be-

hind those patterns”. /8/
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Personality traits cannot be directly observed but are expressed in, and thus can
be inferred from, people's recurring (re-)action patterns. They are consequential
for people's personal, occupational, and social daily lives and predict many im-
portant life outcomes (for example, mental and physical health, longevity, income,
romantic attraction, divorce). The power of personality is far-reaching and per-

vades every aspect of our lives. /11/

Compared to introverted project managers, it is believed that extroverted project
managers are more likely to improve project performance and achieve project suc-
cess. The personality traits of project managers affect their leadership qualities.
On the other hand, the emotional intelligence and personality of project managers
impact on their competency/competence. Among construction studies on the per-
sonality of project managers, it was proposed that project managers with different
personality traits may differ in terms of psychological adjustment to working
stress. It was concluded that project managers with different personality traits
may perceive risks and deal with risks in different ways. Emotional intelligence
and personality of project managers have a significant effect on team communi-

cation, conflict management and team leadership. /7/

More importantly construction project managers have a collection of roles to play,
such as decision maker, safety coordinator, organizer, team worker, motivator,
planner, process controller, inspector, diplomat, quality coordinator, communica-
tion facilitator and implementer, and what role a construction project manager

will actually play depends on personal maturity and project nature. /7/

This research focuses on colour-based personalities, but there are also several

other ways to investigate and determine personalities.
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2.3.1 Big Five Model

According to trait theories, traits define the nature of personality as well as deter-
mine the actual operation of personality According to Westen, Burton, and Kow-
alski (2006) traits “are emotional, cognitive and behavioural tendencies that con-
stitute underlying personality dimensions on which individuals vary” (p. 421). Even
though thousands of traits have been identified, Costa and McCrae suggested that
five traits are central to personality: extraversion, neuroticism, openness to expe-
rience, agreeableness, and conscientiousness. This led to the development of the
Big Five model. The selection of these five traits was based on studies that demon-
strated that the five traits were the most useful and recurrent when rating per-

sonality. /8/

One strength of the Big Five is that the model has shown cross-cultural consistency
in studies in which measures based on the model, such as the NEO-PI-R, have been
developed within one culture and validated in other cultures. One major criticism
of the model, however, is that it does not provide any theoretical explanations for
personality development; rather it is more of a description of personality traits

possessed by individuals. /8/

2.3.2 Neuroticism-Extraversion-Openness Personality Inventory Revised

(NEO-PIR)

Although numerous instruments have been developed to assess the Big Five traits,
the NEO-PI-R, is the most commonly used. The NEO-PI-R is a revised version of the
Neuroticism-Extraversion-Openness Personality Inventory (NEO-PI), which was
developed to measure three out of the five personality traits. The NEO-PI-R com-
prises 240 items and was primarily developed through factor analytical methods.
Subscales for each of the Big Five traits have been designed to measure six sub-
traits, which the measure developers named facets. The NEO-PI-R contains both a
self-report questionnaire (S form) as well as an observer rating form (R form) for

peers to complete, allowing for the collection of dyadic data. /8/
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2.3.3 Myer-Briggs Study

In contrast to the Big Five, which focuses on personality traits, the Myers-Briggs
Type Theory focuses on types, which are “a difference in kind”. Rather than focus-
ing on traits directly, this approach focuses on the patterns of traits that charac-
terize whole persons. By doing so MBTI acknowledges both qualitative and quan-
titative individual differences rather than focusing only on quantitative differ-

ences. /8/

The main focus of the MBTI is to measure individuals on four dimensions consist-
ing of opposite pairs; Extraversion-Introversion (E-1), Sensation-Intuition (S-N),
Thinking-Feeling (T-F), and Judgment-Perception (J-P), resulting in 16 possible psy-
chological types. /8/

A study has been made based on Myer-Briggs and it shows that extroverted man-
agers (as opposed to introverted managers) carry out projects that show lower
delay and lower waste time. Introverted managers often make “Over-processing”
and “Defect” types of waste. Moreover, lower delay and over-budget have been

shown by perceiving managers. /9/

2.3.4 Personality Based on DiSC analysis

There are four main categories of behaviour types, each of which is associated
with colour. About 80 percent of all people have a combination of two colours that
dominate their behaviour. Approximately 5 percent have only one colour that

dominates their behaviour. The others are dominated by three colours. /3, p13/

2.3.4.1 Red personality

Red is the behaviour type that Hippocrates in his theory of human temperament
called choleric. Nowadays a red person could be called bold, ambitious, driven, but

also potential hot-tempered, rash, or dominant. /3, p16/



20

People who have lots of red in their behaviour are task-oriented extroverts and
they enjoy challenges. They make quick decisions and are often comfortable tak-
ing the lead and taking risks. Acommon perception is that reds are natural leaders.
These are people who willingly take command and go to the fore. They are so
driven that they will go through despite any obstacle in their way. It is not unusual

for a CEO or president to have a lot of red in their personality. /3, p16-17/

Reds will usually speak their mind, do not want to be late and like to compete. Red

people often describe themselves with adjectives shown in Table 1:

Table 1. Red people. /3 p18/

Driven Resolute Ambitious
Desicive Competitive Independent
Prompt Determined Time-concious

Persuasive

Strong-willed

Results-oriented

2.3.4.2 Yellow personality

In the Hippocratic world yellow personality is referred as sanguine. Yellow persons
are often described as optimistic and cheerful with a bright outlook on life. These
are people who live to live, always finding opportunities for enjoyment. Life is a
banquet, and yellows will see to it that they savour every bite. They are driven by

merriment and laughter. /3, p28/

Yellows make sure that the atmosphere is at its zenith so that every event be-
comes a marvellous party. When something is no longer fun, they move on to an-

other place where the atmosphere is better. /3, p28-29/
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Recognizing yellow is easy. He is the one who is talking all the time the one giving
answer rather than asking questions — often answering questions that no one even

asked. /3, p29/

Yellows are also quite touchy-feely people, and like reds quick to make decisions,
but more based on their feelings. Yellow persons often describe themselves with

adjectives shown in Table 2:

Table 2. Yellow people /3, p31/

Enthusiastic Charming Outgoing
Inspiring Optimistic Flexible

Open Creative Spontaneous
Convincing Easygoing Communicative

2.3.4.3 Green Personality

The green person is the most common. Green can be described as an average of
all the other colours, and not in a bad way. When reds are stressed performance
seekers, yellows are creative bon vivant guys, and blues are perfectionists, greens
are the most balanced ones. Hippocrates called them phlegmatic people. The Az-
tecs called them earth people. Calm, leisurely, and easy going could also be words
to describe them. Greens do not stick out the same way as reds and yellows and
they often bring serenity to the situations. Where blues get caught up in details,

greens often feel their way to what is right. /3, p37-38/

Greens are more passive than others. They are not as driven as reds, not as re-
sourceful as yellows and not as orderly as blues. For this reason, they are easy to

deal with. They do not demand much, and they never kick up a fuss unnecessarily.

/3, p38/
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Green people are kindness personified. It’s often said that greens are the best lis-
teners, and it’s true. They are always more interested in others than in themselves.
They are also good team players. /3, p29/ Green people often describe themselves

with adjectives shown in Table 3.

Table 3. Green people /3, p40/

Friendly Calm Reliable
Considerate Pleasant Patient
Predictable Stable Team player
Discreet Thoughtful Good listener

2.3.4.4 Blue personality

Blues do not make a fuss of themselves, but they do keep tabs on what is happen-
ing around them. In the background they analyse, classify, evaluate, and assess.

They are also very organized.

They are also pessimist; or actually a realist. They see errors, and they see risks.
They are the melancholics who closes the circle of behaviour. Reserved, analytical
and detail-oriented are some words associated with blues. /3, p48-49/ Blue people

often describe themselves with adjectives shown in Table 4:

Table 4. Blue persons /3, p50/

Accurate Cautious Correct

Detail-oriented Logical Methodical

Orderly Quality-oriented Reflective
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Systematic Thorough Unassuming

2.4 Leading Project Management and Personality types

A project manager needs tohave abroad range of skills. Moreover, he or
she should be a person with deep knowledge in various fields. Substantive prep-
aration will be necessary for accomplishing numerous tasks which belong to the
project manager’s duties. It is worth noting that the key attributes of a manager,
regardless of the industry, are administrative skills, planning and leadership. These
are the features that will ensure that the implementation of any project will not

be a problem for a manager. /12/

The basis of good project management is having the knowledge and skills neces-
sary to perform the job. A project manager is generally defined as the person re-
sponsible for working with the project sponsor, the project team, and the other

people involved in a project to meet project goals. /13/

A project manager must have skills in addition to the basics of project manage-
ment to succeed. “It requires all these soft skills that have to do with getting things
that you want (and) adjudicating issues between people, managers, egos and
agendas. It's how to get a job done without annoying people” /13/. These soft
skills can include basic leadership and team building abilities that are needed for
the team to complete the designated project. Basic business skills are also needed

for a project manager to be successful. /13/

Another important aspect of project management is the ability to communicate
effectively. It is essential for project managers to have the capacity to listen and
understand the people on their project team as well as the customers of their pro-
ject. Dennis Johnson, an Assistant vice President at USAA states “A project man-
ager needs the ability to question without alienating —to listen and watch people’s

body language and really see what’s happening. /13/
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There are many skills a project manager may have that are argued to be ingrained
in the human spirit, the largest of these being the ability to influence others. Linda
Pittinger, CEO of People3, states “It’s hard to find people who can influence others
and create win-win situations”. There are also many skills a project manager may
have that can be either learned or innate, like the ability to make decisions. It has
been said that the best decision makers are the most experienced decision mak-
ers. “As a manager and leader, every step you take required decision-making skills.
What makes it more challenging is the pressure to make the right decision is often

very high”. /13/

Numerous researchers, in the past, have investigated the relationship between
personality types and professions. Some papers have been written analysing pro-
ject management personality. The classical definition of a project manager is an
Extraverted, Sensing, Thinking, Judging (ESTJ) individual (MBTI)
. /9/ In colour-based personality types this would be combination of red and blue

and maybe yellow personalities.

Many researchers’ findings have shown that soft skills contribute more than
technical skills to the project's success, but studies still lack emphasis on these
skills, particularly the project manager's personality. This is also supported by
Thal and Bedingfield, stressing the value of a comprehensive examination of how

personality traits play a key role in project success. /15/

Project outcomes greatly depend upon the personality of the project manager. If
the project manager is adroit, marvel, and skilful, the project will lead towards
success. In this respect, the selection of the right people for the right job is ex-

tremely important for achieving success in the project. /14/

Personality is a set of relatively permanent characteristics, dispositions or attrib-
utes of an individual that warrant a relative consistency of his/her behaviour. It is
also defined as a relatively constant manner of both responding to the social and

natural environment and interacting with it, typical of each individual. It is worth
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noting that personality is not the sole determinant of action — what and how we
do it also depends on our current physical and mental state, the emotions we feel

and our readiness to act. /10/

When leading a project there usually is many types of personalities in the project
teams. To understand different personalities and how to communicate with
them comes then important. Who gets along and why is important to under-

stand.

Based on DiSC-analysis a group should consist of all colours to create best possible
dynamic. In a perfect world we would have an equal number of each colour. The
yellow comes up with a new idea, the red makes the decision, the green must do
all the work and the blue evaluates and makes sure the results are excellent. But
this is not the case. Not infrequently, we find yellow in positions better suited for
reds. Or in the worst cases, they have been able to talk their way into a job that
requires blue behaviour. Indeed, there are many examples of people who are sit-
ting in the wrong chairs, and part of the explanation lies in the fact that they lack

the natural perquisite to do their jobs. /3, p190/

To lead a good project, it is good to recognise different personalities, and maybe
try to build a project team so that there is as much as possible good combination

of colours.
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Complementary  combinations

Task-oriented and issue-oriented

Extrovert
&
Introvert -~ ai\o(\,’>
: e :
Passive | oy ~| Active
\\e(\%\ oef/b
Reserved g s Implementer

Relation-oriented
Complementary  combinations

Natural combinations

Figure 3. Which personalities come along the best.

If we look at diagram above, we can see that blue and green could be suitable
combination, without much of effort from either of them. The work phase would
be quite slow and making decisions might take a while. But work would be done

thoroughly. /3, p192/

Similarly red and yellow could work well together. The work phase would be fast,
but there would be no problems in communications. They both set high goals and

think quickly. /3, p192/

It also works to look at the other axis and make pairings based on each colours
focus. Both blues and red are task oriented. Reds maybe more interested in the
results than the process and blues on the other hand are more focused on the

process — but at the end they are speaking the same language. /3, p192/

In the same way there is some logic butting yellows and greens in the same team.
The tempo on which they are working is different, but both will be curious of each

other. Both believe that people are interesting and important. They will easily find
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similar focus. Also, greens have good calming influence on slightly hysterical yel-

lows. /3, p193/

In addition to these very well working combinations, there are two very compli-
cated ones. This does not mean they cannot work together but there sure will be

some challenges.

It would be quite a challenge to put red and green to solve an issue together. In
the beginning green will be quite passive as the red one gets going even before he
has heard the instructions. The red will be very critical on greens constant moaning
of too much work, and on the other hand green will think red as an aggressive and

non-listener. /3, p194/

Based on Marston’s theories, the greatest challenge is to put yellow and blue work
together. If neither of them is aware of how their personalities work, there will be
friction from the outset. The yellow dives into the task without the slightest idea
on what to do and how. He will speak a great length on how exciting project they
have been given, when blue starts carefully researching the given material and
does not say a word. The yellow will think blue as the most boring people he has
ever met. On the other hand, the blue will get irritated on the constant babble of

yellow. /3, p195/

Self-awareness is the key to solving these issues, but not always in the moment
and in the hectic phases of a project, this is remembered. Leading projects means
you need to have good understanding of the people you work with and, try to find

the best ways to make them thrive.

Also, it is not easy to read and interpret everyone. If person only has one colour it
will be easier to understand them. But as mentioned earlier about 5 percent has
only one colour. 80 percent has two and the rest has three. No one has four, at

least not with this method. /3, p196/
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Itis relatively easy to recognise people with two colours, but with three it starts to

get harder.

When it comes to project management and personality types it can be said, based
on previous that red personality leads a project efficiently, focused on project to
be successful and finish in time. As a leader of a project, they probably are strict
and want things done in their own way not always listening other people’s opin-
ions. This persuasive and ambitious way of leading a project might then also come
a problem if there are people with opposite personalities in the team but on the

other hand can bring great success for the project execution.

Yellow personality as a project manager can be driven and motivating to the pro-
ject team. They are team builders and focus on the positive. On the other hand,
their thoughts and plan might not always be realistic, and they tend to focus on

too much talking and not as much doing.

Green person is easy to get along with but as project leaders they might not be
the best ones. They are often not organised, do not want to hurt anyone’s feelings
and sometimes decision making might be difficult for them. On the other hand,
they will not cause trouble and want everything to go smoothly so they will make
effort to reach that goal. They are also patient and therefore can handle stressful

situations without exploding.

Blues are oriented, organised and focused on the goal. They do everything to make
a success out of a project. Their organising skills are good when it comes to leading
projects. On the other hand, they sometimes tend to focus too much on the details
and use too much time on them, when in projects there usually is not too much
time for that. They are also introverted and like to work alone. As a team leader

they are strict and fair, but maybe not the best team builders and listeners.
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This way we could also try to analyse in which stages of a project different person-
alities could be placed. Red personalities would be the best to work in the execu-
tion phase due to their efficiency. Blue personalities could then be good at organ-
izing and preparing. Yellows might shine in the initiation phase and greens could

close the project after all big decisions has been made.

If we can teach project management skills, why cannot we take someone who has
the skills and train them in the methods of leading people? We do some of this in
terms of raising awareness of the issues associated with some aspects of leading
a project team. However, this comes down to being much more than a training
issue. “It is not knowledge that we are trying to add to, but personalities that we
are trying to change” /13/. Personalities can change, but over time. Individuals can
take behaviour modification training to refine their behaviour to match that of a
project manager. It has been shown that this training tends of have a very short
half-life because people don’t make the effort, once they get back into the com-
fortable environment, to enforce what they learned and practiced during training.
It should be somewhat obvious that given the choice to add to one’s knowledge
and skills, or to change one’s behaviour, the former would be a better choice. The

latter is more likely to fail. /13/

By looking at given factors in project management and personalities there still are
many differing opinions as to whether you can teach someone to be a project
manager or whether that person must have the “gift” of project management.
There are good points to both sides of the debate. However, from all the infor-
mation provided, we would have to conclude that a great project manager is born
with the skills necessary to succeed. Learning the behaviours and soft skills might
give someone the ability to survive as a project manager in the project manage-
ment world. However, we do not think that this person would be as successful as
one with the behavioural skills they were born with. It can be shown by Apollo 13
that when in critical situations, people revert to what they know, what is in their

gut. If a person does not have the gut instincts and ability to operate as a project
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manager under stress, they will not survive in the field. Understanding this con-
cept, we believe that attempting to teach this in the classroom would result in
failure. If we were asked to choose my ideal project manager, we would want
someone who not only had the technical skills of project management, but we
would also prefer someone who had the ability to lead people and teams. We
would also desire someone with the ability to communicate effectively with dif-
ferent types of people and inspire them to work to their utmost potential. In ad-
dition, we would attempt to determine whether the person has the ability to make
decisions, as well as influence others to work to their optimum potential. The abil-
ity to influence and motivate others is ideal for a project’s completion within its

constraints. /13/
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3 RESEARCH METHODS

The goal of this research is to find out which areas of project management is easier
or harder to different personality types or is there any pattern that can be seen
there. Personality types used in this research are based on the DiSC analysis divid-

ing personalities into four colours: red, yellow, green and blue.

3.1 Different Research Methods

Analysts and researchers use quantitative and qualitative research methods such
as focus groups, interviews, and surveys for data interpretation to cultivate a bet-
ter understanding of information. Selecting the best research method to use can

help a research professional achieve useful results in their investigations. /15/

Research methods are processes used to collect data. This data can be used to
analyse current methods or procedures and to find additional information on a
topic. Professionals use research methods while studying medicine, human behav-
iour, and other scholarly topics. There are two main categories of research meth-

ods: qualitative research methods and quantitative research methods. /15/

Quantitative research methods involve using numbers to measure data. Research-
ers can use statistical analysis to find connections and meaning in the data. Quali-
tative research methods involve exploring information and non-numerical data.
These research methods also examine how people might connect meaning to their

experiences and emotions. /15/

There are many types of research methods to that can be used to investigate the
chosen item; observation, questionnaires and surveys, interviews, focus groups

and case studies, experiments, secondary data analysis and mixed methods.

3.2 Data Collection

This research was carried out with questionnaire to people working in projects.
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Questionnaires and surveys ask the same questions to a large group of individuals.
These questions are typically used to measure quantitative data. Researchers
translate the survey answers into numerical data so they can look for pat-

terns. /15/

To ensure enough responses for this research the questionnaire was sent to 45
people of which 24 answered. The platform used for the questionnaire was Google
forms. Questionnaire was done in two parts where first the focus group made the
personality test based on DiSC analysis, and then they answered the questionnaire

asking questions from different areas of project management.

3.3 Measurement of variables

3.3.1 Leading people: The questions on leading projects were adapted from an
existing literature /4/. The questions are evaluated on a five-point Likert scale (1 =

strongly disagree, 5 = strongly agree). The following items were used:

(i) Do you think making decisions is easy for you?

(ii) Are you willing to take the lead in difficult situations?

(iii) Do you feel comfortable giving people directions at work?

(iv) You feel that you have capability to foresee problems in project and take

needed actions to fix them?

3.3.2 Organizing people: The questions on leading projects were taken from an
existing literature /4/. The questions are evaluated on a five-point Likert scale (1

= strongly disagree, 5 = strongly agree). The following items were used:

(i) Do you find organising works and tasks easy?

(ii) Do you find it easy to leave what you are doing in way of something more ur-

gent?
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(iii) You like to seek new technologies and innovations to make project manage-

ment easier

(iv) You like to work under pressure and feel comfortable to to make fast deci-

sions?

(v) Project base working is the best way of working for you?

3.4 Descriptive Statistics

The descriptive statistics and the reliability measurements of the variables are pre-
sented in Tables 5 and Tables 6 The reliability measurements for leading and or-

ganizing people are 0.77 and 0.64 respectively, which is acceptable. /19/



Table 5. Descriptive statistics of leading people

Leading peo- Mean | Standard deviation N Cronbach alpha
ple
Do you think 3.54 1.02 24 0.77
making deci-
sions is easy
for you?
Are you will- 3.29 1.08 24

ing to take the
lead in diffi-
cult situa-

tions?

Do you feel 3.54 0.88 24
comfortable
giving people
directions at

work?

You feel that 3.83 0.91 24
you have ca-
pability to
foresee prob-
lems in pro-
ject and take
needed ac-
tions to fix

them?




Table 6. Descriptive statistics of organizing people
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Organizing people

Mean

Standard deviation

Cronbach alpha

Do you find organis-
ing works and tasks

easy?

4.04

0.55

24

0.64

Do you find it easy

to leave what you
are doing in way of
some-thing more ur-

gent?

3.92

0.83

24

Do you feel comfort-
able giving people

directions at work?

3.33

1.16

24

You like to work un-
der pressure and
feel comfortable to
to make fast deci-

sions?

3.83

1.26

24

Project base working
is the best way of

working for you?

3.54

0.65

24
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4 DATA ANALYSIS AND RESULTS

4.1 Background Information of Respondents

The questionnaire was answered by 24 people. 45,8 % were blue personalities, 25
% were green, 20,8 % red and 8,3 % were yellow. 83 % of people answering were

male and 16 % % were female.

What personality type are you?

If you don't know your personality type you can make a test for that Selvitad
persoonallisuustyyppisi — DISC-analyysiin perustuva persoonallisuustesti
(koulutus.fi)

24 vastausta

® Red
® Yelow
Green

® Blue

Figure 4. Different personalities in the questionnaire

Most of the people answering the questions have been working in projects 0-5
years. The rest of them had 5-10 years of experience in projects or then 10-15

years.

Most people from this focus group were working in the renewable sector as pro-
ject managers, site managers and site engineers. Few of the people answering
were from some other construction field, IT, sales, and some other specialist. Nev-

ertheless their work is project based.

87,5 % are working in the execution phase of projects, 8,3 % in initiation, and 4,2

% in closing. 9 out of 11 blue personalities were working in the execution phase of
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project. 1 blue was working at the initiation phase and one at closing. 5 out of 5
red personalities were working in the execution phase of projects. Yellows had
most deviation since one was working at the initiation phase and one execution

(see Table 7).

Table 7. Personality types and in which stage of a project they are working.

Personality Initiation Execution Closing Total
type
Blue 1 9 1 11
Red 0 5 0 5
Green 0 6 0 6
Yellow 1 1 0 2

4.2 Data Analysis

The data analysis was done using the SPSS analysing program. Using SPSS, the
guestions were checked for reliability. It could be seen that some of the replies

were incoherent and not fully thought through

The questions were sorted into two reliable categories project leading and organ-
ising projects and omitting the questions that were not reliable. By categorising
the questions this way it was also easier to do a comparison with the literature

review and given replies.
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Table 8. Personality types and leading projects

Personality Type Number Mean Standard deviation
Blue 11 3.56 0.84
Red 5 3.95 0.27
Green 6 3.04 0.76
Yellow 2 4.00 0.01

From the analysis (see Table 8 above and 9 below) it can be seen that the highest
value for leading projects comes from yellow personalities and the lowest from
green. Also red ones consider their capability of leading a project quite high. These
results correlate well with how these personality types usually see themselves and

what they might consider to be easy for them.

As yellows usually are outgoing, enthusiastic, optimistic, and inspiring, and they
naturally want to be in the spotlight, taking the lead is easy for them. Red person-

alities are said to be born leaders with their determination and quick decision mak-

ing.

Green personalities on the other hand are said to be calm, friendly reliable, and
they like to avoid any conflict. They often have difficulties to make decisions and
these traits combined easily make them think leading a project is not what they

like to do.
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Blue personalities also in this case fall somewhere in the middle. To them leading

seems necessity and they can do it if they must.

Table 9. Personality types and organizing projects

Personality Type Number Mean Standard deviation
Blue 11 3.69 0.51
Red 5 3.68 0.72
Green 6 3.16 0.55
Yellow 2 4.10 0.42

The second category of project management was organising. In this category yel-
low ranked again themselves in the top. This probably again comes from the al-
most unbearable optimism and self-confidence. At organising blue personalities
were then second. That is not surprising since they are described to be well organ-
ised and task oriented. Red personalities come the third and greens again are mod-

erate and don’t think they are too good at organising a project.
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5 DISCUSSION AND CONCLUSIONS

Looking into the literature review it is clear that one cannot straight away say who
should be a project manager and who not, but there are certain indicators who
might be better at it. As mentioned earlier people are born with some traits and
some they learn. How much of the good qualities can be taught is not yet fully
covered. Based on the results of this analysis the second research question could
be answered so that reds and yellows find project management and decision mak-
ing easy for them. On the other hand greens see that aspect of projects uncom-

fortable.

Organising projects are easy for yellows and blues, red personalities also find it to
be quite an easy aspect of project management to them. Greens are also in this

aspect moderate and rank themselves lower.

All this shows that what has been studied and said about these four personalities
types correlates well also in the project based work environment. As written by
Thomas Erikson in his book Surrounded by idiots, to lead a good project it is good
to recognise different personality types and understand how they work. This way
it might be possible to reach a better result in all important areas of project man-
agement. To answer the first research question personalities cannot be over-

looked when considering leading a project management.

Based on the analysis the first research question can be answered so that, person-
ality types guide our decisions and affect how we face different situations. Yellows
think they can conquer the world, and nothing is impossible, reds are determined
to push through any obstacle in their way, blues will focus on any given task and

greens will try to find a way to make everyone feel that they are part of the team.

As a conclusion based on this research personalities find most of the project man-

agement phases as difficult or easy as literature has indicated.
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The limitation of this study was the fact that there were not enough replies to the
guestionnaire. The questionnaire was sent to 45 people from which only 24 re-
plied. To have a more comprehensive study at least all 45 people should have an-
swered, or the questionnaire could have been sent to more people. If there were
more replies, there would be less deviation in the answers and the results would

be more reliable.
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Thesis survey

How personality types affect on project management

1.  What personality type are you?
If you don't know your personality type you can make a test for that Selvita

persoonallisuustyyppisi — DISC-analyysiin perustuva persoonallisuustesti
(koulutus.fi)

Merkitse vain yksi soikio.

Red
Yellow
Green

Blue

2. How long have you worked in projects?

Merkitse vain yksi soikio.

0-5 years
5-10 years
10-15 years
15-20 years

more than 20 years

3. What type of projects do you work with?


https://www.koulutus.fi/testit/disc-persoonallisuustesti-15523

Are you?
Merkitse vain yksi soikio.

Male

Female

Your position in a project?

What stages of a project you usually work?

Merkitse vain yksi soikio.

Initiation
Planning
Execution

Closing

Do you find organising works and tasks easy?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree



8. Do you find it easy to leave what you are doing in way of something more urgent?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

9. Do you like working independently?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

10. Do you think making decisions is easy for you?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree



11.  You like to seek new technologies and innovations to make project management
easier?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

12.  You like to work under pressure and feel comfortable to to make fast decisions?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

13. Are you willing to take the lead in difficult situations?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree



14. Do you feel comfortable giving people directions at work?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

15. You like to think things through before making decisions?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

16. You feel that you have capability to foresee problems in project and take needed
actions to fix them?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree



17.  You think it is important to keep all team members informed about project
status?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

18. Project base working is the best way of working for you?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree

19. You like to work by your self without any interruptions?

Merkitse vain yksi soikio.

| strongly disagree
| disagree

| don't know

| agree

| strongly agree



20. You like more being a member of a project team than leading it?

Merkitse vain yksi soikio.

C} | strongly disagree
Q | disagree

Q | don't know

@ | agree

C} | strongly agree

Google ei ole luonut tai hyvaksynyt tata sisaltoa.

Google Forms


https://www.google.com/forms/about/?utm_source=product&utm_medium=forms_logo&utm_campaign=forms

