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The Leadership Imperative

• Common denominator for 
all integrated project 
approaches
– The expectation for the 

team to act “AS ONE”
– Capturing the “collective 

knowledge and expertise of 
the multi-discipline 
perspective

– To deliver comprehensive, 
integrated solutions

•

Who is Best Qualified to                              
Lead the Team?



5/19/19

3

Tug-a-War Approach to Project Leadership

• Power struggle begins
– Each party feels threatened 

by the other
– It becomes a clash as to 

whose point of view wins
• The “viewpoint” of the 

discipline “leading” the 
team will typically trump 
all the other viewpoints

So they hire us…



5/19/19

4

New Mental Model for Leading Project Teams

The Integrated Project Leader
• A uniquely qualified and able  

individual
• Much more than a CM, PM, or DM
• Should be identifiable in the 

marketplace as a distinct 
professional

• An IPL MUST be more

What the heck is Happening??

One-AEC and A3LC
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Strategic Intelligence

Systems Thinking

Relationship 
Awareness

Creative 
Intelligence

Technical 
Expertise  

(Beyond Discipline 
Training)

2012 - Integrated Project Leadership

Introduced new 
affective 
skillsets to 
complement
our technical 
skills

Technical Expertise

• Beyond your discipline training
– Conceptual design
– Conceptual estimating
– Cost modeling
– Collaborative traing
– Eyc.
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Creative Intelligence
(Some Call Design Thinking)

• Ability to use 
“creative process” to 
anticipate and access 
added value 

• Understanding the 
interdisciplinary 
problem solving 
process 

• Leveraging the 
collective knowledge, 
expertise, and 
experience of the 
team

Design Thinking

Collective Genius

Motive

Why do people behave the 
way they do?

Behavior as a Vehicle

Goal

Relationship Awareness
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Systems Thinking

• Systems thinking
– Considers WHY
– Looks at the interactions 

of the parts and pieces
– Produces understanding

• Analytical Thinking
– Considers HOW
– Looks at parts and pieces
– Produces knowledge

Strategic Intelligence
Leadership as an Integrated System
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It’s NOT
Enough

Let me share with you 
an “alternative future” 

or two.
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• Super-value dropped 14%
• Even Costco and Wal-Mart 

dropped 6%

• Massive change had come to the grocery industry, 
and it was coming from the outside-in. 

• It was happening to the industry … and not by the 
industry. 

• And investors were placing their bets … on the 
outsiders.

© 
Cooper.ch

Anybody Know What This Is?
He now 
contends that 
he can reduce 
the costs of 
constructing 
tunnels by a 
factor of 10 and 
their schedule 
by a factor of 
14.
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Our Focus
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Leadership Matters

Just Planning the Work and 
Working the Plan is                            

Not Enough Any More

May work for incremental improvement …                         
but it doesn’t work for innovation.

Construction Management = Commodity  
A good or service whose wide availability and lack of 

differentiation diminishes the importance of factors other 
than price.
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How are We Viewed as an Industry?

• Low tech, archaic, out dated business 
model, wasteful, low productivity

Matters

Leadership Gap
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Worst Leaders – Best Leaders

The Range 
of Their 
Talents 
People 
Report Being 
Utilized
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The Paradox

• Leaders set goals and 
direction, challenging the 
norm, and seeking new ways 
of working towards goals.
• Managers on the other hand 

maintain the status quo.
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Where is this leadership going 
to come from?

Are Leaders Born? Or Made?

Born?

Made?

Equal?
*Survey of 361 top level people 
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Leaders Can Be Found at 
Any Organizational Level

Leaders at Every Level

Who Are These Leaders?

They are the 
• They are the doers, 

thinkers, innovators, 
and key influencers
• They are 

catalysts for 
personal and 
organizational 
change
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Who Are the SPARKS?

• They are not 
defined by their 
place on an 
organizational 
chart

• They are defined 
by their actions, 
commitment and 
will.

• When SPARKS are 
ignited, their 
actions can directly 
shape the future.

• SPARKS make things 
happen.

• SPARKS make things 
better…in the long 
run.

Instead of Fanning the Flames…

How often do we 
extinguish the 

flame?

Who are the 
Sparks in 

Your 
Organization?
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Becoming a SPARK
• Becoming a SPARK begins with a choice.
• It requires you to rethink how you 

respond to the most pressing 
challenges.

• Do you submit to them?  Assuming you 
can’t possibly do anything about them.

• Or do you take a stand and lead?

A leader is a catalyst 
for change.               

Find the SPARKS     
in your organization and 

FUEL that FIRE

Fanning the 
Flames
How do you do that?
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Fueling the Fire….
What’s the one thing?

The top 10% of 
leaders are identified 

by ONE critical 
competency…

Critical Leadership Competency

The ability to INSPIRE 
and MOTIVATE others 
to high performance
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Top 10 percent of 
leaders generated 

twice the net revenue
as the middle 80 

percent. 

Inspiring Leadership is the                                                  
SINGLE BIGGEST FACTOR in Achieving Extraordinary Results 

Fueling the Fire
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Inspiring Leadership

DBIA Leadership Series – Session #3

Lots of Strong Research Out There

• John Zenger & Joseph Folkman
• BAIN & Company
• Kristi Hedges
• Harvard Business Review
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What is Inspiration?

• We can’t will ourselves to be inspired.

• There’s usually a trigger
– A person - someone
– An idea - something
– Or both

• We are exposed to an INSPIRATIONAL FORCE 
that causes a profound reaction in us.  

• Inspiration is both an INSIGHT and an 
ENERGETIC PUSH.

• We can see beyond our ordinary 
preoccupations or limitations to discover 
new or better possibilities.  

TRANSCENDENCE
• We feel energized, or even compelled, to 

bring an idea into action or carry it forward.  
MOTIVATION

• We are receptive to an influence beyond 
ourselves that creates the inspiration 
withoin us.

EVOCATION

How Does INSPIRATION Happen?
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Inspirational leaders 
aren't the driver.  

They are the catalyst.

When You Inspire…

What Changes in 
the People Being 

Led?
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What Changes in Colleagues ?

• Behaviors and outcomes, specifically 
Productivity

Most Productive
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Productivity in Low Complexity Jobs

Productivity in Medium Complexity Jobs
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Productivity in High Complexity Jobs

What Else Changes?
• Attitudes and Emotions
– Confidence
– Optimism and hope
– Initiative
– Responsible behavior
– Enthusiasm
– Resiliency
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The Making of an 
Inspirational 

Leader

Learn to Inspire
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The way we trigger inspiration is 
primarily through communication…

CONVERSATIONS & LANGUAGE

Leadership is                                                      
Essentially a Linguistic Phenomenon

For teams, the work they do as a unit is 
conversational. Regardless of the channel used, 
teams do their work through language.
Team Talk by Anne Donnellon, 1996            
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Enrollment 
The Ability to Speak a Future in 
Which Other People Can See themselves

Can you name an architecture or 
engineering firm, or a construction 

company that is a household name…
for the right reasons ?

Not Just Any Conversations

• People inspire us through interpersonal 
communication in all of its forms, both 
verbal and non-verbal.

• Not just any conversations.

INSTEAD –
There are certain definitive 
communications behaviors.
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Definitive Communication Behaviors

Present – The Gift of Attention
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Personal – Putting Yourself Into It

Passionate – Bringing Heart and Energy
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Purposeful – Spotlighting Meaning

From

How Leaders Inspire

Cracking the 
Code
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BAIN Inspirational Leadership System

33 elements 
identified 
statistically 
significant for 
inspiring 
others

What do employees find 
inspirational?

The Bain Inspirational Leadership System is made 
up of 33 elements we have identified as 
statistically significant for inspiring others. 

• While every person is inspired by a different 
combination of these skills, they all 
collectively matter to your employees 
regardless of their role within your 
organization. 

• The skills below are categorized into four 
groups based on the type of interactions 
they’re most closely associated with.
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How to be an Inspirational Leader

Centeredness

• Centeredness is 
essential to effective 
leadership. 
– It provides the space in 

which we choose how to 
respond, rather than 
automatically reacting to 
a situation. 
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Centeredness = Emotional Intelligence



5/19/19

36

Best Investment You Can Make

1. Developing Inner Resources                
Skills relevant in leading yourself

Dealing with 
stress in a positive 
and constructive 
manner

Understanding your 
emotions, their 
causes, and their 
impact on others

Adapting your 
responses to 
dynamic 
circumstances

Maintaining the 
conviction to 
follow your own 
course of action

Voicing your 
feelings openly

Holding a confident 
yet realistic 
assessment of your 
abilities

Improving yourself 
and engaging in 
personally 
meaningful pursuits 

Remaining 
resilient and positive 
despite challenges
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2. Connecting With Others                    
Skills Most Relevant in one-on-one interactions

Showing passion for 
your work and 
giving energy to 
others

Maintaining a
balanced ego

Understanding and 
appreciating others’ 
needs and feelings

Assisting others in 
advancing their 
skills

Advocating your 
point of view in an 
open, honest and 
direct way

Paying true attention 
to others’ comments, 
ideas, and feelings

Conveying ideas 
and emotions clearly 
and compellingly

Sharing mutual 
interests and 
activities

3. Setting the Tone
Skills most relevant in group settings when you are NOT the formal lead

Seeking to 
understand and 
incorporate diverse 
perspectives

Demonstrating 
curiosity, 
creativity, 
and receptivity 

Living the 
organization’s 
mission and 
operating principles

Showing integrity 
and consistency 
in word and action

Being proactive,
giving credit for 
success, and 
being accountable 
for mistakes

Putting team needs 
above short term 
personal benefits

Showing 
appreciation for the 
efforts and results of 
others

Respecting the 
boundaries of others’ 
relationships and 
commitments 
outside of work
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4. Leading the Team
Skills most relevant in formal leadership positions

Creating a 
compelling 
objective which 
encourages sign-up

Orienting teams 
towards the most 
relevant set of 
outcomes

Fostering alignment 
and resolving 
conflicts

Setting appropriate 
group and individual 
expectations

Allowing and 
encouraging the 
freedom to stretch

Trusting that 
collaboration can 
yield better results

Investing on behalf 
of others, and 
finding joy in their 
success

Engaging to help 
others achieve their 
broad career 
aspirations
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What’s in Your Rock Pile?

Stress 
Tolerance

Optimism

Vitality

Openness

Independence Vision

Focus

Flexibility

Communication 
Challenges

• Committed Listening
• Committed Speaking
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Technical 
Aspects

Human 
Aspects

Spiritual 
Aspects

SkillsWhat Gets 
in the Way Purpose

Distinctions of Communication

Technical Aspects
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Classic Communication Model

noise, noise, noise, noise, noise, noise, noise, noise, noise, noise, 
noise, noise, noise, noise, noise, noise, noise, noise, noise, noise, 
noise, noise, noise, noise, noise, noise, noise, noise, noise, noise,

Goal = Achieve an equality of 
understanding

If you think 
communication 

is all talk, you 
haven’t been 

listening…

Committed Listening
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Committed Listening

• Listen as if it matters!!!!
• Communication is thwarted when you 

listen from your position, opinion, 
assessment, judgement, or from 
knowing.

• Practice listening to learn…what�s 
missing, what�s working, etc. 

• Focus on understanding

Committed Speaking
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Speaking Categories

• Description
• Assessment
• Declaration
• Assertion

•Request
•Promise

Committed Speaking

• Making Requests & Responding to 
Requests
– Yes - Accept
– No - Decline
– Counter Offer
– Commit to Commit Later

• Straight Talk
• Accountability
– By When?
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Human Aspects
The Power of Communication

• We distinguish ourselves 
and our world through 
language

• We come to think of 
ourselves , our lives, and 
the reality we know as set 
and fixed.

• However, if we use 
language to define life 
then might we consider 
that the reality we know is 
largely malleable?

• That it can actually be 
created and altered 
through language?
Life and circumstances as we define 

them are NOT set and fixed.

The �Sticky Note� Phenomenon
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Constantly Seeking Meaning

What Happened

The Story We Made 
Up About What 

Happened
(meaning)

What Happened

The Story We Made 
Up About What 

Happened
(meaning)

We Begin to Collapse the Two
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One more thing…

Body Language
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Power Poses
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Spiritual Aspects
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Funny Thing About Human Beings

Start With WHY

Start With WHY
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OK – Now We 
Have to Talk 
About the BIG 
PICTURE
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Safety

Our Usual Metrics

…and we are stuck
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For 25 years….
Design-Build Delivers!
• Less cost
• Greater value
• Shorter schedules
• Equal or better quality
• Better solutions
• Less litigation 
• Example, after example, after example.
• The data is strong evidence

AND it has made little difference…

The data doesn’t 
convince, persuade, 

or change hearts and 
minds.

EXCELLENT 
RESULTS AND 
GOOD DATA IS 

NOT ENOUGH TO 
CHANGE MINDS
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Gap Analysis Between the Leaders 
We Have and the Leaders we Need

How Are We Viewed as an Industry?

• Low tech, archaic, out dated 
business model, wasteful, low 
productivity
• WHY
– Lack of leadership
– Lack of vision
– Resistance to change
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Our Story Needs to Change

Faster, better, cheaper has been our story…
it is what keeps the status quo in place.

Not Like Other Businesses…

Another false narrative, limiting believe, etc. which has us 
show up like the most archaic, behind the times, low 

productivity, least innovative industry.
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Language 
Comprehension

Scent

Stories Change the Brain

Stories are up to 22 times more memorable than facts!
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Thank You  
Barbara.jackson@du.edu

Advanced Education @ Univ of Denver

New
Individual courses 

online
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Upcoming Events

Women Who Build Inc.

Won’t You Be 1 of 100!  ASC Diamond Sponsorship!
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Thank YOU!

Transforming Leadership and Culture 
in the AEC Industry

Questions?
barbara.jackson@du.edu


