Humanities and Social Sciences 2020
HSS, vol. XXV, 27 (3/2020), p. 79-98 July-Septembe

Nuria MUNOZ VILA 1
Jacek STROJNY?

ANALYSIS OF THE MANAGEMENT SKILLS
REQUIRED OF LEADERS OF PROJECT TEAMS USING
THE ANALYTIC HIERARCHY PROCESS METHOD
(AHP)

This paper, based on a master's thesis, providefimition, description and the
importance of effective leadership within projecamagement. The paper describes the
principles for effective leadership within projesnagement, the function of leadership and
contrasts different leadership theories, as wethaseffects of the different types of leaders
in organizations. The paper provides an analysth@dries that dictate the effectiveness of
leadership and how effective leadership in prdjeains influences a range of other variables.
The paper utilizes the AHP method (hierarchicallysig process) to show the priority of
management skills within a project management domai
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1. INTRODUCTION

In the course of history, leaders who are ablestsyrde, guide, transform and motivate
others to achieve objectives of common interestthamerged. However, in the 20th
century, formal leadership studies began, mainlypmople in leadership positions.

A person can act as a leader of a group withoutghaimanager, however, it will be
difficult to be an effective directive if he is nat the same time, a leader of his team and
of the people he manages (Palomo, 2000). Leadersemessary in any group of people,
there must always be someone who sets correctlmgddormally or informally, or else
the objectives that have been set may not be metsponsibilities may be avoided. For
this reason, the need to continue studying andysinal this concept is still evident today,
as leadership has become a key element in the edoevelopment of society.

According to Warren Bennis (Bennis, 2003) it isessary that any group of people be
led by someone who guides, motivates and facititite execution of the tasks. Therefore,
leaders must know how to interact effectively witieir environment, increasing the
chances of successfully managing the projects e
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People, as social beings, need to interact withrstto achieve their goals. So, we need
to work in a team. Teamwork has many advantageddtn the organization and the
individual:

Advantages of teamwork in the organization (Veos£) 2011):

« Higher level of productivity.

* More effective communication.

« Greater commitment.

» Better work environment.

» Easier to carry out complex tasks.

 Facilitates the direction, supervision and contfdlasks.

« Facilitates integration.

» Facilitates internal and external coordination.

» Greater satisfaction.

Advantages of teamwork in the individual (Vera,§d2011)

* Need for affiliation.

» Personal security.

» Personal and professional development.

« Stimulation for creativity.

Although teamwork can also lead to problems at w@&ametimes it can be more
time-consuming, and one individual or subgroup @amtrol or manipulate the rest. There
are also processes that negatively affect the tguafligroup work with the diffusion of
responsibilities angroup thinking So, there may be a rejection of certain team neesnb
and sometimes lead to lower productivity.

Therefore, this process requires a good handlirigeopositive and/or negative feelings
that may arise, so that they do not intervene énaithievement of the objectives proposed
by the project. This requires a good leader.

In the development of a project, in a team ledflaa arise that lead to decisions that
positively or negatively affect the relationshigyeen team members, productivity, quality
of work and customer service. Conflict resoluti@pends largely on the type of leadership
exercised on the project.

Leading a group of people requires special skillst all people have the same capacity
to be leaders and contribute to the developmetti@brganization. That is why there are
people dedicated to being project leaders.

The success of an organization is strengthenebédight behaviour of both managers
and employees. Leadership can transform a simpt&eranto a valuable team member.
The leader's ability can change an employee's ratnd® an owner's one. Employees who
believe that they have a direct relationship with brganization generally find ways to
improve their attitude and productivity to get thest results.

Leadership and human talent management are of pargmimportance to
organizations. This depends largely on their eiffeciess and productivity. The talent
gathered in a company must work in a synchronigezictive, intelligent and adding value
and innovation. In this document, we will show thmst relevant ones in terms of
leadership, from its definition, through types alents, characteristics of a good leader and
other aspects that, in my opinion, are valid far development of this research topic.

In order to understand the importance of this pasitit is significant to know how to
define it. Leadership is the influence exerted @mople to encourage them to work
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enthusiastically for a common goal. (https://defion.de/liderazgo) The leader is a person
who stands out from the rest and is able to makal gtecisions for the group, team or
organization he or she leads, inspiring the resthef members of that group to reach
a common goal. It is also important to define hur@dent management. It is understood as
the space that companies provide to attract, mativeetain and develop the most
competent, capable and committed professionalsabale all, with the ability to convert
individual talent, through a project. This taleatda committed professional to put into
practice his abilities to obtain superior results a determined environment and
organization. There are different types of talewsmmercial talent, managerial talent,
leading talent, technical talent, administratidieriy among others. The innovator and the
entrepreneur are added, which is the one thatthédgreatest value to the company.

To adapt to the constant change in the world, lesagheist be prepared to innovate. For
this, organizational leadership is essential, gadér's ability to guide in all areas, the
achievement of objectives and the satisfactiomefdtompany's needs.

The true leader must have the ability to inspirespan and enthusiasm, control his own
emotions and enhance positive feelings in the tedims role that leaders play is valued
today more than ever, as the direct influence emp#rformance and results of organizations
can be measured and proven. A good leader must W@ his strengths and weaknesses
are, know what he wants, why he wants it and hogotomunicate it to others. Leadership
skills are necessary to establish motivating warki®nments that allow employees to
grow and develop (Thomson, 2012).

According to a study conducted by senior executasmed subject matter experts from
ESI International, one of the key aspects in anyhodology, whatever its nature, is
leadership.

A successful company needs good leadership. Thepamynmust establish a clear
vision of the projects, know how to communicatithe participants, and have a correct
way to resolve conflicts. Nowadays, organizatiomeslaoking for good managers who also
have the ability to motivate employees. A compasytyival depends on the leader's ability
to carry out the proposed objectives. The orgaimizatan create good planning, but a lack
of leadership can cause it to succumb, and evéne ibrganization lacks planning, a good
leader can do it. If the organization wants to eetihigh levels of productivity of human
capital, the development and strengthening of lesiie is essential.

2. MAIN CHALANGES OF THE CONTEMPORARY PROJECT MANAG EMENT

For the correct functioning of the management giraject, the project teams are
characterized by the definition of clear objectjv&@sared by all its members, which serve
as a guide for action. This is a fundamental diffiee from a working group, in which the
common objective does not always exist. This commigjective determines a common
final destination for the project team, so thatedim members feel responsible, to a greater
or lesser extent, for the success or failure ofottogect.

According to the Project Management Institute (PMl)project is “a project is
a temporary effort that is carried out to createn&jue product, service or result”; it is
a planning that consists of a set of activities tra interrelated and coordinated.

The project management division can be dividedfioio distinct phases: (The 4 Phases
of the Project Management Life Cycle, Posted byidicltart Content Team, August 28,
2017) Initiation phase, planning phase, axecutiwasp and cloure phase. In the first phase
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the activities to be carried out will be those ld search for new ideas and opportunities,
the search for external contacts and support inide®as. In the second phase of analysis
we should finish the tasks and consult the critasad impartial judgment on the different
options and opportunities. In addition, we shouldid being overly critical and not get
carried away by group thinking. In the third phasection, you must correctly design the
different points to be made. The whole team hagatticipate and get involved. In this
phase, we must avoid forgetting the main objectimefficiency, and we must not
implement plans that are not completely elaborakéd.final phase of a project will aim to
verify that the work done has been adjusted to wizat planned. The reflection demanded
by the closing will also serve to draw conclusitméearn, in such a way that it will allow
to highlight successes and errors. This knowledfdéw/very important for future projects.

e s Develop a business . Identify project
> Initiation >> case >> Identify scope > stake-holders
> PIanning >> Create a workflow >> Gather resources > Estimate budget >
Execltion Brief team Monitor quality of Manage budget
members work
Analyze project and Document project Account used and
Closure

team results closure unused budget

Fig. 1. The 4 Phases of the Project Management Life Cyribsted by Lucidchart Content
Team, August 28, 2017

One of the main challenges of good project manageisehat everyone involved in
the project is motivated. This is a key elementtfiérdevelopment of a project. Motivation
refers to the forces that cause a person to engagerk-related behaviour and that
determine the form, the direction, the intensityd ahe duration of the efforts. This
motivation can occur in two ways, intrinsically:rded from the task itself or from a sense
of duty, or extrinsically: derived from the rewaradbe obtained.

For the challenges faced in managing a projecetddne properly, an effective team
led by a good leader is needed. This leader walll lan effective team characterized by
(McGregor, Douglas, 1960):

« An informal, comfortable and relaxed atmosphere.

* If there is a discussion, the whole team partie@pa®nly if this discussion is relevant

to the task.

e The task or objective of the team is understoodampted by the team members,
although they may come to agreements where a wdisteission process has been
necessary. It should be formulated in such a watyttie whole team can be involved.

e The people who make up the team listen to each.di@one should be afraid to
make a proposal, even if it may be extravagant.

« There are disagreements. These are examined fiffenedit points of view and the
team tries to resolve the discrepancies.
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« Most decisions must be made by consensus. Votingnig done in special
circumstances. The team should not accept a simajerity as a basis for action.
 Criticism is common, but there are no personalowed attacks.

« People should feel free to express their ideasopimdons.

» Tasks must be clearly defined

* The leader does not dominate the team.

Then the leaders must be able to motivate and noeheir team about the object and
purpose of the project and can reduce the natesghtions and known uncertainties that
occur. A common mistake is to take as project lesideeople with a deep scientific
knowledge, but with a lack of business vision.

The key success factors of a project team for pnoa@magement are when project teams
are properly led by a good leader. Increasing théivation of its members, improving
productivity and achieving more effective solutidagproblems.

Here are some features that are repeated in theingirproject teams (Chiocchio,
Francois, Kelloway, Brian Hobbs, 2015):

* These teams know what they're doing, and their nreesnhgree with the goals they

set.

« Individual team members act freely and creativedyking when they disagree or

asking when they don't understand something, witfemling it is a personal matter.

* Team members bring different knowledge and shasttitthe group.

e There is a feeling of belonging to the team thaeslers mutual trust and support

among its members.

e The team's standards and rules are transparertl@adso that all team members

understand them and decision-making in the tegraricipatory.

e They regularly spend time checking the “healthtted team, taking inventory and

asking themselves “how are we doing?”.

It is important to say that the way in which tharteis led sets the tone for all project
activities. Therefore, the way to manage each @fstk aspects mentioned previously will
contribute to strengthen or destroy the team. Thezethe fundamental task of project
managers is not only to manage the effort of ttegim, but to lead its members to achieve
the success of the venture.

Personality

Leader

[ Behavior ]

Fig. 2. Good leader (own creation)
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Some theories claim that leaders can be recogitiyetieir personality and base this
claim on the belief that leaders are born and nadem so the ability to lead is an innate
characteristic of the individual. According to thiessearch, leaders tend to be intelligent,
flexible and self-confident people. But they arsoatharacterized by their knowledge of
the exact tasks they perform, the energy of wosy themonstrate and their ability to
motivate others.

However, other theories, like a new study from theversity of lllinois that supports
the idea that leaders, not born, are made; andiethaership development follows a specific
progression. So hold the opposite position to tieeipus one and proclaim that leaders are
not born but made. Starting from this premise, thegcentrate on the study of leaders
behaviours and their influence on the performaridhar followers.

3. ELEMENTS THAT CONTRIBUTE TO FORM AN EXCELLENT
ORGANIZATIONAL LEADER

Its main objective is to guide the will of the teammbers, optimizing the results at the
group level. The leader must know each of the mesnéwed guide them towards achieving
the objectives of the proposed group; encouragimgnounication between them, detecting
their strengths and weaknesses, identifying oppiis for improvement in the short and
long term. For this, the leader must put into pecachis or her social skills, which allow
him or her to communicate effectively with his @rheam. He must be empathetic and
ensure that employees do not work individually, fautthe welfare of the group and the
organization.

Strategic human talent management requires leéalbies/e accurate information about
what each member of their team can contribute B@addmmitment of the rest of the team
members to the business project. Therefore, leathrsdevelop efficient management
styles, collaborative strategies and internal comoation.

In the modern field of business, organizationalchsjogy has implemented the Theory
of the Enneagram (or personality map) (Reynold9)720that offers nine types of
personalities or neotypes, to identify each menolb¢he team and know why each person
reacts and interprets reality differently. Thisiged for the application of leadership styles
and preparing teams related to the strengths df emaler. Just as there are people who
react negatively, there are also people who argsédipely and do not allow language to
become aggressive or violent. However, the mostneombehaviour is that people prefer
to react with silence, for fear of losing their jobcreating uncomfortable situations in the
near future. However, this attitude motivates tbpesior to repeat the behaviour and
become an alternative for management to work. @gléittention is, besides a skill, an
opportunity to improve management and develop tebeiorking relationship and make
the employee a person capable of assuming the goeisees of his actions without fear of
feeling disqualified in front of his colleagues.

Personal conversation is best, in a climate oferiess and trust, in private, so that the
other party can be heard. This theory of the Enrsagllows us to predict which situations
can cause stress to each personality type, howrtpensate for it and how to function
under working conditions under pressure to achieeximum performance. This tool
makes it easier for leaders to strategically marthgé teams based on their deepest
knowledge.
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The leader must know how to attract attention aotaifect the work environment
negatively. This capacity is not easy to develayw, aven less so if it occurs in the heat of
circumstances that require urgent intervention amt be corrected urgently. Calls for
attention are part of the management process. d?dtie credibility, respect and trust
towards the leader is born precisely from the wayhich corrections and calls for attention
are made.

In a private meeting a good leader must avoid anftiarify misunderstandings and
give the opportunity to accept or rectify the actihat motivates the call for attention.
However, precautions must be taken, as leadergiipnave a negative impact on company
performance. Leaders who are too dominant or obdesih some objectives may ignore
some details in the organization. It may also b&t tihhanagers and/or employees are
unwilling to help dominant or extremely criticablgers, the boss who shouts and insults is
creating all the conditions for poor results.

Just as there are factors that facilitate teamwitidge are also factors that hinder it
(Ignacio Martinez, Blog.):

 Ignorance of teamwork.

* Lack of time.

» High sanitary pressure.

 Ignorance of roles and functions.

» Ignorance of the organization's mission, objectiaed goals.

« On the part of the leader being dominant, with titude of superiority towards the

group.

* Not being able to maintain the interest and adlwredf the group.

« Team members who do not participate. They stagdatept grow and therefore do

not support their colleagues and the leader.

« Existence of a systematic opponent.

« The formation of subgroups; when they interferenwiite functioning of the team.

 Failure to recognize the leader as such.

* Very incomplete team.

* In many teams, the low commitment of some sectodepartments.

A leader needs collaboration at all levels; hetar sust have enough support to get
results. The leader must be aware that the imgdis @r her decisions can be successes or
mistakes that can damage trust and, therefor@gpieations for growth.

A leader needs collaboration at all levels; he nmaste enough support to get results.
The leader must be aware that the impact of Hi®odecisions can be successes or mistakes
that can damage trust and, therefore, the aspisafior growth. To avoid making some
mistakes, it is important to identify them and takeps to correct them.

Some of these mistakes are:

1. Self-critical leadershipIn certain cases, if people are not willing tolabbrate,

a firm leader is needed, but if people are willtoghelp, this self-critical attitude
affects the leader's management, creating an atmaospof discomfort and
pessimism and of carrying out the activities tachaied out. Some cases in which
the leader's attitude affects the process, carobiiye and negative feelings must
be handled properly so that they do not interferth ithe desired results. The
interaction between co-workers is not always thsirdd one. This can lead to
positive or negative decisions that affect produistiand quality of work.
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« Ask for the opinion of experts and knowledgeablepgie and do not take them
into account when applying them.

« Keep all information on what is to be done and ks&teff in line, it can mean lost
opportunities and staff remaining in a permanentfoot zone.

2. Human talent management is wastdthe leader is so dedicated to the task and
results that human talent development is neglected.

* The staff needs to be heard, can give ideas anmdhAwe information that is
relevant to project development.

» Focus only on mistakes and neglect other activitiaslead to the achievement
of objectives.

3. Paralysis to change, to innova®ometimes, if something went well before, it would
be worth repeating.

4. Unilateral decision makind.imiting the formation of future leaders. Peopéeed to
know how to do their job and make decisions.

5. Communication failures.The leader assumes that the messages given were
understood by everyone. In stages of change amdisis, the “radio pallet” is
created, that is, the information is not clear gobecause it creates alternative
communication that causes confusion and altersvtitk environment.

6. Immediate resultd_ack of long-term focus. The faster the results @stained, the
less stress there is and the better it is for tgargzation, but this should not allow
the leader to lose his or her long-term focus. Hilisws the leader to know more
about the market, the business and help the conmgramy.

7. Training as a non-priority activityThe leader must be constantly updated, must be
an example for the staff that promotes its own ghow

A leader is under constant pressure, whether bgctibgs, customers, problems, crisis,

government policies, etc. To be a leader is tonleanange, grow constantly to keep up to
date and think about how it will be better in tbed term. A good leader produces many
positive effects. Then we can see the benefitscégea with it as:

« It promotes and increases the level of communinatt@at exists in a work group.
A dynamic communication between the members ofoagmallows the successful
completion of activities, scheduled or not. Thisugy communication is essential to
face and solve unexpected situations.

< Productivity improvement by objectives: continualialogue and regular meetings
with each member, individually and in groups, dseahprove the achievement of
expected results.

< Greater resolution of internal conflicts: it is wal that in any human team
unexpected problems arise between the membershansd telated to the activities
carried out. To neutralize them, the leader mustkeman interpersonal
communication, listening actively to the approatkeach worker.

« Optimization of the work environment: as a resfthe presence, development and
promotion of the previous points, the result wil to be able to carry out the daily
tasks in a pleasant and suitable environment. Tdrereobjectives can be achieved
more effectively and efficiently.

« Higher level of work participation: with a positil@adership, an increase in the work
activity of each member of the work team will béniaved.
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< A large number of people with leadership qualites found and exercise that
leadership in different ways, therefore, leadershkigclassified according to the
method used to lead a certain group of people.

Another topic | would like to mention and that wile very useful in the process of
hierarchization is that for John C. Maxwell (199Q)eader must have 21 characteristics to
improve quality:

1. Character:makes him stronger. However, sometimes it hastivegeonsequences.

2. Charisma:ability to attract people to himself. If he doext have it, he can develop
it.

3. CommitmentTo accomplish no matter what may come: illnessepty or disaster,
you must not take your eyes off the target.

4. Communicationsharing knowledge and ideas. People will not felibthey do not
know what they want or where they are going.

5. Capacity:it is the leader's ability to say it, plan it ashal it in such a way that others
know that you know how to do it.

6. Courage:lt is easy to see heroes in war, but couragesis pfesent in all great
leaders in business, government and church.

7. Discernment:can be described as the ability to find the rdoa @roblem and is
based on intuition and rational thought. To knowolkhalf to believe in.

8. Concentration:the key is priorities and focus. If you have cartcation, but no
priorities, you have excellence without progress.

9. Generosity:nothing speaks louder or serves others more thangénerosity of
a leader.

10. Initiative: successful people are active. They must alwaysflmoépportunities and
be ready for action.

11. Listening: A good leader encourages others to tell you whatneed to know, not
what you want to hear. And you learn that by ligign

12. Passion: Experts spend a lot of time trying to figure oubaw makes people
successful, but more than anything else, passikesna difference.

13. Positive attitude:Most people who achieve lasting success in thespective
professions almost always have a positive outlaokfe.

14. Problem solving:No matter what field a leader is in, he will fgm@blems. They
are inevitable for three reasons. First, becausdiweein a world of increasing
complexity and diversity. Second, because we iotevdth people. And third,
because we cannot control every situation thaésris

15. Relationships: The ability to work with people and develop redaships is
absolutely indispensable for an effective leader.

16. Responsibilitygood leaders never adopt the victim's mentality.

17. Safety:no one can live on a level that is inconsistenhwhie way you see yourself.

18. Self-discipline:without it, no one achieves or maintains succkstoesn't matter
how talented a leader is.

19. Service:the concept of servitude does not refer to pasitior skills. It is about
attitude.

20. Learning: If you want the organization to grow, you must thaue to learn

21. Vision: For a leader, vision is everything. It is whatdgs him. It is the one who
scores the goal.
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Although the level of leadership required will dageon both the project to be
developed and the organizational structure of thiitye they must be able to develop
projects with technical and economic viability,exffive marketing and dissemination so
that the results and benefits generated can be sathkeholders and beneficiaries. In
addition, project leaders must know aspects relaiadarkets, operations, financing, and
personnel management, which implies having a gifpEople and empathy, since in most
projects the work team is made up of personnel griigat cultural differences.

4. TYPES OF LEADERSHIP IN PROJECT MANAGEMENT

The leader must know each of the members and dtiem towards the scope of the
proposed group objectives; encouraging communicatietween them, detecting their
strengths and weaknesses, identifying opporturtitiésprove in the short and long term.

For this, the leader must put into practice hisiadoskills, which allow him to
communicate effectively with his work team. You mbg empathetic and ensure that
employees do not work individually, but rather ftve welfare of the group and the
organization (Essaynpact of Human Talent Leaders in the Organizafaula Alejandra
Castro Castillg. The types of Leadership in Project Management are:

« Business leadershipExercised by the person responsible within the paomy,
forming a link with the workers and the companyigective, its main function is to
make the company function perfectly in all areassaarch of success.

« Autocratic leadershipOne person is responsible for responsibilities dedision
making. Power is focused on one person and sutaiedirare not taken into account
when making decisions.

« Democratic leadershipCarried out by one person, who takes into accob@at
participation of all the people who make up theamigation, accepts ideas and
criticism for improvement, responds to any conceafithe people in his charge, and
this creates trust among his subordinates, whicbw@ages teamwork in the search
for the achievement of the proposed objectives.

« Laissez faire leadershipAn expression of French origin whose translatioto i
Spanish is “let do”, therefore, it is a very liblerancept; the leader is a passive figure.

« Higher level of labour participationWith positive leadership, you will achieve an
increase in the labour activity of each membehefwork team. The people in charge
have total control of what is being done. Theygiven all the information and tools
necessary to carry out the work and the leaderiotdyvenes if the subordinate asks
for help.

« Parental leadershipThe leader takes full responsibility for guidingdeensuring the
well-being of his subordinates. Use incentives wittrkers, offering rewards if the
work is done successfully. That is why it is calfgaternalistic leadership, because
as a parent in the home, he assumes this role icoifmpany to generate better results
at work.

e Charismatic leadershipThe leader has the capacity to captivate and gemer
enthusiasm in the people he leads, a lot of comeation with the people in charge,
to give their maximum effort, to achieve the estdtdd objectives.

« Lateral leadership:Based on the belief that “any person is capabldeafling
a certain group of people”, this type of leadershiparried out, based on experience,
within a group of employees of the same level.
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 Situational leadershipType of leadership that the boss must adopt wsipect to
the level of development of the employees and thetson in which they find
themselves. It is quite effective, as it is exardi®y the most appropriate employee
with respect to the situation in which the teandséiitself.

5. METHODOLOGY OF THE MULTI-CRITERIA ASSESEMENT
OF SIGNIFICENCE OF THE MANAGEMENT SKILLS SUPPOR TING
PROJECT LEADERSHIP

Decision-making is the process by which one or nde@isions are obtained as a result
with the purpose of solving a situation.

Nowadays, in organizations, decisions are madestitb#egic and tactical level, which
are increasingly made by a group of people andyandividuals. Therefore, the opinion
of a single person in the decision-making procesensidered insufficient when analysing
complex problems, especially those problems whieeesblution may affect many other
people. In these cases there are usually sevétaiizithat may be in conflict with each
other and that require the application of Multieria Decision Analysis Methods (MDAM).
MCDAs describe a collection of concepts, methodd,tachniques that are intended to help
individuals or groups make decisions involving e€liéint conflicting viewpoints and
multiple stakeholders (Rodriguez, 2009). AmongNti2AMs, the Hierarchical Analytical
Process (HAP) developed by mathematician Thomaty $4880) is noteworthy. It was
designed to solve complex problems with multiplgecia and has had a wide range of
successful applications in assisting business andrgment decision making. Moreover,
this method is easy to understand and robust entughalyse the complexities of real
problems.

Level 1: Overall Objective GOAL

) A -\
Level 2: CHV ) ' \ )

Level 3: Alternatives ™/

Fig. 3. Hierarchical structure in the analytic hieh process (AHP) method. Academic notes
in the subject of Decision Making in the MasterRwbject Management at the Polytechnic
University of Valencia

N\
pi
%

‘ Altemative, ‘ Altemative; ‘

This method allows for the analysis of both quéira and quantitative factors and
requires that judgments be made about the relammortance of each criterion and
preferences about each decision alternative (Aondegsal., 1999). The main drawback of
decision making on complex problems is finding thest solution among a set of
alternatives, which are evaluated by multiple detifig criteria and in which multiple
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decision makers participate. Thomas Saaty purpbselwing this type of problem starting
from a hierarchical model of it. This model allotesdivide a complex decision into a set
of simple decisions, facilitating the understandamyg solution of the complex problem
under consideration. Figure 1 shows a generic setarhierarchy in which it can be seen
that the superior element is the Objective or goaéle achieved. The elements of the lower
level represent the various Alternatives proposgabgsible solutions to the problem posed.
While the intermediate levels represent the Cateand sub-criteria (this level being
optional depending on the characteristics of tlblgm to be analysed) through which each
of the proposed Alternatives will be evaluated.

The AHP technique is essentially composed of tktages:

1. Analysis and modelling of the problem to be sohmdmeans of a hierarchical
structure in which its main elements are definedhsas the objective to be achieved
by applying the AHP technique, the criteria and-sriteria (optional) to be used for
evaluating the various alternatives proposed aslflasolutions to the problem

2. Expert judgement through pair-wise comparisons &heslgements reflect the
relative importance, measured according to theesCedble 1) proposed by Saaty
(1980), which for the expert represents the elemeha lower level with respect to
the elements of the higher level. These judgemargscollected in a series of
matrices of comparisons by pairs from which thealqriorities of each element in
the hierarchy are obtained.

3. Prioritization and synthesis. At this stage, usprritisation procedures, global
priorities are obtained for each of the alternativdentified in the hierarchical
structure. This allows us to establish a rankinghef alternatives from which to
confirm which of these alternatives is the bestdlve the problem posed.

Scales Degree of Explanation
preference
1 Equally Two activities contribute equally to the objective
3 Moderately Experience and judgment slightly to moderately favor one

activity over another

wn

Strongly Experience and judgment strongly or essentially favor one
activity over another

7 Very strongly An activity is strongly favored over another and its
dominance is showed in practice

9 Extremely The evidence of favoring one activity over another is of the
highest degree possible of an affirmation

2,4,6,8 Intermediate values Used to represent compromises between the preferences in

weights 1, 3, 5,7, and 9

Reciprocals Opposites Used for inverse comparison

Fig. 4. Points AHP. Academic notes in the subjé&exision Making in the Master of Project
Management at the Polytechnic University of Valanci

Since the appearance of the AHP technique, there haen multiple areas such as:
Personal, Social, Production, Policy and Managenanong others. Likewise, it has been
used in various applications (Selection, evaluatmssignment etc.) due to the ease of
representing certain complex problems through ealgaical structure. Another advantage
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that has facilitated its use is that it allows bqtlantitative and qualitative criteria to be
handled at the same time.

In the area of study relating to Intellectual Cabithe application of the AHP technique
is recent and few in number, as can be seen fremetfiew of the literature. However, due
to the potential of this technique, its use is &xp@ to increase. The main applications focus
on prioritizing the indicators to be used to measwarious elements considered in
Intellectual Capital. Since the definition and pitiaation of the indicators used to measure
any important business activity promotes to comgmr guide of where to focus their
efforts to achieve success (Bozbura 2007). Anotigplication for which the AHP
technique has been used is to determine the ingp@etrtain intangibles on the creation of
value for the company.

6. ASSESSMENT OF THE SIGNIFICANCE OF MANAGEMENT SKI LLS
SUPPORTING PROJECT LEADERSHIP. HIERARCHY OF
CHARACTERISTICS OF A GOOD LEADER WITH THE AHP M ETHOD

In this study on leadership, many variables oitaites have been identified that can
characterize these leaderships in the aforememtioostexts. For this research, in order to
identify and prioritize the most relevant variabls personal characteristics of a good
project leader, informants from the Valencia Pdlit@c University were consulted who
were asked: what are the most important charatitsri@ttributes) that must be present in
the project leaders. From the above, 7 variables wbtained as a result:

Table 1. Skills for the determination of study iatites

Good leader skills

Adaptability: The ability to adaptability is about having readycess to different ways of thinking,
enabling leaders to shift and experiment as thalgsge. Having an elastic cognitive approach allpws
leaders to use different thinking strategies andteldrameworks.

Ability to lead.The ability lead is when the leader knows how &mlland delegate.

Ability to solve problemd:he ability to solve problem can be defined as&fficy and agility in finding
solutions to the problems that have arisen. Theselp with high capacity for problem solving aréea
to act proactively, without wasting time, and finglithe most appropriate solutions for each cas@yal
thinking about the repercussions that they may atlee long term.

Strategic and negotiation capacifyjhe ability of strategic and negotiation capacityvhen the leade
must know how to reach a compromise or agreemeité whoiding challenges and disputes. Ability|to
seek mutual benefit through strategies and mainigiza relationship.

Team-Work capacityThe ability of team-work capacity is the ability &ctively participate in th
execution of a common collective goal.

CharismaThe ability of charisma is a method of encouragiagicular behaviour’s in others by way [of
eloguent communication, persuasion and force afquelity. Charismatic leaders motivate followers to
get things done or improve the way certain thingsdmne.

EmpathyThe ability of empathy means being able to undedsthe needs of other team members and
stakeholders.

(=)

=
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Source: Own creation.

From these 7 variables the hierarchical structoa¢ ¢orresponds to establish through
the AHP method the prioritization of attributesqualities associated with leadership has
been defined.
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Prioritization of the required skills of project team leaders

|
Strategic and

Adaptabilty Abiitytolead | | Ability tosolve negotiation L e Charisma Empathy
problems capacity capacity

Fig. 5. AHP structure of the priority study
Source: Own creation.

To make the pairwise comparison, an expert group participants was defined. To
obtain this peer comparison, the experts respomdtddually to a questionnaire, where:
Where:

* Clis Adaptability

e C2is Ability to lead.

« C3is Ability to solve problems.

« C4is Strategic and negotiation capacity.

* C5is Team-Work capacity.

e C6 is Charisma.

e C7 is Empathy.

Table 2. Example format for peer comparison

9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9

C1 X Cc2
C1l X C3
C1l X C4
C1l X C5
C1l X C6
C1l X c7
Cc2 X C3
Cc2 X C4
Cc2 X C5
C2 X C6
Cc2 X c7
C3 X C4
C3 X C5
C3 X C6
C3 X Cc7
Cc4 X C5
C4 X C6
C4 X Cc7
C5 X C6
C5 X Cc7
Cc6 X c7

Source: Own creation.
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Where:

C1 is Adaptability

C2 is Ability to lead.

C3 is Ability to solve problems.

C4 is Strategic and negotiation capacity.

C5 is Team-Work capacity.

C6 is Charisma.

And C7 is Empathy.

Once the answers of the experts in the questicemaitached to this document in the
annex have been obtained, we have proceeded witieth of the SuperDecisions software.

The SuperDecisions is used for decision-making wéhendence and feedback. This
software provides tools to create and manage AHIRPAAP models, enter your judgements,
get results and perform sensitivity analysis on bsults. It also provides support for
complex, multilevel BOCR models (www.superdecisicom).

For this they have moved their responses to thgraro. Including the different levels
first and then including their scores.

After obtaining the individual judgments, the aggaton of group or group judgments
was made using the geometric average method, olxjaime aggregate matrix. After this
matrix you will calculate the relative weights @fod skill and according to the result of the
weights the priorities of these skills are deterdinThese calculations are also found in the
annex.

Table 3. Final results where C1 is Adaptability ,i€2bility to lead, C3 is Ability to solve
problems, C4 is Strategic and negotiation capaChyis Team-work capacity, C6 is Charisma
and C7 is Empathy

Expert 1 Expert 2 Expert 3 Geometric Mean
C1 0,08301 0,08377 0,05881 0,07423
Cc2 0,06596 0,26183 0,13599 0,13292
C3 0,36945 0,22508 0,10195 0,20390
C4 0,21755 0,17298 0,14087 0,17436
C5 0,13368 0,13041 0,18616 0,14805
C6 0,07509 0,09068 0,29553 0,12625
C7 0,05527 0,08068 0,03525 0,05397
CR<0,10

Source: Own creation.

In table 3 we can see that the ability to solvebfms would be the most important
thing to consider in a good leader, since he haairdd the highest score, following the
strategic and negotiation capacity and the teankveapacity. What has become less
relevant, although all these characteristics afgoimant in a good project team leader, is
adaptability and empathy.
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7. CONCLUSIONS

After the entire research process and the calomgiocess to establish a hierarchy, it
is observed, as we have seen in the previous phattthe ability to solve problems is the
most important characteristic that we must havaiimd in a good project leader. And they
follow the following qualities being the last empgat

All these qualities are important in a good projeetder. It is important to remember
that in this document the most important qualitiese been identified and within them
their hierarchy.

The order of these qualities is as follows:

« First place: Ability to solve problems.

« Second place: Strategic and negotiation capacity.

» Third place: Team-work capacity.

« Fourth place: Ability to lead.

« Fifth place: Charisma.

« Sixth place: Adaptability.

« Seventh place: Empathy.

It makes sense that the result of the study has inefirst place one of the basic skills
of the leader who is his ability to solve problemRsoblems are part of the dynamics and
daily life of organizations and leaders need tovkritmow to deal with them and what
decisions to make to solve them. This is a vergtaral aspect of leadership; problems are
part of the situations that the leader has to manag

The key to handling problems when they arise isritpthe right perspective. They can
be seen as a threat or as an opportunity. So, wHeader sees difficulties, he not only
thinks about problems, he must also think aboubdppities.

But it is important to distinguish when faced wétiproblem or an opportunity. It is not
always clear, and this is very important for thenagement of the leader

Peter F. DruckerWhat Makes An Effective Executive, Harvard Businé&sview
(2004) says that “Solving a problem simply restores nooyabut progress necessarily
comes from exploiting opportunities” and the afoesioned author adds: A problem is
that which jeopardizes the organization's abili@yathieve its objectives, and when they
appear, they must be resolved; the opportunity is that which offers the possikilif
exceeding the objectives. Another important aspéen solving problems is the support
and participation of the work team. In some workiteats the leader is seen as fixing
everything. But not all decisions in response tbgms must correspond to the leader.

The leader needs to prioritize what problems reguiore attention. This will help your
decisions focus on the core of the real problents rageds, concentrating your energy,
attention and time to solve the problems, instdadiloting yourself in many problems at
once. In addition, there is no leader with theigbib effectively manage all the problems
that occur in your organization. The leader needdéntify real crises, potential crises or
major opportunities. On the other hand, by allowatbers to take the decision to solve
a problem, the commitment of those who accompaayld@hder is strengthened and also
learn to take responsibility for the results, wieetlthey are successes or failures. It is
necessary to always keep in mind that leaders treveesponsibility to enable others to
develop their potential, and to consolidate theesary skills to solve problems.

Another aspect that needs to be emphasized inarl&d problem solving is that
problem solving requires a strategic approach. Thign essential aspect of the leader's
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effectiveness: his strategic sense in solving okl The idea is to anticipate the problems
and not to surprise the leader. Leaders need prdaective and learn to identify potential
problems and anticipate their resolution even leefsoblems appear.

In this regard, Joel Barker comments, in Five ragiof the future: The new paradigm
for understanding technology, 2005: “The successhafagement lies in the ability to
conduct an adequate strategic exploration, whiciciseved by rejecting the attitude of
taking decisions as a reaction to present problEmengage in anticipation of future
problems”. Therefore, the leader needs to analyse:

If it is proactive, the change can mean an oppdstun
but if it is reactive, the change can
Become a tremendous threat.

On the other hand, it should be mentioned thatlpmlsolving, adaptation and strategy
are three intrinsic skills to any leader and shoudd be lacking in a project manager.
Quoting scientist Stephen Hawking, “intelligencehis ability to adapt to change”. During
the execution of a project, there are many circantss that can change, many adverse
circumstances that may arise, many problems thait rha resolved. A good leader
demonstrates his intelligence by being flexiblegmihg to the moment and finding
different solutions depending on the context.

Another of the most important qualities that hareegged in the investigation is that of
negotiating, dealing with stakeholders, that ighveill the figures interested in the project
and that, in one way or another, can influenceadtsect development. Within this group
are, in addition to customers, partners, sponsongstors, suppliers and even the
company's employees and directors. The list of ggawan be increased depending on the
type of projects. Occasionally, unions, association even the government itself can
become stakeholders of a project. Mediating witthalse types of groups is not easy. Each
of them has a series of specific characteristigsttte leader must know to reach agreements
with each of them and achieve the planned objextifa inefficient negotiation can be the
cause of the failure of the project. Negotiatingsigionymous with listening, talking,
proposing solutions to the conflict of interests @greeing. An effective negotiation must
offer options for both stakeholders to win. Thathis difficulty of negotiating. The Project
Manager must therefore be a versatile negotiatgralsle of adapting to any situation and
with essential skills to face the various situasitimat he will face.

In relation to the result obtained in this areapobject management, it would be
interesting to review whether it is exactly relatedvhat is stated in the existing literature.

The results are reasonable and adjusted to whatierge may indicate, therefore, it is
hoped that now being quantified these can become@nmendation for entrepreneurs or
project leaders in search of the “ideal” leader.

We can also point out that from the point of viewree methodology used based on the
AHP technique, it is possible to have a versatitd to prioritize attributes, beyond what it
means in project leadership, as in this case, #ds@xample, in the case of education or
work, when it comes to generic and specific compes, often because of their number,
time and physical and economic limitations, it & possible to address and develop in
totality, and consequently, it is necessary piizgithem based on the specific function that
a person develops.
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In conclusion the Project Leader is one of the msaefigures for business projects to
come to fruition. This professional assumes a safekey functions among which is to
develop the project plan and the strategies toydaout, coordinate the work team, deal
with customers and suppliers, manage risks or oaotisly evaluate the project with the
project. In order to ensure its effective developmén order to perform all the functions
assigned to the project manager, it is necessatythihoughout his professional career he
develops certain skills. And, in addition to theleical knowledge, essential to be able to
manage a project effectively, the Project Managegds to enhance its ability for the
organization, its leadership capacity, its commatan skills and its negotiation skills.

Finally, leading any kind of activity is not easkie leader must involve and motivate
employees to achieve objectives, inspire confidémeenployees, without losing authority.
A good leader must be committed in the developroétieir work to reach the goal set,
share knowledge with their employees and learn fiteem by their experiences.
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