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Section One
INSIDE/OUT LEADERSHIP

As Randy Newrnan wrote (and Frank Sinatrasang), " It's lonely at the top." Asatechnical pro-
fessonal advancinginto aleadership role, or as amanager of technical professionals—whether
or not you have atechnical backgroundin the same fiedld—you face significant challengesand
possessexciting opportunities.

While experts have different ideas about what constitutes effectiveleadership and how to
be an effectiveleader, they tend to agree on one essential element: unlessyou control yourself,
you will be ineffective at controlling others.

Effective leadership startswithin. Only by complete and honest self-assessment can you
develop the appropriateaction plan and direction that enablesyou to grow and achieve. Only
by identifying your payoffsand your goascan you maximizeyour productivity and achievement.
Through acombination of exercisesand description,the material in thissectionisdesigned to

help you beginyour journey

Techniques

*

<+ VU e
\ Goals Attitudes/

Systems
s|00]

v

Communication

Figure 1. Inside/Out Supervision

Project Management for the Technical Professional






Chapter 1

On the Threshold of
Advancement

Transformation and Change

Entering managementisn't apromotion—it's acareer change. From an orientation around
things, ideas, and issuesto anew focus on people, persondlities, and politics, from being self-
directed to havingto work through other people, from caringonly about thework product to
caring about company financia issues, managersof dl stripesfind that making the transition
isawrenching experience, both in terms of workload and in terms of emotional whiplash.
For no groupisthe transition quite as disruptive asfor the technical professiona who has
suddenly been moved into aleadership role. While it's agross and unfair generalizationto link
technical professionals with pocket-protector, propeller beanie-wearing, Dilbert-loving,
Grade-A nerdsand geeks, certainly many of the people who entered technical positionsin the
first place did so because of alove of the work itself. Instead of simply becoming more con-
nected with the work at a higher level, technical professionalsin management ranksfind
themselves dlipping avay from some of their original sourcesof career satisfaction.

What Is a Technical Professional?

For our purpose, technical professional refers to anyone who needs an advanced skill set to
perform the tasks and projectsinherent in aparticular job. They include:

®  computer/information technology professionas

engineersof dl varieties

design professionals

architects

medical professionds (physiciansand others)

and many more.

These occupationsfrequently require specific educational backgrounds, and there are
often specific college degrees in those topics (whether or not dl members of the profession
have them or need them). Technicd fieldstend to requirelogica and factua thinking. There
are right and wrong answers available for many of the problemsfaced. The work is often
project oriented (1).

HEE E B
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Chapter 1—On the Threshold of Advancement

Case Study 1
Is It Right for You?

John joined RST Associatesas adraftsman when the company still consisted of five
peoplein athird-floor wak-up office—and then the company caught fire. In fiveyears
it went from sales of under $50,000 to over $30 million, and John grew with it. At
twenty-eight years old, he was making over $100,000 per year as vice president of
logistics in one of the fastest-growing companiesin America. He had abig office, a
company car, over forty staff members, abudget totalingin the millions, and dl the
trappings of success.

He aso had an ulcer, abroken marriage, an eighty-hour work week, and troubled
deep. Every morning he woke up sweeting, with fedings of dread about goingtowork
But thiswassuooess he thought.

Findly,John redlized the truth. He loved the work but hated beinga manager. So
he decided to become truly successful. He negotiated ademotion and a $60,000 pay
cut, and returned to being adraftsman.

His ulcer cleared up, he reconciled with hisspouse, and now he can deep at night.

Management isn't for everybody, and successis somethingyou must salf-measure.

Managing Yourself to Manage Others

This book addressesthese core issues, both emotional and procedural, to help technical pro-
fessionalscopewith the transitionto their leadershiprole, and to learn how to connect emo-
tionally with the red payoffs that exist.

To manage otherssuccessfully,you must first manageyourself That meansanayzingyour
strengths and weaknesses, redlizing that what were once strengthswhen you wereatechnical
professiona can sometimesbecomeweaknessesas a manager.

Strengthsand weaknessesdon't only haveto do withyour skills, abilities, and intelligence;
they adso have to do with your personal commitment. Desire is a qualification for man-
agement: if you don't want to do something, then you aren't likely to do it well, regardlessof
your intelligenceor inherent ability If you want to do something, then your desire tendsto
make you more successful at it. The core aptitude for management success, then, becomes
your desirefor your new role—what politicianscal the "firein the belly." Sometimes, very
talented people discover that management is not the right choicefor them. If that turns out
to be the case for you, it's important to know it so that you can make career decisions not
based on what you ought to do, but instead on the core values and aptitudes that you truly
possess. Nothing in the workplace is sadder than someonewho has become Peter Principled:
promoted to the leve of his own incompetence.
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Chapter 1--On the Threshold of Advancement

Strategy and Self-Assessment

Take the time to compl ete the exercisesand self-assessmentsin this book. By doing so, you
will end with an action plan that will help you face the challenges ahead with success and
integrity — rememberingthat success must be self-measured.

Consider your gods and overall career strategy. Successful careers do not happen by
accident. Make a plan to get what you want.

Determine that you will treat becoming an effectiveleader, supervisor, and manager with
the same dedication and zedl that you used to devel op your competencein your current field.

Set long-term goas and action plans, because most of the important changes you may
need to make take time and effort.

Start today.

Notes

1. Aproject isdistinct fromwork in that aproject ends and has ameasurableoutput. See Dobson 1996
and 1999b.

Project Managementfor the Technical Professional






Chapter 2
Knowing Thyself

Action Planning for Success

Asatechnical professiond in aleadership role, whether your transitionis recent or has been
going on for some time, you need to evauate your strengths and weaknessesin order to
develop apersonal action plan for success.

In the next severa pages, you'll complete aself-assessmentexerciseto profile how you
fitor don't fit some of the traditional characteristicsassociated with the technical professional.
Becauseweared| different and individua, you will find that you relatein somewaysand not
in others.

Followingthe exercise, you'll read description and commentary on these characteristics,
showing how they may affect your success and achievementin aleadershiprole. Youll learn
more detail about each areaas you continueto read. Asyou continue through this book, you'l
explore areas in more detail so that you can devel op success strategiesto make the most of
your situation.

While the god of this book isto help you be successful in your leadershiprole, remember
that one optionyou haveis to elect not to beamanager or leader & dl. Don't let other people
set your definitionof success and achievement; you can't be successful a someoneese's god
if it is not one that you share.

Let's start by comparingyour personality, strengths, weaknesses, and outl ook to that of the
traditional, or stereotypical, technical professiondl.

Exercise 1

%

Characteristics of the Technical Professional

Certain characteristicsform astereotype of the technical professonal. As with all stereotypes,
individuals who are technical professionals may share some, but likely do not share dl, of
those characteristics. In thisexercise, rate to what degreeyou fed each characteristic describes
you. It's important to remember that there are neither right nor wrong answers in this
exercise.
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11.

12.

13.

14.

15.

16.

17.

18.

19.

Chapter 2—Knowing Thyself

.. STRONGLY SOMEWHAT
Characteristic DESCRIBES DESCRIBES
. Vdueslogic over emotions 5 4 3

. Moreloyd to the professionthan

to the organization

. Bdievesideasand thework are

more important than people

. Haslimited people skills
. Doesn't care very much about

peopleand their feelings

. Disdains office politics s awaste

of time

. Setsown standardsfor quality

rather than rely on others' standards

. Believesthe primary purpose of the

organizationis--or ought to be—
todo quality work

. Prefersto do the work personally

becauseshe can do it faster and better
Vduessolvingaproblemas a

key job satisfier

Strongly prefersand needs
independent work

Always strivesfor aperfect outcome
rather than one that is merely acceptable
Spends personal time regularly studying
hisfield of interest

Resgs standards set by others unless
they are equally technically competent

Believesemotions havelittle
legitimate role in technical decisons

Doesn't generaly consider others
fedlingsin doing the right things
Believesthat beingright ismore
important than building relationships

Often fedsthat others, especidly

in management, don't care as much
about quality

Rates herself compared to others based
primarily on technical knowledge

. Isnot known for personal fashion sense

NOT
ATALL



Chapter 2—Knowing Thyself

21. Bdieves himsdf to be more
competent and intelligent than
most others

22. Isprimarily aspeciaist, not a
generaist

23. Has unusual hobbies or intereststhat
are pursued with great passon

24. Bdieves authority and respect must
be earned by thosein power, not
automatically assumed

25. Fedssocidly awkward, an outdder

Debrief of Exercise 1

Becausethisisaprofile rather than atest, thereis no official score, nor isit important as such
whether you fit elementsof the technical professiona stereotype.

What isimportant is that you evauate yourself and your personal characteristicsin light
of your career and professional goals. While some of the characteristics may be considered
good and others bed, the redlity isthat most of these characteristicsare situational: useful and
positive (or a least neutral) in some situations, disadvantageousin other situations.

To be successful in aleadershiprole, you arelookingfor aquality called "styleflexibility,"
which alowsyou to befunctional and effective in awide range of situations and with awide
range of people. Your god isn't to get apersonality transplant or to reject parts of who you are
and have been; rather, it is to develop improved functionality in the leadership role that you
have chosen.

Let's look a the individual characteristicsin more detail.

1. Values logic over emotions. The appreciation for rational thought isaclassic charac-
teristic associated with the technical professional, and, of course, logic isavaluabletool. It
would clearly be abad ideato ignoreor put asidelogic and rationality, but it isagood idea
to redize that nonlogical thinkingisn't the same asirrational thinking. Emotions and values
have a large impact on organizational decisions, and they are essential in understanding
human interaction. Your god should be to add more appreciationfor nonrational thought to
your arsenal. After all, as the saying goes, "When the only tool you have is a hammer, al
problemslook like nails.

2 More loyal to the profession than to the organization. Loyaty to the profession
describes the attitude of atechnical professiona to her work. For example, acomputer spe-
ciaist may be primarily concerned with computer-basedsol utions, rather than with takinga
wider organizational perspective. If what is best for the organizationis to ignore or downplay
the importance of the technical field, then this characteristic may provide difficulty to the
technical professional. Asamanager, you are expected to take an organizational perspectiveat
dl times, even when it is to the detriment of your department or your profession.

3. Believes ideas and the work are more important than people. It's not that you nec-
essxily believethat people are unimportant, but that thework and quality of ideascomefirst.
People may not likeyou for beingright, but what differenceshould that make?As amanager,
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you quickly discover that people relationshipsare essentia for makingideasinto redlity: if
peopledon't likeyou, it may not be nearly enough that you are right.

4. Has limited people skills. The cliché isthat technical professional sare devoid of people
skills, often awkward or unableto ded with peoplein an effectiveway. This goesalongwith
the ideaithat technical professionalsare dso introverts. Of course, beingan introvert heslittle
to do with one's skill in people relationships. The differenceis not in whether you like or
didike people, but in whereyou get your energy Accordingto Myers-Briggs Type Indicator
experts David Keirsey and Marilyn Bates, "Introverts enjoy interacting with others, but it
drainstheir energy in away not experienced by extraverts. Introvertsneed to find quiet places
and solitary activitiesto recharge, while these activities exhaust the extravert”" (1984, 15).
Because peopletirethe introvert, the introvert may not work as hard to acquire peopl eskills,
but thereis nothing about introversion per se that produces poor peopleskills.

5 Doesn't care very much about people and their feelings. Thisisaseparate character-
istic from poor peopleskillsor introversion. In fact, an extrovert can didikeand devalue people;
the extrovert merely needs people around him asasource of energy. Yaou don't actualy haveto
care about people for their own sskes—adthough it's clearly valuableif you do—but you must
a aminimum be able to show caring and respect to be successful in any leadershiprole.

6. Disdains office politics as a waste of time. Learninghow to use office paliticsis of
essentia importance to getting things done on adaily bass Much of what peoplerefer to es
office palitics is actually:bad office politics. N o matter what, you must accept the reality that
office politics existsin any organization that employsthree or more people, and that dealing
with political issuesisan unavoidable part of your job. Havinga positive attitude about it is
critical, given the redlity that people tend to do well what they value and not well what they
don't value.

7. Sets own standards for quality rather than rely on others' standards. Technica pro-
fessonastend to careabout their professons—that's why they worked so hard to master their
skills. As aresult, there is atendency to believe that your quality standardsare often higher
and certainly more exactingthan the standards of others—the user population—who may not
understand the nature of what you do. The limiting aspect of thisideaisthat in an organi-
zation, others' standards are often the ones by which your work isjudged. It's important to
understand that quality isacustomer-centered concept. Quality expert Ralph Berkowitz asks

What is qudity?Is it defect free productsand services total attentionto service; a
customer srvice agent that is knowledgeable, responsive, and cgpeble of dedling
with the buyer; price; or wel designed and essy to use products?The answver to
these quedtionsis.... YES ... What the customer wants, their overriding focus, isto
have their EXPECTATIONS met (and excesded if possible) [1994, 6].

8. Believes the primary purpose of the organization is to do quality work. Organizations
are aways run for multiple purposes. While you may not awayslike or agreewith those pur-
poses, you need to acoept their redlity and understand that certain Strategicdecisionsfollow from
them. In the red world, organizationsoften have one of three drivingforces: quality/product,
finance, or marketing/sales. Youll notice that certain vice presidentstend to have more power
and authority than others, and that may giveyou the tipoff about your own organization. Orga-
nizations can be very successful using any of the three techniques, but it's important that you
know in advance how your organizationis organized.

9. Prefers to do the work personally because she can do it faster and better. The dif-
ficulty hereisthat it isoften true that you can do it faster and better. Nevertheless, it's essentia
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Case Study 2
Managers? We Don't Need No Stinkin’ Managers!

It was only Susan's first week as the new section head in the information technology
group. She expected some challengesand people problems, but she was shocked at the
basic negativity directed at the whole idea and concept of management.

The worst one was Harry, who actually said, with a contemptuous sneer in his
voice,"l don't see how you provideany value added to my work, so asfar asI'm con-
cerned, | don't have a manager.”

Susan didn't have an answer. Ingtinctively, she knew she had apurpose and arole,
but it was one that she had trouble articulating.

Managers and management do add value to the work that's done. Remember that
none of thework isdone asan end in itself; work isawaysdone asameans to an end.
Make sure that you understand the organizational mission and direction, and the role
that you play in itsachievement. Perhapsyou won't convincethe Harrysof thisworld,
but you will at least know why you are there.

to delegatefor two reasons: 1) to make time for yourself to do those things that only you can
do, and 2) to train others to improve their own skills. Watch for acommon failing of new
managerswho are insecure in their new responsibilities. Instead of doingwhat they should
be doing, they shoulder their own staff out of the way in order to do the work they under-
stand. Thisisn't being quality driven; it's failingto understand your new role.

10. values solving a problem as a key job satisfier. Technical work—and management
work aswell--often consists of identifying and solving problems. Solving problems is pro-
ductive, because when a problem is solved, that particular problem is no longer an issue.
Problem solvingis rewarding, both professionally and emotionally, because you get thefeeling
of successand achievement. However, asamanager, you must adapt in two ways. 1) realize
that many of your most important problems can't be solved, only managed (Example: If you
don't have enough staff to do the work, will you get more, or will you have to figure how to
cope with what you've got?); 2) redlize that there is often no single perfect solution to the
problemsyou face. You know you're area manager when you redlize that you're not so much
being paid for making good decisionsasyou are for being the person who chooseswhen all
the alternativesare stinky and unpleasant.

11. Strongly prefers and needs independent work. A desire to do independent work is
associated with the introversion that is often characteristic of the technical professional.
Unfortunately, it's not acharacteristicof management asaprofession. | n addition, inaworld
inwhich teams and team orientation are becoming more and more part of the corporateenvi-
ronment, it's something not aways availablefor technical professional sthemselves!

12. Always strives for a perfect outcome rather than one that is merely acceptable.
There is an essential danger in perfectionism: it runs the risk of making perfect the enemy of
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good. Even with astrong focus on quality, you must dways start your projectsand your work
by determining the good-enough point. That doesn't mean that you'll necessarily stay there.
There's often value in exceedinggood enough. First, it's hard to exceed good enough when
you don't know where that point is. Second, exceeding good enough hasavaue and acost
associated with thevalue, if only the value of thework you could have done instead with the
timeand resources(1). In most work, thereis abreakeven point a which further investment
is not profitableor desirable. Thefailureto recognizethisis the source of much criticism of
technical professionals.

13. Spends personal time regularly studying his field of interest. Thisisclearly avauable
and postive characterigtic. Technicd professonastend naturdly to understand Stephen Covey's
"Sharpen the Saw" concept: " Education-continuing education, continually honing and
expandingthe mind—is vita mental renewd" (1989,295).What isimportant now isto expand
the range of your study By readingthisbook, you are stretchingyour skillsin new areess—aress
inwhichyou may not have received formal education or training. As Covey dso says.

It is extremely valuable to train the mind to stand apart and examine its own
program. That, to me, is the definition of aliberd education—the ability to examine
the programs of life against larger questions and purposesand other paradigms.
Training, without such education, narrowsand closesthe mind so that the assump-
tions underlying the training are never examined (1989,295).

14. Resists standards set by others unless they are equally technically competent. Yau
will probably have noticed atendency in some technical professionalsto judge—and judge
harshly —the knowledge and kill of their customers, both internal and external. It's essentia
to remember that there is no obligation for customers to be competent in building the
productsand servicesthat they want and need. I n fact, their lack of competencein those areas
keepsyou employed. Further, there are many products and services that you need that you
don't have the competence to perform persondly —yet you do know one thing: what you
need and want. I n an organization, the standards are set for your work based on customer
needs and desires, and that is theway it should be.

15. Believes emotions have little legitimate role in technical decisions. HOw you fee!
about the Law of Gravity or whether you think it’s fair that an innocent personwill probably
dieif shefdlsoff atdl buildinghhasvery littleto do with the redlity of the situation (2). Many
technical issuesarefactua in nature, and emotional reactionsto thosedecisionsare essentially
irrelevant. Combined with the logic/rationality emphasis of the technical professional, this
leads to a general rule that emotions have little legitimate place in the technical decision
process. However, emotions are as red as the Law of Gravity, and must be recognized and
acknowledged. It's also important to be aware that people who disdain emotions in others
often have strong emotions themselves—although they often express their emotion by
clamindacts that may not bein evidence.

16. Doesn't generally consider others' feelings in doing the right things. In astudy of
gtar performersat Bell Labs, researchers discovered that therewaslittle innate | Q difference
in the abilities of the star performers and the average to below-average performers. The dif-
ferencewas their command of interpersonal and emotional strategiesto work with othersand
to recognize their emotions. One of the most important turned out to be arapport with a
network of key people (Goleman 1995, 162). In other words, feelings are not an optional
ingredient in achievingsuccess.
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17. Believes that being right is more important than building relationships. The redlity,
again, isthat your relationshipsdetermine whether your rightnesswill turn into action. “Just
because people work together day to day,” emotional intelligence expert Daniel Goleman
notes, "they will not necessarily trust each other with sensitiveinformation ... nor turn to
themincrisis.... The starsof an organizationare often those who have thick connections on
al networks, whether communications, expertise, or trust” (1995, 162).

18. Often feels that others, especially in management, don't care as much about
quality. This getsback to the definition of quality itself Quality expert Philip Crosby defines
it as "conformance to requirements” and points out that the key element is defining the
requirements. "If aCadillac conformsto dl the requirements of aCadillac, then it isaquality
car. If aPinto conforms to al the requirements of aPinto, then it isaquality car* (1980, 15).
The critical question then becomes: Who decidesthe requirements?Ultimately it isthe cus-
tomer, and those requirements are translated back through the marketing and management
chain into the work requirements for the technical professional. If those requirementsare
badly done, then the product or servicewill naturally have poor quality. O n the other hand,
there are often elements that the technical professiona valuesthat are not necessarily valued
by the customer, and that's where the problem enters. If the codeis not degart, yet it fully sat-
isfiesrequirements, management may want to stop the project, but the technical professional
still sees substantial room for improvement. In your leadership role, you need to focus on cus-
tomer-centered quality in making these decisions.

19. Rates himself compared to others based primarily on technical knowledge. " Dilbert"
creator Scott Adams observes:

Nothing is more threatening to the [technica professiondl] than the suggestion
somebody hes more technicd kill. ... When [a technical professond] says that
somethingcant bedone... somedever normd peoplehave learned to glance at the
[technicd professiond] with alook of compassonand pity and sy somethingaong
these lines “I'll as&k Bab to figure it out. He knows how to solve difficult technical
problems’ (1996,191).

Oneof the key strategiesfor successin aleadershiprole over technical professionalsis mas-
teringthe art of praise, including recognizingwhen others possess more skill, knowledge, or
ability in certain areas than you do—in other words, managingyour ego effectively

20. Not known for personal fashion sense. Of course, thisisone of the most common
clichés about technical professionals. Scott Adams observes, " Clothes are the lowest priority
for [atechnical professional], assumingthe basc thresholdsfor temperature and decency have
been satisfied”(1996, 176). To achieveor go further in aleadership role, you must make sure
that you have mastered at least the basics of professional dress. Communications experts
BarbaraPachter and Marjorie Brody put it thisway:

If you want to play the game, you have to wear the uniform. ... Thereare no hard-
and-fadt rulesfor corporate dressing. The beg guiddineis to follow the example of
upper management. (Make sure the upper management person you choose is a
good role modd.) That doesn't mean you have to look like aclone of your boss. ...
Even if the dress code in your organization tends to be casud, it's till important
to keep your look polished, pulled together, and professond (1995,106).

21. Believes herself to be more competent and intelligent than others. It may well be
true that you are more competent and intelligent than others in your organization or onyour
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team, but showingit in your attitude and behavior isaquick route to trouble. In Myers-Briggs

Type Indicator terms, acommon pattern for the technical manager isthe Intuitive Thinker

(NT) type, known as the Visionary Leader. Keirsey and Batesidentify certain characteristics
commonly associated with technical professionalsas managers:

The NT manager is apt to be intellectudly oriented and may unknowingly com-
municate an attitudeon his part that he does not vaue subordinates (or superiors)
who are not intellectudly gifted. He may find difficulty in his interpersond trans-
actions because of his projectionsonto othersthat they [also] should be thoroughly
competent, adequate, and achievingin al possble repects (1984,146).

A good strategy to improve your relationshipsand productivity isto work at identifying
the positive characteristicsof others and focusing on them. It may well be true that someone
doesn't possess the same giftsor intellectual abilitiesthat you do, but it's often true that they
possessothers that also have value and merit. Recognizethose characteristicsin others, and
you will find that they are more likely to recognizeyour own positivecharacteristicsin return.

22. Is primarily a specialist, not a generalist. Most technical professionals begin their
career and put their energiesinto aspecialization, if for no other reason than it's hard to be
equally expert in everything. L eadership and management, however, are essentially generalist
occupations. I n the federal government, your application for the senior executive service—
the top level of career (nonpolitical) executivesin civil serviceagencies—must show that you
have mastered an executive perspective. One core element isdraegic vison: "the ability to
ensure that key national and organizational gods, priorities, values, and other issues are con-
sidered in making program decisions and exercisingleadership to implement and to ensure
that the organization's mission and strategic vision are reflected in the management of its
people™ (Troutman et a. 1995, 104).

I n other words, an executive reaches past the limitsof his previous role, occupation, and
specialty in order to embrace the wider vision and values of the organization and its cus-
tomers.

23. Has unusual hobbies or interests that are pursued with great passion. Whatever the
classictechnica professiond isinterested in, sheisinterested in strongly, often developingin-
depth knowledge and knowing dl the minutiae of the field. Thisisactualy quite a positive
element, unlessit goestoo far. In one of the trialsduring the Kenneth Starr investigation of
the Clinton Whitewater case, one juror wore her Star Trek uniform to the trial. Thisisan
exampleof someonewho will likely not be considered for asenior executive roleinthe orga-
nization, although her job skills may well be excellent. Watch for the danger of boring others
with your passions, or acting out those passionsin inappropriate environments. .

24. Believes authority and respect must be earned by those in power, not automatically
assumed. Does this describeyou?

Thefact that a certain person proclaims something, whatever hisor her title, rep-
utation, or credentials, leaves the NT [Intuitive Thinker] indifferent. The pro-
nouncement must sand on its own merits, tried in the court of coherence,
verification, and pragmatics. "l understand that Einstein said s0," comments the
NT, "but even the best of us can err (Keirsey and Bates 1984, 49).
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It's not necessary or even smart to abandon your own judgment in the face of opposition
or adifferent managementdirection, but it is necessary to avoid making unnecessary enemies
in the process. Authority, like the Law of Gravity, isfrequently afact; whether you believe it
to be earned or unearned doesn't change its redity. Recognize the facts and how they affect
your ability to do your job. Avoid showing unnecessary negativity toward authority figures.

25. Feels socially awkward, an outsider. Theintroversion that isaclassic element of the
technical professional may lead to asense of socia awkwardness. Fortunately, like many areas
of life, socid skillsare learned behavior. If you don't have anatural and instinctiveliking for
socid interaction,you may never becomegreat, but you can become competent by choosing
to do thework. Businessexpert Peter Drucker, who coined the term ""knowledgeworker,"
points out that such people's productivity dependson their efforts being coordinated as part
of an organizationa team. Writersare not publishers, computer programmersare not software
distributors. In knowledgework, Drucker says, " Teams become thework unit rather than the
individual himself”(Goleman 1995, 159-60). It's critical to your productivity, success, and
advancement that you devel op basic competency in this core area, not only for your leadership
role, but dso frankly for basc surviva in the modern organization.

Exercise 2

Starting Your Personal Action Plan

Based on your answersto thefirst survey and your reading of the descriptive information,
write what you consider to be your three most important challenge areas or weaknessesin
succeedingin aleadership role, along with your first thoughts of things you might do to
improvethose aress.

1. First challenge area

What | could do to improve mysdlf in thisarea.

2. Second challenge area

Project Managementfor the Technical Professional
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What | could do to improve myself in thisarea.

3. Third challenge area

What | could do to improve mysdlf in thisarea

Debrief of Exercise 2

Asyou continue with this book, look for specificideasand strategies that relateto the three
main areas that you have identified. When you find one, turn back to thissection, and add it
toyour list (using extra paper as necessary). At the end of the book, you'll use thisinformation
to create your personal action plan.

Why only three areas?Perhapsyou fed that you have more. One important strategy for
successful persona change is not to do too much at once. Yau are better off pickingthreecha-
lengesand working on those, rather than picking twenty-fivecha lenges and working on them
al smultaneoudy. And, of course, nothing stopsyou from coming back to work on new ones
as you have mastered your current set of challenges.

Notes

1. Thevalue of what else you could have done with the resources that you spent on a particular
project is known as the opportunity cogt, for the opportunity you lost by going in the direction that
you did.

2. For achillingexample, see Godwin, Tom, 1970, The Cold Equations, in Silverberg, Robert, ed.,
The Science Fiction Hall of Fame: Volume 1, New York: Doubleday, 447-69.
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How Technical Professionals View Management

Management as an occupation is not dwayswell thought of by technical professionals. Scott
Adams, focusingon office lifein atechnol ogy organization, developed The Dilbert Principle:
"The most ineffective workers are systematically moved to the place where they can do the
least damage: management” (1996, 14).

Hardly aringing recommendation— rightAVorse, the same thought may have occurred
to you from time to time: "If | were in charge, I'd avoid these obvious mistakesand do it
better." Now you're in " put-up-or-shut-up” mode. The problemis often you find that you
don't redly have the authority that you assumed a manager possessed, and the problems are
moreintractablethan you thought —and the new membersof your team are much lessenthu-
Siastic about your leadership than you hoped.

Maybe you've already found yourself branded as the enemy. People come to you and sy,
"Ever Snceyou becameamanager, youve changed. We thought you understood our problems
and would stand up for us, but we still have our problems.Y ou're on their sde now"

Where You Stand Depends on Where You Sit

In fact, your point of view has changed. Perhaps your team membersaren't working as hard
as they should. They certainly don't understand the pressure that you're under. They don't
seem to have the welfare of the organization and its customersclearly in mind. And maybe
they aren't quite as competent and as able as they seem to think they are.

With luck, your situation may not seem as blesk as this. At least, you may only fed thisway
on odd-numbered days. As a new manager, expect to have good days and bad, times you fed
that it will al be successful, and times you wonder why on earth you accepted these new
respong bilitiesand dl the hasdethat comeswithit. (Hint: It probably wasn't for the bigbucks.)

You have experienced and probably will continue to experienceasense of disruptionand
change. N o matter how successful your transition, it will likely not be smooth or without
stress. To reduce the stress, use a combination of self-assessment and self-devel opment.
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Exercise 3

Making the Transition Decision

Whether you've already been amanager for some time or whether you're just in the process
of making the change, there are lossesaswedll as gainsto consider. You may want to complete

this self-assessment in multiple sessions, adding new itemsto your list as you think of them.

What did you love best about your job as atechnical professional?

Debrief of Exercise 3

Common positive answersto thisquestion include:
| got to solve problemsand get measurable results.
O | could work independently on my own projects.
| enjoyed the subject matter of thework itself
m | liked thefedling of accomplishment and job satisfaction.
® My jobwasdefinableand limited.
® |t'swhat | wastrained to do.

Common negativeanswersto this questioninclude:
O | didn't haveto go to as many mesetings.

| didn't have to put up with too much office politics or management [censored).
®m | gotto go homea 5pP.M. most of the time.

| could leave my job at the office without worrying dl the time.

Thejob of atechnical professional tendsto be measurable and specific. You get acertain
number of projects, whichyou are to accomplish individualyor in ateam. While there may
be technical challengesor organizational restrictionsthat make the work difficult, the fina

result of the work isaspecific accomplishment.
There arelimits to your need to be involved in the organizational issues, as opposed to

your project. You can safely ignore many thingsthat don't directly apply to you.
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You can seethat there are many attractivequalitiesabout beingatechnical professional and
not worrying about the move into management or a higher rank. You can also see that there
is noway that you can continue to keep dl these attractiveelements while making the tran-
sition to anew role asamanager. A sense of loss and frustration, therefore, isinevitable.

People do not tend to do well what they dislikeand despise. For you to become successful
asamanager, you must accept that there will be asenseof lossin leavinga previousrole, but
ultimately you must find a sense of payoff and positive personal gain from becoming a
manager that outweighsthe loss.

Exercise 4

Making the Transition Decision (Continued)

Consider the potential gainsin your new situation, using the sasmeformat asin the previous
exercise. You may want to complete this self-assessment in multiple sessions, adding new
itemsto your list asyou think of them. The more differentitemsonyour list, the more useful
you'll find this exercise.

What areyour payoffsfor goinginto management?

Debrief of Exercise 4

Common positive answersto this question include:
Making more money

Having more influence and power over people
Having more control over work situations
Beingincluded more in the process
Improvinglong-term career opportunities
Expanding and improving professiona sKills.

HE B @ Em

Project Managementfor the Technical Professional



20

Chapter 3—Payoffs and Prices

Common negative answersto this question include:
# Don't fed likeso much like amushroom (1)
Don't haveto do boring repetitive tasks

No chalengeintheold job

Avoid excessveovertime

Lesstravel.

L BN BN

Gainsaswell aslossescan be both positive and negative, and it's valuablefor you to focus
on both in makingthe personal payoff decision for becoming a manager.

Youll find that the more itemson your positivelist, the easier it will be to make the tran-
sition, which is part of the reason you should compl ete these exercisesin multiple sessions
over severd days

You can get additional benefit from thisexerciseby turning your list into areinforcement
tool. Here's how:

1 Thefirst thing each morning, read your list of benefitsand payoffsfor beinga manager.
2. Add oneitemto thelist.

Making thisadaily habit is agood way to focus your mental energy on the positivesof
your situation.When, inevitably, problems and lousy daysoccur, you'll approach them from
adifferent, and more successful, perspective.

Sound like gpastive thinking approach?It is. Current biomedical research strongly suggests
that optimism is an important predictor of success and achievement. Psychologist Martin

Seligman says.

Literdly hundreds of studies show that pessmigs gve up more eesly and get
depressad more often. These exparimentsdso show that optimistsdo much better
in school and college, at work and on the playingfield. They regularly exced the
predictionsof aptitudetests When optimigs run for office, they are more gpt to ke
dected than pessmigsare. Their hedth is unusudly good. They age wdl, much
freer than mogt of usfrom the usud physcd ills of middle age Evidence suggests

they may even live longer (1991, 5).

Your mental attitude about yourself and your new roleis an important—a critical—pre-
dictor of your ultimate successin aleadership role. If pessimism and negativity are part of
your normal style, Dr. Sdligrnan's evidenceisthat changeis possible: " Pessimismisescapable.
Pessmistscanin fact learn to be optimists, and not through mindlessdeviceslikewhistlinga
happy tune or mouthing platitudes... but by learninganew set of cognitive kills® (1991, 5).

The purpose of thisexerciseis to increaseyour persona focus on the success factorsin
your position on aregular and daily basis. Make sure that your answvers areyours: it doesn't
help to focus on payoffsthat youshoud care about or that evayoneelse cares about. Copingwith
the emotional stress of supervision and management normally requires active self-man-
agement on your part.

Don't worry. There is astrong skill set that you have to master to become an effective
manager, and many of those skills fit into paradigmswith which you are dready familiar as
atechnical professional. You may also be quite familiar with the emotional challengesand
issues, but because even the most knowledgesble personin this area has room to improveand
grow, it's important that you begin your transition by first focusing on the fundamentals.

It is possible that when you honestly add the payoffs and compare them to the priceyou
have to pay, you may decide that thisis not the directionfor you. If that's your answer, have
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the courage of your convictionsand get out of management altogether. As management expert
Rosina Harter says, "Pain isinevitable. Misery is optional ."

The next step in your self-assessmentis to use the informationyou've aready discovered
to develop apersond action plan.

Exercise 5
Action Steps to Increase Payoffs

If you listed some of the following payoffsfor movinginto amanagement or leadershiprole,
circlethem and study the action steps recommended. Youll be able to add additional ones
a the end of the exercise (Dobson and Dobson 1997, 32-37).

YES NO Making more money.

If thisisone of your payoffsfor goinginto management, you may be disappointed, & least
a thefirst-level rank. Initially, managersget alittle more pay for alot more responsibility.
At higher levels, the financia payoff islikdly to be greater. If the money isyour maingod, is
thisthe best route to get it?What steps can you take to improveyour financial rewards?

Possble Action Steps:
1 Find out about bonus or merit-pay opportunities.

2. Negotiatefor araise, either now or after achieving acertain objective.

3. Determinewhat otherswith similar responsibilitiesare making, both inside and
outsideyour organization.

4. Understand thefinancia situationof your organization.
5. Get training and developmental assignmentsto increaseyour sKkills ... and your worth.
6. Figurewhat you're worth on the open market.

Add your own steps:
7

/.

YES NO Having more influence and power over people.

Nie peoplearen't supposed to seek power over others. The redlity is that the exercise of
power can be enjoyableand rewarding. Nor is there anythingwrong with this, aslongasthe
power isn’t used in destructiveor harmful ways. Power and authority can be used in con-
structiveways Y ou can focus attention on key problemsand issues, motivate people to achieve
more, and help othersin their persona and professional growth. You may be frustrated that
peopledon't seem to respect your supervisory authority,don’t do what you need them to do,
or don't valueyour attempts to help them. Remember that influenceand power over others
requires their consent. Ultimately, you must develop a relationship of mutual consensual
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development with your employees. What steps can you take to develop your leadershipskills,
or to earn respect and obediencefrom others, or to influence people toward your goads?

Possible Action Steps:
1. Get trainingin leadership/motivational sKills.

2. Get feedback from team members about your |eadership effectiveness.

3. Get feedback from your management about your |eadership effectiveness.
4. Apply the new techniques that you learn, giving them time to work.

5. Negotiate common goas that motivate othersto do what you want.

Add your own steps:
6.
&
8.
YES NO Having more control over work situations.

A powerful reason for seeking management authority isto have more control over work
situations. You may have been frustrated at the direction of your department or of the cor-
porate mission. You may fedl that management has not been doing the right thing. Now
you're inaposition of authority and control. Yau try to useyour position to make changesand
achieve control. Instead, you find yourself being fought in al directions— staff and man-
agement. The statusquo has substantial inertia, and change awaysis harder and slower than
you expect. What could you do to increase your legitimate control ?

Possible Action Steps:
1. Volunteer for committee/task force assignmentsthat might increaseyour influence.

2. Ligt the changesthat you think should be made, rank them by order of
desirability/difficulty, and start by working toward one single change.

3. Read management books on the topics of your concern, and look for strategies that
might help. (Seethe Bibliography at the end of this book for idess.)

4. Build relationshipswith key managersto increase your influence.
5. Make sure that your basicjob is under control before pushingfor maor changes.

Add your own steps:
6.

o

YES NO Being included more in the process.

A high need for inclusion motivates many peopleto seek management responsibilities.
Most people want to be part of the process, to be asked, to be part of the decisions, to be part
of the group that counts. Ye it seemsthat every timeyou turn around, you discover meetings
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to which you weren't invited, decisions made seemingly behind your back, and people who
seem to want to include you out. What steps can you take to increase your inclusion?

Possible Action Steps:
1. Study networkingtechniques, and develop aplan to build better relationships.

2. Ak othersabout their duties, responsbilities, and gods, and ask how you can help them.

3. Get feedback from trusted associates about how your personality affects your ability to
be included.

4. Volunteer for committees and specia project team assignments.
5. Join trade and industry associationsto increase your range of contacts.

Add your own steps:
6.
7.
8.
YES NO Improvingmy long-term career opportunities.

Even if your immediate financial rewards are not very greet, the long-term potential on
the management track is often substantial. Unfortunately, you may find yourself so deeply
immersed in unsolvable problems and no-win situations that you sometimeswonder if you
wereset to fall. It's important to remember that you cannot delegate responsibility for your
career growth; you must plan and act. Advancement doesn't comeviathe talent fairy; it only
comesthrough your own efforts. What can you do to increaseyour long-term career oppor-
tunities?

Possible Action Steps:
1. Seek trainingopportunitiesboth inside and outsidethe organization.

2. Consider enrollingin after-hoursor weekend graduate studies on your own initiative.

3. Ak for developmental assignmentsto increaseyour long-term worth to the
organization.

4. Get feedback on your strengthsand weaknesses, and devel op plansfor personal and
professiona improvement.

5. Get involved in trade and industry organizations.

Add your own steps:

YES NO Expanding and improving my professional skills.

Not only areyou likely motivated by money and career growth, but most peopleare dso
motivated by the opportunity to develop new skills. Unfortunately, you often find yourself
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stuck havingto do the same things over and over again, usually becauseyou're the most expe-
rienced and technically capable member of your own team. (That's often areason why you
are where you are today) What can you do to improve and expand your professional skills?

PossibleAction Steps:
1. Work on your delegation skillsto help your team grow by delegatingto it more of your
previous responsibilities.
2. Look for trainingand devel opment opportunities.
3. Seek new work assignmentsthat stretch you in new directions.

4. Remind your managers about your range of skillsso that you'll get opportunitiesin new
aress.

5. Identify some specificskills that you want to develop, and cregte an action plan to learn
and practice them on thejob.

6. Make sure that you aren't getting stuck in perfectionism: let othersdo theirjobsgood
enough, even if you could do them better.

Add your own steps:
7.

8.

Additional payoffs. The more individual payoffsyou can list, the more energy you can
focus on becoming amore effectivesupervisor.

Additional payoffsfor supervising:

Possible action stepsfor each payoft:

g~ WN R

10.
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20%
productivity

Figure 2 The Pareto Principle

Debrief of Exercise 5

"Life," thesayinggoes, "iswhat happensto you when you're makingother plans." Y our profes-
sional career cons sts ofjob-description prioritiesand goda -related activities. They are subject to
the Pareto Principle, generally known as the 80/20 rule: 80 percent of your work givesyou 20
percent of your results, and 20 percent of your work givesyou 80 percent of your results(2).

You don't have alot of choicein performing the job-descriptionwork, but you need to
focus on maximizingthe payoff from the approximately 20 percent of the time availablefor
your high-payoff results-oriented, god-related priorities.

Teake some of the action steps that you've identified in the previous exercise, and start by
inserting them into your regular to-db list or time management/priority management system
(Temme 1993, 16-17).

Notes

1. "I must be amushroom. People keep mein the dark, they feed me manure, and then they can me"
(Office Cartoon).

2. Vilfredo Pareto (1848-1923), an Italian economist and political philosopher, analyzed the distrib-
ution of wealth in Italy. He discovered that most of it was in the hands of afew people (thevital
few), while the majority (thetrivial many) existed in poverty. Peter Drucker in Managing for Results
suggested that many management problemsfollow this principle.You dsowill likely encounter the
Pareto chart, one of the basic tools of total quality management, which involves analysis to
determine the "vital few" problemsseparatefrom the "trivial many." The 80/20 ratio, which was
noted by Pareto in hisoriginal research, has become arule of thumb that fits numerous situations.
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Chapter 4

Management:
It's Not Just a Job;
It's a Career Change

The Changing Skill Mix

It's ironic and paradoxica that the transition from technical professional to manager workses
illustrated in the sidebar, How to Baoomea Manager.

Movingfrom technical professona to manager isn't apromotion; it's acareer change. The
elements of success change, the gods change, and the methodology changes. The ratio of
what you do on a day-to-day bads changes. Asyou continue the path of your advancement,
you will find that aconstantly changingskill mix is necessary. Focusyour effortson what you
need for the next job rather than on what you need to succeed in yesterday's job.

Making the Transition

from Technica Professiona - to aLeadership Role
Orientation around things/ideas > Orientation around people
Concern for self > Concern for others

Focuson short term > Focuson long term

Problems clearly defined > Problemsfuzzy

Many problemssolvable -> Most problems only menegesile

Thingslideas to people. Technica work tends by its nature to involve thingsand ideas
a itscore. Evenin aprofession such as medicing, if oneis not careful, the focus tendsto be
on the illness rather than on the person. In arecent novel, ajudge is talking about being
treated for breast cancer. "What I'm gladdest of —proud of —is that | didn't become the
disease. You know that startsin the hospital. They act as if you don't have a name. They
identify you by the procedure. Y ou're amastectomy'*' (Turow 1996,209). While thisattitude
canbe—and oftenis--considered callous, there are two important reasonswhy it iscommon:
1) the technical professionasare there for the work, and so concentrate on the work itself,
and 2) thereisaneed for emotional protectionfor the practitioners under difficult circum-
stances.

Project Managementfor the Technical Professional



28

Chapter 4--Management: It's Not Just a Job; It's a Career Change

How to Become a Manager

Management thinksthat you're doingagood job.
Therefore, it tellsyou to stop doingit.

Instead, it wantsyou to do anew and differentjob.
It's ajob for which you probably haven't been trained.

. It's ajob that involvesdifferent strengths and abilities, by and large, from the
ones that have made you successful up to now

6. Management doesn't know with certainty whether you have the ability,
temperament, or skillsto be successful at it.

7. Congratulations! Y ou're amanager!

A WN P

The managementside is all about people. As organizational devel opment expert Rosina
Harter observed, "Y our job is no longer to assemble the widgets, nor even to make sure the
widgets are assembled. Your job isto get the people to assemble the widgets."

Self to others. One great advantage of beingatechnical professiond is that your success
and your failure can belaid a your own doorstep. Asamanager, your success and your failure
are subject to the performance of your team. Many managers come to the ironic realization
that if your choicewere to be personally competent with apoor staff, or personally incom-
petent with abrilliant and productivestaft, then the second choicewould lead to better results.
Caringfor your gaff, providingeffectivestaff devel opment, supportingyour staff, and helping
your staff to succeed are the strategiesthat help you achieveyour gods.

Short term to long term. Regardlessof the time horizon of your projects, the management
time horizon is dways longer. Pushing your perspective past the short term, the immediate,
into thelongterm isone of your challenges.What's different about thelong term?First, there's
achieving the company mission and vision. If you have one of those mission statements that
includeswordslike, " Our missionisto provideworld-classquality and unparalleled customer
service as the leading producer in our market, while valuing the diversity of our work force
members as key contributorsto stakeholder vaue," then you may have thought that thiswas
just hot air. And maybe it was—depending on the extent of real management commitment that
existed.

On the other hand, such agod can bered and legitimateaslongasit's understood that the
time horizon can be yearsor even decades. You may not have"world-classquality" today; you
may not be ableto achieveit in the next year to two years, but you can achieveit over time.

Problem solvingmay aso be long term. James H. Austin tellsthis story:

One day adoctor had avision of along line of patientswaiting to see hm—a line
extendingfar out of hisoffice and into the street. He dready knewwhat the diagnosis
was. each patient had a sprained ankle from stepping into the deep hole in the
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Figure 3 Balancing Technical and Management Skills

Sdewakout in front of the office. The doctor knew the source of hisown dilemma
Hewasjust too busy seeing patientsin pain with sorained ankles Henever could teke
thetimeto go out and repair the sdewak (fromAudtin's Chase, Chanceand Creativity,
quoted in Temme 1993, 22).

The vdue added of management is making sure that you fu the sidewalk.

Problems clearly defined to problems fuzzy. If there isaright answer, then the problem
isalmost by definition aminor problem. Minor problems should be delegated to your team
members. Major problems are defined by the following characteristics:

E Keyfactsare unknown and unknowable.

#  Qutcomes are difficult to predict.

= Multiplevariables, many not subject to control, affect the outcome.

# Major organizational issues and/or lotsof money are at stake.

# Precedentsare not clearly applicableor even available.

# Numerous people have interests not only in the successful outcome but also in the
methods used to get there.

® A right answer may not even exist.

You know you're area manager when you discover that you're not being paid to make good
decisonsas much asyou are to make decisionswhen dl aternativesare risky and unpleasant.

Problems solvable to problems manageable. Another definition of an essy problemis
one that has an answer at al. Many management problems aren't solvable, in the common
sense of the term. Instead, the problems may be manegesble, meaning that your job isto cope
with them and minimizetheir interferencewhileacceptingthe redlity that they won't go away

An example of amanageable problem is copingwith too few staff to handle an expanding
workload. The obvious solution (morestaff) is not possiblein your organizational reality You
cannot solvethe problem. Instead, you ook for waysto minimize the problem, streamlinethe
work, and get around it the best that you can.

Managers receive more money than do nonmanagers, not because their jobs are neces-
sarily more difficult, but because they are rather more risky. Despite thefuzziness and uncer-
tainty associated with management decisions, you, the manager, are still held personaly
responsble—like the captain of aship. Evenif your lieutenant wasat the helm and you were
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The Godzilla Principle

In Japanese monster movies, there's frequently a scene where the Japanese movie
monster du jour (Godzilla, Mothra, Gamora, and so on) isalittle, baby, cute monster.
People say, "Oh, what a cute little monster!" Obvioudly, there is no urgency. They
ignore the monster.

They wait until the monster is full grown and busily stomping downtown Tokyo;
then you hear them shout, "What are we goingto do?'

The answer is, of course, little or nothing. When Godzillais rampagingthrough
downtown Tokyo, there's very little you can do about it. The best optionsare dl now
in the past.

Inyour work, spend timein baby-monsterpatrol. Every timeyou find alittle problem
with the power to grow into abig one later, stomp on it a once. That's the Godzilla
Principle: The earlier you catch aproblem, the easier it isto solve.

Sour ce: Dobson 1996, 12-13

cSED

adeep when the ship ran aground, you are still responsible. Acceptingand coping with that
responsibilityis one of the most difficult challenges of leadership.You canin fact befired
from your position becauseof a problem that you didn't create and asolution that you didn't
design or implement —just becauseyou happened to be there.

Management Surprises

Certain aspects of thisdiscussion are areaswith which you were aready familiar, and others
may be new to you. Thisleads usto the area of management surprises.

Effectiveplannersand project managersaways evaluate projectsafter they are completed
with the god of extractinglessonsfor the future.

One interesting variation of this technique is to focus on surprises rather than on
problems. If you anticipated that a problem might occur, and it did occur, then you have the
value of your anticipationand planningthat you did in advance to minimizethe effect of the
GodzillaPrinciple.

On the other hand, if you didn't know aproblem might occur, and it did, then you are
surprised. Godzillahas snuck into Tokyo the back way. Obvioudly, if you didn't expect the
problem, you didn't planfor it, and you're in worseshape asaresult. (Thisistrue whether or
not you could have been expected to anticipate it—an example of the inexorable Law of
Gravity situationagain.)

In the evaluation process, the best strategy for maximizingfuture performanceisto focus
on surprises--good surprises sswell as unpleasant ones—and figure how you could anticipate
asurprise next time, and how such foreknowledge could improveyour ability to handleit.
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Case Study 3
You Knew That the Job Was Dangerous When You Took It

"I can't believe they blamed it on me!™ Thomas cried.

I'n fact, the situation was pretty ambiguous. Thomas had been given responsibility
for promoting the distribution tickets for a series of specia presentations on the
company's new product. Ads encouraged people to call, and the department sec-
retary —who didn't report to Thomas—fielded calls and took reservations.

Because of acommunications mix-up, the secretary gave each caller reserved tickets
to al of the eventsin the series. By the time the second event was promoted, al the
ticketswere gone!

Thomas' argument was: 1) the secretary didn't report to me, 2) no one told me that
| was responsible for communicating the information to the secretary, 3) | did com-
municate it, and 4) | was responsible only for promoting the distribution, not man-
agingit.

Certainly there's agood argument for Thomas' position, but the reality isthat man-
agers are held responsible. Even though lines of authority were unclear, Thomas
needed to taketheinitiativeand do the follow-up because no one else had the respon-
shility. If Thomasweren't in management, however, then he probably wouldn't have
been blamed.

Exercise 6
Surprise, Surprise, Surprise!
I n this exercise, focus on surprisesin your new role as a manager or leader.

What about the transition to management has been most surprising to you?
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What didn't you expect?

What did you expect that didn't happen?

What might you have done differently if you had expected these things?

Wheat can you do differently and better as aresult of this exercise?

Debrief of Exercise 6

Focusingon surprisesin this manner isavaluabletechnique, and one that you can usein sit-
uationsother than this. I n addition to theimpact of the surprisesituation itself, the fact of sur-
prises often adds disproportionately to the stressof management.

How do your answers in this exercise relate to the problems and payoffs that you've
uncovered in earlier exercises?How do the action itemsin Exercise 5 relate to the surprises
and action steps that you identified here? How do the personality characteristics that you
identified in Exercise 1 relate to the surprisesthat you encountered?Did they help or hinder,
make the surprises more likely or lesslikely?
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Revigt thisexercise from timeto time, because surprisesare unlikely to stop as you move

ahead through your supervisory career.
As amanager, you are entrusted with responsibilityfor certain company assets. Never

forget that you are one of those assets, and that you have aresponsibility not only to yourself;
but aso to your organization—to take care of yourself for the long-term good of the organi-

zation.
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Section Vo
THE ART, CRAFT, AND
SCIENCE OF MANAGEMENT

The definition of management in Chambers Concise 20th Century Dictionary (besidessuch
self-referential definitions as"the art or act of managing") is: “a manner of directing or of
using anything." A manager (besides "one who manages') is: "in an industrial firm or
business, a person who dealswith administration and with the design and marketing, etc., of
the product, as opposed to its actual construction™ and " one who organizes other peoples
doings."
Associated with the concept of management are aso to:
train by exercise, asahorse
handle, wield, conduct, administer
be at the head of
ded tactfullywith
contrive successfully
have timefor
be able to copewith
manipulate
bring about
conduct affairs
# geton
aswell es
m gkillful treatment
= controlling, administering, dcmineering.
And all of them are pan of your responsibilitiesand new behaviorsin your new role.
I n thissection, you will exploreand refresh yourself with fundamental management con-
cepts, theories, and practices. Because of the cares change nature of management, it's vital for
you to master certain key skillsin order to achieve your goas and move ahead.

{ B BN BN BN BN B AN AN
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Chapter 5
The Mission of Management

A Mission Statement for a Manager

As amanager and asupervisor, your mission (1)is to achieve certain work and project gods
using alimited assortment of resources, whichincludestaff, budget, and equipment.

To do so, you perform certain actions and use skills that include communication, dele-
gation, recruitment, planning, training, motivation, behavior modification, systems devel-
opment, conflict management, and problem solving.

You do thiswithin the context of your personal style, achosen leadership style, and the
style of the organization of whichyou are apart.

You do thiswith respect to the staff that report to you; to project team membersand others
over whom you haveindirect authority a best; to your own managersand supervisorsin the
hierarchy of the organization; to other departmentsin the organizationwhose cooperation
you need; to contractors, suppliers, and otherswho perform work on your gods, and to cus-
tomers and outsidersin order to achieve common goals.

You do thisgiven aspecific and limited (and usually insufficient) amount of resourcesand
formal authority, and must develop and use political and organizational skills to get the
remaining resources and authority necessary to accomplish goals.

And you are held fully accountable for the outcome.

The Real World of Management and Supervision

A common complaint of those who enter management ranksisthat they frequently have done
thejobfor quite awhile before the title and promotion shows up. Such semi-ofticial positions
a6 team leeda, ading supervisor, prgedt maneger, and coordinetor often serve as the first rung of man-
agement.

A lower-gtressway to look at thissituation is that you are being auditioned for the role. It's
easier and less damagingto remove someone from an adting position that was never stated to
be permanent than it is to demote someone who was given officid rank.

Theirony, unfortunately, is that for many peopletheir introductionto supervisionis under
circumstances of lower-than-usual power and authority; without much age, experience, or
rank differential between supervisor and staff; and without much trainingand support in the
new functions. Too many people must learn to supervise and manage, &s the saying goes, "the
way the cat learned to swim."
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6. Who is responsible for settingdepartmental, group, or individua goasfor your team?ls
it you, you and your supervisor, members of the team themselves, customers, senior
management, or some combinationWhere do you fit?

7. Do you have direct access to senior management (aboveyour own supervisor), cus-
tomers, other department heads, and so on, or do you have to go through intervening
management (internal or external)?Do your peers and superiorsaccept you asatechnical
authority?Do you regularly attend top-level meetingsimpactingyour work?

8. At what point do you have to gain the approval of others higher in the organizationto
make project-related decisions?Do you have enough respect and acceptance from higher
authority for your recommendationsto be seriously considered?

Debrief of Exercise 7

The purposeand vaue of thisexerciseisto start you thinkingabout your current official leve
of responsibility and authority, and to identify any major ggps betweenwhat you need and
what you've got. Tekethe timeto writefully your answersto each question, using extra paper.
It's important to write this; you'll seeit moreclearly and be ableto useit more effectivelyif
it's in black and white.

You may find this exercise somewhat depressingwhenyou redlize how little red authority
you have. Here's where politicsand power comeinto the equation: the real power to manage
your work and your team is not what othersgiveyou; it's what you make and what you take.
By devel opingboth unofficial and officia power within the organization, you can reduce the
Size and scope of your dilemmaand gain improved —though aways less than total --control
over your situation.
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Styles of Supervision and Management

There is more than one route to supervisory effectiveness. To be an effective supervisor and
manager, you must select an approach that worksfor you and fitsyour situation. Thisiscaled
a"'supervisory style," and alot of leadershiptraining material focuses on your style choices.

Alphabet Soup

The classic dichotomy of |eadership is between the Theory X and Theory Y approaches.

Theory X is based on three key assumptions (2):

1. Theaverageperson hasan inherent didike of work and will avoid it, if possible.

2. Most peoplewill not work toward objectives unless controlled, directed, and threatened
with punishment.

3. Theaverage person prefersto be directed, wantsto avoid responsibility, haslittleambition,

and wants security above dl dse.

Theory Y is based on six assumptionsabout people:

Work isas natural as play or rest.

External control and threats are not the only way to motivate workers.

Commitment to objectivesisamoativator.

Workerscan learn not only to accept but also to seek responsibility.

Ingenuity and crestivity arewidely distributedin the population.

M ost peopl€'s intellectual potential isonly partly utilizedin the organization.

More recently, Theory Z (Ouchi 1981) has been advanced as an dternative approach. This

approach is an American adaptation of key aspects of Japanese management style, especially

in theareaof mutual trust building, greater employeeinvolvementand empowerment, and

the flexible organization. Such conceptsare now widespread, and show up in the works of

numerous management authors.

The redlity isthat Theory X, Theory Y, and Theory Z dl have places and situationsin
which they have proven effective. Therefore, the concept of style flexibility, or "different
strokesfor different folks," has come back to thefore. Tony Alessandra, in hisaudio program,
Mustering Your Message (1997), refersto the Platinum Rule: " Do unto others as they would like
to be done unto."

Ok WNE

Which Is Right for You?
The appropriate management and supervisory style depends on a number of variables:
B your own natural personality
the natural personalitiesof individual team members(3)
the leve of work experienceof each individua team member
® the natureof thework to be performed
the organizational style and culture
the level of commitment and drive of the individual team members
O Stuationsthat canincreaseand lower morale, self-confidence, and productivity.
Thetwo basc stylesare task-centered (Theory X) and people-centered (Theory Y) [Brown and
Dudley 1989, 1-4]. Task-centered managers provide clear and definiteinstructions, define
procedures and steps, and make decisons—they tell what, how, and when. People-centered
managerslisten and discusssuggestionswith team members. They trust othersand care about
them as people.
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Combining Styles

It's obviousthat neither by itself solvesdl work-related issues. Ken Blanchard, of One Minute
Managa fame, created the Situational LeadershipIl model, which balancesthe two elements
in auseful and applicable manner (Blanchard, Carew, and Parisi-Carew 1990, 68-110).

A manager can exhibit high and low amounts of the two behaviors,which Blanchard cdls
"directive” (task-centered) and " supportive” (people-centered). A directingstyle (S1) ishigh
directive and low supportive behavior. It's most appropriate for new team members, who
often have enthusiasm and commitment, but little knowledgeor skill. A coaching style (S2),
high in both elements, is for peoplewho are struggling with the tasks as well as coping with
lack of self-confidence. They need both direction and support. A supportingstyle (S3) is high
supportive, but low directive. Team memberswith high skill levels, but variable self-confi-
dence and morale, need thisapproach. Thefinal stage, the delegatingstyle (S4), islow in both
elements. Peak performers who have both the skill and the self-motivation can do the work
with minimal interference.

Asasupervisor, your job isto match the appropriate behavior mix (S1, S2, S3, or $4) with
the developmental level of the individual or team (called D1, D2, D3, or D4, to match the
supervisory styles). Among the advantages of this model isthat it helps you as asupervisor
adjust to changing situations and to be aware of how your style affects the performance of
your team.

Accordingto aresearch study of the effectsof arigid management style on team members,
authoritarian (Theory X) leadersroutinely rated their employees work lessfavorably than did
democratic (Theory Y) leaders. The authoritarian style, according to software engineering
expert Watts S. Humphrey, " not only demotivates people, but it also actually damages them™
(1997,234).

Philip's situation (see the sidebar, Case Sudy 5) isdifficult, but not that uncommon. It's
vital that you find positive characteristicsin team members and work to develop them, not
only for their benefit, but also for the sake of your own image of them.
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Case Study 5

Can't Live With Them, Can't Kill Them

"My basic problem asamanager wasthat | didn't likeand didn't respect my employees,”
Philip said.

Philip had been promoted to head his technical department becauseof hisprevious
management experience (gained el sewhere), and the fact that he was afew yearsol der
than most of histeam members. From the time he'd joined the company, he had made
it clear that he thought that the others were simply not as bright or as able as he. He
had obviously been persuasive enough to get the leadershiprole.

The problem, of course, isthat his attitude madeit very difficult to select and usea
supervisory stylethat worked. It's hard to camouflage a negative opinion; it tends to
expressitself. Philip did choose an appropriate mix of task- and people-centeredness,
but he found that he couldn't implement it effectively, because others saw as patron-
izing—if not downright dishonest —any supportive behaviorsthat he exhibited.

Every initiativewas greeted with resistance; every changethat he tried to makewas
seen as an attempt to get rid of people. The resistanceto his authority provoked him
and made him want to clamp down harder, which started afeedback cycle that only
made it worse.

"Theworst thing about that job isthat | could see what was happening, including
my own contributions, and | still couldn't do anything about it,” Philip observed.

In lessthan ayear, he was removed from the supervisory role and given alateral
assignment with no staff. Three months|ater he |eft the organization.

D

" )
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Exercise 8
Looking on the Bright Side

For yourself,your supervisor, and each of your team members, select at least fivewordsfrom
the followinglist that honestly apply to that person.

Active Deliberate Gracious Open-minded
Ambitious Determined Helpful Poised
Animated Discerning Honest Prepared
Assertive Efficient Humble Progressive
Capable Energetic Imaginative Punctual
Communicates well Enthusiastic Individualist Reliable
Competent Exciting Industrious Sincere
Complete Fair Insightful Strong leader
Concise Faithful Inspiring Technically sophisticated
Confident Forceful Intelligent Temperate
Considerate Friendly Interested in others Trustworthy
Consistent Genuine Loyal Truthful
Courageous Good grammar Moderate Versatile
Courteous Good listener Modest Visionary
Creative Good organizer Natural Well-informed
Dedicated Good problem solver Observant Well-read
YOu YOURSUPERVISOR
TEAM MEMBER TEAM MEMBER

TEAM MEMBER TEAM MEMBER
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TEAM MEMBER TEAM MEMBER

Debrief of Exercise 8

"Most of us are such conformists," observed Oscar Wilde, "that in the presence of genius, we
too would show talent.” One of the most documented psychol ogical phenomenais how our
attitudesabout others affect their behavior and performance. If you think that you have astaff
of mal content incompetents, then you probably do, and if you think that you have a staff of
top-flight creative professionals, then you probably do as well--even if they are exactly the
same people! By thinking better of others, you change their performance.

Using the positive characteristicslists that you have devel oped, set asagod that you will
identify and verbally recognizepositive behaviors, talents, and skillsin others on adaily basis.
Not only does positive reinforcement change their behaviors, but it aso changes your
opinion, which aso reinforcestheir behavioral change (4).

Choosing Your Supervisory Style

What Tom Petersand Robert Waterman say about corporate chief executivesalso appliesto
supervisorsand team leaders: "It appearsthat the redl role of the chief executiveisto manage
the values of the organization” (1982, 26).

Use the next exercise to help you choose an appropriate supervisory styleto fit your sit-
uation.
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Exercise 9

Choosing an Appropriate Supervisory Style

Circlethesituationsthat apply to your current work environment to see the overall emphasis
that you should put on task-centered versus people-centered behaviorsin your supervisory

syle.

| High Task | High People | HighBoth | LowBoth |
Complex technology, Volunteers or Stressful Self-sufficient,
inexperienced employees environment, capable workers
employees who don't formally high uncertainty performing
report to you but complexjob
who know the work
Simple, repetitive Very talented Employees dislike Peak performers
tasks that must "prima donnas" the work on independent
be done correctly projects
Inexperienced but New project or Emotionallyimmature R&D and development
well-meaning startup, vague workers, average work with top team
employees job descriptions skill level but ill-defined goals
New employees Experienced Employees gaining Self-motivated
employees with experience peak performers
variable morale
| Total | Total Total Total

Debrief of Exercise 9

Asyou total the answersin different columns, notice that in most circumstancesyou must
apply more than one supervisory style in your position. Youll asodiscover that if you revisit
thisexercisefrom time to time, your style issueswill change.

Whilethe Situational LeadershipIl model's god isfor employeesand teamsto movefrom
the lower development levels to the higher (D1 to D4), with the supervisor's style adapting
and growingwith the team members, thisis not dways the only or exclusivegod to pursue.
Basad on the nature of the work and the organizational culture, certain situations may be
limited in termsof style growth.

What you should do is make sure that your style flexibility across the spectrum is grest,
your ability to use both people-centered and task-centered management techniques is
developed, and your willingness to adapt to your team in order to helpits membersgrow are
al core characteristics of your supervisory style.
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Notes
1. "should you decideto accept it —dont forget that's redly an option.
2. For agood discussion of these styles, see Carr-Ruffino1993,298-327.

3. For information on persondity stylesand type indicators, see Dobson 1999a.
4. For more specifictools and techniquesin this area, see Dobson and Dobson 2000,80435 and

elsawhere.
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Chapter 6
Communications and Leadership

Situation and Direction

Gettingcontrol of your situation and pickingyour directionisthefirst great chalenge of lead-
ership and supervision. Understandingand applying the daily skillsof management is the next
level.

Youve seen that effective leadership and management is a complex and multifaceted
process, as complicated and elegant in itsway as any technical project. Unlike normal tech-
nical work, however, it isfraught with uncertainty and psychological complexity.

The McKinsey 7-S Framework, which Tom Peters uses as one of the basic toolsin In
Search 6 Excdlence is intended as a model for organizational development and evaluation.
However, it also provides agood framework for the actions and opportunitiesfor influence
given to amanager.

Thismodel is one of interrel ationships: each element acts and reacts with all the others.

Sructure: Describesthe formal organization of your team. Isit hierarchical, matrix, or team
oriented?How is thework organizedVhat formal toolsor processes are used to control and
overseethe work?

Sygems Includes evaluation tools, reporting mechanisms, project management, quality
assurance, and other ways to manage the work.

Syle The supervisory style issues that you studied in the previous chapter are critical
influencers.

Staff: Not only hiring and firing, but also training and development, career planning,
mora e and motivation, team building, communications,and conflict resolution.

kills Supervisory and leadership skills for yourself; both technical and people skills for
your team members. Consider using individual development plansfor each team member to
focus on important growth issuesand how to acquire the necessary skills.

Sraegy: Organizationa strategy, project strategy, departmental strategy, and team Strategy.
How will you get where you're going?

Shared Values: At the center of the model, the concept of how we choose to work together
for acommon goal. Y our concernsare twofold: developing/helping to develop thevauesand
the communi cation and negotiation to ensure that they are truly shared.

Of course, you have to adapt your strategiesin these areas to fit within the overall cor-
porate culture of the organizationand the nature of the work. Keegp your focuson how these
elementswork together to achieveyour gods.
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| Structure |

I I
Strategy ; . Systems

Skills L
AY ] Vi A 1

I Staff |

Source: Peters and Waterman J. 1982, 9

Figure 4 The McKinsey 7-S Framework

Communications

"What we have here," as the chain gang leader said to Cool Hand Luke, "isafailureto com-
municate.”

"1f you don't ask," the saying goes, "you don't get.” That's true even when people are
willingto help you, on the groundsthat if you don't tell peoplewhat you want, it's not agood
idea to assume that they can read your mind.

Virtually every aspect of the McKinsey 7-S Framework and any other management model
that you care to useis built on an assumption of good communication, especialy on the pan
of managers. This is often a shaky assumption. Management expert Peter Drucker once
attributed 60 percent of organizational problems to poor or ineffectivecommunication. Of
al the reasonsto get into troublein amanagement or leadershiprole, poor communications
is both the most common and the most eesily avoided.
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Language = Thought
(interprets semantic content and emotional content)

Transmission = Recipient

Filters:

Noise
Distractions
Perceptions
Assumptions
Past Experience
Preconceptions

Feedback = Verification
(Was the message Received

Figure5 TheTrangmisson Modd d Communication

To understand why poor communication isso common, and to devel opastrategy to avoid
such problems, consider the following model for effectivecommunication.

Stage 1: From Thought to Language

Any communication we make originatesas athought, but in the absence of tel epathic ability,
we must code our thought into language. Not only is thisthefirst of many opportunities for
error in the transmission process (we may select the wrong codes), but there also are other
problems.

Connotation and denotation. Wordsand phrases possess both denotation (what they lit-
erally mean) and connotation (the associations that they evoke). Connotative meanings can
be unintentional (theexperience of offending someone with aword or phrasethat you didn't
intend to have negative meanings) or self-revelatory (betrayingfeelings and attitudes that you
would rather have kept hidden, such asdidlike, distrust, or concernsabout the ability of ateam
member to do thework). The controversy over words and phrases known aspalitica coredness
(devdopmentdly chdlenged versus handicapped or retarded) is an argument over connotation. (The
term politicaly coret itself is an example of putting a negative connotation on words whose
denotativemeaningsare at least neutral, if not postive—after dl, coret isgenerally considered
agood thing [1].)

Grammar and usage. There are two types of grammar errors: those that only experts
notice, and those that everyone notices. Most people have had the embarrassing experience
of making agrammatical error around someone who knew better, only to get a patronizing
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Case Study 6
"Paranoia Strikes Deep (into Your Heart It Will Creep)"

Julie was incensed when she read her email. Her boss had assigned her to managea
complex technical project with another division. Thedivision had sent through along
email addressed to her boss, with ac.c. (courtesy copy) to her. All well and good—the
initial contact was through the boss.

Her bossreplied to the email. Again, dl well and good—but instead of c.c.’ing her,
heb.c.c.’d (blind courtesy copied) her. That meansthat the other divisondidn't know
that shewastill in the loop.

"Thisundercutsmy authority and credibility,"shefumed. "They'll think thisisal
meant to be run through my boss"

She sent her bossan email. "Why didn't you copy me directly on the email?” she
asked. "What wereyou tryingto accomplish by making me look out of the loop?"

Although the situation was resolved satisfactorily,Julie ended up having along,
emotionally charged meetingwith her boss. Why wassheb.c.c.’d? It turned out that it
wasjust amistake—no consciousthought in it.

The denotativeelements of Julie's email were clear. However, the connotation—
the hidden messsge—was, 'You are trying to undercut or sabotage me," and that
message came through to the boss loud and clear, as did the strength of Julie's anger.

Anger is not necessarily inappropriate as a management response, and sometimes
getting angry with abossis the best way to resolvecertain situations. However, follow
theserules:

1. Get angryin person (and privately), never in writingor by email.

2. Never attributeto malicewhat can satisfactorily be explained by stupidity or care-
lessness.

3. Begod oriented in your anger: decidewhat behavioral changesyou want and focus
on those, not on expressingyour emotions.

4. Only show your anger on issuesthat are redly important, and don't makeit ahabit.

5. Rehearse your anger and give yourself some cool-down time before you respond.

look and the feeling that the other person hasjust deducted twenty points from your 1Q.
(Perhapsyou've done thisto others.) Among the many reasonsto ensure that your grammar
and usage are of professional business quality is the effect that it has on the perceptionsof
other people. An otherwise well-delivered message can be undercut by incorrect grammar
and usage; the respect that others have for you may dso be affected. The same concerns apply
to vocabulary. (You might also watch for acommon problem among technical professionals:
the use of wordsthat you've read but never heard spoken. Obviously, you're likely to mis-
pronouncethem, so that it may be agood ideato check your dictionary regularly,especialy if
your vocabulary tendsto be obfuscatory, prolix, and sesquipedaian (2) —something on which
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certain technical professionalspride themselves. Don't forget that if your audience doesn't
understand your message, your communication hasfailed.)

Emotional content. Every communication has two kinds of meaning: actual semantic
content (what it means) and emotional content (how you feel about it). Connotation issues
revedl emotional content. So do tone of voice, body language, and timing of the message. If
theemotional content is not appropriatelysel ected, then the semantic content may go unno-
ticed or be rejected outright, even if it's reasonableon the face of it: "If he told me the sun
rosein theeas, | wouldn't believe him!" To avoid problemsin thisarea, set godsasaprelude
to communication. All communicationis designed to change: 1) an attitude or feeling (per-
suasive), 2) alevel of knowledge (informational), 3) what someone does (behavioral),or a
combination of the three. When you decidewhat you want to happen asaresult of your com-
muni cation, you will find it much easier to select the communication toolsand approaches
that are most likely to achievethe resultsthat you want.

Stage 2. From Transmission to the Recipient

I'n any form of communication, thereis at leaest the potential for informationloss and infor-
mation distortion through the process of transmission. To minimize loss and distortion, you
need to identify those factors that can cause it and determine appropriate strategies to com-
pensate.

Medium. Thefirst decision that you need to make is the transmission medium. Should
you have aface-to-face conversation with the recipient, or will the telephone be sufficient?
Do you need aformal meeting, or can you catch the person walking down the hall?Would
voice mail be OK ?Yau could communicateinwritingor by letter, memo, fax, or email. Each
givesadifferent feelingand has different strengthsand wesknesses. |'s this communication
for asngleindividua or for agroup?If it's for agroup, should the group be notified together
or separately?(What about gossip?) Generally it's better to have high-emotion-contentcom-
municationin person and privately, and communicationwith ahigh degree of precisionand
detail inwriting. Issuesof physica location and speed requirements (not to mention expense)
can force use of mediasuch astel ephonesand voice mail, even when not ided. You may aso
use a combination approach (initial discussion in person with afollow-up in writing to
confirm what was said and decided).

Noise and distractions. It's often recommended that discussionsof substancenot be held
in apublicsetting, not only because of possibleemotional and privacy issues, but aso because
of the high probability of distractionsand interruptions. Noisecan belitera (aloud discussion
in the next cubicle, ringing telephones, music, construction work) or symbolic (frequent
interruptions even if environmentally silent). Distractionsare aform of noise in terms of
interference with the communicationsprocess.

Stage 3: From Language to Thought
Once the communi cationpassesthrough the environment to the receiver, other factorscome
into play

Perceptions. Albert Mehrabian's classicstudy indicates that three el ementsinfluencethe
listener's perception and decoding of a message: words, 7 percent; voice/tone, 38 percent;
facid expression, 55 percent (Carr-Ruffino 1993, 181). "I'm glad you're here," can be said
with asmileand an enthusiasticvoice, or with afrown and avoicedrippingwith sarcasm. The
semantic content remainsthe same, but the perception and reactionwill be vadtly different.
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Assumptions, past experience, and preconceptions. If someone thinks that you're a
jerk, then everythingyou say will be run through hisjerk filter, and few of usescgpe unscathed.
It's vitd that you know how people perceive you and how they experiencetheir relationships
with you on the groundsthat they will dwaysfilter and interpret your communication based
on those notions, whether or not they are fair and accurate. You may need to adjust your
approach as aresult.

Interpretation. Not only are the wordsthat you used interpretedin termsof their deno-
tative meaning, but they are also interpreted based on their connotationsfor the listener. In
addition to general connotations, people may add connotations to your speech based on their
ideas about you.

Stage 4. Feedback and Verification
With al that can go wrong in the process, perhapsit's not surprising how widespread poor
communicationis. Maybe it's more surprisingthat anyone ever understandsanything!

In communicationsengineering, it's important to have feedback to verify that the desired
message was transmitted. I n your communication,you need to verifjr three things, as follows.

Was the message received? |n non-immediate communicationssuch asvoice mail and
correspondence, you may need to verify that the message was received. Even in immediate
dialogue, aperson may have been daydreaming or had her mind elsewhere when you were
speaking.

Was the message understood? Especialy if the message that you are deliveringissubject
to disagreement or rejection, it's important to distinguish between understanding and
agreement. | n adisciplinary conversation, for example, it's often customary for the supervisor
to have the employee sign an acknowledgmentthat certain ruleswereexplained. Thisdoesn't
mean that the employee necessarily agreeswith those rules; but it confirmsand recordsthe
ideaof understanding.

Was the message accepted? At thisleve, you are lookingfor agreement to the commu-
nication. It's often important to make agreement explicit and, in certain situations, able to be
confirmed later. (Put it inwriting.)

How to Give and Get Feedback

The classc model for communi cationsfeedback is to accept full personal responsibility for
the communication by using phrasessuch as "Let me seeif | understand what you said. If |
understand correctly,you said. ... ¥ and then repest or paraphrasethe content. The recipient
has the choice of saying, 'Y es, you understand,” or, "No, that's not what | said.” In the latter
case, don't argue. Apologize and try again: "I'm sorry. | must have misunderstood.Why don't
you try it again?' By acceptingresponsibility, you defuse the situationand move closer to the
god. Thisis paraphrasing, and communicationsexpertsare virtually unanimous in recom-
mendingit.

When you are communicatingand need feedback from the other party, say it likethis: "
need to make sure I'm expressing mysaf properly. It would help meif you said back to me
what you heard me sy, so | can make sure | said it well." When the informationis repeated,
you cansay, 'Y es, you understood. Thank you,™ or, "I must not have communicated well. Let
me try again." Accept responsibility again so that you defuse the situation and move ahead.
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You'll frequently hear the term one-way communication. This model helpsyou redize that
there is no such thing as one-way communication. There's two-way and no-way, but nothing
in between.

Listening ... and Being Quiet

Sometimes, the best communications strategy isto say ... nothing. Listening defusesanger,
validates people, and sometimes gets more accomplished. Negotiation adviser David Steibel
says, "The error is thinking better or more communication is the answer. Sometimes the
strategy that is necessary in solving the business problem is to stop and regroup” (Weldon
1997, 7).

Effectivelistening skillsinclude not only concentrating on what the person hasto say, but
also on using the appropriatebody language, such as eye contact (but not the staring contest!),
leaning forward, nodding your head, and paraphrasing what you've heard. It is, by the way,
perfectly acceptableto take noteswhilelistening to important or detailed information, aslong
asyou keep eye contact while doing so.

Exercise 10

Communications Effectiveness

A good way to improve communications effectivenessis to monitor and debrief actual situ-
ations. Over the next two weeks, identifjrcommunications that went particularlywell or par-
ticularly poorly Using the model and descriptiondiscussed, identifjr reasonswhy it went well
or poorly, and ways that you might have handled it better.

Some Communications That Went Well

Date Person(s)

Situation

Reasons Why It Went Well

Ways It Might Have Gone Even Better
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Date

Situation

Reasons Why It Went Well

Ways It Might Have Gone Even Better

Date

Situation

Reasons Why It Went Well

Ways It Might Have Gone Even Better

Date

Situation

Reasons Why It Went Well

Ways It Might Have Gone Even Better

Person(s)

Person(s)

Person(s)
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Some Communications That Went Poorly

Date

Situation

Reasons Why It Went Poorly

Ways It Might Have Gone Better

Date

Situation

Reasons Why It Went Poorly

Ways It Might Have Gone Better

Date

Situation

Reasons Why It Went Poorly

Ways It Might Have Gone Better

Project Management for the Technical Professional

Person(s)

Person(s)

Person(s)

57



58

Chapter 6—Communications and Leadership

Date Person(s)

Situation

Reasons Why It Went Poorly

Ways It Might Have Gone Better

Debrief of Exercise 10

Peters once observed, "If ajob's worth doing, it's worth doing badly” (Petersand Tracy 1989).
Whilethat's not what you were probably taught, there are two important truthsin the statement.
Thefirst involvesthe redization that theway most people get good & most t asks isto start badly
and work up--practice. The second truth isthis: if you have achoicebetween doingagood job
or abad job, then you pick the good job. But sometimesyour choiceis between a bed job and
doing nothing—in which case sometimes the bed job is strongly preferable.

In developing communicationsskills, both truths are important. Thefirst is that improve-
ment comes from practiceand feedback, and this exercise provides aregular feedback mech-
anism. In fact, you should return to this exercise whenever acommuni cation goes particularly
well or particularly badly The second isthat communication isan inherently imperfect process,
but when the dternativeisacomplete lack of communication, that may well beworse.

Communication and Technical Professionals

The badcs of effective communication are the same for anyone, and even in a management
rolein atechnical environment you will still need to communicatewith many peopleother
than technical professionals. There are, however, afew communi cationsissuesspecia to your
Situation.

Open Communication/Information Flow

Technica professionashave ahigh need for relevant information, and also require the oppor-
tunity to offer feedback and to participate in the decision process. " Thoroughlyinformed pro-
fessonds," observesWetts Humphrey, "invariably have many ideas on what to do and how to
doit" (1997,176). Avoid the mushroom syndrome discussed earlier, in which you keep people
in thedark. Y our credibility as a manager is strongly influenced by the degree to which your
communicationis perceived as honest. Whilethereisinformationthat you cannot sharewith
your team, work to ensure that it is the exception, not the rule.
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Goal-Oriented Communication

Technical teamsthat don't receive good informationabout management goals and directions
tend naturally to go in their own directions,which is based on fascinationwith thework and
desirefor technical excellenceand innovation —whether or not that ultimately trandatesinto
customer-focused gods.

One-Uplone-Down

Linguist Deborah Tannen identified akey pattern in certain communication: "When you offer
information, the informationitself isthe message. But the fact that you havetheinformation,
and the person you are speaking to doesn't, also sends a metamessage of superiority™ (1990,
62). Scott Adams explains that engineers have a rational objective for socia interaction:
"Demonstrate mental superiority and mastery of dl subjects’ (1996, 174). Watch for your own
possible tendenciesin thisareaand for the sensitivity that you may find in some of your team
membersto any communicationin which they may perceive themselvesto be lessthan com-

pletely expert.

Notes

1. An excellent discussion of connotation and denotation can be found in Stone and Bell 1972,
98101

2. Obfuscatory: I ndistinct, confusing, obscure. Prolix: Wordy and tedious. Sesquipedalian: Given to
using longwords (from the Latin, of afoot and ahdf in length).
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The Work of Supervisors and Managers

You may have suspected thisal along: Supervisorsand managersdon't work, at least not in
the same sense of the word as staff members work. Thework of management isn't about
actually accomplishingthe projectsyoursalf, but about hel ping others to do so, whiletaking
careof planning' coordination, oversight, and staff development yourself:

You may find yourself, especidly if new to aleadershipor management position, in the
position of being aworking supervisor or working project manager. I n that role, you are expected
to perform certain of the technical tasks personaly, while aso providing leadership and
guidanceto othersin coordinating the overal work Thiscalsfor careful baance of your dif-
ferent responsibilitiesand one important caution: it's not agood ideato assign the most dif-
ficult and challengingtasksto yoursalf, becauseyou have this other roleto perform. And make
no mistake: it's the management role, not the technical role, on which you will be evaluated
for future promotions.

Thefamous acronym POSDI C describes amanager’s responsibilities(Towers 1993'44):

Plan
Organize
Staff
Direct
Inspect
Control

As amanager, you must work on manageria tasks. In this section, you'll focus on what
you must do to succeed in your management role.

Delegation

Thefallureto delegateis akey reasonwhy managersfall. There are both technical and emo-
tional obstaclesto del egation that you must recognizeand overcomein order to be successful.
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Rulesfor Effective Delegation

. Explain the task specifically and thor oughly. Make sure that team members
know what they are expected to do, what the deadlineis, how the result will beevad-
uated, what problems they might expect, and what resources they have. Use
feedback to ensure that communication has taken place.

. Encourage feedback about concerns and questions. Good listening makes

successful delegation far more likely Encourage questions, idess, and feedback You

don't necessarily have to agreewith every objection that ateam member may raise,
but it's important to know what those objectionsare.

. Explain background and benefits. For most people, and technical professionals

specificaly,thewhy question isakey to effective delegation. Technical professionas

oftenfind it difficult to doajob if they think that it’s pointless.

. Giveclear authority tomatch responsibility.A good model for communicating

authority is to determinethe dividing line between three types of issues:

a 'You decide." These issues are ones that the team member decides and acts
without the need to check with you.

b. "You decide, but runit past me." More complexissues, significant expenditures,
and policy matters may need your approval, or & least awareness. At this level,
the team member still makes the decision, but needsyour sign-off to go ahead.
Generaly, you should agree unless you have aspecific reason to disagree.

c. "Bringit to me, and I'll decide." There are dwayslimitsto any grant of authority.
Expendituresover acertainleve, policy decisionswith precedent-settingimpli-
cations, and decisionsthat may have political impact in the organizationare al
areeswhere it may be necessary for you to keep authority.

. Let delegateesdoit their way—and don't hover. You may have experienced

someonewho delegated tasks to you but stood over your shoulder the wholetime,

commentingand criticizing. The strongtemptationisto go | i np, to alow him to take
control and not take the delegation. This behavior happens for many reasons,
including insecurity, perfectionism, or distrust of the employee. Whatever the
reason, if you are subject to thisbehavior, work to overcomeit. If the reasonisdis-
trust of the subordinate, start with simple, brief tasks, then gradually increase the

scope of assignments (Brownand Dudley 1989, 14).

. Useinterim deadlinesor checkpointsasnecessary. For large projects, employee

development, and problem avoidance, design your delegationswith interim dead-

linesor checkpointsto ensure that thework is comingalong properly

. Beavailablefor feedback and coaching. Depending on the temperament and

style of the subordinate, you can be availableeither on her timetable ("' If you need

anything, just whistle") or by scheduled appointment ("Well meet each Thursday
afternoonfor aprogress update™).

. Provide feedback and recognition for accomplishment. As the old saying

goes, "theopposite of loveis not hate; rather it isindifference.” Thevery worst thing

that you can do isnot to criticizesomeone's performance; rather itistoignore him.

For the sake of delegation, morale, and motivation, recognize al work done—

praising that donewell, and helping to improve that which needsimproving.
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Exercise 11
Do You Have a Delegation Problem?
Answer “Yes” or "No" to each question:

Do you regularly take work home?

Do you work longer hoursthan your team membersand othersin your
organization?

Do you often have to do thingsthat othersshould be doing by themselves?
When you look at atask, do you seldom (if ever) think to ask yourself,
"Could ateam member do thistask for me?"

When you return from an absence, isyour in basket usualy overflowing?
Do you lack confidencein some of your team members?

Do you think some of your team members are lazy and unmotivated?
Do your team memberscomplainthat it's hard to get timewith you to
discuss assi gnments?

Areyou gtill handlingsome of the same activitiesand problems that you
did before your last promotion?

Areyou constantly interrupted by questionsfor guidance from people
who work for you?

Do you enjoy kegaing your finger in every pot?

Areyou dwaysin arush to meet every deadline?

Areyou findingyourself increasingly unableto keep on top of priorities?

Debrief of Exercise 11

Generdly, five or more"yes' answersare symptomaticof adel egation problem. Asthe ques-
tionsin thisexercise show, the overworked and harried bossisoften apoor delegator at heart.
While effective del egationis a challenge (often one of the hardest challenges that new man-
agersface), it's necessary for you to cope with your other responsibilities.

There are two different reasons to delegate, and the approach and methods that you use
depend on the reason. The first reason to delegate is to free time for yourself to do those
things that you can't delegate. The second reason to delegate isto provide on-the-job training
and coaching to help your team members grow and advance. (These are known as devdop-
mentdl assignments.)

Obstacles to Delegation
There are two primary sets of obstaclesto effective delegation: overload or resistanceon the
part of the delegatee, and resistance to the act of delegationon the part of the delegator.
Why do managers have trouble del egating? T he foremost reason isthe "'l can do it better
myself" syndrome. Of course, that's often true. You can do it better yourself.You probably
have the experience and the skill —and this may be why you were promoted in thefirst place.
The next reason is, "It's easier if | doit." No flak, it's done exactly as you prefer, and it's
probably done quicker.
Thosereasonsarevaid if and only if you're lookingat the situation from ashort-term per-
spective. It doestaketimeto train, and you will get resistanceand sometask failure. However,
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in the long run, effective delegation is the best tool that you have to develop your team
members, increase overall productivity —and qualify yourself for your next promotion.

Why do team members resist del egation?Sometimesit's them; other timesit may beyou.

Them issuesincludeinsecurity about individuals abilitiesto master anew skill, fear of con-
sequences of not getting it right the first time, fear of awkwardness in the learning stage,
didikeof thejob assignment itself, or feeling that successful performance will not advancein
the desired career direction. Possible solutions include emotional reassurance and support,
detailed coaching, explanationof benefitsand payoffsfrom the employee's point of view, and
making sure that unpleasant or boring assignmentsare fairly rotated among subordinates.

You issuesinclude perfectionism, impatience, patronization, unavailabilityfor information
or feedback, lack of feedback, unclear instructions, brusque delivery, and micromanagement.
If you continually get resistanceto your delegation from multiple team members, the like-
lihood isthat you are contributing to your own problems. Get feedback on your delegation
style, and work on improvingyour techniques.

What You Cannot Delegate

Management expert Mark Towers provides the following list of work that you cannot del -
egate, although in some cases it's possible to share or invite participation in these activities
(1993, 47-48):

# Long-rangeplanning

Selection of key playerson your team

Monitoring key projectsor key functions

Motivating fellow team members

Evaluatingteam members

Rewarding team members

Participatingin ritualsand special events

Personal matters

Sensitive matters

Precedent-setting matters.

In addition, you can't delegate responsibility for disciplining team members, matters
involving confidential information, or work that is legaly restricted in its performance
(certain legd or medical tasks, for example).

B e g e 2 e ez 8

Delegation Issues in Supervising Technical Professionals

Expect agreater degree of negotiation and justification when you are delegating to technical
professionals,who often have 1) their own senseof priorities, which may conflict with yours,
and 2) astrong need to knowwhy about almost everything.

Watch for conflict between the technical professional desire to do thework in away that
istechnically excellent and the organizational or customer god to get it done by Tuesday. It's
not enough to delegate the work assignment; you must put it in an appropriatecontext so that
the delegatee understands the context and the real god.

If you are aworking supervisor, beware of the hero syndrome, or taking on the toughest
technical challengesyourself. Not only does thislead to overload and potential burnout on
your part, but it also stifles staff development.

If your role is not to perform technical work yourself, you still need to keep your own
skills high so that you can offer advice and support, and you can keep the respect of your team
members.

Project Management for the Technical Professional



Chapter 7—Management and Supervisory Skills

Recruiting and Staffing

Recruitingand hiring, both from the outside and within the organization, as well &s staffing
(proposing and justifying team levels, writing job descriptions, conducting performance
appraisas,and so on), are other key elements of a management role.

Recruiting and Hiring

Whether you are permitted to hire on your own or must follow specific organizational steps
and policies (especidly trueif you are amanager in agovernment agency), it's dwaysagood
idea to consult with your human resourcesdepartment, your own supervisor, and othersto
help you with the hiring process. Thisis true especidly if recruitingand hiringis new to you.
Consultant Marlene Caroselli, Ed.D., recommendssix stepsto preparefor hiring, ssfeatured
in the sidebar.

Recruiting Issues for Technical Professionals
Becausein the red world credentialsoften take second place to actual ability, you have to
figurewhether the technical professona hasthe red ability to do thejob. At Microsoft, for
example, an interview focus is to see if the applicant can do structured problem solving.
Microsoft President Steve Balmer used to use thisexercisealot (he switched to new puzzles
because theword got out): "I'd ask peopleto pick anumber between one and ahundred. You
get [the answer | picked] on the first guess, | giveyou five bucks ... | tell you high, low on
your guess. Takes you two guesses, | give you four. Three, two, one, zero. Then you pay me
abuck, you pay me two. Do you want to play or not" (1)?

If you use tests of any sort, make sure that you clear them with the human resources
department. Tests must be fair, nondiscriminatory,and based on actua job requirements.

Staffing

Staffing issues can take an enormous amount of your time as asupervisor and manager, but
the quality of your effortsin thisareastrongly impactsyour results. Thefirst tipisto develop
contacts and relationshipswith the human resources department, which may be able to
provideresources, rangingfrom booksand formatsto actually performing some of the work
for you. (Some human resources departmentsdraft job descriptionsand will even perform
adek audit of aposition to help determinethe critical job elements.)

One of the hardest things to do is to get authorization for putting additional people on
your team. It's usualy much easier to obtain permission to purchase equipment and supplies.
Management consultant George Fuller recommendsstructuring an overall campaign to get
additional help (1995,287-90).First, drop casud hints with your boss to prepare the way.
Expect to get anegativeanswer, but probefor underlying reasons and issues. Researchacom-
prehensive justification, remembering that decisionsto expand staffing levels are normally
made and approved & the highest levels of the organization—your bass may not be ableto sy
yeseven if he agreeswith you. Ultimately, you must be able to demonstrate—with hard facts
and evidence—that hiring someonewill benefit the company from a profit-and-lossstand-
point. The company must gain more than it coststo hirethe new employee, and don't forget
indirect sdary costs, such as benefits. Prepare spreadsheetsshowingfinancial benefitsof the
proposed increase. Even if you don't dways get what you want (and you won't), aproperly
presented and defended businesscase will enhanceyour reputation in the eyes of senior man-
agement, which will be an asset for future requests.
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Six Steps for Better Hiring

1. Decidehow you will find the person tofill the position. Think about interna
versusexterna recruiting, participation of human resources,and use of contactsand
networks. Make sure that you are in compliancewith AffirmativeAction and other
regulationsand policies.

2. Determinethe qualitiesand skillsthat you wish the candidate to have; then
revise, update, or creste ajob description. A well-writtenjob description (unfortunately
ararity in many organizations) can be ared management asset. The first god isto
determinethe essentid (as opposed to margina) functions of thejob, then determine
the requirementsand qualificationsthat someonewould need in order to fulfill thejob.
Writean honest and accuratejob description that focuseson thoseessentid's,and you'll
often have some of your interview questionsdonefor you. What personditytraitsare
important?If it isahigh-teamjob, interpersona skillsare important, but if thework is
highly solitaryand individua in nature, then the successful candidate must enjoy that
sort of environment.If you’re hiringto replacean existingteam member, consult with
that person onjob characteristicsand skillsthat are important.

3. Preparealig of quettionsthat youwill ask of each inter view candidate. W. R.
Emisse, avice president of Xerox, says, ""Too often, most of the interview timeisspent
with the manager describing the open job versus finding out about the applicants’
(Caro=1i 1993, 9). Don't mekethat migteke. Thereiscertainly aneed for the applicant
toask questionsand learn about thejob, but your focus needs, & leestinitidly, to beon
learning about the candidate. (Marlene Carosdlli has an extensivelist in her book
(1993); often your human resourcedepartmentwill have alist of interview questions
from which you can work) You might want to review your questionswith human
resourcesto ensure that you aren't askinganything prohibited by law

4. Takenotesduringtheinterview,prepareaform tokeep informationin a
usableformat. A good skill to learn is taking noteswhile maintainingeye contact
with the individual . Make notetaking a background activity. This is progressively
important with the more applicantsthat you are interviewingfor the position.

5. Choosean interview style. Chatty, scripted, hypothetical (what would you doif. ...),
hidden agenda (observe for characteristicsand reactions not implicitin the ques-
tions that you ask), benchmarking against an ideal candidate—all are techniques
used. Someinterviewersprefer a"let's get to know each other” style, othersahard-
hitting inquistion format.

6. Develop adefiniteplan for theinterview.Just as an agendais critical for agood
meeting, think about the stagesand actionsin the interview so that it workswell for
both you and the applicant.

Sour ce: Carosdlli 1993, 10-29
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Staffing Issues for Technical Professionals

Staffing and recruiting of technical professionalsoften runs afoul of the law of supply and
demand, especially when your needs are highly specialized. It's agood idea to do alittle
market research in advance of staffingneeds (again, get your human resourcesdepartment to
help you) so that you'll know the going rates and 'demand.

Getting the best help isn't merely amatter of paying the best money. The best technical
professondswant to work in an environment that supportstheir aspirations, whether for dull
growth, freedom to experiment, worlung with the latest and greatest equipment, doing
projectson the cutting edge, or ardaxed or nonexistent dress code. If your environment isn't
atractive to top talent, it's timeto changeit. Remember, if you build it, they will come.

Performance Appraisals

Performance appraisas are often the bane of supervisors, and in many organizationsthe
processis essentially an empty one. Yau can, however, make the appraisal process beneficial.
“The key to making performance appraisalsworthwhile," observeJerry Brown and Denise
Dudley, "is transformingthem from aone-way evaluation into atwo-way discussion™ [1989,
30]. (The currently popular 360-degree eval uation mechanism, when properly executed, is
extremely helpful in thisregard.)

Severd weeks before the scheduled appraisdl, let team membersknow that the appraisals
are coming up. Encouragethem to prepare alist of their major accomplishmentsfor the past
work period and their own ideasfor improvement. Make sure that you deliberatel y ask about
positivecontributionsand barriers that might keep peoplefrom doing their best work.

Prepare in advance with your own observations and comments, making sure that you
identify and emphasi ze positive accomplishmentsand progressthat you have witnessed. Of
course, do identify desired areasfor improvement, but ensure that you discuss them in behav-
ioral terms—specific and measurable so that people know what you expect.

Write the appraisal after the meeting, consideringwhat you learned aswell as what you
shared. Listen to comments and feedback from the team member, but make changesonly if
you agree with her. Ultimately, the gppraisal must reflect your own best judgment.

The annual performance gppraisa process has some inherent limitations, the most
important beingthat if you haven't given people performancefeedback regularly, onceayear
istoo littleand too late. Let your appraisal process serve as an eval uation of your own per-
formance as a manager; while an employee may disagreewith your evaluation, an employee
should never be surprised to learn what you think. That's evidencethat you haven't provided
sufficient feedback dl year long.

Performance Appraisal Issues for Technical Professionals
If the gppraisa process gppears to be more usdess management foofaraw, expect to get disdain
from your technical staff. If railsesand bonusesare tied to it, expect to get flak about whatever
elementsyour technical staff doesn't perceiveas valid: “What do you mean my attendance was
only satisfactory? Who caresif | comein at eight sharp?l get ten times more work done than
anybody else, and | don't think you have any business even paying attention to thig!™
Although you may have to use a performance appraisal system implemented by man-
agement that may not be responsiveto your needs (this may be particularlytrue if you are
in atechnical group in anontech organization), you can aways devel op your own appraisal
system tied into meaningful and job-related issues. Use it with your staff, then map the red
performance appraisal onto the official document, helping people to understand that their
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ratingsare based on mutually negotiated performance objectivesthat are clearly relevant to
thejob that needsto be done.

Training

Y our role as a manager includes responsibility for formal (classroom and outside) aswell as
informal (usually on-the-job) training and devel opment of team members.

With over $200 billion a year spent in formal and informal employee education and
training, it's vital for dl levelsof management in the organization — notjust human resource
professionalsand trainers—to understand how to make trainingwork in building productive
teams.

What Training Does—and Doesn't Do

Trainingdl by itself is useless. Trainingonly deliversresultswhen it's made part of an overall
strategy. You must first identify the target results—the changes that you want in behavior,
knowledge, and attitude. You must look at the reasonsfor current levds—is it the person, the
system, or the nature of the work?Training can solve some organizational problems, but not
others. Beforeturning to training to solve aproblem, first identify whether the barriersto pro-
ductivity can be better removed some other way.

Training Issues for Technical Professionals

The dichotomy between hard-skill and soft-skill training often takeson particular power when
training technical professionals. You may find that it's easier for them to seethe valuein hard-
skill training, and to reject any possiblevalue in soft-skill training—especidlyif itisin fact in
an areain which their behavior is deficient. They see being sent to acommunications or team-
building seminar asimplicit criticism, which, of course, it often is.

To overcome this objection, structure training as part of an overall program of evaluation,
assessment, and staff development. Lay afoundation for soft-skill courses by identifying in
behavioral terms problem issues that your team member may have. Work to get buy-in and
acceptance that a problem exists beforeshipping the person off to training. If not, the person
will attend the training, turn off any information in advance, annoy the trainer and other par-
ticipants, and waste the money and time that you spent.

Notice that training can often be structured asareward and motivator, especialyif it's on
acutting-edge topic in which ateam member hasan interest. Even if the training can't be fully
justified asimmediately job related, many organizations have learned that the topic being
studied is often lessimportant than the fact of learning—send her.

Motivation and Behavior Modification

Motivation expert Barbara Fielder says," The good newsis that everyoneis motivated. The
bad news s that you can't personally motivate anyone. ... People do things for their own
ressons—not yours" (1996, 5).

What Motivation Is

Have you ever met an unmotivated person?M ost managerssay yes--emphatically. However,
think of it thisway: Haveyou ever met aworker who spent more time and energy scheming
to get out of thework than it would have takenjust to doit and get it over with?Probably you
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have. Is this person unmotivated?Absolutely not. This personis highly motiveted—justin a
different direction than you would prefer.

Therefore, if someoneisn't doing what you want, there are three possible reasons, each
with itsown strategy:

Don't Know
Can't Do
Won't Do

To changethe behavior of an individua or agroup, you need to first figurewhich of these
three reasons applies, and then develop astrategy to change the conditions. As the legendary
Dale Carnegieobserved," The only way | can get you to do anythingis by givingyou what
youwant”" (Fielder 1996, 10).

Don't-know problem. Obviously if someone doesn't know what you want, it's unlikely
that hewill doit, given that so few people are genuinely tel epathic. Thisiswhy effective com-
muni cationsis critical to any management, supervisory, or leadership role. More problemsare
don't-know than most supervisorsassume. In any event, from atactical point of view, dways
begin any problem-solvingapproach by assumingit's adon't-know and move up from there.

Can't-do problem. Could the persondoit if her life depended onit?1f the answer isno,
then it's agenuinecan't-do problem. Possiblesolutionsinclude trainingin the necessary sKills,
tools, and-equi pment necessary to perform thejob, redesign or rethinkingof thejob itself,or
changing the person.

Won't-do problem. If someoneknowswhat you want, has the ability to do what you want,
and doesn't do what you want, it must be amatter of choice. The personwon't do what you
want. In order to change the behavior, you need to know why the person won't do what you
want. There are three categoriesof reasons, as shown in Case Studies?, 8, and 9.

Theanswersto the questionsin the case studies, unfortunately, are self-explanatory,and
you have probably seen similar situationsin action.

Rewardsand punishmentsare part of behavior modificationand motivation, but the first
ruleisto remember that the perceptionof theindividual at the other end determineswhether
somethingisindeed areward or a punishment.

Maslow and Herzberg
Motivationa theory in the workplace owes most to two researchers: Abraham Maslow (1954)
and Frederick Herzberg (1959).

Maslow’s Hierarchy of Needstells us that we tend to take action to satisfy our individual
needs. Whatever need is strongest a any given time motivates us to take that action. A need
motivates us as long as it is not satisfied; when satisfied, it no longer motivates us. Human
needs can be shown as aseries of levels, a hierarchy arranged by order of importance (see
Figure 6).

Thefirst two levels of the Hierarchy of Needs—Physiological and Sefety —are usually not
a issue in managing technical professionas. Basc human needs such as food, clothing, and
shelter motivate people only when they don't have them and find it difficult to get them.
Safety and security needs (removingof physicad dangersfrom the environment, for example)
comeinto play only in such situations as dramatic downsizing, in which peopleare afraid for
their jobs.

Socid needs, the need to bel ong and experiencecloseness and group affiliation, do play an
important rolein some technical organizations, a least with some people. You need to pay
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Case Study 7
Performance Is Punished

Juanita agreed, with reservations, to devel op an accounts-payable aging program for the
finance department. T he deadline was too tight, and the performance standards kept
escalating. Her manager wasn't sympathetic to her warnings. Because shewas aloya
team player, she worked overtime every night for three weeks and got the system up
and running.

The result? T he finance department complained that she didn't add three reports
that it needed—and for which it hadn't asked. Her boss explained that she needed to
spend more time discovering customer needs.

'We're aquality- and customer-focused organization,” he said in his most patron-
izingvoice.

When she told him about dl of her hard work and the uncompensated overtime,
his responsewas, 'Well, you got it done, and if you learn to manage your time better,
it won't be so difficult for you next time."

Question: Will Juanita work that hard on her next assignment?

Case Study 8
Failure Is Rewarded

Andrew and Mary are competing for engineeringjob assignmentsin their department.
Oneassignment isan easy project with highvisibility and little technical challenge. The
other project is actually more important to the organization, but it's difficult and so
technically obscure that senior management won't even be aware that it was done.
They'll only know if it wasn't done.

The official mission and vision of the organization talks about rewarding people
who help the organization to achieve its goas. | n practice those who are visible are
rewarded; those who aren't are passed over.

The person who does the easy and less important assignment will gain credit and
visibility. The person who does the harder and more important assignment won't.

Question: Are Andrew and Mary goingto be rewarded for success--or for failure?
What will this do to their competition, and what will it do to future behavior?
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Case Study 9
Performance Doesn't Matter

Wang, an outstanding programmer, has achieved his results ahead of deadline and
above specification on every project for an entire yer—a record unequaled by any
other programmer in the department.

The management decision is to reward people based only on team performance.
Everyonein the programming group gets exactly the same raise regardlessof individual
effort.

Question: How long before Wang goes where his work will be appreciated and
valued?

attention to how much individuals need asense of inclusion, and modify your supervisory
and communication stylesto help meet that need. You aso may need to monitor the attempt
by some teamsto ostracize certain individuals. It may be necessary to work with the ostracized
individual to modify his behaviors, with the team members to get them to stop excluding
members, or both.

Y our primary motivation efforts need to be directed at Levels4 and 5. At the Esteem levd,
people's needs are to be recognized for their special contributions. Many management
systems are built around the importance of recognition and praise as motivators. Research
indicates that the number-one thing that employeeswant is recognition: verbal praise, anote,
a public announcement, or positive feedback through the performance appraisal process
(Fielder 1996, 18).

As amanager of technical professionals, however, you may have aready found yourself
baffled when your sincere, heartfelt praise is rejected or ignored by some team members.
First, remember that different people value being praised for different things. Praising a
Visionary Leader (NT) for aroutine task well doneis not only irrelevant, but may also even
produce suspicion. Worse, this kind of person asojudges the praise-giver in deciding what
reaction to take toward the praise, and generally has trouble accepting appreciation at al
(Keirsey and Bates 1984, 131).

Motivators and Dissatisfiers

Herzberg's motivation model distinguishes between motivators and “dissatisfiers,” or
“hygiene” factors. Motivators contribute to job satisfaction, but dissatisfiers and hygiene
factors can only demotivateif not present.
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Figure 6 Maslow's Hierarchy d Needs

Herzberg’s Job Satisfiers

Motivators Hygiene Factors
Achievement Company Policies
Advancement Wages and Benefits
Recognition Work Relationships
Challenge Working Conditions

Thetie-in between Herzbergand Maslow isthat only those elementsthat fit Levels4 and
5 of the hierarchy providelong-term motivatingeffects. Factorsin Levels1, 2, and 3, once sat-
isfied, no longer motivate.

The one that surprises most peopleisWages and Benefits. Remember that many people
gain immense job satisfactionfrom nonprofit or academicwork that pays much lessthan a
private sector equivalent. Once basc needs are met, other factors come into play The
important questionisthis: Do you fed fairly compensated for the level of work and respon-
sibility that you have?If the answer isyes, then feelingoverpaid doesn't make people work
harder.

Y our gpproach to motivation needsto be rooted in these concepts. You need to identify the
ways in which people gain Levels 4 and 5 satisfaction and work to increase them, while
workingto remove negative elements that pull people into the lower levels of the hierarchy.

Remember aswell that motivationisan issueonly a thewon't-do leve. All the motivation
in theworld can't overcomeadon't-know or can't-do issue.

Motivation Issues for Technical Professionals

Technical management consultant Dr. Richard J. Stein points out that technical people have
unusual motivations— sometimes so remote as to be incomprehensible. Technical profes-
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sonas may work amazing numbersof hoursfueled only by sugar, caffeine, and pizza, and the
motivationobvioudy isn't money, approva of peers, promotion, or any normal reason (Stein
1993, 98-100).

Stein identifiesfour specia rulesfor motivation that are particularly powerful when it

comesto technical professonals:

# Your own credibility is key--explain what motivatesyou.

®  Utilize the power of the group norm—once you get the majority headed in the right
direction, it might catch on.

O Emphasize the temporary nature of the duller work.

B Tdk—and listen—to people about their motivation, projects they've enjoyed, and gods
that they have.

Software devel opment expert Watts S. Humphrey emphasizes focusing on output and
giving professiona discretion on how to produce it, having frequent informal meetings,
making suggestions rather than giving specific directions, showing enthusiasm about good
work, involvingthe most productive peoplein & least some nonproject activities, and asking
the most promising professionalsto present their work to managers, customers, and outside
professional groups. Findly, require individualsto make plans and estimatesfor their own
work. Ask tough and probing questionsto make the estimatessolid and redlistic. Good people
thrive on hard work, especialy when their managersdemand it (Humphrey 1997, 72-73).

An additional recommendationis this: Figurewhat's important, and focus your attention
there; ignore messy offices, fashionfaux pax, tardiness, and a certain amount of asocia
behavior as long as peopleget thejob done.

Discipline and Termination

The god of disciplineis to correct inappropriate behavior or inadequatejob performance.
Terminationiswhat you do when discipline hasfailed. When you look at the distasteful but
altogether redl need to exercisedisciplinein the workplace, follow the nine stepsoutlined in
the sidebar.

Make sure that you are consistentin the offensesthat need discipline. Attackingatardiness
problem with one team member when you ignore tardiness of other team members will
breed conflict.

Disciplining Issues for Technical Professionals

Youll find with some technical professionasthat if the rule doesn't make sense, then they will
not follow it, regardlessof consequences. If atechnical professiond’s skills and talentsare good
enough, then you may find it difficult to push the disciplineto itsfind results, choosingto live
with the problem rather than lose the person. If you suspect that is the case, try negotiating
with the team member to get minimally acceptablecompliance, and decide in advance what
youwill livewith. Wetch for one person's disregard of the rulesto be contagious, as others may
decideto push your limitsaswell. One way to handle thisis if someoneis goingto get afree
rideon acertain rule, the free ride has to bejustifiedto the group by something specific that
the person has done to earn the exception—then if otherswant the exception, they have to
accomplish thesamelevd of work.
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Nine Steps to Proper Discipline

don't-know problem, and conduct a private meeting to make sure that the employee
knowsthe rules, issues, and gods. Kegp handwritten documentation of the meeting,
but don't put anythingin the personnel file (2).

2. Veify that you don't have acan't-do problem. Consider skills, aptitudes, training,
and the nature of thejob and circumstances. If you discover can't-do issues, design
aplanto deal with them.

3. If the behavior doesn't change, then have an informal meeting on the issues. At this
point—but not before—it's appropriate to point out the consequences that might
result from alack of change.

4. Depending on the nature of the situation, meet with your manager and/or the appro-
priate human resources professional either just before or shortly after this meeting,
especialy if the meeting doesn't go productively If it becomesnecessary to formally
disciplineor even terminate the employee, then you will need the support of your
manager. ... If you aren't going to get the support, you need to know now. Youll
usudly find that you can only get his support if you follow his advice.

5. Study the formal disciplinary procedures of your organization. Know the rulesand
any applicablelaws and regulations (such as union contracts) that affect your actions.
Follow them to the letter, keep written records, and ask for advice and support
whenever you have any doubt.

6. At each stepin the formal disciplinary process, take the action and inform the person
of the next step. Never bluff. If you really won't act, don't threaten. If your own
management won't back you, don't threaten.

7. Work as hard as you can to help the employee turn around the behavior or perfor-
mance. Ultimately, you want to give the person achoice: change the behavior or
change the employment.

8. Stay respectful and positive throughout, even in atermination meeting (3).

9. Alwayskeep it confidential.

Conflict Management

Peoplein an organization work in close quartersfor |ong periods of time, often under stressful
conditions. It's not surprising that friction builds and builds. Many employees spend more
time with their coworkersthan with their spouses or significant others—without the luxury
of havingchosen them in the first place!

A certain amount of irritation and friction is unavoidable, and most grownups can work
out minor problemson their own. Let them. A few problems come to you for resolution. Try
pushing the affected parties into negotiatingtheir own solution. This may help avoid starting
apattern in which dl petty problems come to you.
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When thefriction between two specific people beginsto mount, the issue may be persona
or professional, but it's time for you to step in. Conflict can grow into open warfare before
you know it. Try the followingsteps.

First ask yourself afew questions. Isthere apattern of conflict between two specificindi-
viduals, a pattern of general conflict spreadingthroughout an entire department, or simply
isolated cases of frictionand flare-up?Also, isthe conflict affectingwork performancein some
visgbleway?If it is not affecting work performance, let it alone.

If it's isolated friction and flare-up, then step in when the matter goes over the bounds of
professiona conduct, and assertively tdl the peopleinvolved to work out their differenceson
their own and inform you of their decision.

If it's a pattern of general conflict spreading throughout an entire department, it may be
one or two specificindividualswho are poisoningthewell, or it may be anxiety or frustration
with the state of the organization. After amgjor downsizing, the remainingemployees expe-
riencesurvivor's guilt. Anticipatingamajor downsizing can spark competitive behavior and
blame shifting in aperverse game of musical chairs.

If it is conflict involvingafew specific employees, the conflict can spread throughout the
department. You must resolve the problem at its source or else end with adepartment-wide
nightmare. Followingare some idess.

If the Issue Is Personal Dislike

You may be ableto limit individuals contact with each other by making changesin physica
proximity or work assignments, but not to the extent that it puts extra burdens on other
employeesor on the quality of work. Thisisasituation that calsfor direct, assertivestate-
mentsof supervisory authority. State firmly that whilethereis nowork rulethat people need
to like one another, certain conduct is unacceptableon the job--public argumentsand spats,
refusal to perform becauseit's her job," disrupting others work with complaining,and so
on. You may haveto enforcethisstrongly before people get theideathat you will not tolerate
bad behavior, regardlessof personal fedings. Try discussingwith each person the performance
benefitsof workingwith the other. How doesworking together benefit the team?What good
can come out ofworking more effectively together ?1f the organizationisworking with ateam
concept, emphasi zethe importance of teamwork. You may even want to send one or both to
trainingsituations that promote team-building activities.

If the Issue Is Disagreement about Work Duties

It's legitimate for employeesto need guidancefrom their supervisors about work rulesand
specificduties. In fact, conflictsof this type often arise because the supervisor hasn't been suf-
ficiently clear and specific. You can set specific dutiesand makework assignments, or you can
list the duties and ask the affected employeesto make their own choices, write them down
and then tell you.

If the Issue Is Disagreement about Direction or Policy
Theaffected people need to be clear about |egitimateversusexcessvedisagreement. There are
aways boundaries, and your challengeis to describethose boundariesin behavioral language.

If the Issue Is Real Differencesin Work Performance

If you haveidentified that the conflict resultsfrom red differencesin work performance, then
you need to focus on thework performanceissuesin order to ded with the conflict. Plan for
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adevelopmental conference with one or both employees (depending on who has the actual
performanceproblem). Only by resolvingthe performanceproblem can you manage the con-
flict issue.

If no change results from your efforts at communication, don't give up. Conflict hasa
strong level of emotion, nov logic, and asingle round of dialogue is often just not enough.
Review the outcome of the first round. Look again a behaviora issues. Remember, people
hating each other is not a problem— people shouting at each other, refusing to work, and
interrupting you and others are problems.

You should gradually become moredirectivein subsequent rounds of dialogue. Assertively
tell peoplewhat the ground rulesare for dealingwith conflict. Makeit clear that you will not
accept disruption of the office, failure to complete the work, or continual wasting of your
time. Unless there is aclear performance issuewith one employee but not the other, hold
both employeesequally responsiblefor resolvingthe conflict, and makeit clear that any con-
sequences for failingto resolve the conflict will fal equally on both. And follow through if
necessay.

In the red world, the situation may come down to the necessity of terminating employees
for the persistent inability to get along. Whilejustice may demand that both partiesbe termi-
nated becausethey're equaly at fault, the reality may be that one person's technical skillsand
organizational value strongly exceed that of the other person. Thisisan exampleof the Rule
of Slack—employees get cut different amounts of dack for their behavior, based on their
overal contribution to the department. Make sure that you 1) explain to the rest of the staff
the basisfor adecision that may seem unfair on the surfaceand 2) consider the likelihood of
repeated bad behavior on the part of someone granted dack. Regardless of the person's overdll
technical skill and merit, an employee can be so disruptive and negativethat he may need to
be terminated, regardless of the rest of the person's contribution.

Conflict Issues for Technical Professionals
Complicating the pictureisthat sometechnical professionasare deficientin socia, relationship,
and communicationsskills, and they may have the conflict because they smply don't know how
to ded with it—worse, they may think any attempt to smooth communication is manipulative
or worse. There may be acan't-do issue requiring training or coaching that must be handled
beforethe actua conflict situation can be addressed. Y oull need to plan on working with ress-
tance on the part of the affected employee asto whether the behavior changeis needed.
Onetactic that may work for you isto describethesoftskill in hard language, putting it into
amathematical or logical framework to fit the thought pattern of the employee. Make sure
that your own feedback about the communication problemsisn't delivered in a negative
manner; people who are insensitive to others may be almost hypersensitive themselves.
According to Daniel Goleman, employees who perceived that they had been attacked per-
sonally reacted by defensiveness, excuses, evading responsibility, or stonewalling—avoiding
all contact with the manager. Inept criticismwas ahead of mistrust, personality struggles, and
disputes over power and pay asareason for conflict on thejob (Goleman 1995,151-52).

Legal and Regulatory Issues

Asamanager,you have certainlegal and regulatory dutiesand responsibilities,which include
EEO/Aftirmative Action, the Americans with Disabilities Act, sexual harassment policies,
occupational safety and health matters, and various|abor laws and standards.
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Case Study 10
People Unclear on the Concept |

An MBA professor told this story to his marketing class:

| used towork for acigarette company. My job wasleading ateam in devel -
oping new brands. Some brands caught on; othersdidn't. | had todevelop a
budget for next year's marketing.

| proposed that we would test three brands, and calculated the costs of the
test. For revenue assumptions, | took a rule-of -thumb guess that onewould
be successful.

Finance sent the budget back and said | had to tell them which one. |
argued; then they finally said to makeit up. So | made it up. | forecast that
brandsA and Cwould fail and B would succeed.

Then | got the approved budget. They approved Test B and canceled Tests
Aand C.

A full discussion is beyond the scope of this book, but try the following tips:

B Makefriends with someonein the human resourcesdepartment to whom you can gofor
advice.

B |f you can't become an expert on the detailsof dl the lawsand regulations, try to support
the spirit of these lawswith apositiveattitude, and that should minimize your danger.

m  Keep handwritten records (such asawork diary) on any sensitive matters to document
what you actually said and did.

Finance and Budgeting

The Role of Finance

Finance is the language of senior management. Even if your job isn't primarily oriented
toward finance, it's essentia to understand it. Wharton professor Dr. Steven Finkler observes:
"The nonfinancial manager can no longer avoid financial information. Profit statements,
operating budgets, and project analysesare aconstant part of the manager's day. ... Onceyou
understand afew basics you can fight back and demand information [from accountants] that
is both useful and usefully explained” (1983, xiii).

Basic accounting concepts such as assets, liabilities, debits, and credits are part of the
normal dialoguewithin the organization. Learn the key financial statements: balance sheet,
income statement, and sources and uses of cash statement. Learn how to read them. The orga-
nization's financial condition may be stated in terms of financia ratios, such as return on
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invesmert, return an ass=ts and retum an equity. Thesetermsaren't synonyms. Depreciation and
inventory costing can completely turn the financial pictureof the organization upsidedown.

Once you've got abasic handle on these concepts, start reading the businesssection of the
paper regularly, and consider subscribing to one or more of the standard business magazines
or newspapers. Youll get the executive perspectiveabout what's goingon, which will dways
trandateinto greater power, reach, and influence on your part.

Budgeting

Finkler observes, ‘A budget issimply aplan” (1983,156).A good budget takes the godsof the
organizationand expressesthem in formal and quantifiableterms. It's essential for planning,
control, and evaluation.

Your budgeting process normally begins with certain parameters given to you by senior
management. Your job is to look at costs and revenues and express your plan for your
department or team in light of those gods.

Properly done, budgets are apositive, va uable experience. Unfortunately, that isn't dways
the case.

Expect acertainamount of difficulty in fittingyour situation into the company's overal
gods, but remember that you aren't in fact autonomous. Develop good relationswith the
budgetingspecidigts, learn to roll with the punches,and don't fight small battles.

Self-Development as a Manager

There are hardly any problemsyou have or will ever have that haven't been faced or solved
by someone else. Management is an exhaustively studied topic, and this book is only one
example. Read, listen to tapes, and watch videos to learn more about the art of management.
Asyou develop your sKills, you will advanceinyour career.

It's agood ideato learn about the key thinkersand namesin management and supervision.
One reason that you see so many referencesin this book isto help you know other placesto
look. Also take the time to learn about management thinkerssuch as Tom Peters, Ken Blan-
chard, Peter F. Drucker, Warren Bemmis, W. Edwards Deming, Philip Crosby,J. M. Juran,
Peter Senge, and MarvinWeisbord. Youll run into their names often.

Remember the value of knowledgein developingyour power and influence. Study not
just what you need to get today's job done, but aso study what will get you whereyou want
to be tomorrow
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Exercise 12

Self-Development Checklist

1 Develop apersonal knowledgechart with areasfor growth.

Topic Current Needed for Where Can |
Knowledge Advancement Learn More?

Communication

Delegation

Recruiting ’
Staffing ‘
Training
Motivation
Behavior

Modification

Conflict
Management

Legal and
Regulatory Issues

Finance and
Budgeting

Managementand
Supervisory Skills

Technical Skills '

General ‘

Relevantto My
Advancement

| Other Growth Areas | | |
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2. What organizational resources (training programs, company-paid courses, tape/video
libraries, and so on) exist to develop my skills?

3. Withwhom may | consult in the organization to help me develop my skillsin these areas?

4. What are the next steps that | can take on my own?

Debrief of Exercise 12

Personal action planningis essential for your development. Remember that management is
in fact acareer change, and you must devel op the skillsand knowledge necessary for your new
occupation.

It's highly desirableto revisit this exercise on aregular bass—say every six monthsor so.
Design aplan and put it into practice, and you'll find yourself far ahead of the game.

Notes

1. No. Accordingto Ballmer, the expected vaue is negative twenty-one cents.

2. Certain offenses, such as theft, violence (or threatened violence), property destruction,and so on
can result in termination without warningsor second chances. These steps are designed for the
more ordinary type of behavior or performance problem.

3. For additiona support, see Carosdlli 1993.
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Alphabet Soup (or Management
Initiatives for Quality)

Management Philosophies

Tota quality management (TQM), reengineering, 1SO-9000, management by objectives,
zero-based budgeting, management by wanderingaround, Workforce 2000—these concepts
are widely praised by some and widely derided by others. Some of them may be a work in
your organization. Should you be one of the praisersor one of the deriders?It al depends.

The concept of scientific management goes back to the early days of the industrial revo-
lution. Basic concepts such as the assembly lineinvolve not only aconcept of engineering, but
aso asystems approach to human beings. Obvioudly, there are limits to such an approach.
The development of management theoriesand models over the course of this century has
been aimed toward creating aworkable systems approach that integrates people, machinery,
work processes, and the other elements of the workplaceinto a productive synthesis.

Becausesystemsare devel oped by peoplewho often dso market themseal vesas management
consultants, there is atendency among management writers to promote the uniquenessand
perfectionof their own systemsand to point out the weaknessesin others, even when they are
structurally quitesimilar. In the effort to create thelatest andgreatest management model, more
recycling goes on than most systems devel opersare eager to admit.

The good news is that these models often do build on their predecessors, using experi-
ential datafrom organizationsthat have worked with earlier modelsin order to improve them.
If you ignore some of the hype, you'll find asteadily increasingbody of techniquefrom which
to draw in managing your technical workforceand growingyour organization.

Management Fads —Threat or Menace?

Asin many other areasin our society, fads and fashions sweep the businessworld fromtimeto
time. It's common to deride the fad approach to management, becauseit has obviousdraw-
backs Firg, it tends to promote asense of inconsistency, which can be destabilizingand dis-
ruptive to team members. Second, the fads tend to have relatively short life spans, which
sometimes means achange in direction right when the earlier approach seemed ready to pay
off. Third, especidly with technical professionals, the fad approach may play into the preex-
istingsuspicion that management is cludess. (Technicd professional soften have atendency to
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assumethis, regardless of the facts. Management is considered " guilty until proven innocent.”
Some of this tendency is rooted in the personality typescommon to technical professionals,
which are often typified by asense that authority isessentiallyirrelevant [Keirsey and Bates
1984,491.)

Recent research, however, demonstrates that the counterintuitive position— management
fads are postive—is actually more likely to be true. Companies that eagerly embrace the
newest fad, rushing headlonginto it until the new newest fad comes along, are more likely to
prosper and be successful. How can that be?

Pro Change Management
First, management that embraces change is itself more likely to be successful. Tom Peters
observes, " The most important and visible outcropping of the action biasin the excellent com-
paniesis their willingnessto try thingsout, to experiment” (Petersand Waterman Jr. 1982,134).
Second, the success of many of these conceptsis utterly dependent on the quality of the
commitment that goesinto them. Dr. W. Edwards Deming, the godfather of TQM , identified
that problemswith quality in an organizationare normally the result of failuresin the system.
M anagement controlsthe system. Only with active management cooperation and support can
the system be changed, and only with achangingsystem can quality beimproved. Hefelt this
so strongly that he would only work where there was acommitment from top management.
When Ford Motor Company's general manager called Dr. Demingto consult on quality in
1980, Deming refused to come to Detroit unlessthe president of the company requested his
presence (Walton 1986, 131-32)! When management supports change initiatives, those ini-
tiativesare far more likely to produce results (1).

Fustest with the Mostest

Third, there is an enormous payoff in being first. If your organization is the twenty-third in
your industry to adopt aT QM initiative, no matter how successful it is, it won't giveyou a
competitive advantage because your competitors have already been there, done that. To gain
an advantagefrom the benefitsof the new paradigmsof management, you need to befirst, or
at least among the first.

Fourth, these constant changes produce an organization accustomed to change. If there's
one thing on which &l management experts agree, it is that a company's willingness and
ability to change and adapt is an essential ingredient in itslong-term prospectsfor success.

For these reasons, if you work for acommitted-management, fad-oriented company, con-
sider it apositive element and get with the program.

What's in It for Me?
If you need additional reasons, here's a personal payoff: If management hasdecided togoin
agiven direction, then people who are clearly team playersand movein the same direction
will likely advancetheir careers. Peoplewho resist will likely not advance, even if in retrospect
they turn out to have been right. (Perhaps especialyif they turn out to have been right.)
Here is basic information on some of the more popular initiatives, along with references
in the bibliography, to enableyou to learn more about them. Consider this part of your com-
mitment to lifelong learning, and take the initiative to discover, read, and study these new
conceptsas they come along. Share your knowledge with technical team members, and work
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to help them gain the understanding that even though things may not go as smoothly and &s
quickly asthe theory might imply, positive change can result. Y ou, your organization,and your
team will benefit.

The following discussion of current ideas in management is not exhaustive, and new
modelswill continue to arise. Use this as abassfor understanding the fundamentals of the
differing approachesto management. The modelsarelisted in aphabetical order.

Business Process Reengineering

Reengineering, till afairly hot topic as of thiswriting, originated in thelate 1980s. It wasfirst
widely promoted in 1993 by Michael Hammer andJames Champy in their best-selling book,
Reengineering the Corporation. Many of the techniques in reengineering have their rootsin
T QM philosophies, but deal with a perceived problem in the TQM efforts of continuous
process improvement.

As management thinking has moved from an industrial model to a more cybernetic
mode —part of the impact of technological change— TQM has often in practice been about
constant incremental improvement in existingwork processes. Thosework processeswere
often created using an industrial or manufacturing paradigm, and automating them meant
using information technology to simulate old practices. Hammer wrote an influential article
urging management to "obliterate, don't automate” (Hammer and Champy 1993). I n other
words, rather than follow a model of incremental improvement within an old paradigm, it
was better to rethink processesfrom the ground up and reinvent them from scratch, hence
reenginering or busness processreenginesring (BPR) [Carr and Johansson 1995, 4-7].

Given the argument about the value of leadingthe fad pack, many organizationsthat had
been deeply involvedin TQM began to moveinto areengineeringmodel. The reengineering
approach rests on severd assumptions, as shown in the sidebar, Reengineering Fundamentals.

Because BPR in many ways sharesaT QM foundation, it's not surprising that experts
David Carr and Henry Johanssen observe that companies™that get the best resultsfrom BPR
havein place or have been through arigorous T QM program™ (1995, 15).

The arguments against BPR arethat it iseither warmed-over T QM or that its criticisms
of thelimitsof TQM are based on apoor understanding or poor implementation of TQM.
Juran Institute scholarJeremy Main says

TQM doesin fact achieve breskthroughsand massive, rapid change. Juran points
out that successful companies' undertake quality improvementsat a revol utionary
pace” ... TQM is hard on an organization, reengineeringis even harder. With
TQM you have a chance to bring the organization aong and win support; with
reengineeringyou throw the organization into a new format and hope the support
will follow (1994,310).

Excellence Model (Peters/Waterman)

Peters and Robert Waterman identified eight core principles and behaviors exhibited by
"excellent" companies, which were selected by criteria such as market share, financial
standing, and growth (see sidebar, Eight Elements of the Excdlent Company).
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Reengineering Fundamentals

Competitiveness.While TQM was often perceived as being primarily about an
organization's internal results, BPR is primarily about competitive position. It is not
about cost cutting, although that is often aside benefit.

Process focus on cor e busness processes. The TQM emphasis on process
improvement trandatesinto BPR, but the focusis on those processesthat directly touch
customersand suppliers, rather than on those that are completely internal . Y our Srategy
istoidentify critical processesat which you must excel to match or beat the competition.

Radical change. The BPR approachisto go back to ground zero, to reconstruct
the entire organization focused on today and tomorrow's business problems. The
objectiveis competitiveness, not radica changefor its own sske; new conceptsand new
ideas require new ways of doing business, not simply improving old ways of doing
business.

Dramatic improvement. The commitment to a BPR approach involves setting
major goasfor rapid, dramatic improvement. By selecting the most important core
business processes, a reengineeringeffort looks to equal or leapfrog the competition
quickly. Thisis often possible because of the greater focuson information technology
and other technology as enablers.

ISO-9000isaregistration that an organization can earn by meetingaset of international stan-
dards on quality management and quality assurance. ISO isthe International Organization
for Standardization, with representatives from ninety-one countries, who devel op standards,
testing, and certification to encouragethe trade of goodsand services. The American National
Standards|nstituteis the United States (U.S.) representativeto 1 SO.
| SO-9000 specifies requirementsfor quality systems, defined in ISO Standard 8402 as
"The organizational structure, responsibilities, procedures, processes, and resources needed
toimplement quality management.” It isaformal way to measureaT QM program (Hutchins
1993).
There are actudly five international standardsthat an organization can choose to pursue:
® |SO-9000isaroad map for theimplementationof the other four standards.
SO-9001 is used by companies to certify their quality systems throughout the product
development cycle.
® |SO-9002 is used by companies for whom the focusis on production and installation,
often used by companieswhose productsare aready on the market.
m |SO-9003 is used for companiesin which comprehensive quality systems may not be
important or necessary, such as commodity suppliers.
B | SO-9004 describes recommended quality actionsin should language, and goes above and
beyond the shall requirementsin the other levels.
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Eight Elementsof the Excellent Company

1. A biasfor action, for gettingon with it.

2. Closetothecustomer; focused on quality, service, and reliability

3. Autonomy and entrepreneurship within the ranks.

4. Productivity through people, instead of through capital improvement or
other ways.

5. Hands-on, value-driven, with that commitment demonstrated through
management actions.

6. Stick totheknitting, or focuson businessesyou know

7. Simpleform, lean staff, especialyat top levels. (No company in the study
was formally run with a matrix organization structure.)

8. Simultaneous loose-tight properties, keeping corevalues under tight focus
and pushing autonomy and empowerment to lower levels of the organization.

Sour ce: Peters and Waterman Jr. 1982, 13-16

Other ISO standardsexist for different industriesand quality areas, though the 9000 series
IS most common.

Organizations pursue ISO-900x certificationfor a number of reasons, often because the
standard is particularlycommon in the European Community nations, and it can ad in com-
petitiveness.

The processof gaining | SO-9000 certificationisto work with athird party, called areg-
istrar, who evaluates the quality systems. (Accreditorsapprove and certify registrars.)

I SO-9000 certificationhasareputation for beingdifficultand time consuming. |SO-9000
expert Greg Hutchins observes:

If you dreedy havea qudity initiativein place, and it hes been working properly for
anumber of years, registrationmay take as little as 9x months to a year oncethe
auditors have started. If acompany doesn't have a qudity program or instead hesa
cogmetic program--onewhere quaity posters, messages and processcontrol charts
are usad to convince auditorsand customersof a quality commitment—then reg-
istration mey take two years or more (1993, 12).

To achieveregistration, acompany must have both aworking quality program that com-
plieswith thewritten standards, a ongwith the documentation and control systemsto prove
compliance, which is the source of the additional work required.

Besidesthe ISO-900x certification, other systemsfor auditing and certifying quality exist,
including Ford's Q101, GM’s Targetsof Excellence, or the U.S. military's MIL-Q 9858A.
Which one(s)—if any —your organization should pursue depends on your customers and
your expansion plans.
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Kaizen

One of the motivating forcesin the drive for quality improvement is the Japanese challenge
that began in the late 1970s. It's well known that some of the underlying tenets of quality
management were taught to the Japanese by American experts, including DemingandJ. M.
Juran. Of course, theJapanese contributed an enormousamount to the devel opment of these
concepts, through such leaders as Kaoru Ishikawa (creator of the fishbone diagram) and
Taiichi Ohno (creator of kanban, known in the U.S. asjugt-in-time inventory management).
It's often observed that certain aspects of Japanese quality programs are reflected inJapanese
culture and values, and the argument arises whether those same programs will work in the
Western world without modification and rethinking.

Kaizen, Japanese for ongoing improvement, is the word most often used inJapan to describe
its management methods and techniques. It isa common word, applied to avariety of rela-
tionships and situations, and is at the core of process-oriented, rather than results-oriented,
thinking (Imai 1986, xxix).

In practice, Kaizen should be considered asubgroup or specificimplementation of TQM,
focusing on the implementation of Japanese practicesdirectly or with minor modifications
into the organizational environment.

Learning Organizations (Senge)

With the rate of change increasing, new initiativescoming along every year or two, the com-
petitive landscape mutating, and technology transformingeverything (2), how does an orga-
nization cope?

Peter Senge created the model of the learning organization (1990) to address some of the
most important problems that result from this level of change. To develop alearning orga-
nization, you focus on the learning disciplines—lifdong programsof study and practice—as fea-
tured in the sidebar.

Management by Exception

Management by exception (MBE) is part of the way to achieve management-by-objectives
(MBO) results. If managersare not careful, they bog down in detail, which not only robsyou
of your time, but also robs your team members of empowerment, autonomy, and personal
growth. To apply MBE, you and the team or team member agreein advance on the limits of
authority. Everything outside those limits is considered an exception, and exceptions are to
be brought to you asa manager. (Exceptionscan be higher, lower, or smply different.) Within
the grant of authority, teams and team members use their own judgment and are held
accountable for agreed-upon performance standards.

MBE promotes empowerment and management development by havingwork handled at
aslow aleve as possible, and allowsfocus and effort to be put where the payoff is greatest.

Norma Carr-Ruffino points out that the major disadvantageof MBE is the tendency to
focus on the negative—because so many of the exceptionsbrought to you are at least to some
extent admissions of failure. This may create atendency to hide or at least shade unpleasant
realities. Compensate by identifying areasfor inspection and attention, and by ensuring pos-
itive recognition for proactively bringing problems to you (Carr-Ruffino 1993,452-53).
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TheFive Disciplines

1. Personal Mastery--expandingour personal capacity to create resultsand creating
an organizational climate to encourage adl members to devel op themselves.

2. Mental Models— reflectingon, clarifying, and improvingour internal pictures of
theworld and seeing how they shape our actionsand decisions.

3. Shared Vision— buildinggroup commitment by devel oping shared imagesof the
future, with the principlesand guiding practices by which we hope to get there.

4. Team Learning— transforming conversational and collective thinking skills so that
groupscan develop intelligenceand ability greater than the sum of individual member
talents.

5. Systems Thinking — thinking about, describing, and understanding the forcesand
interrel ationships that shape the behavior of systems.

Sour ce: Senge, et al. 1994, 6

Management by Objectives

In MBO, the organization begins by establishing a mission statement, which answers these
guestions: What is our business?Who is the customer?What is value to the customer?What
will our businessbe?What should our businessbe (Drucker 1973, Chapter 7)?It's vital that
mission statements fit certain criteria (Kotler 1984,4549):

It should not claim everything. ("Wewill be the leading company producing the best

products at the lowest price.")

# |t should specify the businessdomain in which the organization will operate.

It should be motivating, because employeesneed to feel that their work is significant.
® |t should stressmajor policiesthat the company plansto honor (valuingteamwork; putting

customersfirst).

The mission statement is turned into specific objectivesfor each level of management, and
that iswhat is known as MBO. Objectives can be in the areas of profitability, sales growth,
market share, innovation, and other areas. Objectives must be redlistic, quantified, hierarchical
(most to least important), and consistent. These objectivescan then be turned into specific
action lists and measurement criteriafor departments, teams, and individuals (Kotler 1984,
49). The MBO plan is evaluated through benchmarks, which can lead to corrective actions
and changesin the plan.

The most common criticism of MBO isthat it focusestoo tightly on the numbers. Dr.
Deming suggeststhat this leads to " management by fear,” with two damaging effects: 1) it
encouragesshort-term performance a the expense of long-term planning (meetingthe quar-
terly MBO gods) with effectsin morale and lowered risk-taking, and 2) it increases reliance
on those thingsthat can be measured and ignores those thingsthat cannot —includingquality
(Walton 1986, 90-91). As with many management systems, these defects can be overcome
with the right sort of management focus.
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Management by Wandering/Walking Around

Such elements as open-door policies (first created by IBM’s Thomas Watson), the Disney
requirement that everyone from the president on down wears a name tag with only hisfirst
name on it, and getting management out of the office (hamed MBWA by Ed Carlson a
United Airlines) are dl part of an organizational commitment to informal communication,
which Peters and Waterman believe isakey component of " organizational fluidity" and sup-
ports their model for excellent companies (1982,121-22).

This relates to acore concept of management as acatalyst within an organization. Cata-
lysts make certain reactions happen while remaining unchanged in the process. A lot of the
most important potential value that amanager adds to an organizationis hard to measureand
quantify, but it's still important.

Scientific Management

Frederick Winslow Taylor, who saw management becomingan exact science, and Max Weber,
who invented the bureaucratic organization, developed the first of the approachesto stan-
dardizingmanagementas aset of toolsin the early yearsof thiscentury. (At thetime, likefeu-
dalisminitsday, that was an improvement in efficiency, a revol utionary change from what
went before.)

Taylor devel oped the time-and-motion study &s the first efficiency expert. Hisideawasthat
you could break ajob into anumber of discrete segments. By optimizing the segments and
assembling them in acorrect structure, efficiency would result — minimize complexity to
maximizeefficiency.

Taylor iscriticized for ignoring the human dimension ofworkers, treating them asjust
another piece of equipment. Mary Walton pointsout, however, that scientific management
evolved during a period of massimmigration, when the workplace was being flooded with
unskilled and uneducated workers, and it was a period rifewith labor strife. By taking dis-
cretion away from workersand supervisors through detailed rulesand methodsfor dl situa-
tions, Taylor believed hissystem would reduce conflict and eliminate arbitrary usesof power
by supervisors (Waton 1986, 9). Theory X management owes adebt to Taylor, and although
hisideas today are not widely shared, you only haveto ook at the way that many organiza-
tions actually behave to see Taylor's ideasdive and well in practice.

Self-Directed Work Teams and Other Teams

Virtually every modern management initiative promotes the value of teams, almost to the
point of sounding like a panacea. Properly understood, however, teamsand teamwork are the
necessary foundation to make virtually any of these conceptswork. Productivity expertJim
Temme definesteams thisway: “A group of peoplewho have been empowered to set gods,
make decisions, and solve problems, and who have the commitment to make changes to
implement their godsand decisions’ (1996, 2).

What distinguishesateam fromjust another workgroup or division isthe two conceptsof
empowerment and goas. Temme observes (1996, 2):

Empowerment is Smply the sharing of power. This meansa team must not only be
gven responghilityfor outcomes, but also must haeve the authority to producethose
outcomes.
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Godsare absolutdly essentid to ateam's success In fact, ateam is not redly ateam
if it hes no godls

Developingand building teamswill become an increasingpart of your responsibilityin
the modem organization. However, different environmentsand situationsproducedifferent
kinds of teams, including:
® Quality Circles: Part of theinitia focus onJapanese quality involved work tesmsinvolved

in making suggestionsand recommendationsfor improved quality. Thesearen't common

anymore, becausethey often hed alack of authority.

®  Continuous Improvement Teams (CITs): Part of many TQM efforts. A CI T isformed to
improve a particular process, product, or service. It conducts a study, usualy using the
plan, do, study, act (PDSA) cycle, makes recommendations, and may carry out those rec-
ommendations. When the improvement is accomplished, the team goes out of business,
or startson anew problem.

® Project Teams Similar to CITs, but focused around a project of any sort, whether or not
improvement related. Project teams are aso often temporary in nature.

® Work Teams Teams organized around functions, often with cross-trainingand greater par-
ticipationin systemsand processwork. The god of awork team isto becomea...

#  Sdf-Directed Work Team (SDWT).An SDWT isawork team that has reached aleve of
maturity to enable it to work independently without a supervisor in the conventional
sense. SDWT; are self-managed groups.

Statistical Process Control/Statistical Quality Control

Water A. Shewhart pioneered the use of satisticsto improvequality in 1924 when he turned
in aone-page memo to the head of AT&T’s quality assurance department that included a
drawing of what may have been thevery first control chart. Shewhart proposed amethod for
using statistics to improve quality in telephone manufacturingfor Western Electric (Dobyns
and Crawford-Mason 1991, 52).

Shewhart's insight was to define the limits of random variation in agiven worker's task,
and determining acceptable highsand lows for the variation, based on statistical andyss. By
charting the actual output, any points outside those limits could be detected and the causes
studied. Arguably the most important element of Shewhart's" statistical control” wasthat the
workers could be trained to do the charting themselvesand therefore make adjustmentson
their own. Thiswas an early exampleof empowerment (Walton 1986, 7).

The control chart alows workers to distinguish between variation from common causes
and variation from specia causes. When specia causes areidentified, they can be eliminated
or reduced, reducing the amount of variationin a process, which leads to improved quality.

From the control chart beginnings, statistical process control (SPC) hasacquired arobust
set of tools. Deming calsthis new set of tools" datistica quality control,” and Kaizencdlsthe
tools" quality control” or ssimply Kaizen. By whatever name, Demingwrites:

Education in smple but powerful Satidtical techniqueis required of al peoplein
management, all enginears and scientists, ingpectors, qudity control managers,
management in the sarvice organizations of the compary, such as accounting,
payrall, purchase, sy, legd departmeht, consumer sarvice, consumer research.
... Ave days under a competent teacher will suffice as a base (Walton 1986, 97).
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Averege

[
Loae Contrd Limit (LCL) [}

Figure 7 SPC Contrd Chart

There are additional tools, but these are most common. You'l find these statistical tools
have wide application in problem solving and processimprovement, regardlessof whether
your organization isinvolved in the quality movement. It's agood ideato become familiar
with them and their use (3).

Total Quality Management

A lot of the current emphasis on mariagement practices, theories, and systemscan ultimately
be traced to theJapanese challenge, which forced American business to rethink traditional
methods.

There are several schools of thought in TQM, and if your organization uses or plansto
use TQM, theniit's important for you to know what type of TQM isto be used.

Regardlessof the specific approach or guru used by your organization, the basic TQM
philosophy is based on three interlinking goas: continuous improvement, customer focus,
and teamwork.

Continuousimprovement is the essence of thework of TQM. The systems, processes, and
methods of the organization are there to get the work accomplished. Systems produce what
they are designed to produce—if they are designed to produce poor quality, they do. To
improve quality in any meaningful manner, you must look at the way that the work is per-
formed and look for improvements. |mprovements may be small or large--even the small
ones add up. Thisisa never-ending process, because improvement is dways possible. Con-
tinuousimprovementis usually accomplished by teams, and the teams normally follow some
version of the Shewhart Cycle (sometimes called the Deming Cycle): PDSA. (Thisused to
be plan, do, check, act, or PDCA, but Deming considered sudy a better word.)

Customer focus refers to the purpose of quality. While quality for its own sake isanice
concept, the business reality is that quality must help achieve the organizational mission.
Earlier,you learned the TQM definition of quality: "What the customer wants, their over-
riding focus, is to have their expectations met (and exceeded if possible)” [Berkowitz 1994, 6).
In other words, the definition of quality must be based on customer needs, wants, and expec-
tations. If it doesn't meet the needs, wants, or expectations of the customer, then it's hard to
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The Seven Basi ¢ Toolsof SPC

1. Causeand Effect Diagram. Also known asthe fishbone diagram or the Ishikawa
diagram, thistool is used in brainstormingsessions to identify the potentia cause
or causes of agiven effect or outcome.

2. Flow Chart. Toimproveaprocess, it's first necessary to study it. Do aflow chart
of the way it works now, looking for waysto improvethe process.

3. Pareto Chart. Based on the Pareto Principle, this chart involvestabul ating and
graphing the different causesfor agiven problem so that you can sort out the "vita
few" (major causes) from the"trivial many" (minor causes).

4. Run Chart. The run chart is like a control chart without the upper and lower
control limitsdefined. It is used to look for trendsover time.

5. Histogram. The histogram is astandard statistical tool that graphsfrequency dis-
tribution in abar form.

6. Scatter Diagram. Charts possiblerel ationships between changesobserved in two
different sets of variables.

7. Control Chart. Theoriginal tool istill part of the process.

argue how relevant it is. One problem in quality movementsis that certain technical profes-
sionals admire elegant engineering or software code for its own sake, rather than for the
benefit to the customer. Thisisnot quality.

Teans refersto the approach that the organization takes to achieve progressin the other
two legs of the triangle. Teaming expert Temme observes:

For continuousimprovement to have an impact rather than just be aralying cry,
there must beinput for improvement from dl levelsin the organization. Many of
the companies that have successfully implemented TQM have consequently
formed work teamsto solvecustomer problems, to improve productsand services,
to make decisionson how to proceed, and continuously train team members. Tota
quality management and team building, therefore, go hand in hand (1996, 4).

Who's Who in Total Quality Management

The three main Western approachesto TQM are based on theworks, respectively,of Deming,
Juran, and Philip Crosby. (Other quality expertsaso have their adherents, but thesethreeare
the best known.) Whilewith most approachesthe proponentsemphasizethe differences, the
smilarities in approaches actualy outweigh those differences.

Deming

According to LIoyd Dobyns, " Demingis the philosopher;the others are more pragmatic. ...
Peoplewho believein hismethod have been known to compareit to religion, because, they
sy, it not only improves quality in manufacturing, service, government, and education, but it
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Teams

Figure 8 The Three Foundations of TQM

aso makestheir lives better” (Dobyns and Crawford-Mason 1991, 56). The Deming method
revolvesaround fourteen points (see sidebar),which providea phil osophical foundation for
effective quality management.

Juran

He actually worked with Shewhart at AT&T’s Hawthorne Plant. (Demingworked there as
well, but in R&D and didn't meet Shewhart until later.) While Deming sees managing for
quality as requiringtransformation,Juran beievesthat it is more analogous to managing for
finance. TheJuran Trilogy® of quality planning, quality control, and quality improvement
isat the core of his method. Less statistics oriented than Deming, Juran focuses on senior
management behavior, believing that by putting as much emphasison quality as most do on
finance, senior management can leed the necessary steps (Dobynsand Crawford-Mason1991,
69-71).

Crosby
He hastwo distinctions: he's the only one of the mgor quality guruswithout adoctorate, and
he's the only one who directly managed operations programs. He left | TT as corporate vice
president for quality to publish his best-sallingbook, Qudity Is Fres, and to consult. If your
program involves the concept of zero defects, you're working with a Crosby model. His
Abuesd Quality Manegemeantt are listed in the sidebar.

Again, remember that these programs have more similarities than differences. You can
benefit by studyingdl of them, although youwill need to put your emphasiswherethe orga-
nization placesits.

Workforce 2000

Three key trendswerefirst identified in ahighly influential and controversial study known
a Workforce 2000 (Kutchner 1988, 1-7): first, that the share of the workforce held by
women, minorities,and immigrants would grow much faster than white males; second, that
therewould be agrowing shortageof skilled workers becauseof inequditiesin education; and
third, the "birth dearth" (post-baby boom) generation cohort would lower availability of
younger workers, causingfurther changesin the structure of the workforce.

The implicationsfor business and management are significant. First, it emphasizesthe
need for increased commitment to trainingand staff devel opment. Second, it isthe primary
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Deming's Fourteen Points

1. Create constancy of purpose for improvement of product and service.
2. Adopt the new philosophy.

Cease dependence on massinspection.

. End the practice of awarding businesson price tag alone.

. Improve constantly and forever the system of production and service.
. Institute training.

. Institute |eadership.

. Driveout fear.

. Break down barriers between staff areas.

10. Eliminate slogans, exhortations, and targets for theworkforce.

11. Eliminate numerical quotas.

12. Remove barriersto pride of workmanship.

13. Institute avigorous program of education and retraining.

14. Take action to accomplishthe transformation.

COONOU AW

Sour ce: Walton 1986, 34-36; 55-88 (discussion)

] Croshy's Absolutes of Quality Management

Quality means conformance to requirements, not elegance.
There is no such thing asaquality problem.

There is no such thing as the economicsof quality; it isawayscheaper to do thejob
right the first time.

The only performance measurement is the cost of quality.
The only performance standard is zero defects.

Sour ce: Crosby 1980,111-12

source of the emphasisfor workplace programson cultural diversity, the processof improving
communications, understanding, and acceptance among peoplewith different cultural out-
looks, because thewi te male homogenous workforcewill no longer be a norm.

The controversy surroundingWorkforce 2000 has to do with thevalidity of the statistical
trend analysis. Critics suggest that those trends have been exaggerated. Worse, atypographical
error in the executive summary caused an overreaction to the report: instead of correctly
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reporting that only 15 percent of net additionsto the workforcewould be white males, the
word net was omitted, suggestingthat only 15 percent of al workforce entrantswould be
white maes (Crittenden 1994, 18).

Regardiessof the trend andys's, however, it's certainly the fact that the composition of the
workforce, technical and nontechnical aike, will change with regard to sex and ethnicity in
the yearsto come. Whether the changeis fast or dow, dramatic or gradud, it's important for
you to meet your responsibilitiesin workingwith diverse groupsand individuals.

Zero-Base Budgeting

Zero-basebudgeting (ZBB) wasamajor fad in the late 1970s. The Carter Administration
mandated use of ZBB in dl federa agencies. Historically, the basdlinefor next year's budget
was dways thisyear's budget, and amounts were adjusted up (and occasionally even down)
based on the previous year's figures. Using the ZBB approach, the baselinefor next year's
budget is aways set a zero. In other words, each department, program, or activity must
rejustify itsvery existence rather than have it taken for granted, and build its budget request
from the ground up.

Like BPR, in which "obliterate, don't automate" takes you back to a ground-zero
rethinking approach, ZBB is designed to keep programs and activities focused on core
business objectivesand the bottom line.

What Makes These Methods Successful (or Not)

Oneimportant difference between management systemsand technical systemsisthat atti-
tudesand commitment have alot to do with eventual success. Skepticism in the workforce
concerningthese new management initiativesis not so much skepticismabout the theory as
it is about the drive and commitment —and sometimesintelligence--of the managersand
executives|eading the charge.

The question—and the answer is obvious—is. How serioudy will the workforcein this
organization (seeCase Study 11) take any new management initiative?This situation is not
the fault of MBWA as atheory and concept, but rather the fault of the individual implemen-
tation. Much of the criticismleveled at these initiativescomes back to the question of how
they are implementedin practice.

Be careful not to confuse the concept of lessthan perfect with the concept of utterly worthless
and a higwadeof time, aproblem you'll encounter in trying to communicatewith certain tech-
nical professionas. Engineersknow that no mechanical process can be 100 percent efficient;
wasteisinevitablein any transfer of energy. Why, then, shoul d anyone expect management to
violate the Second Law of Thermodynamics?A certain amount of waste and friction isguar-
anteed no matter how successful the management initiative turns out to be; accepting the
redity and learningto look for the positivesisvery important.

Be Patient

Be careful not to expect too much too fast. Physica objects have inertia—the tendency of a
body at rest to stay a ret, the tendency of abody once in motion to remain in motion until

acted upon by an outside force. People and organizations have effective inertia, and change
will dways be harder and dower than you expect. To change the momentum of an object, you
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Case Study 11
People Unclear on the Concept Il

The CEO of a $30 million corporation decided to practice MBWA. This was
announced in amemorandum to the workforce, aongwith schedulesto inform each
department when the CEO would wander around. Employeesweretold to be prepared
and ready for thesevigits.

Each department cleaned and straightened for the wandering visits. The department
head escorted the CEO around to selected cubiclesfor dets Workerswere briefed in
advance what to say, how to addressthe CEO, and what subjectsto avoid.

The initiative lasted two weeks. The CEO felt that it took too much time away
from important executive responsibilities.

can either gpply alarge amount of force over ashort period of time, or asmaller amount of
force over along period of time. The second option is more likdly the only one availableto
you, and even to senior management.

Be careful to avoid carear-limitingmoves which are self-defeating organizational behaviors,
such asexplainingto the CEO exactly why sheiswrong on the issues.

"Maybe they think they're ... expendable” [Fomler sad).
'Wrong," sad Renner.

"The tactful way," Rod sad quietly, " the polite way to disagree with the Senator
would be to say, That turnsout not to ke the case™ (Niven and Pournelle 1974,
417).

Just Do It

Findly, be proactive. Once there has been aleadership decision to start anew management
initiative, it's incumbent (and politically savvy) on you to find out what the initiativeis, its
sources, and how and when it will be implemented. Go to the library or bookstore, and get
thewritten material. Read it yourself: Take the time to discover any contrary points of view
or problem histories. Volunteer to take aleadershiprole in the implementation of the ini-
tiative, whatever it is, and walk the talk yourself, regardless of how well you think othersare
doingit. Train the members of your team in it, and help them to see the positive potential
both organizationa ly and persondly. (There is almost dways some, even though most people
will fear reorganization and downsizing.) You will not only improvethe chances of success of
the initiative, but you'll aso gain credibility and support a higher levels of the organization
and even with your own staff.
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Exercise 13
Preparing for Management Fads and Initiatives

Whether your organization is already at work on a management initiative, or whether it is
getting ready to announce one, you need to be prepared by answeringthe followingquestions.

1. What is the name of the management initiative?

2. Which senior managers or executivesare the champions of theinitiative?

3. Which books, seminars, tapes, or videos have they used in their learning, and which
expertsare they using as models? (You need to study the same resources.)

4. What has been the organization's previousexperiencewith management initiatives, both
positive and negative?

5. What barriersdo you seefor the new initiative,and how might they be overcome (orga-
nizational structure, some executivesfighting it, worker fears and concerns, previous
track record, and so on)?

6. What factors do you see supporting the new initiative, and how can they be enhanced
(real commitment, good practices, previoustrack record, and so on)?
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7. How will the successor failureof the program affect you persondly?Y our team members?

8. What steps can you take to maximize payoff for yourself and your team? (This isn't
merely sdlfish; it's pan of building meaningful commitment.)

9. What steps can you teke to makeit work for the organizationand its customersand stake-
holders?

10. How canyou demonstrateyour support for the new program?

Debrief of Exercise 13

Good planning and good analysis help make any plan more successful. Because of the
potential impact, it's vital that you be proactivein any management initiative—the alternative
can be devagtating. Remember that the ultimatesuccess of the managementinitiative depends
on many variables: commitment from the top, effective planning, and support from theinter-
vening levelsof management—and that includesyou.

Notes

1 The conversetendsto betrue aswell. Almost any idea, implemented by thoughtless and uncom-
mitted management, is certainly doomed tofail.

2. "Any sufficiently advanced technology is indistinguishablefrom magic* (Clarke 1999,413). "Any
technology indistinguishablefrom magicis insufficiently advanced” (Benford 1997).

3. Anexcellent referenceis Brassard and Ritter 1994.
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Section Three
MANAGING TECHNICAL PROFESSIONALS

Managing technical professionalsinvolvesanumber of interrelated disciplines. Thefirst, of
course, isasolidly prepared and self-aware manager, whichwas the focus of thefirst section.
Second iscommand of the fundamental skillsof management and supervision,whichwasthe
focus of the second section.

Technicd professiona sare, of course, peoplefirst (though some may giveyou causeto doubt
it). Thefirst set of skillsto try comprisesthe regular skillsof staft management. However, there
are unique, or a leest unusual, eementsin thissituation, and you need to develop athird set of
<kills, which is thefocus of thissection.

The first element of this skill set is to understand and manage aspects of corporate or
departmental culture, the overal influencer and shaper of technical behavior.

The second element involves mastering methodsof team structureand work organization,
the processof shaping the accomplishment of work. Should you have ateam focus, or should
you plan for people to work independently?

The third element involvestechnical professionasas individuals: how to manage them,
how to dedal with problems and power conflicts, and even how to manage someone with
greater technical knowledge than you possessin certain aress.

Finaly, your challengeisto extend your reach and influence throughout the organization,
towork effectively with managers, other departments, customers, and others on whom you
depend but over whom you have limited control.

Project Management for the Technical Professional

99






Chapter 9
TechnoCulture

Understanding Corporate Culture

Theanthropol ogical concept of culture involvescertain normsthat develop within agroup that
isthrown together over time. Culture develops primarily as aresult of proximity, and sec-
ondarily as aresult of common interests, styles, and gods While not everyonewithin aculture
subscribes to dl its dictates—and some even reject the culture in which they find them-
sves—the culture neverthelessinfluenceseach member.

T he concept of corporatecultureisvery importantin analyzingorganizational dynamics, and
many organi zationsseeking to accomplish major changetry to change the corporate culture
itself Thevision statement is often astatement of the nature of the culture that the organization
would like to have, listingsuch characteristicsas teamwork, common god sharing, free com-
munication up and down, integrity, customer focus, and so on.

It's equally valid and important, therefore, to take al ook & the concept of atechnical pro-
fessond culture. In high-tech organizations such as Microsoft or Hewlett-Packard, the tech-
nical professional culture may be the organizational culture.

I'n other organizations, the technical functionsare not the center of the organization. They
may be staff departments, such asinformation technology. They may be line departments,
such asaproduct development group at a marketing-driven company such as Proctor and
Gamble. I n those organizations, there may be long-standing conflict between the technical
departments and everybody else.

As amanager of technical professionals,you need to 1) anadyzethe culture of your group,
2) determine how it fits (or doesn't fit) with the culture of the overall organization, 3) learn
how to modify problemsor difficultiesin the technical culture, so that it accomplishesthe
work and has satisfactory rel ationshi psthroughout the organization, and 4) develop the culture
of your department or team in light of organizational change, mission, vision, and values.

The most important thing to keep in mind asyou do thiswork isthat change takestime.
Even if you do everything perfectly, expect asignificant lag between your efforts and accom-
plishment of the desired changes. Look for help, build support, and accept the reality of
imperfection in the process.
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Glossary of TechnoCulture Terms

404: Clueless (from the error message given by aWeb browser when it can't find the
requested site).
Adminisphere: Thosein charge of the organization, whose offices have actual walls.

Appeasement Engineer: A computer repair technicianwhosejobisto arrive at the site,
make sure that the machine is plugged in, then cal the home office for further
instructions.

Betamaxed: Beingleft behind by new technology breakthroughs.
Bit Diddlers: Peoplewho produce, write, or sell computer code or hits.

Chainsaw Consultants: Peoplecalled in by the adminisphere to increaseefficiency by
use of layoffs.

Chip Jewelry: Outdated computer equipment.

Circling the Drain: Waiting for the ax to fall.

Code Pie: Pizza, the favorite food of programmers.

Cube Farm: Where each worker isassigned to her own cubicle.

Dawn Patrol: All-nightwork sessionsfueled by java Jolt, and code pie, and motivated
by fear of chainsaw consultants and being betamaxed.

Digerati: Thedigitd literati, or people sophisticated about new cybertechnology.
Encrypted English: Poor writing skills.
Geekosphere: The personalized areaaround each cubicle, filled with monitor pets.

Geeksploitation: Thesskill of thosein the adminisphereto get Bit Diddlersto work the
dawn patrol.

Java: Coffee. (" Coffeecomesin five descending stages: Coffee, Java,Jamoke, Joe, and
Carbon Remover. This stuff was no better than gradefour™ [Heinlein 1963,741.

Jitterati: The tendency of the Digerati to work in horribly competitive work environ-
mentswith frequent jolts of coffee, universally caledJava

Jolt: High caffeine/real-sugar cola beverage.

Monitor Pets: Toys, family pictures, and old convention badges, often stuck on the
computer monitor.

PEBCAK: "Problem exists between chair and keyboard": Appeasement Engineer term
for user-created problem.

Treeware: Paper computer manuals.
WAW: Waiter-Actor-Webmaster.

Sour ce: Branwyn 1997, Section 5, Page 5
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Characteristics of Technical Cultures

In the movie Big, in which Tom Hanks magically turns from afourteen-year-old boy into a
grownup and goes to work for atoy company, hisfirstjob with the company is & an order-
entry clerk Excited and highly motivated, he's working very quickly when the person in the
next cubicle, played by Jon Lovitz, leans over the cube wal and hisses, "What do you think
you're doing?’

Shocked, Hanks repliesthat he's tryingto do hisjob--is he doingit wrong?But that's not
Lovitz concern. "Slow down," he says, 'Y ou're going to make the rest of uslook bad!" And
Hanks does, proving that corporate culture isn't exclusively the province of executive man-
agement. The corporate, department, or even team culture is highly influenced by the atti-
tudesand behaviorsof the members of the community at al levels. Peer pressureisdiveand
well. Whileindividuasin the corporate culture may react against the dominant behaviorsand
attitudes, they are till influenced by them.

Thefirst step in workingwith your technocultureisto andyzeit, and that's the god of the
next exercise.

Exercise 14

Lo b

Culture Characteristics

Turn back to Exercise 1. Instead of answeringthe questionsfor yourself,answer them for the
membersof your team. For example, thefirst question reads:

. STRONGLY SOMEWHAT NOT
Characteristic DESCRIBES DESCRIBES ATALL

1. Vdueslogic over emotions 5 4 3 2 1
Consider the overall tendency of your team rather than the attitudesof given participants.You
might think about behavior at staff meetings, reactions to new ideas, ways in which peer

pressureputsdown nonconformists, and so on. Would you say that the team cultureis pure
Mr. Spock, or Dr. Spock instead?

Continuethisfor dl the questionsin the exercise. Then list the following:

1. Postive characteristics of work culture (those that aid productivity):
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2. Negative characteristics of work culture (thosethat inhibit productivity):

3. Elements of technical arrogance or self-centeredness (those that cause internal and
external customersto be invalidated):

4. Elements of focus on quality and improvement (use of Totd Quality Management
[TQM] and other toals):

5. Levd of energy and drive (waysin which theteam supportsor drainsenergy from coworkers):

6. Relationshipswith other departmentsand organizationasawhole:

7. Degreeof organizationd fit (how your team culturefitsinwith the rest of theorganization's
culture):

Debrief of Exercise 14

In thisexercise, you have conducted an andysisof your group culture and determined how
wdll it fits (or doesn't fit) with the culture of the overal organization.
You may have come up with some of the same observations as other technical managers.
®  The membersof my team are perceived by the organization as unnecessarily obscure and
technology oriented, rather than focused on customer needs.
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# My team members perceivethe rest of the organization as helplessand incompetent, and
definitely not as bright asthey are.

¥ You can always tell amember of my team by his dress—our members stand out in some
unfortunate ways.

#  The membersof my team are highly competitivewith each other about technical skill, and
end up doing things the hard way just to show off.

You should haveidentified both strengths and wesknessesin your team culture. Strengths
can be in terms of commitment to the work, to quality, and to technical achievement and
excellence, aslong as that doesn't lead to noncustomer-focusedwork. What canyou do about
the weaknesses?

Overcoming Change Resistance

"One should bear in mind," says Niccolé6 Machiavelli, "that there is nothing as difficult to
handle, more dubious in outcome, or more dangerous to organise, than the assumption of
responsibility for theintroduction of anew form of government” (1908, 55). Change resis-
tance--especially involvingchangesin management practicesand gods—is one of the funda-
mental realitieswith which you must deal. Ye changeis essential in the modem organization.

Organizational and team cultures are akey element of current study Some organizational
cultures are diseased and need major surgery. Others are fundamentally sound, but are still
capable of improvement and growth. Changing organizational culture is awaysachallenge
area, but it can be done.

Remember the earlier discussion of inertiaasit appliesto people and organizations?The
larger the team, the longer it has been in existence,and the more peopleare set in their ways,
the greater the inertiawith which you must dedl. You will most likely bein apositioninwhich
change will result from the steady application of moderate force over significant time,
although sometimes you discover that you can create greater change than you think.

The organizational change model in Figure 9 tells us that the difficulty involved in
changing someone's knowledge is lower than changing an attitude, which in turn islower
than changingindividual behavior, and finally lower than changinggroup behavior. The same
istrue for the amount of time involved. You can easily and pretty quickly convince someone
that smoking is bad for one's health, but that person may still have a poor attitude about
quitting smoking: "Soit'll kill mein twenty years. So what?' Changing the attitude is harder.
Persuading someone to actually give up smoking is harder yet, and making an entire work-
force quit smokingin order to reduce health insurance outlays, harder yet.

The Power of Top-Down Change

The conventional attack is to start at the bottom of the chart and work your way up, providing
knowledge, worlungto changeattitudes, and so forth, in turn. What is not asintuitive isthat
top-down change is often more effective—in other words, enforcingachangein organizationa
(group) behavior and letting the changefilter down to the level of knowledge. The military
uses top-down change in basic training— for example, by making new recruitsdrill imme-
diately —with the knowledge that attitudes and eventually understandingwill follow, and in
most casesit does. Parents use top-down change with young children; it's not necessary that
the two-year-old know that playingin the street isdangerous or even to haveagood attitude
about not playingin the street— those things will come in time, and obviously much more
effectively if the child is till dive.
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Changing Organizational Behavior

Time

Figure 9 Organizational Change Model

Especidly if you havejust entered a position, or there has been a major organizational
change, you may find it quite useful to adopt a top-down approach. The difficulty is, of
course, that you have to show strength and consistency during the transition, becauseyou are
likely to encounter agrest dedl of resstance. The advantageis that the top-down process often
takes lesstime and resultsin better implementationof the change.

Modifying Organizational Culture

Given that changeisdifficult and time consuming, use thisseven-step model for planning
and achievingorganizational change:

1 Set gods.

2. Givereasons.

3. Build dlies.

4. Be consistent.

5. Bepatient.

6. Settlefor less than perfect.

7.Doitagan.

Set Goals

Thefundamental stepin changingorganizationa cultureis to determineexactly what change
you are seekingby usingthe SMART (specific, measurable, agreed-upon, redlistic, time-spe-
cific) god model. Examples are to become more customer focused, to have better relation-
shipswith other departments, to work as ateam, to communi cateeffectively, or to implement
new management initiatives (TQM), business process reengineering, and so on). Try to limit
the number of gods that you are pursuingat any one time.
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How will you measureaccomplishment and progress?One of the most powerful toolsin
getting others to work toward your godsisto give them abehaviorad and measurable standard
that they must meet. If your god is to become more customer focused, you could measure
that by reduction in complaints, repest business, fewer defects and do-overs, or how well cus-
tomers operate the system that you designed for them, for example. If you want peopleto
work as ateam, you could measurethat by increased productivity, fewer conflictsamong team
members, amount of cooperation and support given and received, and so on.

Give Reasons

Sinceacommon characteristicof technical professonalsistheir need to know why, reasons—
important for al groups—become critical. Why do you want to be more customer focused,
for example?How doesthat benefit the organization?How doesit benefit the team and indi-
viduas on the team?Are there costs or negeative consegquencesinvolved?What are they, and
how will they affect team members?Note that " because the suits in executive-land say so"
doesn't qualify as an adequate reason for the purpose of changing behavior.

Build Allies

The old joke pointsout that the world's most popular radio station has the call |etters WII-
FM, which standsfor 'What's in it for me?' Everyonelistensadl the time. You need support
amongyour team membersto make change happen.

A common mistakeisto rely on the backing of senior management as the source of your
authority and power to make changesin subordinates behaviors. Machiavelli warns against
this: "He who becomes prince with the aid of the nobles finds it more difficult to stay in
power than he who becomes prince with the aid of the people, for he finds himself sur-
rounded by many who consider themselves hisequal, and consequentlyis unableto govern
and manage them as he would wish" (1908, 69).

What are the benefitsto team membersin achievingthe organizational change?To deter-
mine this, aso be honest about costs. If the department becomes more customer focused, it
clearly benefits the customer and may well benefit stockholdersand executives; but if the
team membersbdieve that they will see no personal benefit for the extrawork, why should
they care?If they arelikely to recelve benefits, such as participationin profit sharing, then you
can help them see the potential cash payoff from the behavior; but noncash benefitsare often
more reliablein achieving the desired change. For example, greater customer contact may
result in greater influence on decisions and outcomes.

You can achieve change without the support of everyone as long as you have key influ-
encers behindyou. It's often the case that one or two members of your team have dispropor-
tionateinfluenceover the others. If they turn against you or the changeyou seek, their power
is often great enough to stymieyou. Rewardsfor them—increased influence, relationships,
knowledge, and power, for example—may result in increased support from the whole team.

Be Consistent

It's sometimes more important to be consistent than aways right, even remembering Ralph
Waealdo Emerson’s warning that "afoolish consistency is the hobgoblin of little minds." Con-
Sistency of vision, mission, and valuesdoesn't fal into the “foolish” category. Beinginflexible
about details, timetables, and implementationcan becomefoolish. The dogan, "wak the talk,"
has been repeated to death, but it's still avaluable concept.
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If you want the department to be more customer focused, you must be customer focused
yoursalf You must support and praise steps that team memberstake that are more customer
focused than before; you must not reward or make exceptions for shortcuts that don't meet
customer needs and expectations; you must evaluate people on their support and efforts
toward the god; and you must keep this behavior up over time.

Thecorollary is, of course, that it's unwiseto set godsfor organizational change that you
can't personally get excited about.

Be Patient

Whileyou may in some cases have the power to achieve change through gresat forcein small
periodsof time, far more often you must work to achieve change by consistent smaller force
over much longer periods of time. Reinforce the ideaof progressin yourself and in others,
and accept the likely redity that it will take much longer than you plan. " Genius," observed
George Louis Leclercde Buffon on hisadmissionto the French Academy in 1753, "is nothing
but agreat aptitudefor patience.”

Settle for Less than Perfect

N o machine operates with 100 percent efficiency, nor can you expect any change involving
people or organizationsto achieve 100 percent efficiency. Understanding the value and
realism of less than perfect but good enouch is helpful for your sanity s well asfor long-term effec-
tiveness. As science fiction author Robert Heinlein wrote:

"But being rational ... ” [said the Professor], "he tries to live perfectly in an
imperfect world ... aware that his efforts will be lessthan perfect yet undismayed
by self-knowledgeof self-failure.”

"Hear, hear!" | said. "'Less than perfect.' What I've been aiming for dl my life."
"You've achieved it," said Wyoh (1968, 64).

The key to working with less then pafed is to identify good enough. What is the level of
change that would be considered satisfactory, and how would you measureit?How will you
determinewhether progressis taking place, and how can you celebratethat progress?

Please notethat thisis not intended as an excuse for failureto strive. Heinlein's professor
doestry to live perfectly, but knowsthat the god will never be realized. Constant strivingpro-
duces regular movement, and you can dways trust movement.

Do It Again
The contemporary organizational model is one of constant change and transformation. One
benefit of working for change in organizational culture is that you can condition peopleto
work more effectively in the environment of continual change. Tom Peters observes, " The
most important and visible outcropping of the [bias for action] of the excellent companies
istheir willingness to try things out, to experiment™ (Peters and Waterman Jr. 1982,134).
Two important elements to consider are: 1) as you see movement on one element of
improvement, start another element, using the same model, and 2) don't be afraid to exper-
iment. Certain changeswill fail, and that's not a problem. Peters notes, " Experimentationacts
asaform of cheap learningfor most of the excellent companies, usualy provingless costly—
and more useful —than sophisticated market research or careful staff planning” (Petersand
WatermanJr. 1982,143).
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Organizational and Team Structures —Which Is Best for You?

Another of the key strategic decisions that you must make as amanager of technical profes-
sonashasto do with the interna structure: to team or not to team; that is the question.
The right answer, as in SO many cases, is situational: the nature of the work, the organi-
zation, and the godsto be achieved come together to help decide on proper structure. The
guestions shown in Figure 10 will help you make the right decision about group structure.

Project or Work?
Thefirst question to consider iswhether the activitiesand godsof your department, team, or
workgroup are project oriented or work oriented.

Project versus Work

| Project Work |

Ongoing: There is no defined point at which
the work is planned to be over.

Goal oriented: Has a beginning,
a middle, and an end.

l
Consists of tasks that can be put into a I Tasks may or may not be able to be put into

connected and interrelated sequence. a connected and interrelated sequence.
l Has a limited duration. Is ongoing.
| Unigue and nonroutine. | A primary, repetitive element of your job.

Source: Dobson 1996, 4-5

Youll oftenfind that certain elementsfit the project model and other elementsfit thework
model. Theimportant question to consider iswhich dominatesyour time. If the maor activ-
itiesof your job aredl in the project category, and the work elements are secondary, then you
should organizeyour team on aproject model. If not, then you should organize on awork
mode!.
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Is your department
project or work
oriented?

Chapter 10--Teams and Struciure

Primarily
Project Oriented

v

People normally
work alone.

People are very
specialized.

work alone, or must
they work together to
get the job done?

specialists, or do
their skills overlap
substantially?

Figure 10 DeterminingOrganizational Structure

I

Primarily
Work Oriented

ok

People normally
work in teams.

v

Skills overiap
substantiallly.
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Solo or Group?

The second consideration iswhether thework or projectsinyour areaisor are primarily done
by solo professionals, or whether people must work in teamsto get the work accomplished.
I n software devel opment, for example, you might have asituation in which individual service
needs come from internal customers, and one personis assigned responsibility for devel oping,
testing, and implementingthe necessary code. 1n thevery same business, however, you might
find that thework being requested is large enough that you need to establish ateam of pro-
grammersto developit.

You may bein alevd of management inwhichyour department or workgroupexistsasa
team inside someone d<ses project, but the membersof your group do their work as solo pro-
fessionals. If so, consider your work to fit thesolo category

Your department or team can be project oriented and solo, project oriented and group,
work oriented and solo, or work oriented and group.

Specialists or Overlapping Skills?

In anew product development team, you might have programmers, el ectronicsengineers,
industrial engineers, graphic designers, copywriters, and marketing specialists working
together. There's relatively little skill overlap here, and the skill setsare diverseenough that
cross-trainingis not avery strong option.

If the team isall programmers, but some membersare database specidists, others expert
in accounting application, and still othersnetworking specidists, the skill setsare diverse; but
with aconcentrationon cross-training, people can become competent in the different func-
tional aress.

If theteam isdl programmersand any programmer or group of programmerscan handle
any of the assignments you typicaly receive, skill overlap is high, and the need for cross-
trainingis minimal.

Armed with your answersto these questions, use Exercise 15 to choose a structure that
makes sense for your specificsituation.
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Exercise 15

Choosing Organizational Structure

Situation Individual Specialist Project Self-Directed
Group Team Work Teams
Project Oriented X
Solo
. Specialized
Project Oriented X X
Solo

Overlapping Skills

Project Oriented X X
Team

Specialized

Project Oriented X X
Team

. Overlapping Skills

Work Oriented X

Solo

Specialized

Work Oriented X X
Solo

Overlapping Skills

- Work Oriented X
Team
Specialized
Work Oriented X X
Team

Overlapping Skills

Debrief of Exercise 15

You now have identified one or more structures for organizing your workgroup, and in the
next few pagesyou'll learn about these concepts.

What if you have more than one structure from which to choose, or what if the nature of
your work isthat your category changes frequently?

First, the structural concepts are not either/or. You can choose a dominant structure and
still vary it, based on projectsor work situations.

Second, you can hybridize the types of structures, borrowing elementsfrom differentidess
toform astructure that isright for your possibly unique situation.

Third, you can reorganizethe workgroup into anew structure when the need arises.
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Individual-Oriented Workgroup Structure

When thework issoloin nature, it's natural for peopleto work asindividuas, not asteams. The
job of the manager isto parcel the various projects and/or work assignments; the individuals
completethose assignments, and the manager overseesto ensure quality and productivity.

If skills are shared, who getswhat job assignment depends largely onwho's available at a
given time, and who has too many currentjob assignments. If skills are not shared, the subject
matter of the assignment determines who getsit, or at least narrows the choices.

While structurally simple, the individual-oriented workgroup structure presents awide
range of management challenges.

Different Skill Levels/Work Maturities

Asa manager, you need first to honestly assess the varyingskill levels (ability to do the work)
and work maturities (self-startingprofessional behavior) of your team members. Y our ability
to distribute job assignmentsand get the work done is strongly affected by those levels.

The two common mistakes that you can make are 1) overloadingyour top performersin
an effort to ensure quality and timely performance, and 2) failingto devel op and grow those
staff with lower skill levels or work maturity.

The best way to avoid thefirst problem isto focus on the second problem instead. That
meansworking with the individualswho need development either in their technical skillsor
in behavioral aspects of their work performance.

Individual development plans. Theindividual development plan (IDP) isapowerful and
effectivetool to deal long term with skill and work maturity (1). Bascaly, an IDPisanego-
tiated, written document between supervisor and team member, setting forth growth and
development goasfor aperiod of time (traditionally ayear, but shorter periods may be easier
to keepinfocus). When IDPs are misused and ineffective, it's often becausethe manager (and
team member) regarded it asaone-way process. "Let metell you what you need to do to shape
up." Instead, an effective | D P requiresthe manager (and the organization),aswell astheteam
member, to take some steps.

Examplesof | DP steps might include: arrangingfor formal training in deficient aress, pro-
viding regular feedback, stating specific behaviorsthat the team member needs to follow, and
soon. An IDP should carry weight in the next performance-appraisal cycleand in consider-
ation for raisesand bonuses, both for successfully achievingl DP godsand for failingto do so.

Desirability/Futility of Certain Assignments

In the real world, somejob assignmentsare dways better than others. Some lead to organiza-
tional visibility, bonuses, and promotions, while others are dead ends or even worse. Some
are technically challengingand fun and may even giveyou tripsto grest cities, armed with a
fat expense account. Some are boring, involveworkingwith difficult and technicallyignorant
customers, and send you to unpleasant places to stay in cheap roach-infested hotels. It's
inevitablethat individualson your team will recognizethe difference and will campaignfor
the best assignments, using arange of tactics from the professional to the actively manipu-
lative. Failure to get the job assignmentsthat they want can lead some team members to sulk,
turn in poor performance on other projects, or even resign.
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How to Give Out GreatJob Assignments |

| | Technique

Give top performers
(quality and attitude)
the plum assignments.

Systematically rotate
good and bad job
assignments among
all team members.

Give each job assignment
to the next available team
member without any
considerationfor whether
it's a goodie or a zonk.

| Advantages

1) Motivates positive
behavior.
2) Rewards best people.

1) Fairly objective way to
ensure that no one is
singled out.

2) Can motivate all team
members equally.

1) Avoids arguments.

2) Focuses on the jobs,
not people's personal
interests.

D)

| Problems

1) People question your
definition of best.

2) Suspicionof playing
favorites and having
self-fulfilling
prophecies.

1) Doesn't reinforce
desirable behavior.

2) Good and bad can
be subjective.

3) May end in
arguments about
whose tum it is.

1) May be hard to figure
whose tum is next,
especially if people
finish assignments on
irregular schedules.

2) Someone may get a
run of good or bad
assignments, causing
jealousy and friction.

| Success Tips =)

1) Make sure that your
criteria for excellence
are both objective and
shared with others.

2) Work to help others
developto the same
skill level.

3) Especially in a busy
organization, don't
make all assignments
purely merit based.

1) Keep a written list of
assignments to ensure
that you don't forget
whose tum it is.

1) Only use this when
people finish job
assignments on clear
deadlines.

2) Date stamp incoming
jobs and finished jobs
to limit opportunityfor
argument.

You can't please all of the people all of the time. It's important to realize up front that
thereis no possibleway that you can make everyone happy here, no matter how scrupulously
professiona and fair you try to be. Nevertheless, being scrupulously professional and fair is
the best strategy that you can follow

You have severd possible methodsfor spreadingthe goodiesand the zonks (2), as shown
in the sidebar. Vdid argumentsexist for each of the methods presented in the sidebar. How
should you make your choice?Here are some options:

The nature of the work environment

Traditionsand corporate culture
E Your persona management style
O Your vauesand the values of your management
O A focusgroupto let the group decide.
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Focus groups. Thefifth technique has severa advantages: 1) it promotes group empow-
erment by letting the group makedecisions, 2) it takes some of the onusfor difficult decisions
off your shoulders in alegitimatefashion, 3) it promotes consistency and asense of fairness,
and 4) it reduces (but probably won't eliminate) complaints.

In fact, whatever you pick, be consistent in application, and expect to have people com-
plain or fight about whatever decisionsyou make.

Overloading

Unbalanced skill setsand widely divergent levels of work maturity can result in overloading
of certain people. Thisisadifferent problem from that of everyone being overloaded because
of the massve total amount of work to be done. When some peopl e are overloaded and others
have much lesson their plates, avariety of problems setsin, including damage to the morale
of the overloaded teesm members and damage to the self-esteem of thosewho are at least com-
paratively underworked.

Staff development. One solution to the problem of overloadingis providingstaff devel opment
to less skilled, lesswork-mature staff through the | DP process discussed earlier. However, if
the problem is that your environment doesn't support cross-trainingin different skills, this
may nhot solveit.

Process improvement. Another solution involvesapplyingthe total quality managemend
business process reengineeringideas of processimprovement and process reengineeringto
the work of your department. Why are some people overloaded?What isthe nature of the
work they are doing and the way they are doing it?Can the way in which thework is being
done be speeded up or changed?If so, you can reduce overwork.

Getting more help. A third solution involves careful documentation ofworkload and skill
level so that you can make astrong business case to management for additional team members
in the affected area or with the less-availableskill set. To get this, you don't just have to
demonstrate that overwork exists; you must instead show —with factsand numbers—that the
additional personwill result in additional profit or net lower costs to the organization. This
is sometimes difficult to do, but it is possible.

Deadline Management

With each member of your team workingon hisindividual project or work assignment—
especiallyif the specific assignmentsare comparatively small and the number of assignments
iscomparatively large—you have the technical challengeof keeping track of assignment status,
identifying those heading for trouble and lateness, and ensuring that deadlines are met.

Tracking multiple projects. In amultiple project environment (3) you have to develop
and implement up front atrackingand control system. It must be inwriting, contain the nec-
essary information, and be visibly posted. While numerous computer software packagescan
help you do this, don't overlook the value of agood, old-fashioned, low-tech metal sched-
uling board (speakingof megnetic media) that allowsyou to visually display the assgnmentsand
their deadlines. Youll find that those metal boards have one advantage over software: their
physical size cdls attention to the content, and can serve as asubtle—or not so subtle—goad
to performance.

Using visual management. This technique, by the way, has aformal name: visual man-
agement. Studies show that an organization or department gains 20 percent performance
improvement through the act of regularly and formally displaying key productivity indicators
inavisua manner. Visua management is relatively low key, unambiguous, and essy, as well
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Using Teamwork with I ndividual Wovk

Set up abuddy sysemin which each person hasadesignated buddy for advice, coaching,
or just as asounding board. Rotate relationshipsregularly.

Arrangefor peoplewith less-developedskill setsto understudy peoplewith greater
meastery. Follow up to make sure that |earning and support take place.

Set up group meetings to discuss individual assignmentswith the goa of offering
advice, pointers, and tacticsto improve everyone's productivity.

Use braingtorming in a drde to bring the group knowledge to bear on individual
project problems.

Provide regular and consistent feedback to al team members, making sure not to
neglect the self-contained peak performersin favor of the problem people.

Makecross-trainingakey god if the skillsin your team are readily transferrable. I n
cross-training, peoplelearn jobs other than theirs, benefiting the department and the
individual simultaneously.

as relatively inexpensiveto implement. Identify your key performance indicators (deadlines,
milestones, quotas, financial goas, and so on) and post them, alongwith regular updates. You
can use metal board systems (check any good office supply catalog to find numerous ready-
made options), printouts from variouscomputer programs, or even poster boardswith magic
markers. Look for ways to present information graphically, not numerically, and focuson dis-
playinginformation in away that communicates your goas (4).

Using teamwork in an individual structure. Although it seems somewhat redundant,
look for collaborative and teamwork opportunities even in an individual work structure.

u  Althoughindividual smay do most work, somework and specid projectsmay requireteams.

® |ndividuals need some degree of cross-fertilization of ideas, advice, and inspiration to
achieve maximum productivity.

# You need other peopleto know how to pick up work midstreamin case of staff turnover or
long-term absence.

® You need to provide regular internal waysfor team members to acquire new skills and
grow in work maturity.

Youll find some ideas for self-directed work teams (SDWT) are useful even in an indi-
vidual work structure. Some specific tips are given in the sidebar, Using Teamwork with Indi-
vidual Work.

Brainstorming in a circle. Each team member writes acurrent problem on the top of a
piece of paper and putsit on aclipboard. I n the brainstorming session, each participant passes
her clipboard to the person on the left. That person writes five ideas or suggestions to help
with the problem. Then clipboards are passed | eft again, and the person writesfive additional
ideas, and so forth until the clipboards have made it back to the original person. With five
people, each participantwill come avay with twenty suggestions (four other peopletimesfive
ideas/person) for solving her problem.
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Thirteen Characteristics of Effective Work Teams

1. Trust
2. Empowerment
3. Authentic Participation
4. Ability to Manage Conflict
5. Basc Communications Skills
6. Use of Delegationto Help OthersLearn
7. Willingnessto Embrace Innovation, Creetivity,and Risk Taking
8. Leadership
9. Decison-MakingSkills
10. Integrationof Personalities
11. Need for Constructive Change
12. Godsand Objectives
13. Training

Sour ce: Temme 1996, 9—15

Specialist Group Structure

A specidist group structure is appropriatewhen thejob iswork (as opposed to project) ori-
ented and teamwork is necessary. | n apure speciaist group, each person possessesadifferent
skill set with little or no overlap in skills, and often dso bringsadifferent perspectiveto the
work. An example might be acustomer-support team consisting of engineers, programmers,
and sales/marketing Speciaistsworking together to service acustomer site or installation. A
group of specialists may have overlapping skills (a programming or engineering team, for
example) aswell, and still use thisstructure.

Thisisaclasscteam structure, and quiteabit of literature existson both developingand
managing with this structure. You may also be working in an organization that has made a
commitment and focus toward devel oping ateam culture, and you may thereforereceive some
pressure to go with this approach.

Key Traits of Effective Work Teams
Teamingauthority JJm Temme identified key traits of effective work teams, which are fea-
tured in the sdebar.

From thelonglist in the sidebar, you can quickly notice one thing: achievinggood team
performanceis neither automatic nor free. One reason that teamsand teamingdon't aways
enjoy apositive, noncynical reaction from prospectiveteam membersis that the processcan
be difficult, is often time consuming, and is not automatically guaranteed success.
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The Development Li feCycle of a Team (Tuckman Model)

Forming

Storming

Norming
Performing
Adjourning

Sour ce: Kormanski and M ozenter 1987

Stages of Team Development

Even successful teams go through adevel opment process, and the sagesarefairly predictable

(see the sidebar).

Forming. It's unredlistic to expect teams to go from zero to sixty instantaneously How you
get the team structure started isimportant. In the forming stage, the first step isto set gods
for the team. These godsinvolve severa different elements:
®  Determining the organizationand departmental mission, vision, and valuesand how this

team will contribute to meetingthem.

m  Settingaspecific mission and purposefor the team—including roles for the team and its
members—that are compatiblewith the mission.

m  Settingrulesand policiesfor the actionsof the team and its membersin areas such as con-
flict resol ution, meetings performance, giving and receivingwork assignments, supporting
other team members, and so on.

The god of the first stage is awarenessof the team concept. The outcome of the stage
should be commitment to moving ahead. T he relationship outcome should be acceptance of
team members.

Storming. It's often the case that different team memberssee the goas and reasonsfor the
team'’s existence differently, which produces conflict. Even when the team members start
pretty much on the same wavelength, there's often disagreement on the detail sof who does
what and how it is done, which produces conflict. Conflict, dissension, possible senses of
futility, individualswho haven't bought-into the concept —this s the storming phase.

Thetrick in managing conflictisfirst to seeit as essentially positive and necessary. And it
is—if you look at it right. Whenever two or more people disagree, they are in conflict. While
the conflict can resultin anger and negativity, the worst thing to do in most casesis suppress
the conflict only to have it come out in inappropriate work behaviors. Instead, making con-
flict aconstructiveactivity means hel ping people learn ways to expresscontrary opinionsand
negotiate consensus sol utionsin ways that support the work, not damageit. The method of
principled negotiation developed & the Harvard Negotiation Project involveslearningskills
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to decide issues on their merits rather than through haggling. Look for mutual gainswhen
possible, brainstormto identify crestivesolutions, and gpply strategies of consensusbuilding
so that people walk avay feeling, a a minimum, that their essential needs have been met
(Fisher and Ury 1981, xii).

I n managing the storming process, focus on training and development activities. Be less
concerned about immediate productivity benefits; the team members need to learn how to
work together before they can work together.

Thetheme of thisstage is conflict. The task outcome should be clarification of godsand
direction. T he relationship outcome should be asense of belonging.

Norming. In the norming stage, the team members begin to work as ateam, establishing
internal rules, standards, and a culture. The team begins to set plans and procedures for
accomplishingthe work, and startsthe processof doing thework. As a manager, you should
be dowly removing yourself from the primary decision-making and supervisory role. In
earlier stagesit's sometimesnecessary to provide strong and specific leadership to get things
moving, but if you continue to provide that, the team never getsto try its fledglingwings.

Thethemeof thissageis cooperation. The task outcomeisinvolvementin thework. The
rel ationship outcome should be mutual support.

Performing. If you've madeit through the norming stage properly, the group has turned
from acollection of individua sinto atrue team: it has reeched the performing sage. The team
membersare taking responsibility for decis on-making, problem solving, conflict management,
and god achievement. The manager movesinto acomparatively hands-off role as counselor
and adviser. In fact, the team often givesthe manager instructionsor tasks, such as gaining per-
mission, obtaining resources, negotiating with other department heads, and so on.

The theme of this phase is productivity. The task outcome is achievement. The rela-
tionship outcome is pride.

Adjourning. Different teams have different life cycles, and it's important to remember,
given the emphasison tesmsyou find in many organizations, that teamsaren't important for
their own sake, but for the sake of the work. If the teams have been established for the sske
of ongoingwork, the teams may be permanent in nature. If the team has been set up for aspe-
cificproject, aquality improvement mission, or aspecific customer, when the reason for the
team isgone, the team should put itself out of business, and the membersshould moveon to
other work or other teams.

Don't just put ateam out of its misery; instead, the tesm should formally wrap up itsmission,
providefina documentation,identify lessons learned and problemssolved, and perhaps even
provideits own commendationsand recognition to membersand othersin the organization that
helped it succeed. Thisiscaled the adjourningstage, and not al teams go here.

The theme of thisstage is separation. The task outcome is recognitionfor performance.
The relationship outcomeis satisfaction for ajob well done.

Leading organizational development expert Marvin R. Weishord identified three success
criteriaof a successful team (1990,301):

1. The team resolves important dilemmas, often ones on which little progress was made
before.

2. People emerge more confident of their abilitiesto influence the future.

3. Memberslearn the extent to which output islinked to their own candor, responsibility for
themselves, and willingness to cooperate with others.
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Barriers to Team Culture

Achievingaworking team structure meansidentifying and overcoming the internal barriers
that resist thiskind of change. The key obstaclesin most organizationsare:

®  Unredistic employeeexpectations

® Lack of accessto informationand data

® Lack of accessto and trainingin tools and equipment

Inappropriate incentivesystemsfor goas
B | ack of knowledge and understandingabout organizational mission, vision, and values
m Deficienciesin skills and abilitiesrelated to work and team processes
# | eadership failures on the part of the organizationand management.

By effectively addressingleadershipissues, you can start the process of overcoming these
obstacles. The four elements of your leadership approach must be: planning, communica-
tions, resources, and training.

Planning means defining in advance your gods and objectives regarding teams and
teaming. Why do you want them?What will they do for you?What issues and problemsdo
you expect?

Communicationsnot only involvestwo-way sharing about gods, objectives, and problems,
but dso the fundamental s ofworking together. Poor communi cationsbehavior has probably
doomed more teams than anythingel se. Communi cationsissuesinvolvewaysto have better
meetings, resolve conflict, build consensus, and convey facts and information in the direc-
tions up, down, and lateraly.

Resouross are critical. If peopledon't have accessto the tools, equi pment, money, and other
resources necessary to do thejob, then thejob won't get done, and the morale of those tasked
with thejob will suffer. Perhapsyou're in the common situation of being asked to do more
and morewith lessand less, and you don't have the resourcesyourself: Welcometo one of the
core challenges of leadership: your ability to persuade and negotiate sufficient resources by
workingwith your own management. That's the core skill of office politics, a necessary part
of your new job description.

Training needsto be continual and regular. The god of trainingisto changeskills, attitudes,
and knowledge. Skill building often involveson-the-job training; it isawaysamed at prac-
tical, specific, measurableresultsand is often customized to the exact methodsof the organi-
zation. While technical training is usually skill training, other types of skills also provide
productivity gains. Better communication, conflict resol ution, negotiation,and other people
skillsall resultin improved productivity because people must relate and get alongto get the
job done. Technical skillscan be viewed as the engine. People skillscan be viewed asthe ail
that makes the engine run smoothly.

Team member attitudesdramatically affect performance. If team members have a negative
attitude about the organization, the work, or management's commitment to quality and
change, simply providing skills training will have little impact. Trainingis an element of
empowerment. People who don't regularly expand their scope of understanding cannot
perform in an outstanding manner, and therefore can't be empowered.

It's often not enough to train skills unless the theory, context, and background are offered
aswdll. Improving quality is not just about getting team members to accomplishthe work
better; it's aso about getting the team members to understand how what they do affects the
total quality of the product or servicefor which they are responsible, and what outstanding
quality meansto overall competitivenessand success for the organization.
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GREAT Teams
A powerful tool for lookingat team structure and team effectivenessinvolves the acronym
GREAT (Dobson and Dobson 1997, 13-16):

Goals

Roles
Expectations
Abilities
Time

Goals. Teams need clear goadsand directionin order to have any chancefor success. It's
never sufficient to stick five peoplein aroom and announce, "Be ateam.” A key element in
setting gods that work is to involve the team in the goal -setting process. Try having acandid
dialogue about some of the frustrationsand problems, focusingon possiblesolutions. (Beware
of the cynica team member who wantsto argue that there are no solutionsand any attempt to
changeisdoomed tofall.)

Roles. Another problem in makingteamswork is the practical and legitimate question,
'‘What exactly are we supposed to do anyway?"* Roles need to be clear and specific. What will
the team do?What will it do that peopleweren't aready doing?What will each member of
the team do?What will you do? How will you determine whether people are doing what
they're supposed to do?How will you ded with overlapsamong responsibilities?

Expectations. How will you know if the team isworking?What exactly do you expect to
happenWVhat do team membersexpect to happenWhat do they expect of you?What do you
expect of them?What level of performancewill you judgeto be satisfactory?What outside
factorsmight affect the ability of the team to achieveits goas?Are there interim performance
standardsthat the team should meet on the way to achieving pesk performance levels?

Abilities. The abilitiesof the team to do the work are made up of severd elements: indi-
vidual technical skills, interpersonal and communicationsskills, skillsin team process, and
knowledge and understandingof organizationa and customer dynamicsthat affect thework
At what levd are these abilitiesnow?At what level do they need to be in order to achievethe
goas? Are problems or ability ggps shared among team members, or are specific team
members contributing more than their share?What steps can you, the team, and individuals
take in the devel opment of the necessary abilities?

Time. What timetableis appropriateto see the beginnings of improvement?How long
before you would expect to see the team functioningat the desired performance level ?What
would be the early warning signs that change isn't happeningasfast or aswell as desired or
plannedWhat backup steps can you take in order to make it happen?

It's important to remember that these questionsaren't for you aone to answver —members
of the team must answer them aswell. If you plan to hold on to dl the standards and major
decisions,you aren't in the business of buildingateam that works.

Team building, accordingto Weisbord, succeeds under four conditions (1990,299):

1. Interdependence. The team is working on problems in which each person has a stake.

Teamwork is central to future success, not an expression of ideology or ought to.

2. Leadership. The manager wants to improve group performance enough to take risks.
3. Joint decision. All members agreeto participate.
4. Equa influence. Each person has achance to affect the agenda
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Wh'y SomeProjectsFail ... and Others Succeed

Five Reasons for Failure
1. Lack of Project Manager Authority
2. Lack of Team Participation
3. Bad Reporting
4. Lack of People Skills
5. Unrealistic Gods and Schedules

Three Reasons for Success
1. Committed Teamwork
2. SMART Godswith Red Consensus
3. Use of Project Management Tools as aMeans, not an End

Project Team Workgroup Structure

Many of the same rulesfor team devel opment gpply to the project team structure. The core
difference between a project team and aspeciaist group or work team is that projectsend.
Project teams, by their nature, are temporary and normally focused on a narrower, more spe-
cificgod thanwork teams. Because their deadlinesare often definiteand tight, they may have
more troubl e going through the stagesof team devel opment becausethereisn't enough time
to alow the team to form naturally

Involvement from the Beginning

One of thefirst rulesfor making aproject team successful isto involveteam membersfrom the
beginning—in fact, delegateto them significant e ements of puttingtogether the plan. If you're
not skilled in the disciplineof formal project management, now isthe timeto learn; you can't
manage technical professionasfor very long without so being an effective project manager.

Teach the Skills of Project Management

To learn anythingwell, teach it to someoneese. Youll discover that the more skilled your team
members become in project management, the easier your job will be and the more success
you'll have in accomplishing project goas. Teach them everythingyou know about project
management, then go out and learn some more so that you can teach it, too. Let memberswith
some previous skill share their knowledge and inside tricksto improveeveryone's skill, espe-
cidly your own.

Every member of your team should learn how to put together a work breakdown
structure, aGantt chart, and aPERT chart. They should participateactively in estimatingand
planningtheir own work. Use visud management techniques by displaying plan documents
prominently in thework area
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Organizational and Customer Dynamics

Projectsare difficult to managefor two reasons: projectstake placewithin organizations,and
projectshave customers. Both organizationsand customersconsist of people. People have dif-
ferent interests, gods, and styles. People don't as arule check their humanity at the door when
they punch in on the time clock. The project outcome they desire aways has an emotional
and personal content aswell as ameasurableand objectivecontent. While the political aspects
of projectsmay be asource of frustration (and occasional despair), you must devel op strategies
and tectics to ded with the red world of project management.

Exercise 16

Team Issues for Projects

1. Lig the resources (people, tools, systems) you need to accomplish the project god.
Specificdly, how much officia control do you have over each resource?

2. Do you select your own team members, are they selected for you, or isthere a hybrid
responsibility?

3. Doeseach key member of your project team report toyou in aformal sense?lf not, what
levd of authority doyou possess (ableto fire, reprimand, dismissfrom team, and so on)?
Do any membersof your project team outrank you in the normal office hierarchy?

4. What isthe kill level of each team member?How do the skillsfit the project god sAWhat
skill deficienciesexist?How will you ded with them?
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5. How well do team memberswork together?Are there persondity, mission, or value con-
flicts with which you will deal ?D o peopl e have acceptablecommunicationsand people
skills?

6. What leve of project management skillsdo your team members (and you, for that matter)
possess?How will you upgradethose skills, and in what areasisthat important?

Debrief of Exercise 16

Start thinkingabout the team issueson your project. Takethetimetowrite fully your answers
to each question, using extra paper. It's important to writethis; you'll see it more clearly and
be able to useit more effectively if it's in black and white.

Whereyou have identified gaps between necessary and desired skills, start thinking about
ways that you can fur them, either by training, coaching, or changing team composition.
Whereyour own skills are deficient, what steps can you take to improve them yoursaf? Who
can help?

Don't feel you need to solve your problemsby yourself.Call in your bossand othersin
the organization, and ask for help.

Selecting Team Members for Projects

While the reality of project managementis often that your team isagiven, it's clearly ided
to select team members strategically. Even if you have limited power to select your team
members, work through theseissues. You may need to acquire certain skillsoutside the core
team. You may dso identify some likely management issuesaffecting team performance. You
may not be able to solve dl your problemsin advance, but advance warningis helpful.

Thetwo factors in selectingteam membersare skillsand personality.

Firg, skills—the initia draft of the project team should help you determine the skills that
you require. Make a master skill list. As you choose team members, check off their skills
against your skill list. In the ideal team, you should have &t least two people (one a backup)
with each critical kill so that in the event you lose akey member duringthe project life span,
you'll have options. Cross-training is useful; so is preassigning backups so that each team
member keeps his backup abreast of critical details.

Second, persondity —nce you have ascertained that the prospective team member hasthe
fundamental skill levels required to do the work, favor personality over additional skill,
becausethe ability to work with others toward acommon god is more important than mar-
ginaly improved skillsin most cases. Is the person articul ate?Assertive, rather than aggressive
or submissive?Can the person attend ameetingand neither dominateit nor sit therelike a
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bump on alog?Does the person have astrong work ethic? Does she understand and support
the project goals?

Interview team members whether or not you control their hiring. Ask them about their
backgrounds. (Evenif you've worked with these peoplefor years, you may be surprised at the
skillsthey possess that have never been called upon in the current work environment. Does
your boss know everything that you've ever done?) Ask them about their goalswithin the
organization and within the project. (Thisis key to motivatingthem. To give people what they
want, you must know what they want.)

Team Organization

Thisis influenced by the situation. Does your team need aformal structure with clearly
defined authority and responsibilityfor each member, such asaconstruction project?Doesit
need an informal, ad hoc structure that adaptsto changing circumstances, such as an R&D
effort?Are the people in the same physical location, or are they spread geographically AVill
they have along-term working relationship, or are they together only for this brief project?

Self-Directed Work Team Group Structure

Maintenance and Innovation

What exactly should you be doing each day —management or |eadership?While the defini-
tions of management versus |leadership vary, depending on who's writing about it, one quick
guideisthis (Imai 1986, 5-6):

Management = Maintenance
L eader ship = Improvement

M anagement as amaintenanceactivity involves makingsure that the work isdone in away
that meetsthe standards: technology, quality, and procedures. Management developsthe stan-
dardsand policies, and assignstasks and functions to individualsand teams, then makes sure
that everyonefollowsthe standards. If they can but don't, management providesdiscipline. If
they can't, management providestrainingor changesthe standard so that peoplecanfollowit.

L eadership involvesimproving the standards and devel oping people's abilitiesto follow
those standards, both in terms of minor changes (continousimprovement) and major changes
(innovation, reengineering).

Inthe normal organization, the responsibility for maintenance and innovation functions
changesasyou move up the hierarchy. Workersare primarily responsiblefor the maintenance
and execution of the standards, with only asmall role in innovation; levels of management
and supervision steadily change the ratio of maintenance functions to innovation functions,
asshown in Figure11.

Three different patterns showing this changing rel ationshipare common in organizations.

In the traditional organization, innovation takes a back seat at dl levels—even executive
management is primarily involved in maintenance activities. Little or no innovation takes
place. In acompetitive and fast-changing environment, thisis clearly arecipefor trouble.

A common phenomenon in the high-tech organizationis the reverse: amajor push at dl
levelsfor innovation, with little or no management attention given to maintenance. In the
very short run, this can result in rapid growth and amazing innovation, but you aready know
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Roles of Management and Team Members

Balanced Organization

Top | Innovation
Middle

Supervisors | / Maintenance

Workers

Traditional Organization

Top

Middle

Supervisors Maintenance

Workers

High-Tech Pattern
[ —'
Top | Innovation

Middle | |

Figure 11 Innovation Madd for Leadership

story after story of how yesterday's |eading-edge company ended in today's bankruptcy court.
Failureto attend to necessary maintenanceactivitiescan quickly becomefatd.

Thewell-run company needsattention to both innovationand maintenance, both lead-
ership and management. Properly, the levelsof the organization make different typesof con-
tribution; the balanced organization shows good attention to both essential elements.

How can you best grow afast-changing, high-tech organization?Obvioudly, you need to
be able to turn more attention to leadership and innovation functionswhile making sure that
maintenanceisfully supported. The morethat lower levelsof the organization can take charge
of maintenancefunctions and keep them goingwith good qudlity, the freer managementisto
exerciseleadership.

That's the core reason why self-directed work teams (SDWT) are apopular god in many
organizations. The god of an SDWT isfor the team, gradualy and over time, to tekeincreasing
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responsibility for its own management (maintenance), and even for some self-leadership
(innovation). Among the reasons why organizations resist developingan SDWT approachis
the fear on the part of managersthat if teams can manage themselves, the managerswill be out
of ajob!

Middle management, as you aready know, is an insecure position. However, leadership is
secure, becausewhen you are asuccessful innovator who gets results, you will dways have a
role to play.

The Self-Directed Work Team

Achievingan SDWT is easier said than done. Temme notes, " The key is this: power should
be granted over time" (1996, 109). If ateam, whether speciaist team or project team, isto
achieve self-management and self-direction, it must be empowered, which means red
authority, accessto tools and knowledge, clear gods, and the skill and trainingto usethemin
achieving organi zational objectives.

The SDWT isn't fundamentally different from the team concepts that you've already
covered in these pages; it's smply more, and it takes place over alonger period of time.

To turn your workgroup into asdlf-directed work team , start by implementing the basic
team structure, following the stages of the Tuckman model, except for adjourning. Concentrate
on the process of hel ping the team acquire and effectively use agrowing level of decision-
making power and authority on projectsand tasksthat grow in complexity and importance.
Your god isto hand off control and responsibilityto the team asfast asit can handleit, until
finaly it is both able and willing to take over the maintenance/management functionsof the
department.

In the same period, you are atering your supervisory style through the four stages of the
situational leadership model, until finally you have reached the fourth stage: low task, low
relationship. The team is now on its own. You are acounselor and occasional coach, and
spend your timein long-range planning, liaison, and'innovation.

The SDWT format is along-term god. Even if you never achieve the textbook idedl, the
more self-maintenancethat your team can take over, the more time and opportunity for you
to move ahead with the issuesand innovation that concernyou most.

Tiger Teams and Skunk Works —A Special Structure

In astudy of fifty research laboratories,it was determined that smaller organizationsoften
produced more innovative work per capita, some even achieving greater total output than
their larger counterparts (Humphrey 1997, 184). Noticingthis, even larger organizations have
put together skunk works or tiger teams—amel groups of eight to ten people, oftenin aphysi-
caly separate location, responsiblefor gettingthejob donewith littleor no interferencefrom
company headquarters.

Tom Peters observed, " The placeswhere we heard about skunk workstended to be those
where more elaborate structures for supporting or encouraging champions did not exist"
(Petersand Waterman Jr. 1982,212). Innovativeand excellent companies often set procedures
and systemsto support product champions, who serve as the advocatesfor getting great idess
through the system.

The development of the Macintosh computer was amore e aborate skunk-worksproject.
SteveJobs took a group of Apple engineersto a separate building, cut off from the main
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Cupertino facility, and ran the Macintosh development program personally. Of course, once
the Macintosh hit the market, the skunk-worksteam was folded back into headquarters.

Whileskunk works have much to recommend them, and their track record is undeniable,
Richard Stein identifiesthree cautions (1993, 41):

2 They disrupt and demoralize everyoneese.
®  They make progressand budget less plannable.
2 They cost money.

Skunk works are most suitablewhere speed is critical, where the organization as awhole
doesn't support innovation well, and where management doesn't plan and organizefor inno-
vation and achievement. T he better solution isto work at devel opingthe entrepreneurial spirit
of innovation at dl levels, and then, in away, the entire organization acts like atiger team.

Choices and Forced Choices

Asamanager and leader, you have avarying degree of real power and authority in designing
your own organizational structure for your team, department, or project, rangingfrom quite
alot tovery little. Whether or not you cdl it ateam, whether or not it isateam, you work with
agroup of peoplewho have relationshipsand function organizationally aswell asindividualy.
It's much lessimportant what you call it than what it does. The more successful you are at
fostering self-devel opment,empowerment, and excellence, the more naturally the group will
form itself into ateam and the more effectiveany structure will be.

Notes

1. Dependingon thework maturity and organizationd culture of your team, it may not be agood idea
to refer toan IDP by itsformal name; it amadks of bizspeak. Yau can eesly use the concept without
using the name, and meke its implementation informd rether than officid.

2. What you get on Let's Make a Deal if you pidk the wrong door.

3. For moreon thiscritical professond skill, sse Dobson 1999b.

4. For good idess on effective use of charts and graphs, see Freeman and Bacon 1990,3246 and
85-90.
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More Power!

One surprisethat managersin general (and managersof technical professionalsin specific)

experienceisthe sudden redlization that your staff has power--often substantial power. Staff
members can make or break your career; they can promoteyou ... or get youfired. They do
this through the unofficial organization,the level of their performance, their relationships
with other managers, and their acquisitionand use of the techniques and tools of personal

power.

There arefour main sourcesof persona power in organizations, as shown in the sidebar.

Youll notice that only one source of power is official—that is, rooted in your title and
positionwithin the organization. You automatically trump your team membersonly in the
singleareaof role power; you gain additional power only through developingyourself in the
other threearess. | n those areas, your team memberscan easly acquire more power than you.

In order to manage your team effectively, you need to be aware of the real-world power
dynamic so that you can manageit. Thisdoesn't mean that you need to be afraid of your team
members acquisitionof power; in fact, their power can beyour asset if it's used in support of
team gods. It does mean that you need to manage relationshipswith team members with
more awarenessof the relative power on both sides of the equation.

Developingyour power isn't anegative act; it's a necessary act. Fortunately, most of the
thingsthat you need to do to develop your power positionwith your team and with the orga-
nizationin general are legitimately supportive of organizationa goas. Earning more respect,
networking to build better relationships, and working on your communications skills, for
example, are dl appropriateways to develop your on-the-job effectiveness.
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TheFour Rs & Power

1. Role Power —the power inherent injob title, committee, or task forceassgnments,
control of resourcesor paper flow; technical speciaization; and soon.

2. Relationship Power —whoyou know, both inside and outside the organization;
the type of relationshipyou have with them; your networking ability; your ability
towork and play well with others.

3. Respect Power—Your reputation, knowledge, skill, and track record on major

projects.
4. Rhetoric Power — Communications ability, personal persuasiveness, and
negotiation skill.

Exercise 17
Developing Your Political Power (The Four R's)

Thelevd of your power and authority is afunction of your actua level and the levd of your
team members. To be in control of your organization, you must have power sufficient to
accomplish your gods. In thisexercise, you will analyze your team power and compareit to
your own in the four key aress.

Warning! Any time you write on a piece of paper about any potentially sensitive or
informal matter concerningteam members, do it a home, avay from company space.

Role
What types of role power do my team members possess (specia decision-making roles,

control of resources, information, or paper flow; memberships on task forces and com-
mittees; and so on)?

What role power do | possessin my current position in the organization (title, officia
duties, signature authority, committee memberships)?
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How could | expand my role power?

Respect

What types of respect power do my team members possess (major accomplishments, job
knowledge, problem-solvingskills, reputation for quality and achievement)?

What level of respect power have | earned (major accomplishments, personal integrity,
job knowledge, problem solving)?

How could | expand my respect power?

Relationships
What types of relationship power do my team members possess (mentors, networks,

committees, professional groups, industry contacts, friends—or relatives—in high
places)?
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What relationshipsdo | have inside and outside the organization that devel op and expand
my persona power and influence (mentors, networks, committees, professional groups,
industry contacts)?

How could | expand my relationship power?

Rhetoric

What types of rhetoric power do my team members possess (persuasi veness, negotiation,
listening, public speaking, group participation, writing)?

How good are my rhetoric skills (persuasi veness, negotiation, listening, public speaking,
group participation, writing)?

How could | expand my rhetoric power?

Debrief of Exercise 17

The unofficial power dynamicin an organizationisone of the essential redlitiesabout which
you must be aware and stay aware. You can expand thisexercise by analyzingthe power level
of your boss, othersin senior management, your customer point of contact, and so on. By
understandingtheir power, you're in amuch better position to work with it inwaysthat are
constructiveand productive.
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In-Demand Technical Professionals

One part of the reality of relative power hasto do with what negotiation expert Roger Fisher
calsBATNA: your bes alternativeto a negotiated agreament. Thisisthe best you can do assuming
no agreement is possible. The definition of power in anegotiation often becomeswhich side
has the better BATNA —who haswalk-away power (Fisher and Ury 1981,101-11).

Whenyou try to impose your will and direction on areluctant technical professiond, it's
important to consider his BATNA. In other words, how easy isit for him to find a new
position elsewhere? (Thisis acase of repett power, the extent to which someone's skillsare
valued by the marketplace.)

Obvioudy, people move from the current job for avariety of reasons, including but cer-
tainly not limited to disagreement about direction and gods. However, if you're afraid that
your staff memberswill get up and wak out the door if you give them assignmentsthey don't
like, your power may be unacceptably compromised. It's important to know the red bar-
gaining position and options of team members, and adjust your strategy accordingly.

Many technical positionsare currently in high demand; for others, demand may be wesk.
Demand can also vary by region; if aperson iswilling to relocate, her options may be high;
but if not, the options may be very much reduced. Even when demand for atechnical skill
is high, sometimesthe skill must be packaged with other abilities, such as ability to work well
with customers. As aresult, the power of an individual team member to easily changejobs
varies with circumstances; overall demand is not the only issue.

Managingturnover, then, is often an important element in the management of technical
professionals, and for many organizations, it's a particularly challengingproblem.

The rule of thumb about staff performanceisthat it tekesayear to trainapersonto doa
jobwell, and job burnout or the need to reengage happensin the third year. Mary Roznowski
of Ohio State University, tracking 1,026 Generation Xers, found that four years was the
approximate time in which someonewas content in ajob. She discovered that while happy
workersareinitialylesslikely to leave than disgruntled ones, after four yearsthey are equally
likely to leave (Young 1997, 3).

Yau can't eliminateturnover, and thereare alimited number of strategiesthat you can use
to manage or reduce turnover.

Honestly Assess the Workplace

Thefirst strategy is to make an honest list of positive and negative characteristicsof the work-
place. The Pareto Principleappliesto jobs as well: the best job in the world will be about 80
percent positiveand 20 percent unpleasant. (It'swhen the ratiosare reversed that you havea
problem.) Consult your staff memberswhen determiningthe positiveand negative elements
(though if you have ateam of screaming negativists,you might want to approach this subtly,
rather than holding astaff meeting), so that the list reflects how they see their environment,
not just how you seeiit.

Based on your assessment, next take two steps: 1) look at waysto increasethe postive and
reduce the negative characteristics, and 2) compare the list of actual positivesto alist of
desired positives (e.g., What would your idedl job situation look like?),and look at waysto
make change.

The attractiveness of the job situation has asignificant impact on turnover —the point of
leaving ajob is to get a better situation, and the better the current situation, the harder it
becomesto improveonit and thelessthe desireto try.
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Focus on Positive Motivation
Review the ideas about creating a positive motivational environment for colleagues. In a
national survey conducted by recruiters Robert Half International, "limited praise and recog-
nition" was ranked as the primary reason why employees leave their jobs today —ahead of
compensation, limited authority, and personality conflicts (Nelson 1996, 66).

Peopleare not and never have been primarily motivated by money; top technical profes-
sionasare pretty high up in Maslow’s Hierarchy of Needs, and appropriate motivators need
to be chosen to have an impact.

Be Realistic about What Can't or Won't Change

Positive motivation and improving the workplaceitself don't mean that you should Pangloss
over the problems that exist. Twenty percent of even the best job is going to be dumpy and
unpleasant, and you do your staff members abigfavor by helping them learn and understand
that the grassisn't greener on the other side of the hill. "Wherever you go, there you are,” said
Buckaroo Banzai (quotingthe Buddha) in the eponymous movie. You'l find that employees
with limited work experience compare their job situations not to other jobs, but to an ideal
job vision that they will probably never experience.

N ot sugarcoating and not lyingwill help people make realistic assessments of how they
see the 80/20 split. Peoplewho can't live with the redlity of your organization aren't going to
make good long-term team members, regardlessof their technical skills; it's often appropriate
to agreeto part on friendly terms. It's far worse to have the kind of employee who quits....
but doesn't leave.

Show That You Fight for Improvement

You can't, won't, and shouldn't win every attempt for better conditionsfor your team, but you
should show that you are a hardworking advocate with senior management, even at the
expenseof getting dapped down now and then. You don't haveto fight for everythingthat the
team wants; you know that it shouldn't get and doesn't need some of it. But you do haveto
show that you listen, care, and strive for improvement. Don't be surprised when your valiant
efforts aren't greeted with the recognition and respect that they arguably deserve; failing to
recognizethisisdl too often normal human behavior.

Help Management Add the Numbers

Turnover costs money in training, project overruns, and work not completed. Do some
financia analysisof your work situation and the leve of turnover you experience, and identify
the cost of changes that would lower turnover (more money, better tools, more training
options). If you can demonstrate in clear and logical terms how spending more money on
your team, directly and indirectly,will profitthe organization,you might just get at least some
of the help and change you need.

Learn to Live With and Manage It

Turnover isgoing to be afact of life no matter how many of these ideasyou try. Track thelife
cycle of team members to seeif your experienceissimilar to the previously cited four-year
study. If you have anatural rate of turnover, you can adjust your structure to minimize its bed
effectsand even get the benefits. (Disgruntled and unhappy workersleave quicker than happy
ones, and that's not necessarily abad thing.) Here are three stepsyou can take:
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Example

Positive and Negative Workplace Characteristics

Positive Negative

Interesting Work Unclear Direction

No Dress Code Regarded as Geeks by Other Departments
Decent Pay Don't Get Newest Equipment

Ableto Use SkillsEffectively

®  Promote cross-training and an understudy structure, which develops new people faster
and keeps you from dealingwith the indispensableemployee.

®  Develop arecruitment plan that brings new peoplein on aregular basis, trusting in staff
turnover to keep your total team within staffing levels.

= Coordinateyour goas and team member goals. If you want certain work done and the
team member wants to acquire certain skillsto make him more marketable, tie the two
together.

Difficult Technical Professionals and Other People

"People are difficult,” says difficult people expert Robert Bramson, "because it works for
them" (1986). People choose behaviors and strategies that have worked for them in the past.
While anyone can be difficult from time to time, certain peopledevel op afull-fledged case of
OPD: obnoxious personality disorder.

While certainly not dl technical professionalsare difficult people, the characteristicsthat
make someone asuccessful technical professional can predispose her to difficult behavior that
fitsa predictablepattern. Difficult behavior is often simply normal behavior taken to extremes.

Red difficult behavior is behavior that continues after you have provided corrective feedback
If the behavior goesaway, the problemis solved. Consultant Paul Friedman reportsastudy that
identified the four major categories of resistance to correctivefeedback (1991, 7-8):

u Apparent Compliance: Subordinate appears to accept negative feedback, promises to
change, then revertsback to previous patterns.

= DiscouragingWord: Subordinate refuses to accept the superior's feedback

® Alibis Subordinate transfersresponsibility for problems el sewhere.

# Avoidance: Subordinate absents himself from the scene.
Some common forms of difficult peopleyou'll likely encounter are:

# Technical Wizard: "I know more than you do, and I’ll prove it no matter what it takes"

#  Unyielding Perfectionist:"I could squeezesix more lines out of this 12,000-line program,
makingit even more elegant, and it will only take me another year!"

# Cynic Before Her Time: "Been there, done that, seenit al, and | know improvement is
not possible, and I'm only twenty-three! "
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Learningdl the strategiesfor dealingwith difficult peopleisalifelongstruggle, and one
beyond the scope of thisvolume (1). Nevertheless, there are afew Strategies you can employ
immediately:

Andyze the problem in behaviord, nat judgmentd, languege Behavioral language describes
objective and observable redity, preferably in quantifiable terms without negative connota-
tions. Judgmental language is how you diagnose or view it. To get almost any sort of pro-
ductive change, you must first be able to describethe behavior. There's no such thingasan
atitudeproblem —attituding issues may cause a problem, but the problem itself is necessarily
behavioral.

Separate rdaionship issuesfrom parformanceissues Fortunately, there's no rule requiring you
to like someonein order to work with him. Nor do you need to approve of someone's bad
behavior in order to recognize positive behavior from the same person. The more you can
dtay objectiveand treat the behaviord rather than the personal issues, the more powerful and
effective you will be.

Dissngegeematwndllyfrom behaviar that ssyau off: Count to ten, take atimeout, do some pos-
itivevisualization. You won't be effectiveifyou’re so angry that you're out of control. Some-
times getting to you is the god of the difficult behavior, and you don't want to give that
victory.

Plan befareyau communicate: Organizeyour thinking on paper. Kesp records of behavior that
must be changed. "You complainal thetime!” isan emotional statement lesseffectivethana
list of seventeen specific examplesof complainingover the last two weeks. Sometimes the
person isn’t aware of the scope of her behavior--or thinksyou arent't.

Orient yourself toward prodlem sdving: Beclear in your own gods. You want and need to solve
the problem in the best way you can. Thisdlowsyou to structurethe situationfor negotiation,
which may get more change than usingyour power (especidly if you don't have that much).

Look dosdy at your oavn behavior and contribution: The situation is almost never completely
one-sided; when you can understand and recognizeyour own contribution, evenif it isin fact
minor, the more you can control at least some of the behavior.

Bepatient: Peoplelearn to be difficult over time because certain behaviorsproducecertain
results. Some difticult behavior patternsarelearned in childhood. Even if you do everything
right, it normallywill take significant time and repetitive attemptsto get the changeyou need.

Bepersgent: Peoplewho have acquired difficult behavior patterns have the power of habit
goingfor them. You will have to be both persistent and consistent to maximize your chance
of achievingresults.

Managing People Who Know More than You
(or at Least Different Things)

Thereason this book began with salf-assessment exercisesisto remind dl technical managers
that they likely share at least some of the characteristicsof their own team members—both
positiveones and negétive ones.

Eventuallyyou will find yourself managing subordinateswho redly know more than you
do, either in the primary technical areaor in speciadty areas of thework. There are two ee-
mentsto meetingthischallenge: 1) copingwith your own reactionsand resistanceto the sit-
uation, and 2) dealing with the behavior and reactions of the more knowledgeable or able
subordinate.
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To ded with your own reactions, you need to take the following steps:

1. Redidticaly assessyour knowledge, skills, and abilitiesand those of your staff onaregular
basis.

2. Work at thinking positive thoughts about having subordinateswith greater technica skills.
They can take over work 0 that you don’t have to worry about it.

3. Identify your own strengthsand achievements. N o oneisdl thingssmultaneoudy, but you
have red strengths and abilitiesto get whereyou are. Cel ebrate those strengths.

4. Celebrateand publicly recognizethe kills of your team members; it's good for you and may
help reduce some of their crowing.

5. Develop and implement alifelonglearning programfor yourself Necessarily,your program
should focus on the skills needed to help you meet your career gods, which means more
emphasison soft managerid skills; but it should dso focuson keeping you technically up to
date.

Second, learn to ded with the behaviorsof your subordinateswhen they think they know
more than you.
® Don't get into afight about it; you both lose.

O Recognizetheir talentswithout beingforced to do so.

® Deveop learning godsfor team members—there's never apoint whenit's timeto rest on
one’s laurels.

®  Recognizethe individua talentsof dl team members, not just the official superstars.

# Focuson specific achievementsrather than too genera or nonspecificpraise.

It's normal and expected that outstanding peoplewill use this respect power sourceasa
way to influence negotiationswith you on work assignments, pay, and perks. By recognizing
others' strengthsand the devel opmental needs of top performers, you can spread this power
around alittle bit to help avoid being blackmailed and coerced by atop team member.

Managing Generation X

French economist GeorgesAnderlaconducted an anadlyssin 1973 of the growth of information.
Tekingas his unit of measurement the known scientific facts of theyear 1 AD., he determined
that the total knowledge of theworld had doubled by 1500 AD. (It had taken between 40,000
and 100,000years, dependingon theestimated age of homo sapiens, to reechtheleve in1A.D.)
The next doublingtook placein only 250 years. The rate of increase hasfollowed asequence
(Wilson 1982, 29-32):

40,000-100,000 years = 1
1500years(1AD.-1500AD.) = 2
250 years (1500-1750) = 4
150 years (1750-1900) = 8
50 years (1900-1950) = 16
10 years (1950-1960) = 32
7 years (1960-1967) = o4
6 years (1967-1973) = 128

Current studies suggest that the rate of doubling has moved past the every-three-years
mark and is starting to hit an eighteen-month cycle. Does anybody redlly expect this trend
to slow soon?
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This unprecedented rate of change has profound consequences. Futurist Alvin Toffler says
"We have in our time released atotally new socia force—a stream of change so accel erated
that it influencesour sense of time, revolutionizes the tempo of daily life, and affectsthevery
way we ‘fed’ theworld around us' (1970,17).

Among the reasons age has been historically venerated is that the experiencethat accom-
panied age was of greet value. However, in technological fields, the experienceof ageisfre-
quently obsoleteand irrelevant when it comesto the technical work itself. (M anagementand
other human disciplines profit enormously from this kind of experience, however.)

Our technical workforce becomes younger and younger, and even if you're not actually
very old, you may suddenly find yourself stroking your imaginary gray beard while some
young stripling demonstratestechnical wizardry on equipment that didn't exist in your youth.
And there may only be five years of age differencebetween you.

Add to that the concept of generational cohorts, and you have aspeciad management chal -
lenge: workingwith Generation X ers-especially if you aren't one of them.

Is Generation X really something different, or is this sort of categorizationanother form
of inappropriate stereotyping?HistoriansWilliam Strauss and Neil Howe observe that gen-
erations havein common that they experience major eventsat the same approximateage. For
example, World Wer I was experienced by the very young as aperiod of tight protection, by
risingadultsas a period of adventure and national service, by the midlifersas aresponsibility
for leadership, and by elders as an opportunity for vision. Everyone of acertain age group
obvioudy doesn't turn out the same way, but has & least had the same experience base (Strauss
and Howe 1991, 34).

The Generation X cohort is of the type that Straussand Howe call a*reaective" generation,
growing up in aperiod of socia unrest and disintegration, becoming as a result pragmétic,
self-reliant, and untrusting of institutions of any sort (Strauss and Howe 1991, 317-34).
Combine that with the new technical skill set that comes more naturally to those who grew
up withit, sswell asthe reduced generational size (comparedto the Boomers), and you have
asignificant—and specific—management challenge.

Some of the characteristics of Generation X workers, resulting from the economic and
socid climate in which they grew up, include (Filipczak 1994, 20-27):
®  |ack of loyalty and askepticism about the value of corporate loyalty
2 belief that dl jobs are temporary and inevitably leed nowhere
® shorter attention span, translatinginto need for frequent change in job assignment and

skill building
= sensethat work and life should be kept clearly separate, resultingin greater tendency to

compartmentalize lives
" resentment of being managed, but strong need for feedback
u  greater technoliteracy, lack of fear or awe about technological change.

Accepting the fact of difference can make it easier for you to supervise and manage this
group. What works?Interestingly, in spite of criticism of Generation X workers as lacking
work ethic and loydty, most of the same moativational techniqueswork with them aswith
other groups. The difference seemsto be that Generation X workersare more resentful of
poor management practice and more likely to rebel or leave than the older generationsin the
workplace. They see more choice available and find lessvaluein loyalty and longevity, and
therefore are willing to put up with less.
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One GenerationX member put it thisway:

Manege me by teaching me things. Manege me by showing me how to do my job.
Manege me by getting me better tools. Don't menege me by Stting on me and
giving me demerits because I'm five minutes late. Don't manege me by saying |
can't be trusted to give the customer a 35-cent credit. Don't manege me by telling
me that you know better then | do and, if there's information that's critica to my
job, you will ke the judge of when it's gopropriateto tell me (Filipczak 1994, 26).

Parental divorce has struck this generation harder than any other American generation. In
1980, only 56 percent of al dependent children lived with two parentswho were both on
their first marriage (Straussand Howe 1991, 324-25). Asaresult, in addition to the new man-
agement roles of leader, counselor, and coach, some management experts suggest that you
need to take on some of the roles of a parent (Filipczak 1994, 25). Of course, thistoo is not
unigue to Generation X, most experienced managersredlize that some parentingis typicaly
part of the red job requirement of supervision.

The operative questioniswhat kind of parentingand how much parentingis appropriate.
Notice that approval and positive reinforcement is atraditional parenting technique that is
aso astandard recommendationfor managers. Providing clear direction and boundariesisa
traditional parenting technique that is also a standard recommendation for managers. A
seminar participant once observed a the end of aday of supervisorytraining, "l learned alot
of ideasthat will work for my sx-year old ... and | learned alot in aparentingclass| took that
hel ped me manage my staff1”

Perhapsthe most salient change is that organi zations today have by necessity taken on some
of the roles that once were supplied by communities. From health insuranceto day careto
employeeass stance programs, both public- and private-sector organizations provide persona
sarvicesto employees. The boundary has blurred. One surprise reported by many supervisors
is the extent to which team members bring personal problemsand life issues to them for
advice, support, and listening. Some of this support is now part of your role, but considering
that most supervisors are not trained counselors, treed carefully One techniqueto help avoid
trouble is making sure that you avoid thesupavisor-must-know-best trap: 'l can't adviseyou on
this" isa perfectly legitimate answer, especidly if you are ableto provide areferra for help.

Thegood newsis that Generation X employees naturally wel come real empowermentand
autonomy, the opportunity to develop skillsand long-term marketability, and the chalenge
of meaningful work. They adjust readily to change and eegerly embrace technologica inno-
vation. Notice that the same characteristics that drive a Boomer-generation manager to
despair may well be the characteristicsthat are valuable for long-term organizational effec-
tivenessin today's fast-movingage

How Managers Create Problem Employees—
and How You Can Avoid It

Whether your workforceis primarily Generation X or any other generation, certain behaviors
provide positive motivation to get the job done, and others provide negative motivation. A
1994 survey identified ways in which managers damage employee morale (see Figure 12).
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MoraleKillers
|:| Criticizing in front of others (38%)

B Beingdishonest (38%)
|:| Taking credit for others' work (12%)
|:| Beinginaccessible (6%6)

Showing favoritism (4%)

|:| Don't know (2%)

Source: Fielder1996. 41-43

Figure12 Maorde Killesin the Workplace

Mativation expert Barbara Fielder dso identified these other behaviorsthat lead to work-
place de-motivation (1996, 43):
Delegatingwithout givingauthority, or delegatingto the wrong person
Communicating poorly or failingto communicateat dl
Failingto train employeesfor job responsibilities
Exhibiting wishy-washy behavior
Failing to emphasi ze teamwork
Givingthe impression that you're concerned only about your own well-being
Displaying poor persona work habits, such as disorganizationand procrastination
Toleratingpoor performance
Oversupervising
Imposingimpossibleworkloads
Focusingonly on negetives.
If you're having trouble with team members, dwaystake the time to look at your own
potentia contributionsto your problem. Team membersaways|ook a you with greater focus
than your own managersdo, becauseyour behavior more directly impactsthem. While no
manager is ever perfect—and most commit some of the earlier-mentioned sins at least on
occasion—showingawillingness to take feedback and make acommitment to self-growth
isone of the most powerful tools availableto you to improve the morale and motivation of
your team.

BEO= = 8502 88 3

Notes

1. For moreinformationon thissubject, see the books by Bramson (1986) and Friedman (1991). Also
see books by Deborah Tannen (1990), SuzetteHaden Elgin (1989), and Virginia Satir (1988).
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Chapter 12

Managing the Unofficial
Organization

Office Politics and Newtonian Physics

As a manager of technical professionals, you have enough on your plate with managing
yourself and your department or team. However, you have one more responsibility-one that
will take an increasingamount of your time and talent: managing your relationship with the
organization around you, including your boss, senior management, other departments, and
your customers. Thisdomain is known as the unofficial organization, and the skill you need
for managingit is known as office palitics.

Office politics, deservedly, has abad reputation. However, there's acleaner, simpler way
to view the tasks and behaviorsthat you need. One is the understanding of the Four R’s of
power, covered in the previous chapter. Notice that acquiringpower in thisway isethical and
appropriate, because those are some of the same areasin which you work to increase your
value and achievement within the organization.

Your officia power is normally limited. Particularly if you manage projects, you must
develop the skills to influence people over whom you have no officid authority whatsoever.

To understand power, use the engineering definition: power that overcomes resistance
to accomplish work. You need gasoline to power your car. Gasoline is morally neutral. How
you get it issubject to ethical considerations. The car will run when you put gasolinein it—
again ethically neutral. How you drive the car and what you do with the car are subject to
ethical considerations. So isit with office politics and the acquisition of power. You need to
acquireand use power to get thejob done; your optionisto acquireand usethat power in an
ethical way Whether the power isformal or informal in natureis not, generdly, aconsider-
ation.

Office politicsis aredlity in any organization employing three or more human beings.
Offtice politicsis smply the namewe use to describethe informal and sometimesemotionally
driven processof workingout godsamong people with conflictinginterests. Many of the sug-
gestionsand ideesyou've learned can be classfied aspditicd in nature, yet they are principled,
appropriatewaysto get thingsdone. They benefit you, but not at the cost of hurting, manip-
ulating, or taking advantage of anyone else or harming the organization as awhole.

You want to be an effective politician without seeming political. Some people give the
impression that they are more concerned with their own advancement and who's doingwhat
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towhom than they arewith thework and how to get it done. T he effective and ethical manager
demonstratesthe latter considerationin thought, word, and deed.

Whileit's critical to be plugged into the informal information channelsto make sure that
you do understand what's going on, the concern you must have and show isthat you are there
primarily to get ajob done and to achieve resultsfor the organization.When that showsin
your actions, the relationship buildingand negotiatingactivitiesthat are part of effectivepol-
itics are then seen aswaysto contributeto the work.

What if you adopted the strategy of smply doingan excellentjob and avoidingdl politica
behaviorsANouldn't your reputation and performance achieve the same results?M anagement
expertsJerry Brown and Denise Dudley sy no:

Mog [managers would prefer to think that good work soesksfor itself. Unfortu-
nady, that palicy is neive Anyoneout in thework force for awhilesoon learnsthat
meary factorsother than ability or effort influencewho obtainsdesred rewvardsand
who achieves caresr advancement.... Company paliticsare afact of life (1989, 63).

Managing Other Departments and People Who Don't Work for You

Virtually al managersquickly discover that they cannot get their jobsdonewithout thewilling
and voluntary cooperation of peoplein other departments— peopleover whom they have no
control or authority whatsoever. Few areas of your responsibility have as much impact on
your overall success as amanager than your abilitiesto ded with other departments and to
work the bureaucracy like apro.

Y our department may itself be either line or staff in nature. Information technol ogy and
management information systems are normally staff departments, because they don't make
what the organization sdlls; they support the departmentsthat do. New product devel opment
groups are clearly line departments, because they makewhat is sold.

Thetraditional sourceof conflict is between lineand staff departments. Line departments
in many organizationsregard themsel ves as superior, more important than the support activ-
ities. Technicaly oriented departmentsare notoriousfor this behavior. The staff departments
naturally become resentful, feding (withjustification) that without them the line departments
would be unable to function, and that therefore they are as critical to the organization as
anybody dse—and they are right.

Even in organizationsthat are not tom apart with internal warfare between support and
line, there iscommonly an amount of normal frictionwith other departments. Everyoneis
busy, everyone has responsbilitiesand demands, everyone's resourcesare carefully monitored
(especidly in today's competitive businessenvironment),and inevitably some conflict results.
This need not befata, but you need to be aware of the potential for conflict,and act correctly

Here are some common causes of conflict and potential solutions.

Work Pressures

If the key issue iswork pressure, talk to the heed of the other department as far in advance of
your needsas possble. Emphasizethat your god isto do as much as possibleto makeit easier
on him, even if it means some extrawork on your part. Suggest designating one person as
liaison; perhaps he can do the same. Treat the liaison as ateam member —invite her to strategy
and planningsessonswhere her expertise may be of help (any part of the project that involves
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the other department). If you have a party to celebrate the successof the project, inviteyour
liaison (and possibly the department head). After al, they're part of your team.

Exploited by Other Supervisors
Staff departmentsin most organizations quickly learn that the claim by aline department that
"the contract is at stake" is not dways true. After awhile, they begin to look at you as " guilty
until proven innocent.” Although you may well have alegitimate emergency, the support
department has been abused in the past. In this situation, you sometimes see a particular
saying appear on the cubicles of clerksin the support department. It reads, “A failureto plan
on your part does not constitutean emergency on my part.”

Theonly curefor thisistime. If your attempt to be supportiveto the other department
is rebuffed, it may be because of long distrust and rivary. Keep with your strategy, but be
patient. You have to earn trust, startingfrom the guilty-until-proven-innocent position.

Negative Attitudes about the Organization

If the support department area haslots of cartoonsand oftice sayingsposted on thewdl (e.g.,
the laughing workerswith the caption, 'Y ou want it when?";"l must be amushroom. ...”),
read them. Chuckle appreciatively, but redize that these sayingsare funny precisely because
they represent red frustrationsand red pain. A staff department can easily decide that itscon-
tributionsand hard work are not valued by the rest of the organization. This naturally leads
to anegative attitude about the organizationitself

Line departments can a so give up under too much pressure, too many projects, insuffi-
cient resources, or poor |leadership. |n some organizationswhere staff departmentshave alot
of power, line departmentscan fed unable to do quality work, and thisfrustration and sense
of helplessnessleads to negativeattitudes.

You may not be able to change attitudesabout the organization, but you can change atti-
tudes about you. Follow the basic strategy, emphasi zing the validation of people as people.
Others will often do favorsfor you as a person that they won't do for you in your role as
department head.

The biggest advantage you have in this situation is that the other department usually has
aresponsibilityto do certain thingsfor you, especidly if it's asupport department. A staff
department, after all, makesits living providing servicesto other departments. If your situ-
ation iswith aline department, normally the line department has aresponsibility to provide
some services to you. The R&D department has to give specifications to the manufacturing
department, or € se the product will not be manufactured.

Ultimately, the way to get other departmentsto cooperateisto treat them like customers.
The customer/supplier relationshipisawin/win relationship. The customer wants a product
or serviceand has money. The supplier wantsmoney and hasaproduct or service. Everyone's
needsare met. Thesupplier hasto deliver quality, which includes how the customer istreated.
If wewant to meet the customer's needs, we have to do two critical things.

Find out what those needs are. That meanswe have to ask the customer what hewants
and needs, why the need exists (sowe can figure the best way to meet it), and when and how
the needs must be met. For example, let's say the accountingdepartment prints checksevery
Wednesday,and it needsone day's notice to get anew check into the batch for printing. Emer-
gency check requestson Thursday are extremely disruptive. If you don't know how itssystem
works, then you may easily create aproblemfor it ... and for you. How do you learn this?
Ask. Make an appointment with the department head. Explain that you think you've been
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causing unnecessary stress on occasion because you don't know a much about the
department's system asyou'd like. Explain that you want to know how towork withitin the
best possibleway Listen and take notes. Demonstrate your understandingby usingtheinfor-
mation that you learn next time you make arequest or send through an assignment. When
you demonstrateyour willingness to work with the system, you will seeimprovementin the
department staffs willingness to work with you.

Recognize customers as people. Coursesin customer service dways emphasizeattitude
aswadl asaction. Of coursewe want to help acustomer get what she needs. But how we treat
the customer and how we show apositive desire have atremendous impact on how the cus-
tomer fedsat the end of the process. "'You get more flieswith honey than with vinegar,” the
saying goes.

This does not mean that the way to get support from other departmentsis schmoozing.
The professional technique isn't just to sy, "How 'bout them [name of team]?' Recognize
workers as people through polite courtesy —say "please” and "thank you." Learn the names
of the individualsin the department and use them. Send thank-you notes to peoplewho go
above and beyond the cdl of duty, and copy their supervisors and the human resources
department.

When negotiating specific projectsor actionswith the other department, work on creating
amutually beneficial agreement—a win/win situation."What can | do for you that will make
it easier for you to meet my needs?"'is the core question.

Be prepared to go to higher authority if necessary to get your critical needs met. You want
to avoid thisuntil you've tried other steps. For one thing, peoplewon't forget it. For another,
your manager may perceiveyou aswesk if you cal for help prematurely

Those concerns should not stop you if you must have cooperation on atimely basisin
order to get your job done. Remember, part of the department's roleis to help meet your
needs. Youll be more effectivewhen you apped to higher authority if you can demonstrate
that you have taken every positive step to get your needs met legitimately, and that you and
your department have actively tried to be cooperative and supportiveto the other department.

Managing Unclear and Escalating Objectives

Unclear Objectives
It's tough enough to do the work when you know what thework is. It's much tougher when
you're expected to be telepathic.

A certain kind of manager or customer says, "Bring me arock."

'What kind of rock?",you ask.

‘A rock. Bring me arock."

Soyou go get arock.

"That's not the rock | wanted," you hear. "Bring me arock."

'‘What kind of rock?",you ask again.

“A rock. Bring me arock."

And so the circle goes.

Richard Stein points out, " Thisisn't freedom to chooseyour own work, thisisjust your
boss not knowingwhat to ask for" (1993, 43).
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One of the necessary political skillsin an organizationis knowing how to do your own
intelligencework, which isthe closest most of us can get to actua telepathy. Do you have
your own internal spy network yet?In other words, do you have people who can—and
will —tdl you what's going on, what's behind seemingly strange requests, what people are
realy lookingfor?

The most dangerouswords that can come out of your mouth are, 'Yes, I'll doiit,” if sad
before you know what "it" is. The effective manager must be an effective consultant skilled
a the questioning and research processto help his customers know what they want in thefirst
place.

Escalating Projects

Projects acquire extra objectives and gods the way ships acquire barnacles. Mission cregp isa
well-recognized danger in the military, and the equivalent iscommon in organizations. It's
normally not enough to have gotten agreement on the objectiveat the beginning of thework;
you must revisit it periodically to make sure that it hasn't changed.

Remember that projectsand work have customers, and those customers can be internal
and external. Projects aso often have multiplecustomers, and those customersdon't auto-
maticaly want the same things. Some customerscan be hidden—they have ared stakein the
work, but that stake isn't made clear at the outset.

As part of preparingto do thework, you need to take time not only on the technical activ-
ities to be accomplished, but soin thefull and complete determination of your constituency.
Who are they, what do they want, and what relative power do they have over your work?
(Don't forget personal eswell as external motivations.)

Exercise 18
Who Are My Customers?
Answer the followingquestions for each project.

1. Who isthe main or officia customer for thework?

2. What are the officia objectivesof the project?

3. What is at stake for the customer if | succeed or fail?
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4. Who inside the organization assigned the project to me or to my department?

5. What isat stake for that personif | succeed or fail?

6. What other departments or activitiesinside the organization will participate in this
project?

7. What is a stake for them if | succeed or fail?

8. Was this project previousy assgned to someone else?

9. Why wasit reassigned?

10. How will the previousperson(s) be affected if | succeed or fail?

11. Areany senior managersaffected by the success or failureof thisproject?If so, who and
how?
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12. Isthere aconstituency invested in the failure of this project?1f so, identify who makes
up the constituency, how they see that they will benefit by failure, and what power they
haveto influence that failure.

13. Arethere foreseeable situations that will change my project objective?

Debrief of Exercise 18

Being realisticabout the human dimension of the project is the necessary first step to dealing
with potential conflictissues. If theissuesyou need to write about are politically sensitive or
messy, do this exercise off premises.

If you find that you have people in opposition to the project, or people who see their
interestsvery differently,examinethe reditiesof the power situation. Enlist aliesin your boss,
customers, and otherswho will benefit from your success.

Findly, take these stepsto avoid some of the dangers of mission creep.

Put It in Writing
A good god isawritten god. Make sure that people areinformed inwriting in advanceof the
goa and given an early opportunity to challengethat goa. Althoughit can be difficult to nego-
tiate aworkable compromise, it's much easier than copingwith alate-project major change
order that virtually guaranteesdisaster.

Although peoplecan still changeawritten god, it's harder than changingan unwritten god.
As the famous Hollywood mogul said, " An ora contract isworth the paper it's printed on."”

Document the Consequences of Changes

You can't takefor granted that others in managementwill have the sameleve of understanding
asyou of the consequences of aproposed project change. Document the consequences of a
change clearly and objectively.

When achangeis requested, print acurrent plan and budget. Next, integrate the change
into the existingschedule, and print the revised plan and budget. Third, brainstorm positive
and proactive ways of achievingthe new god the best possible way. Revise the schedule and
budget to accommodate the change.

Now, go to managementand/or the customer. Show them the three versions: 1) no change,
2) integrate the change and keep going in astraight line, and 3) your best ideas about how to
integrate the change and still achievethe rest of the time/budget/performance goals. AsK if they
have better suggestions.

Perhapsthey do have better suggestions—be positive and agreeable when you adopt them.
Perhaps clearly seeing the consequences will make them realizethat thisis not wise or pos-
sible. It's easier for peopleto save face and back down if you're being positive.
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Another point to remember is that management hasa tendency to believe, based on much
real-world experience, that employeesdon't tend to be proactive about change but instead
look for waysto provethat change isimpossible. Don't play into that preconceived notion;
dways be as positive as you can about change.

Build Change into the Process
In many situations, change orders are inevitablebecauseof the nature of thework. It may not
be possibleto identify al the red needs until the work has progressed to acertain point. In
this case, you need to build changeinto the process.

Set milestonesin your project schedulefor cusomer revew and expectation devdlopment and
tasksfor integration ofrequirementsdhangesand redevopment o accommodate changes Build thisinto
your initial schedule and budget. If it's inevitable, it's inevitable. Plan for it.
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Section Four
MANAGING TECHNICAL PROJECTS

This book so far has combined adiscussionof projects—activitiesthat are both temporary and
unique—with regular (ongoing) work, because that's the normal situationin which the tech-
nical leader finds himself. But projectsoccupy agreater and greater rolein organizationsin
genera and in technical organizationsin particular.

There are numerous reasonswhy thisistrue. Thefirst isthat today's organization must
keep pace with rapid change merely to survive, and, like Alices Red Queen, must run twice
asfast to actualy get somewhere(Carroll 1960,210). Changeinvolves projects, and projects
reguire management.

Second isthat project managementitself has turned into the latest management fad (q.v.),
and fundamental sKill in project management and an organi zational orientation toward project
management are typically found in cutting-edgecompanies. While somework is unambigu-
ously work and other activities are unambiguously projects, there's afuzzy areain between
that tendsto be defined in project termsin a project management environment.

Third is that the toolsof project management arefar more accessble today than wastrue
in yearspast (whichis, not coincidentally, one of the reasonswhy project management —not
anew discipline—is anew fad). When dl planning tools had to be laboriously done by hand,
it tended to take afairly seriousproject for people to implement aformal project management
methodol ogy. With software tool sautomatingwhat once took substantial time and expertise,
aformal project management methodol ogy makes sense on smaller and simpler projectsthan
was once the case,

For dl these reasons, you'll tend to find yourself managing projectsin your overal lead-
ership role, whether asafull-timeoccupationor, at the minimum, as aserious part-timejob.

Well assume that you aready possess adecent background in formal project management
methodology. If not, you need to be aggressive in seekingout those skills. There areavariety
of books, training opportunities, professional organizations, and the like to help you in this
process (1).

Whiledl projects have chalenges, uncertainties, and risks, technical (especially software)
projects have certain specificissuesthat are often overlooked operationally, and which can
have asignificant impact on your effectivenessand ultimate success.

Notes
1. My own books The Juggler’s Guide to ManagingMultiple Projects (Project Manegement I ndtitute 1999b)
and Practical Project Management (SkillPath 1996) are both examples of avallable resources, as are the
extendve resources provided through the Prgject Manegement I ndtituteitsdf (www.pmi.org).
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Chapter 13

Technical Project Management
Issues

Technical Projects and the Industrial Revolution

The breakthroughsinwork processand methodol ogy that formed the foundation of the indus-
trid revolutionincluded such conceptsas standardizationand meass production, and it's hard from
our post-industrial perspectiveto appreciatehow truly revolutionary these conceptsoncewere.

These developments paralleled other ideas in science and literature. The cosmoswas
imagined to be amachine, workingwith amachine's regularity and process. The age of reason
dominated literature, religion (God imagined as awatchmaker), and even poetry of theeigh-
teenth century. Bureaucracy and the assembly line (see our earlier discussion of scientific
management) extended the metaphor of the machinethroughout society

This kind of metaphor has power, and we end sometimes overinterpretingthe metaphor,
understandingit in amore literal fashion than is atogether appropriate. (Smilarly, today we
tend to overuse cybernetic metaphors, the concept of networks, of virtual this and that,
stretchingthe metaphor into aredlity that it cannot quite support.) As the noted semantician,
Alfred Korzybski, famoudly observed, “A map is not the territory™ (1958,750). Metaphorsare
often extremely useful, but only as long as one does not teke them to excessivelengths.

The problem with the industrial revolution mechanical metaphor when applied to tech-
nology projects, especialy thosein the area of software, is that there are important structural
differencesin the nature of thework. Those differencesset up aclash of expectationsand adif-
ficultyin management that forms the bass of asubstantial amount of conflict in organizations.

Asyou'll see, although the work on the cutting edge of technology involves some of the
most advanced technical thinking of any work done today, the actual work processis pre-
industrial, even medieval, in execution.

Characteristics of High-Technology Projects

There are three key characteristicsof high-technology work that tekeit outside the traditional
industrial revolution paradigm. These are:

1. Handcrafting.

2. Artisanship.

3. Nonreplicability.
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Handcrafting

Software and advanced technology projects by their very nature fal outside the mass pro-
duction paradigm. While there are some specificaress of software development that arefairly
automated and standardized, most areas are not. T he alternativeto mass production is hand-
crafting—the individual design, development, and construction of ostensibly similar products.

In the absence of standardization, atableis not smply atable. While certain dements—a
flat surface, some means of support—might be common to most tables, each craftsperson
tendsto approach the table from adifferent perspective. Dimensions, shape, decoration, color,
methods of support--even aestheticsand functiondity —may al vary.

Similarly, the software developer or development team approaches the project from a
handcraft perspective. The god may (or more frequently may not) be altogether clear, but
regardless of its clarity, a wide range of methods and processes are normally available to
achieve the goal, or some reasonable approximation of it. Moreover, the final product is
expected to operatein alargely uncontrolled environment where conflictsare inevitable.

If you think of asoftware project in industrial terms, this implies some degree of pre-
dictability of process. 'We will code an averageof 200 lines per day, which will give usa 10,000
line program in fifty working days, with avariation not to exceed 2 percent.” Of course, any
such claimwould be uncertain at best.

Inan industrial process, you dso think about predictability of method. Each team member
is expected to approach her portion of the project in an identical method, so that the final
machined productswill fit together smoothly and on schedule. That's not necessarilyavaid
expectation in software or high technology. In fact, the integration of different modulesis
often aproject in itself:

Findly, you think about predictability of results. The specificationsfor a construction
project are often detailed down to the Size of bolts used to fastentogether certain components,
so that regardlessof the worker assigned to the task, you expect the same results. It's more
reasonableto expect in asoftware project that if three workers should tackle the same section
of the project, then there would be three distinctively different outcomes.

It's clear from our experience that none of these criteriaagpply, or, & the least, do not apply
fully in the sphere of high technology. Not only does our problem as aproject manager grow
in complexity, but dso our customers (both internal and external) often expect industrial rev-
olution-style performance because the paradigm is so deeply ingrained in modern business
thinking.

Solutions. Here are two strategiesthat flow from thisanayss.

1. Agreement on reality. When one or more stakeholderson the project has adifferent view
of the nature of thework process, it's vita that al partiescome to an understanding of the
reditiesof the project and technical environment. This means that you must be an effective
advocate and persuader to help peoplewho may be technically lessversed or technologically
more optimistic than you to come to an appreciationof the challengesahead.

2. Agreement on objectives. Acommon problemin managingany project—but worsein tech-
nology projects—is alack of agreement or consensuson what the godl is. Each project stake-
holder (a person with some stake in the project's process or outcome) tends to have an
individual view of the optimum outcome. Not al stakehol dersare equa —some people have
grester stakesthan others; some have more power than others.

Triple Constraints. One conflict that often arisesin the management of such projectsis
afundamental disagreement about priority that flowsfrom alack of understandingof one of
the most crucial yet overlooked elements of project management: the triple constraints (1).
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It's not enough to simply accomplishthe project. Rather, the project must be accomplished
within certain imposed constraints, the most important of which are time, cost, and perfor-
mance. Thetime constraint is the deadline, assumptionsabout timeliness, or sources of time
pressure. The cost constraint is not only budgeted dollars, but also availability of resources. A
person-hour isacost issue, not atimeissue. The performanceconstraint isthe minimum per-
formancecriteriathat the project must satisfy to be considered fundamentally acceptable.

It's typically acharacteristic of these projects that the team members tend to set the per-
formance constraint at the top of ahierarchy of priority, sacrificing cost and timein adriveto
meet it. 'Whilein certain circumstances, that's exactly the right way to go about it, in other cir-
cumstances, those are the wrong priorities.

Let's imagine that you are devel oping the softwareto run the Winter Olympic Games. If
you produce excellent software two months after the conclusion of the Olympics, it's essen-
tially an irrelevant accomplishment. In this circumstance, the time constraint would be the
project driver, the constraint that must be met or else the project has failed. Some combi-
nation of performance and cost may have to be sacrificedin other to meet the time driver of
the project.

Sometimes—to the chagrin and annoyance of the technical team--cost isthedriver. The
budget may be limited, the number of bodies.availableto do the work finite, and other
projectsof higher priority havefirst cal on available resources. It's inevitablethat something
hasto give: some combination of time and performance.

Sacrificing performance on a project may result in avirtual mutiny by members of your
project team, and that's akey chalengefor the technical manager, especialy when you secretly
(or not so secretly) harbor agreat deal of sympathy for their positions. But the project iswhat the
project is, not what you would prefer that it be. Figuringthe dynamicsof the tripleconstraints
onyour projectiscritical to understandingwhat the objectiveor god of the project redly is.

Don't expect to determine the triple constraints and driver of your project by relyingon
the opinion of project team members, your own managers, or even the customers or stake-
holdersin many cases. First, they may disagree. Second, they may not know themselves. The
priority of the triple constraints necessarily arisesfrom the reason for the project —why are
wedoing thisin thefirst place?When you understand the underlying reason, you're more
likely to set the right priorities.

Artisanship
Artisanshipis both pride and skill in one's craft, and it goes along with the handcraft nature
of high-technology projects.

There are great positive benefitsto an artisan attitude in your team members, but there are
liabilitiesand limitations that go along with it. Y our understanding of the characteristics of
artisanshipis one of the key elements that will govern your ability to manage projects effec-
tively in atechnology environment.

The positiveel ements of artisanship are many First, artisanship tends to be associated with
areasonably strongwork ethic. Second, artisanstend to have astrong focuson quality. Third,
artisansare often motivated toward self-development and personal growth in the areasof their
crafts.

On the other hand, artisans tend to resist supervision and requirements established by
those who know less—-evenwhen the customer establishesthe requirements. Artisansliketo
put their personal stamp on thework, to do thingsin the way they find best. Artisansseek per-
sonal control and independence in performing their work.
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Asyou can see, there is aclose correspondence between these characteristicsand those
welve associated with technical professionalsas awhole. Our management challengeisto gan
the benefitsof the typewhile limitingthe impact of the liabilities, or hel ping peopleto grow
past them.

Solutions. Inasgnificantway the primary thrust of this book has been to identify methods
to manage the artisanship impulse. Technical professionalsaren't new; they are the proud
inheritorsof along human tradition. What has changed is agrowing emphasison timeliness
and asensethat resourcelimitationsare human-set and therefore arbitrary.

In managingyourself and others, keep aware of the artisanimpulse, keep focused on the
work, but remember that the work is not an end initself, but rather ameansto an end. And,
unfortunately, the technical team or its direct leadership does not adways or necessarily
determinethe end.

Nonreplicability
Indusmal and mass production processesemphasizereplicability of results. If you do thesame
thing the sameway, you will get the same output. Becausein handcrafting atableis not smply
atablebut reflectsan individualized approach, there is an inherent problem of nonreplica-
bility in the management of technology projects. Thisis not to argue, of course, that nothing
can be replicated, but rather to say that replicability cannot be taken for granted and is not
dways or necessarily the expected outcome.

Many of the traditional toolsof project management assume predictability and replica-
bility. If Task A must be complete in order to start Task B, then you create a simple task
sequence, asillustrated.

| TaskA F——» TaskB |

If you can estimatethe expected timefor TasksA and B, then the total timeto complete Tasks
A and B is obvioudy the sum of those times.

Butin adevelopment process, Task A may be aloop--we must perform the task again and
againin an iterative cycle until we obtain asatisfactory result. We might be able to estimate
how longit will take to perform Task A one singletime, but it's an open question how many
times the task must be performed before we can move ahead. How, then, can we come up
with any sort of meaningful schedule?

Solution. In 1958-59, the United States Navy Specia Projects Office worked on the
Polarisweapon systemwith Booz, Allen, and Hamilton to develop PERT, the Program Eval -
uation and Review Technique. While PERT charting (or something passing for PERT
charting) isacommon feature of project management software tools, most smaller projects
find that afull-blown PERT implementationfals under the category of drivingcarpet tacks
with asledgehammer.

However, PERT containsavery powerful technique, using probability theory, for esti-
matingand devel opingaschedule under conditionsof inherent uncertainty

Let's look at the process.

Imaginethat you're asked to predict how long it will taketo do an origind piece of software
design where there are multiple possible approaches and no advance knowledge as to which
gpproachisright for the prabdlem—a not untypica Stuationfor many R&D technical professonds.
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It's possiblethat you will get lucky, and thefirst approachyou select will turn out to be the
right one—unlikely, yes, impossible, no. You can come up with areasonableestimatefor how
longit would take, assumingfirst-timemethodol ogy success. Of course, you'd never use that
estimatein putting together aschedule. We cdl thefirst estimateyour optimistic vaue (T,).

Similarly, you could assumethat of, say, ten different approaches, the tenth one will be suc-
cessful, and the other ninewill be dead ends. Now, the redlity islikely not going to be quite
that bad, but it could be. Y our worst cese estimatewill be your pessimistic value (Tp).

Most of the time, you'd assume that the right approachwould not be the first or the last
of the possibleones. (It will, of course, be the last one you actually try, on the grounds that
whatever you've lost isawaysin thelast placeyou look —because you will stop lookingat that
point.) You might figure that since you'll be putting the approachesin the order of likely
payoff —to the best of your ability —that of ten possibilities, the fourth would be a good
average value. That's the most likdy value (T)).

Isthis process of any use?For asingletask, no, it's not. But for aproject with multiple
tasks, it's relatively safe to assume that sometimesyou'll get lucky, other times unlucky, and
the mgority of the time somewherein between.You can expressthisasaformulasolvingfor
T,, theestimatevauefor your schedule, thus:

Notethat in the case of any individual task, thevaue T, is not necessarily the expected or
actual outcome. But by applyingthisformulato every task in the project, you begin to average
theindividual instancesof good and bad luck, resultingin an estimate of greater validity

The PERT time system has extended uses, especialy when you determine the standard
deviation for atask or task sequencein order to identify an overdl level of confidence or like-
lihood of on-time completion (2).

Limitations and Cautions in Using Project Management Tools

There are three elements of being an outstanding project manager: technical knowledge,
project management knowledge, and general management knowledge, asillustrated.

General Management
Knowledge

Technical knowledgeis the knowledge of your profession, the understandingof thework
itself. (Project managers have been known to be successful without possessingthisin high
degree, but it's clearly easier to do thework if you possessthe knowledge.)
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General management knowledge includes supervisory skills, ability to delegate, and
knowledge of budgeting and organizationand of your own administrative processesand pro-
cedures.

Project management knowledge involves an understandingof the various craft tools that
have evolved to assist you in doing abetter job of planning, organizing, and completingyour
project. Such charting techniques as Gantt, PERT, and critical path method; use of software
tools such as Microsoft Project, Primavera, and FastTrack; and understanding of the triple
constraintsdl fal into the category of project management knowledge.

Project management tool sare valuable, but likeal toolsthat help you be more technically
proficient, there are traps for the unwary. Too many new project managers get acopy of a
project management software program and find themselves spending their days inputting
informationand producingvery attractive charts—but not managing the actua project.

Information Costs Time and Money

Thefirst and most critical limitation of project management techniquesis that managingwith
excellent time, performance, and planningdatais quite advantageous—but it's expensiveand
time consuming. Project management scholar Harold Kerzner observes: "PERT, unfortu-
nately, is not without its disadvantages. T he complexity of PERT adds to itsimplementation
problems... [itis] expensveto maintain” (1998,643).

This concern is not exclusive to PERT. In one case, asmall advertisingagency imple-
mented aformal project management methodol ogy to simultaneously control alarge number
of small projects— approximately 180 projectsat any one time for athirty-person company
Its challenge was to meet deadlineswhile controllingovertime costs.

The projects were highly specialized, with individual task packages as low as one hour.
(Thisis highly unusual; most project management systems recommend task breakdownsno
shorter than aday or even aweek) The company ended up with atwo-person project control
office.

A day-shift person supported the stlesstaff that sold multiple projectseach day and needed
to negotiate deadlines with customers. When ajob was bid, the project control specialist
would break it into tasks and insert them into the existing multiple-project schedule to see
when it could be completed. This, incidentally, allowed the firm to offer discount pricingfor
customerswilling to be more flexible on deadline performance.

A night-shift person took the actua sold jobs each day and entered them into the system,
along with timecard data describing the task work performed during that day The new
schedule was checked, and from it individual ass gnment sheetswere prepared and distributed
to each person.

The costs of softwareand hardware were comparatively trivid. The red cost of thissystem
was two full-time professionals totaling over $100,000 per year. Wes it worth it? For this
company, it was, becauseit resulted in more than amillion dollarsayear in overtime savings.

Project management systems have the potentia to provide large savings and operational
improvements, but the savings and improvementsare not automatic; nor are they free. You
need to haveafairly good idea.how you plan to recover your sunk costs before committingto
ahigh degree of informationdevelopment.

Great information empowersbetter decisions, but informationis not freeand is not dways
guaranteed. Real-life managers, project and otherwise, are responsiblefor strategizingthe
right tradeoff level between the value of informationand the cost of developingit.
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Exercise 19
Nine Steps to Setting Project Objectives

It's almost dways worth taking time and effort to thoroughly understand your project
objective. Use these questionsas aprocessto make sure that you understand fully what you're
being tasked to do.

1. Identifj the key project participants. (You may useyour customer understanding from
Exercise18in this process.)

2. Definethe"roughdraft” triple constraints of time, budget, and performance. Use thekey
project participants language as much as possible; don't worry (for now) whether their
reguest is reasonableor even possible. You need to know what you're being asked before
you can evauateit.

3. Analyze and develop any missing constraints. Y our customer may not yet have thought
about his budget, or exactly what the performance standards are, or what time issues
affect the performance of the project.

4. |dentifj preliminary management issues. These include technical issues, reality checks,
availability of resources, practicality of the desired or mandatory constraints, etc. The
earlier in the processyou begin to identify these, the more leverage you will have.

5. Examine the refined triple constraintsto determinethe likely priority amongthem. The
priority ultimately comesfrom the reeson—why arewe doing thisproject at al?

6. Use your understanding of the project god to refine the triple constraints and make a
SMART (specific, measurable, agreed, redistic, time-specific) goa statement.
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7. Identify secondary and tertiary project goas—and who wantsthem. Remember that the
larger the project, the more people who will want some of their goals and objectives
reflected within it. Consider not only what these gods are (and what value they have),
but aso who wants them and what the consequencesmay be of acceptingor rejecting
these additional gods.

8. Refineyour project godsand test them with the affected parties. It's much easier to have
agod shot down than a project shot down.

9. Revigt the triple constraints regularly throughout the project to keep yourself and your
team focused. Kegp your eye on the underlying reason or purpose of the project—if that
should change, the project itsalf likely changeswith it. Adapt early.

Debrief of Exercise 19

One of the most common causes for project failure is a project whose objective was not
properly defined to begin with. It's obviousthat no amount of planningor insight will help
you achieve agod that is unknown, or perhaps doesn't exist in any meaningful form.

Most project managersspend too littletimedigginginto the project a the outset. Too often,
asubstantial amount of the project has been completed before the project manager, customers,
internal management, and team membersfigurewhat it is they are redlly supposed to be doing.
By then, it's often too late, or it takes substantial time and resourcesto tear up and redo—or
the project gets compromised to take advantage of what's been done and to avoid embarrassing
wadte.

You may not aways get the most positive reactionwhen you try to get peopleto focuson
theseissues a the beginning, but you'll get far better resultsat the end.

Notes

1. For athorough discusson of triple constraintsand their gpplication, see Dobson, Michad, 1996,
2-37.
2. For more: ibid, 104-16.
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Organizational and Customer Issues
In Technology Project Management

The Alchemical Mysteries

Like medieva achemists, technical professionalshave been known to use smokeand mirrors
or other obfuscatory techniques to cement their power and control and to promote the
primacy of their areas of specidization. It's ahuman tendency, and one that can be too easily
twisted to unprofessional and even destructiveends.

One theory about the origin of jargon isthat when we make up asecret vocabulary about
our career field, we get paid more. There's certainly alegitimate reason to createwords nec-
essary to define those concepts unique or specid to agiven technical field, but there's equally
atendency to go farther than strictly necessary to provide asenseof mystery and keep out the
great unwashed.

This can resultin acertain degree of macho posturingin technical project management.
This posturing is not only on the part of technical expertsand project managers, but aso on
the part of customersand other stakeholders, who, after dl, have the human tendency to want
to bein the know and use the saret handshake.

The desire to be part of the techndogical cognosoatti is the source of much project man-
agement misery, regardlessof its source. Let's ook at some sources and problemsin order
to develop solution strategies.

The Priesthood of Project Managers

A project manager is often appointed to that role becauise she possesses more specidized tech-
nica knowledge than the customer. A customer is not required to have knowledge; acus-
tomer simply must have a need.

Because we often know more than our customersabout the work to be done, thereisa
tendency to bdieve we know more about the nesd—and whilethat istrue in someinstances,
it's adangeroussupposition to make. The consequenceoften is that we deliver over-elaborate
solutionsto ssimple problems, or, worse, sol utionsto problems not in evidence becausethey're
technically elegant.

Solution. Adopt acustomer-centered attitude to your role as a project manager. Project
managersare hired hands; we exist and are employed because we solve other peopl€e's problems
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and fulfill others' needsthrough the application of our technical and managerial skills. If your
customer is not as technically sophisticated as you, it does not make your customer inferior,
ignorant, or ill informed. A project isonly successful if the customer believesthat his need was
met. If you think you've solved the problem, but the customer disagrees, you still pay—you
may not get repeat business; your reputation is not enhanced.

Thisimpliesdevel opingapersona relationshipwith the customer, somethingyour orga-
nizationdoes not aways or necessarily support. Neverthel ess,you must develop onein order
to achievefirst-rate project management results.

Firgt, invite yourself into the leadership group to seek direct customer contact. Sometimes
thisworks, evenif it's not customary in your organization, on the general theory that initiative
counts. If that doesn't work, try asking or negotiatingfor at least limited customer contact,
explaining how it's beneficia to the organization.You might try discoveringthe rationalefor
limited direct technical contact with customers. There may be some good reasons—technica
professionassometimestry to dominate the dialogue inappropriately,or do not present them-
selvesin accordance with organizational values. If specific reasons exist, you may be ableto
demonstratethat those reasonsdon't--or shouldn't—apply to you.

Next, try to recruit your own paralld intelligence network from among thosewho do have
direct customer contact. Don't take any single source of information as gospel; people natu-
rally filter information based on their own points of view.

Findly,if you aren't able to get good customer contact for this project, do your very best
anyway, but keep alog of issuesand problemsthat would have been resolved more quickly or
better had you been able to work more directly with the customer. Use thisinformation to
build acase for long-term change.

“Tim (the Tool Man) Taylor”ism

"More power (grunt, grunt)" is the mantra not only of some project managers, but aso of
certain customers. The actua need may be modest, but the proposed or desired solutionisat
the cutting edge of technology.

Thereisatoy value that goes with many technologica solutions. In many companies, see
who has the most loaded laptop: someone who actually spends her day working with the
computer, or a senior executive who seldom uses anything beyond the word processor,
spreadsheet, or email functions (1)? If it's the latter, you've identified asituation in which
technology is purchased at least in part becauseof itsinherent toy vaue—and, as most tech-
nica professionasknow, "hewho dieswith the most toyswins."

How often are projectslaunched in your organization not because of an actual need, but
rather in acompetitive desire to be first on the block with the latest and greatest toy?Or, if
thereisared need underlying the project, how often are the technical meanschosen because
of their codnessrather than whether they arefit for the task a hand?

Obvioudly, this tendency, if unchecked, resultsin substantial waste, products or projects
that don't achieve benefits, or onesthat achieve benefitsat unacceptable cost or complexity

Solution. Argumentsabout theright level of technology for aproject often revolvearound
the question of quality. A less complex or robust solution is accused of being low quality.
Rightly, no onewantsto be perceived as beingagaing quality; so the question becomes: 'What
isquality?'
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Fortunately, quality can be defined in afairly rigorous and objective manner. It doesn't
have to be thefairly fuzzy moreis more concept that it turns out to be operationally in so many
Cases.

Aswe discussed earlier, there are two major schools of thinking about quality. The first
(W. Edwards Deming, et a.) is customer-centered quality — quality involves meeting or
exceedingcustomer expectations. The second (Philip Crosby) isthat quality isconformance
to requirements.

The limits in both concepts are fairly clear. In Crosby's definition, what if the require-
ments as defined are faulty?You can do exactly what you've been tasked to do, and yet have
an unsatisfied customer. Y our repeat businessis limited, and your reputation suffers. Who
determines the requirements, and why is their judgment any better than your own?

On the other hand, Deming's standard must necessarily be devel oped at a higher level of
the organization. It's not awaysclear how quality at the detail level relatesto customer needs,
especidly from the point of view of the person who must do the actual work. Customers may
be vague or mutable in their own understanding of needs—they may not know what they
want, but they can dways tell when you haven't delivered.

Idedly, what we seek is afeedback |oop leading to afully validated definition of quality.
First comes the understanding of the customer, and from that flow detailed requirements.
The requirements, in turn, can belinked directly back to customer needs. At each level of the
project, people know what they are to do, how much is enough, and under what circum-
stancesmore isn't necessarily better.

Orient yourself and your project team toward an operational definition of quality, and
you'l find it easier to build consensuson using the right toolsthe right way to accomplishthe
right job.

Between Scylla and Charybdis —The Challenge of Multiple Projects

If it hasn't happened to you already, it's only amatter of time before you have not one but
multiple projects. And it's shortly thereafter that you first discover that managing multiple
projectsisn't merely quantitatively different, but it isalso quaitatively different (2).

Issues of quality raisetheir heads here aswell. When you have asingle project, you can—
and normally should —focus on achievingthe best quality. When you have two projects, you
normally feel some competitive strain, but through dint of hard work and crestivity, you can
often get both jobs done without forced compromises.

But what if you have five?There comesan inevitable point where the willingnessto work
hard is not enough. Something hasto give. You can't control multiple projectsto the same
level of detail and performance aswith asingle project.

Areas of conflict abound.

Conflict Areas in Multiple Project Management

Becausethere isinherent and unavoidabletension when you are in amultiple project envi-
ronment, you should analyze your portfolio of projects for the most common conflicts,
because advance understanding expands the available options.
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Chapter 14—Organizational and Customer I ssuesin Technology Project Management

Case Study 12
Baby Killing

'When we were rich, we acted rich," observed Giinter, a newly promoted new
products manager. " That meant projects sel ected not becauseof market potential, but
because of the interest or enthusiasm of specific engineers. When we became poor,
things had to change.”

Giinter inherited aproduct devel opment schedule from adisgraced predecessor
and was given his marchingorders: everything had to be completed; no products could
be cut from the schedule.

"Thefirstthing | did, of course, was cut product,” he laughed.

Whenyou're faced with an absolutesuch as this, and the absol uteseemsto take avay
any options you might have for successful completion of your project, look for the
reason underlying the absolute. In this case, there was an assumption on the part of
management (and the company's creditors) that productsequal revenueand profit, a
reasonabl e enough assumption under most circumstances. However, in thiscase, some
products that were not even potentialy profitablewere on the schedul e, they were being
pursued amost as hobby interestson the part of certain engineers.

"When | could show that compl etingthese projects meant wed lose money, | was
then ableto get them cut from the schedule. Of course, that was the easiest part of the
problem,"” observed Giinter.

The harder part of the problem was the entrenched attitudes of the engineers
whose pet projects were being threatened. "It was essentialy as if | waskilling their
babies," he said, "and they reacted accordingly"

You might assumethat in this case you should expect and requireyour subordinates
to fal in with the company srategy —and to some extent you should. On the other
hand, having a privilegetaken away is often worse than having never had it in thefirst
place. This is a recipe for creating enemies, demoralized and unproductive staff
members, and even aclimate for sabotage.

" Although this was a necessary action, the feelingsof the people losing their pet
projects was going to have a direct impact on the department's other work, and |
couldn't afford to jeopardize that,” he said. "I felt | had to confront the situation
directly and resolveit through negotiation.”

Such anegotiation involvestwo separate issues. the emotionsand the facts. While
you should try to keep them separate, both are important, and both must be resolved
in order to achieveyour gods.

"I knew that one project in particular wasvery preciousto one of my engineers,and
| was | etting him design somethingredlly cutting edge. Unfortunately, therewasn't any
commercia potential. So | set up aprivate meetingwith him and explained what | was
goingto haveto do. He gave me the silent treatment; if looks could kill, | would have
beenfried. | letit go for afew minutes, and then tried someempathy 'l canseeyou're
very upset. If | were in your shoes, I'd fed that way, too. I'd be thinking about this

continued on next page
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Chapter 14--Organizational and Customer |ssuesin Technology Project Management

Case Study 12
Baby Killing (con’t.)

newly promoted lowlifewho comesin and immediately tears out everything that was
worth workingon, how outrageous and unfair it was. ...’ | kept up in that veinfor a
few minutes, because | redly did understand how hefelt. Findly, he exploded: 'So you
think you understand?Listen, you @#$%. ... " Normally, | don't think it's agood idea
to encourage your staff to swear at you, but thiswas agpecid case. | needed to lance the
boil, and that'swhat | did. I let himyell and let off team for awhileand didn't react—
though it was difficult. After awhile, he began to calm down.

"'So, welve got aproblem,’ | summarized. What should we do about it?

"He glared a me, and after apause, said, Y ou owe me one, bigtime.’

" (ay," | replied. What do you want?

"' want my pick of projects—somethingredly good,' he said.

"WEéll, there was quite alot of work to be done, so | said, 'l think we can arrange
that. What else?

"He paused again, and after awhile said, '"How about this?How about we don't
actudly kill it, but just shelveit?If we get rich again, maybe | can go back to it.’

"That was aconcessionthat cost me nothing, and | dways agree to those. 'Okay
What else? Keep asking until you know everythingthe other person wants—some-
timesthe third or fourth request is the key You may not be able to give him every-
thing—-or it may not be desirableto do so—hut it doesn't hurt to ask

"And finaly he shook his heed and said, Y ou know, I'm redlly surprised | got avay
withit thislong. I'd just hoped | could get it finished before the inevitable happened.
Yaujust beat my timetable, that's dl." People frequently understand theissue; they just
don't think it's in their best interests to seem to understand.

"'| did somereally good design work on this project—I think afew thingscan be
savaged into other work," he said. And that was the best outcome of all.”

Giinter's processisimportant. Respect and deal with theemotionsthat people have
about the work and about change and give them achance to participate in the negoti-
ation, and you may accomplishtwo gods better quality of work, and an employeewho
reinvestsin the organization.

"It wasworthit, becauseat the end, | had ateam player again,” Giinter concluded.
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Chapter 14--Organizationaland Customer Issuesin Technology Project Management

Conflict between project driver and portfolio driver. There can be aconflict between the
driving constraint of asingle project and the driver of multiple projects. For example, the
overal concern may be revenuegeneration, but for an individual project, time may trump.
Be aware of how different constraints shape decisions, and be prepared to balance drivers
among projectsto achieve optimum results.

Optimization of the whole may require suboptimization of the parts. When your
concernistotal value or total return on aportfolioof projects, it doesn't necessarily follow
that you should adopt astrategy of maximizingthe return on each individua project. A 100
percent improvement on a$200,000 project isworth less than a20 percent improvement on
a$2,000,000 project.

Resource allocation is the ultimate priority tool. The Federal Reservebascaly hasone
tool, the adjustment of akey interest rate, with which to manage the economy Movingit up
and down has ripple effects that, while not completely controllable, have some predictiveand
causativevalue. Similarly, when you are managing multiple projects, there isonly one core
tool: the alocation of resources. How, where, and when you allocate resourcesto projects
drives dl other decisions, becauseinherently there's dways more useful work that could be
donethan thereare resources avalable with which to do it. Any priority decision not backed
by aresource-allocationstrategy is simply hot air; peoplewill quickly reslize that where the
resources are, there o is the priority.

Different projects have different stakeholders. Asan individua project manager, you
quickly learn the value of having a project champion—someone with political power and
influence who's on your side. When you are managing multiple projects, you become the
enemy to at least some of your own project managersand customers. Y our project managers
and key stakeholderswill dly in a project manager/project champion role, limiting your
authority and causing you to reverse at least some of the resource decisionsthat you make.
Part of the solution to this problem is learningin advance what fightsyou are going to lose,
and not fighting them. Project managers a any leve are hired hands, and we are hereto serve
the needs of our customers. Therefore, our decision-makingauthority is not absolute, and
tends to be exercised in conjunction and coordinationwith other power centersin our project
environment.

Importance and interest are not the same. The degree of technological challengeand
cregtivity required by aproject is not necessarily proportiona to the vaue that can be received.
This may mean reluctance on the part of some membersof your technical team to take roles
on lessinteresting projects. It may mean atendency on the part of some membersof the team
to add alevel of technological interest to a project that doesn't necessarily require it—or
whose value can be diminished thereby Keep an eye out for these tendencies, alocating
projectsto top team members not only by organizational importance but aso by interest and
chalenge. Sharethe fun.

Notes

1. Of course, the real motivefor the extra horsspower, besdes bragging rights, hes to do with the
ability to play gamesand wetch DVDs on long transcontinenta flights... which istoy valueaswell.
2 For more, sse Dobson, Miched S., 1999b, 90-92.
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Conclusion

The cartoon character Superchicken (he appeared on George of theJungle), had amotto: "You
knew thejob was dangerouswhen you took it."

The god of thisbook isto help you see both the immense rewards and satisfaction that
you can gain from effective technical leadership, as well asthe minefield beneath your feet.
Whileit's dways nerve-rackingto stand in aminefield, if you have agood map and the mines
are clearly marked, it's redly not as dangerousasit looks.

Using the inside/out management model, you focused first on yourself: your gods, Kills,
vision, values, style, needs, attitudes, and personal integrity and commitment. You are your
own primary tool, and self-developmentand growth are the best assets that you have.

Surrounding the core are the four areas in which you can develop your management
ability: 1) techniques of motivation, project management, finance, hiring and firing; 2) tools
of knowledge, resources, and power; 3) communicationsskills both logica and emotional;
and 4) systems, from total quality management to businessprocess reengineeringand beyond.

Unlikecertain physicd disciplines, management and people skillsare the subject of lifelong
learning. Teke today's step and then tomorrow's step, and you'll be on the path to achievement.
By compl etingthe personal action planin Exercise 20, you'll have agood ideawhat to do next.

Exercise 20

%

My Personal Action Plan

Takeafew minutesto go back over the sectionsof this book, noting those areas you've found
to be of particular concernor valuein your situation. Select no more than three areasto start;
you can dwaysadd more later.

1. My top three areasfor action are:

2. For eachidea, thisis my persona commitment to taking action:
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Conclusion

A. Areafor Improvement:

Action Stepsfor ThisArea

B. Areafor Improvement:

Action Stepsfor ThisArea:

C. Areafor Improvement:

Action Stepsfor ThisArea
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equipment 37, 65, 67, 69, 88, 102, 120, 135, 138

European Community 85

evaluation 30, 49, 67-68, 78, 154

executive management 103, 125

executive perspective 14, 78

expectations 10, 90, 108, 120-21, 151, 161
See also GREAT

"extraverts” 10

extrovert 10

eye contact 55, 66

F

factual thinking 3

fear 64, 87, 93, 95, 102,127, 138

federal agencies 94

federal government 14

feedback 22-23, 43, 54, 58, 62, 64, 67, 71, 76, 113,
116,135,138,140,161

feudalism 88

finance 10, 70, 77,92, 165

financial statements 77

fire in the belly 4

fiing 49, 165

fishbone diagram See Ishikawa diagram

flowchart 91

focus 3, 20-21, 25, 27, 30, 49, 52, 66, 73, 75,
84-87, 89, 94, 104, 113-16, 119, 121, 134, 137,
140,153-54,161
See also customer, -centered; customer, -focus{ed);

and customer, focus(ed)

group 114-15
team 99, 117, 158

forecast 77

formingstage 118

GREAT (Great/Roles/Expectations/Abilities/Time) 121

Ganttchart 122

geekosphere 102

geeks 3,135

geeksploitation 102

Generation X(ers) 133, 138-39

goal-oriented 59

goal oriented 52, 109

goal-related 25

goal statement 157

Godzilla Principle 30

good-enough point 12

goodies 114

grammar and usage 51-52

group norm 73

growth 21, 23, 46, 49, 67, 79, 83, 87, 105, 113, 125,
137,140,165

guidance 61, 63, 75
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hard-skill training See training, hard-skill
hero syndrome 64

Herzberg's motivation model 71
hierarchical 49, 87

hierarchy 37, 69, 72, 123, 125, 134, 153
hiring 49, 65-66, 125, 165

histogram 91

human interaction 9

human resources See resources, human
hygiene factors 71

IDP  See individual development plan (IDP)
1Q 12, 52
ISO-9000 81, 84-85

See also registrar (for ISO-9000)
ISO-9001 84
ISO-9002 84
ISO-9003 84
ISO-9004 84
"l can do it better myself" syndrome 63
immigrants 92
impatience 64
inappropriate work behaviors 118

See also behavior modification
inclusion 22-23, 71
independentwork 8, 11
individual developmentplan (IDP) 113, 115, 128
industrial model 83
industrial revolution 81, 151-52
inertia 22, 94, 105
informal information channels 142
information technology 3, 11,83-84, 101, 142
innovation 59, 87, 117, 125-28, 139
insecurity 62, 64
inside/out management model 165
internal spy network 145
International Organizationfor Standardization 84
interpersonal 14,121

and emotional strategies 12

skill(s) 66,121

transactions 14
interview 65-66, 125
introvert(s) 10
Intuitive Thinker (NT) 14

See also visionary, leader
Ishikawa diagram 86, 9 1

J

Japanese 30, 86, 89-90
managementstyle 41
See also Kaizen and kanban
java 102
See also coffee
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jerk filter 54
jitterati 102
job 11, 14- 15, 18, 20, 24, 27- 29, 42- 43, 46, 58, 62,
65- 69, 73-78, 88, 109-10, 116-17, 120, 122,
127, 130-31, 133-34, 140-42, 156, 161
See also training, on-the-job
and Generation X  138- 39
assignment(s) 64, 70, 113- 14
description(s) 25, 65- 66, 120
performance 73-74
satisfaction 18, 71-72
satisfier 8, 72
Jolt 102
Juran Institute 83
just-in-time inventory management 86

K

Kaizen 86, 89
See also total quality management (TQM)
kanban 86
See also just-in-time inventory management
knowledge 8, 12-15, 42, 53. 68, 78-80, 82, 99, 105,
107-08, 116, 120-22, 127, 130-31, 137,
154- 56, 159, 165

L

language 51, 53, 75-77, 84, 136, 157

leadership 1, 3-4, 7, 9- 10, 13- 15, 17, 20- 22, 27, 30,
41, 43, 49-50, 61, 69, 93, 95, 117, 119- 21,
125-27, 138, 143, 149, 154, 160, 165

leaming organization 86

lifelongleaming 82, 137, 165

line department(s) 101, 142- 43

listening 55, 62, 132, 139

logic 89,12, 76, 103

long-range planning See planning, long-range

M

MBE See managementby exception (MBE)

MBO See managementby objectives (MBO)

MBWA See managementby wanderinglwalkingaround
(MBWA)

MIL-Q 9858A 85

maintenance 125- 27

management as a catalyst 88

managementas a maintenance activity 125

managementas an occupation 17

management by exception (MBE) 86

management by objectives (MBO) 81, 86- 87

management by wandering/walking around (MVBWA) 81,
88, 94-95

management initiatives 94, 96, 106

managementsystems 71, 87, 94, 156

market share 83, 87

Index

marketing 10, 13, 35, 77, 111, 117
-driven company 101
Maslow's Hierarchy of Needs 69, 134
master skill list 124
matrix 49
organization 85
McKinsey 7-S Framework 49- 50
medical professionals 3
medicine 27
meetings 18, 22, 40, 73, 103, 116,118, 120
metamessage 59
micromanagement 64
middle management 127
minorities 92
mission 11, 14. 28, 37, 70, 87, 90, 101, 107,
118-20, 124
creep 145, 147
statement(s) 28, 37, 87
momentum 94
money 19, 21, 23, 29, 67-68, 73, 120, 128, 134,
143, 162
monitor pets 102
morale 41-42, 49, 62, 87, 115, 120, 139- 40
motivation 37, 49, 62, 68- 69, 71- 73, 134, 139- 40,
165
self- 42
motivational techniques 138
motivators 71- 72, 134
multiple project environment 115, 161
mushroom syndrome 58
Myers-Briggs Type Indicator 10, 14
See also Intuitive Thinker (NT) and visionary, leader

NT  See Intuitive Thinker and visionary, leader

negativity 11, 15, 118

negotiation 49, 64, 120,130, 132-33, 136, 162-63
principled 118

networking 23, 111, 129- 30

nonlogical thinking 9

normingstage 119

0

OPD See obnoxious personality disorder (OPD)

obedience 22

objectives 41, 68, 86- 87,94, 117, 120, 145, 152,
157-58
See also organizational, objectives

obnoxious personality disorder (OPD) 135

occupational safety and health 76

office politics See politics, office

on-the-jobtraining See training, on-the-job

one-way communication See communication(s), one-
way

open-door policies  See policy(ies), open-door

optimists 20
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organizational 11, 15, 37, 41, 64- 65, 76, 80, 86- 88,
90,104,113,120-21,139,149,160,164
behaviors 95
change 101, 106- 08

model 105
culture 46, 101, 105- 06, 108, 128
decision 9
development 28, 49, 119
dynamics 101
fluidity 88
goal(s) 14, 78, 129
issues 18, 29
objectives 127
perspective 9
problems 50, 68
restrictions 18
structure 84, 96, 128

output 5, 73, 89, 119, 127, 154

overloading 113, 115

oversight 61

oversupervising 140

overtime 20, 70, 156

overwork 115

P

PDCA  See plan, do, check act (PDCA)
PDSA See plan, do, study, act (PDSA)
PEBCAK See "problem exists between chair and key-
board"
PERT chart 122
POSDIC (Plan/Organize/Staff/Direct/Inspect/Control) 61
paradigm(s) 12, 20, 82- 83, 151- 52
paraphrasing 54- 55
parenting 139
Pareto Chart 91
Pareto Principle 25, 91, 133
patronization 64
people-centered 41- 43, 46
people skills 8, 10, 49, 120, 122, 124, 165
perception 52- 53, 69
perfectionism 11, 24, 62, 64
See also unyielding perfectionist
performance 28, 30, 42, 45. 62, 64. 68, 74- 76, 87,
113, 115, 118- 21, 129, 133, 140, 142, 147,
152- 53, 156- 57, 161
appraisal(s) 65,67, 71
indicators 116
issues 75, 136
measurement 93

standard(s) 70, 86, 93, 121
performingstage 119
personal 4

characteristics 9
growth 86, 153
power 129, 132
problems 139
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personality 7,9, 23, 32,41, 82, 124, 134
See also Myers-Briggs Type Indicatorand obnoxious
personality disorder
struggles 76
traits 66
persuasive 43, 53
pessimists 20
Peter Principle 4
pizza 73, 102
plan(s) 5, 23, 25, 49, 73, 85, 87, 90, 113, 119
See also action plan; POSDIC; plan, do, check, act
(PDCA); and plan, do, study, act (PDSA)
plan, do, check, act (PDCA) 90
plan, do, study, act (PDSA) 89- 90
planning 30, 37, 61, 78, 80, 87, 97, 106, 108, 120,
122, 142, 149, 156, 158
See also quality, planning
long-range 64, 127
Platinum Rule 41
policy(ies) 62, 65- 66, 76, 87, 118, 125, 142
company 72
open-door 88
political correctness 51
political skills 145
politics 3, 40, 142
office 8, 10, 18, 120, 141
poor management practice 138
positive thinking 20
power dynamic 129, 132
power role(s) 129- 31
practice 24, 35, 58, 70, 80, 83, 86, 88, 93- 95
praise 13, 71, 108, 134, 137
principled negotiation See negotiation, principled
priorities 14, 25, 63- 64, 153
"problem exists between chair and keyboard" (PEBCAK)
102
problem-solving 69, 131
problem solving 11, 28, 37, 90, 119, 131, 136
structured 65
process controlchart 85
procrastination 140
product champions 127
product development 84, 101, 162
new 111,142
productivity 1, 14- 15, 41, 64, 68, 85, 88, 103-04,
107, 113, 115-16, 119-20
professionaldress 13
professional skill(s) 19, 23- 24
profit sharing 107
profitability 87
project 5
See also multiple project environment
change 147
manager 30, 37, 122, 152, 155-56, 158-60, 164
working 61
oriented 3, 109, 111
team See team, project
promotion(s) 3, 27, 37, 61, 63-64, 73, 113
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Q101 (Ford's) 85
quality 8-13, 28, 52, 65, 70, 75, 82, 87, 89-93,
104- 05, 113, 120, 125- 26, 131, 143, 153, 160,
163
See also customer, -centered quality
assurance 49, 84, 89
circles 89
control 89, 92
See also statistical quality control
costof 93
improvement 83, 86, 92,119
management 84, 86, 92
See also total quality management (TQM)
movement 90-91
planning 92
program 85-86

R
R&D 92,125,143,154
rapport 12

rationality 9, 12

recognition 62, 71-72, 86, 119, 134

recruiting 65-67

recruitment 37, 135

reengineering 81, 83-84, 115, 125
See also business process reengineering (BPR)

registrar (for IS0-9000) 85

relationship(s) 8, 10, 13-14, 21-23, 49, 54, 65, 72,
76, 86, 91, 101, 104, 106-07, 116, 118-19, 125,
127-32,136,141-43,160
power 130-32

reorganization 95

reporting 49, 94, 122

requirements 53, 65-66, 84, 148, 153
See also conformance to requirements

research 42, 65, 67, 71, 82, 89, 108, 127, 145
See also biomedical research

resources 12,16, 37, 39, 62, 80, 84, 96, 119-20,
123, 130, 142- 43, 153, 157- 58, 164- 65
human 65-67, 74, 77,144

respect 9-10, 14, 21-22, 37, 40, 43, 52, 64,129,
134,163
power 130-31,133,137

rewarding 11, 21, 64, 70

rhetoric power 130, 132

risk taking 117

run chart 91

S

S | (directingstyle) 42

82 (coachingstyle) 42

S3 (supportingstyle) 42

S4 (delegatingstyle) 42

SDWT  See team, work, self-directed (SDWT)

Index

SMART (specific, measurable, agreed-upon, realistic, time-
specific) 106, 122, 157

SPC See statistical process control (SPC)

sales 4,10, 87,117,156

ScatterDiagram 91

schedulingboard 115

scientific management 81, 88, 151

Second Law of Thermodynamics 94

self-assessment 1,5, 7, 17-19, 21, 136

self-confidence 41-42

self-directed work team (SDWT)  See team, work, self-
directed

self-leadership 127

self-management 20, 127

self-motivation See motivation, self-

semantic content 53

seminar 68, 96, 139

semi-official positions 37

senior executive service 14

senior management 40, 65, 70, 77-78, 92, 95, 107,
132,134,141

sensitive information 13

sexual harassment 76

shared values 49

Sharpen the Saw 12

Shewhart Cycle 90

Situational Leadership |l

skunk works 127-28

social awkwardness 15

soft-skilltraining See training, soft-skill

software engineering 42

specialist group structure 117

specialization 14, 130, 159

staffingdepartments 101, 142-43

staffing development 28, 61, 64, 68, 92, 115

standards 8, 10, 12, 70, 76, 84-86, 121, 125, 157

star performers 12

statistical process control (SPC) 89

statistical quality control 89

statistics 89, 92

stereotypes 7

storming phase 118

strategic vision See vision, strategic

strategy 14, 16, 30, 49, 51, 55, 68-69, 84, 114, 133,
142-43,162,164

structure 49, 68, 85, 88, 92,109, 111-13, 116-17,
125,134-36
See also organizational, structure, and team,

structure

structured problem solving See problem, solving, struc-
tured

style 20, 37, 41-42, 46, 49, 62, 64, 66, 114, 152,
165
See also S1 (directingstyle), S2 (coachingstyle), S3

(supporting style), and S4 (delegating style)

flexibility 9, 41, 46
supervisory 41, 43, 45-46, 49, 127

42, 46
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success 4-5, 7, 11- 13, 15, 20, 27- 28, 70, 82, 89,
94-95, 97, 117, 119-22, 142-43, 146-47, 149,
155

sugar 73,102, 134

supervision 20, 37, 49, 78, 99, 125, 139, 153
See also oversupervising

supervisor(s) 37- 38, 45, 67, 69, 75, 88, 139, 143- 44
working 61, 64

supervisoryrote(s) 43, 119

supervisorystyle See style, supervisory

supportingstyle  See S3 (supporting style)

survivor's guilt 75

systems 37, 39, 49, 84- 85, 87, 89-90, 94, 116, 120,
123, 127, 165
approach to human beings 81
trackingand control 115

T

TQM See total quality management (TQM)
tardiness 73
targets of excellence 85
task-centered 41-42, 46
team(s) 11, 14- 15, 18, 24, 28, 40, 58, 64- 66,
77-78, 83, 86-91, 95, 99, 101, 103-09, 111,
115-35, 139-44
See also continuous improvement, team(s) and
teaming
building 49, 68, 75, 91, 121
composition 124
concept 75,118
culture 103-05, 117, 120
development 122
goal(s) 88-89, 117-127, 129
leader(s) 37,45
learning 87
member(s) 17, 22, 29, 37- 39, 41- 44, 46, 49, 51,
59, 62- 64, 66- 68, 71, 73, 81- 82,86, 91, 97,
105, 107- 08, 113, 115- 25, 129- 37, 139- 40,
142, 152- 53, 158, 164
See also teamwork
performance 71, 117, 124
player(s) 70, 82, 163
process(es) 120-21
project 23, 37, 89, 122-24, 127, 153,161
structure 99, 117-18, 120-22, 127
tiger 127-28
work 89,91, 117, 122
self-directed (SDWT) 89, 116, 126- 27
teaming 91, 117, 120
See also team(s)
teamwork 75, 87, 88, 90, 101, 116, 117, 121, 122,
140
See also team, member(s)
technical 43, 49, 61, 101, 104, 130, 136, 145, 149,
151- 55, 165
See also training, technical
challenges 18, 64
issues 12, 157
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problems 13
professional(s) 1, 3-4, 7, 9- 15, 17- 20, 27- 28,
38, 52-53, 58, 62, 64- 65, 67- 69, 71, 73, 76,
81- 82,91, 94, 99, 107, 109, 122, 129,
133- 35, 141, 154, 15960
as managers 14
culture 101
of technical 133
skills) 13, 76, 105, 113, 120- 21, 133- 34,
137-38
wizard(ry) 135, 138
work 11, 27, 49, 64, 138
technoliteracy 138
technological change 83, 138
termination 73-74
Theory X 41-42, 88
Theory Y 41-42
TheoryZ 41
tiger team(s) See team(s), tiger
time and-motionstudy 88
time management 25
tone of voice 53
total quality management (TQM) 81- 84, 86, 89, 90-91,
104, 106, 115, 165
See also customer, -focus(ed), customer, focus(ed),
and Kaizen
trackingand control system See systems, trackingand
control
trainers 68
training 12, 21- 24, 37, 41, 49, 69, 74- 76, 80, 92- 93,
105, 113, 117, 119- 20, 124- 25, 127, 134, 139,
149
See also cross-training
hard-skill 68
soft-skill 68
on-the-job 63, 68, 120
technical 120
transition 3-4, 7, 17, 19- 20, 27, 31, 106
treeware 102
Tuckman model 118, 127
tumover 116, 133- 35

U

understudy 116, 135
union contracts See contracts, union
unofficial organization 129, 141
unyielding perfectionist 135

See also perfectionism

'

value(s) 8- 14, 16, 28, 45, 68, 71, 76, 80, 83, 88,
101, 107-08, 118, 120, 138, 141, 155-56,
164-65
-driven 85
added 11, 29
core 4,85
shared 49-50
toy 160
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vision 28, 70, 87,107, 118, 120, 134, 138, 165
statement 101
strategic 14
visionary 14,44,71
leader 14. 71
See also Intuitive Thinker
visual management 115,122
vocabulary 52, 159
voice mail 53-54

WAW (Waiter-Actor-Webmaster) 102
WII-FM (What's in it for me?) 107
wages and benefits 72
walk-away power 133

walk the talk 95, 107

win/win  143-44

won't-do problem 69

work breakdown structure 122
work maturity 113, 115-16, 128
work organization 99

work rules 75

work team See team, work
Workforce 2000 81, 92-93
working conditions 72

working project manager See project, manager, working

working supervisor(s) See supervisor(s), working
workload 3, 29, 115, 140
written goal(s) 147

YA

ZBB See zero-base budgeting (ZBB)
zero defects 92-93

zero-base budgeting 94

zonks 114
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Upgrade Your Project Management
Knowledge with Firg-Class
Publicationsfrom PM|

A GUIDE TO THE PROJECT MANAGEMENT BODY OF

Since the Project Management Ingtitute last published A Guide to zhe
Project Management Body of Knowledge (PMBOK® Guide)in 1996, the
publication has received widespread acclaim. The PMBOK® Guide serves
as a referencefor anyoneinterestedin project management by focusing on
knowledgeand practicesapplicableto mogt projectsmost f thetime.

The PMBOK® Guide has become the de facto global standard for
project management. And, itsacceptanceas an official project management
standardis evidenced by itsadoption by the American Nationd Standards
Indtitute as an American Nationd Standardin September 1999.

With currently over 500,000 copies o the PMBOK® Guidein circu-
|ation, PMI has received numerous positivecomments, suggestionsfor cor-
rections, and recommendations for improvements. As a consequenced
thoseinputsand theexpansiond the body d knowledge, PMI volunteers,
under the project leadershipd CynthiaBerg, IVIP, have stepped forward
once again to aid the profession by preparing an updatedversion d the

PMBOK® Guide.
1sBN: 1-880410-23-0 back);isen: 1880410222 (hardoover);
ISBN: 1880410257(05%) ) (e )

PMI PROJECT MANAGEMENT SALARY SURVEY
2000 EDITION

Theré's more to a rewarding career in project management than a
paycheck. But in today's tight labor market, it's easy to wonder how your
salary and compensation package compare to your colleaguedonn the hall
or even with an associate on another continent. And current, accurate
information on compensation can help you make important decisions
about specificproject management career choices.

In thisvauable new book, you'll learn about dl areasd project man-
agement compensation, such as salary, bonuses, benefits, training, and
retirement. Youll get an in-depth, detailed pictured compensation trends,
such as totd rewards packages, providing ingght into the " thought-process”
behind compensation today. Informationfound in this new book includes
learningabout different methods that are being used by employersto com-
pensateand retain project managersworldwide—from thesized bonus
packagesand how they relate to projectsto how compensation may vary
basad on managingmultipleprojectsand the budget sze d those projects.
1seN: 1-880410-26-5(peperback)

EARNED VALUE PROJECT MANAGEMENT
SECOND EDITION

"Earned value" is a project management techniquethat is emerging as a
vauabletool in the management o all projects, including andin particular
software projects. In its most simple form, earned value equates to
fundamental project management.

Thisis not a new book, but rather it is an updated book. Authors
QuentinHeming and Joel K oppe man have made someimportantadditions.

In many cases, therewill be no changesto agiven section. Butin other sec-
tions, the authorshave made substantial revisions to what they'd described
in thefirst edition. Flemingand Koppeman'sgoal remains the same with
this update: describeearned vaue project managementin its most funda-
menta form, for applicationto all projects, of any sze or complexity

Earned Value Project Management, Second Edition may be the best-
written, mogt easily understood project management book on the market
today. Project managerswill welcomethisfresh trandation o jargon into
ordinary English. The authors have mastered a unique "early-warning”
Sgnd d impending cost problemsin timefor the project manager to react.
1SBN: 1880410273 (paperback)

PROJECT MANAGEMENT EXPERIENCE AND KNOWLEDGE
SELF-ASSESSMENT MANUAL

In 1999, PMI® completed a role delineation study for the Project
Management Professional (PMP®) Cartification Examination. A role
delineation study identifies a profession's major performance domains
(e.g., initiating the project or planning the project). It describesthe tasks
that are performedin each domain, and identifiesthe knowledgeand skills
that are required to completethe task.

The role delinestion task statementsare presented in thismanua in a
format that enablesyou to assesshow your project managementexperiences
and training/education knowledgelevels prepare you to completeeach o
the task statements.

Individualsmay use all d thesetools to enhance understandingand
application d AV knowledge to satisfy personal and professional career
objectives. The self-assessmentrating should not be used to predict, guar-
antee, or infer successor failureby individuasin their project management
career, examinations,or related activities.

ISBN: 1-880410-24-9, (paperbeack)

PROJECT MANAGEMENT PROFESSIONAL (PMP) RoLE
DELINEATION STUDY

In 1999, PMI® completed a role delineation study for the Project
Management Professiona (PMP®) CertificationExamination.In addition to
being used to establish the test specificationsfor the examingtion, the study
describes the tasks (competencies) PMPs perform and the project
management knowledge and skills PMPs useto completeeach task. Each
d thestudy's Tasksislinked to a performancedomain (e.g., Planningthe
Project). Each task has three components to it: what the task is, why the
task is performed, and how theis task completed.

The Role Delineation Study is an excellent resource for educators,
trainers, administrators, practitioners,and individualsinterestedin pursuing
PMP certification.
1seN: 1-880410-29-X, (peperback)



PM 101
ACCORDING TO THE OLDE CURMUDGEON

Former editor-in-chief for PMI®, Francis M. Webgter Jr. refersto himsaf as
"the olde curmudgeon.” After reading his new book, it is difficult to see
how this description applies. Whet Webster deliversin B 701 According
to the Olde Curmudgeon: An Introduction to the Basic Concepts of
Project Management isinsider information dispensedwith afriendly arm-
around-the-shouldersapproach.

Thisisa book o veteran do'sand don'ts, generously sharedwith novice
project managers. \Webster'spassionis modem project management, those
aspectsd thefield not given adequateattentionin the past. Youll learn the
nine essential skills d modern project management, making this an
essential book for your project management library.

Writingas the" olde curmudgeon,” Webster lets new project managers
in on thetricksd thetrade. By following his advice, the most inexperienced
novice should look good. In B 101, Webster shares hiswell-reasoned,
well-organized observations. This carefully written manud isfull d idess,
distinctions, rules, and metaphors-even commandments. ®M 707 is
essential for new project managerswho need to come df the blockson the

right foot fast!
ISBN: l—880410-55-9,(paperback)

THE PROJECT SPONSOR GUIDE

This to-the-point and quick reading for today's busy executives and
managers is a one-of-a-kind source that describes the unique and
challenging support that executives and managers must provide to be
effectivesponsorsd project teams. The Project Sponsor Guideisintended
for executives and middle managers who will be, or are, sponsors o a
project, particularly cross-functiona projects. It is aso helpful readingfor

facilitatorsand projectleaders.
1sBN: 1-880410-15-X (paperback)

DON'T PARK YOUR BRAIN OUTSIDE
A PRACTICAL GUIDE TO | MPROVING SHAREHOLDER VALUE
WwiTH SVART MANAGEMENT

Don't Park Your Brain Outside is the thinking person's guide to
extraordinary project performance. Francis Hartman has assembled a
cohesiveand balanced approachto highly effective project management. It
is deceptively simple. Caled SMART™ this new approach is Strategically
Managed, Aligned, Regenerative, and Transitional. It is based on research
and best practices, tempered by hard-won experience. SMART has saved
sgnificant time and money on the hundreds o largeand small, smpleand
complex projectson which it has been tested. Areyour projects SMART?
Find out by reading this peopl e-orientedproject management book with an
atitude!

iseN: 1-880410-48-6 (paperback)

THE ENTERPRIZE ORGANIZATION
ORGANIZING SOFTWARE PROJECTS FOR ACCOUNTABILITY AND
SUCCESS

Evary day project leaders are approached with haunting questions like:
What is the primary reason why projects fail? How technical should
managers be? What are the duties of a project management office?
These haunting questions, along with many more, are jus afew o the
questionsand answersWhitten discussesin hislatest book, The EnterPrize
Organization. This book is for seasoned employees, aswel as for those
just entering the workforce. From beginning to end, you will recognize
familiar ways to define the key project roles and responsibilities, and

discover some new ideasin organizing a Software project.
ISBN: l-880410-79-6(paperback)

A FRAMEWORK FOR PROJECT MANAGEMENT

This complete project managementseminar course providesexperienced
project managerswith an easy-to-use set of educational tools to help them
deliver a seminar on basic project management concepts, tools, and
techniques. A Framework for Project Management was developed and
designed for seminar leaders by a team d experts within the PMI®
membership,and reviewed extensvely during its development and piloting
dage by ateam d PMPs.

ISBN: 1-880410-82-6(Facilitat0r's Manual Set)
1sBN: 1-880410-80-X (Participants' Manual Set)

THE PM| PROJECT MANAGEMENT
Fact Book

A comprehensiveresource o information about PMI® and the profession
it serves. Professonals working in project management require
information and resources to function in today's globd business
environment. Knowledge along with datacollectionand interpretationare
often key to determining success in the marketplace. The Project
Management Ingtitute (PMI®) anticipatesthe needs d the professionwith

The M ProjectManagement Fact Book.
ISBN: l—880410-62—1(paperback)

ThePMI® Project Management Software Survey offersan efficientway to
compare and contrast the capabilities d a wide variety o project
management tools. More than two hundred softwaretools are listed with
comprehensiveinformation on systems features; how they perform time
andyss, resource andyss, cost analysis, performanceanalysis, and cost
reporting; and how they handle multiple projects, project tracking,
charting, and much more. Thesurveyisavauable tool to help narrow the
field when selectingthe best project management tools.

ISBN: l-880410-52—4(paperback)
1sBN: 1-880410-59-1(cp-rRoM)

THEJUGGLER'S GUIDE TO
MANAGING MULTIPLE PROJECTS

This comprehendve book introduces and explains task-oriented,
independent, and interdependentlevelsd project portfolios. It saysthat you
mugt firgt have astrongfoundationin time managementand priority setting,
then introduces the concept o Portfolio Management to timeline multiple
projects, determinetheir resource requirements, and handle emergencies,

puttingyou in charge for possibly thefirst imeinyour life
ISBNF%—880410-65—6 (paperback)

RECIPES FOR PROJECT SUCCESS

This book is destined to become "the"* reference book for beginning
project managers, particularly thosewho like to cook! Practical, logicaly
developed project management conceptsare offeredin easily understood
termsin a lighthearted manner. They are gpplied to the everyday task of
cooking—from Smple, Singledishes, such ashomemadetomato sauce for
pasta, madefrom the bottom up, to increasingly complex dishes or meds
for groupsthatin turn requirean understanding o more complex project
management terms and techniques. The transition between cooking and
project management discussions is smooth, and tidbits o information

provided with the recipes areinterestingand humorous.
ISBN: l—880410-58—3(paperback)



TooLs AND TIPSFOR TODAY'S
PROJECT MANAGER

This guidebook is vauable for understanding project management and
performingto qudity standards. Includes project management conceptsand
terms-old and nev—thet are not only defined but also are explained in
much greater detail than you wouldfind in atypica glossary. Also included
are tips on handling such seemingly simple everyday tasks as how to say
"Nd" and how to avoid telephonetag. Its a reference youll want to keep
closeat hand.

ISBN: 1-880410-61-3 (paperback)

THE FUTURE OF PROJECT MANAGEMENT

The project management profession is going through tremendous
change—hoth evolutionaryand revolutionary. Somed these changesare
internallydriven, while many are externally driven. Here, for thefirst time,

isacompositeview o some major trendseccurring throughout theworld

and theimplicationd them on the professond project management and

on the Project Management Institute. Read the views d the 1998 RVII

Research Program Team, awell-respectedfuturist firm, and other authors.
This book representsthe beginningd a journey and, throughinputsfrom

readersand others, it will continueasawork in progress.

IBN: 1-880410-71-0 (paperback)

NEW RESOURCES FOR PMP CANDIDATES

Thefdlowing publicationsare resourcesthet certificationcandidatescan use
to gain information on project management theory, principles, techniques,
and procedures.

PMP RESOURCE PACKAGE

Daing Busness| nternationally: TheGuide to Cross-Cultural Success
ly TerenceBrake, Danidle Waker and ThomasWaker

EarnedVaue Project Management, Second Edition

ly QuentinW. Hemingand Jod M. Koppdmen
Effective Project Management: How to Plan, Manage and Ddliver Projects
on Timeand Within Budget

ly Robart K Wysocki, e al.

AGuideto the Project Management Bady of Knowledge (PMBOK® Guide)
by the PMI Standards Committee

Global Literacies: Lessonson Business Leadersbip and National Cultures
ly Robert Rosn (Editor), PatriciaDigh and Ca Phillips

Human Resource Skillsfor the Project Manager

by Vigy K. Vama

TheNew Project Management

by J. Davidson Frame

Organizing Projedtsfor Success

by vijay K Vama

Principlesof Project Management

ly John Adams et d.

Project & Program Risk Managament

by R Ma Wideman, Editor

Project Management Casebook

edited by Daid 1 Cleland, €t al.

Project Management Experience and Knonledge Self-Assessment Manual
by Project Manegemett Ingtitute

Project Management: AManagerial Approach, Fourth Edition

by Jack R Meredith and Samud J. Mantd Jr.

Project Management: A Sysemsdpproach to Planning, Scheduling, and
Contralling, Seventh Edition

ly Hardld Kerzner

A GUIDE TO THE PROJECT MANAGEMENT BODY OF
K NOWLEDGE (PMBOK® GuUIDE) -

The basic management reference for everyone who works on projects.
Sarvesasatool for learning about the generally accepted knowledge and
practicesd the profession. As *management by projects” becomes more
and more a recommended business practice worldwide, the PMBOK®
Guide becomesan essentia sourced informationthat should be on every
manager's bookshelf. Avalable in hardcover or paperback, the PMBOK®
Guide is an official standards document d the Project Management
Ingtitute.

IBN: 1-880410-12-5 (paperback), ISBN: 1-880410-13-3 (hardcover)

MANAGING PROJECTS
STEP-BY-STEPT™

Follow the steps, standards, and proceduresused and proven by thousandsd
professiona project managers and |eading corporations. This interactive
multimedia CD-ROM, based on PMI’s PHBOK® Guide, will enable you to
cusomize, standardize, and distribute your project plan standards,
procedures, and methodology across your entire organization. Multimedia
illustrations using 3-D animations and audio make this perfect for both self-
paced trainingor for use by afedilitator.

PMBOK Q&A

Use this hendy pocket-szed question-and-answer study guide tolearn more
about the key themes and concepts presented in PMI's international
standard, P¥BOK® Guide. More than 160 multiple-choicequestionswith
answers (referenced to the PMBOK® Guide) help you with the breadth o
knowledgeneeded to understand key project management concepts.
IBN: 1-880410-21-4 (paperback)

PMI PROCEEDINGSLIBRARY CD-ROM

Thisinteractiveguide to PMI’s annual Seminars & Symposum proceedings
offers a powerful new option to the traditiona methods d document
storageand retrieval, research, training, and technical writing. Contains
completepaper presentationsfrom PMI '92-PMI '97 with full-text search
capahility, convenient onscreen readability, and PG/Mac compatibility.

PMI PUBLICATIONS LIBRARY CD-ROM

Udng state-of-the-art technology, PMI offers complete articles and
informationfrom its mgjor publications on one CD-ROM, including iV
Network (1990-97), Project Management Journal (1990-97), and A
Guide to the Project Management Body of Knowledge. Offers full-text
search capability and indexing by PMBOK® Guide knowledge areas.
Electronic indexing schemes and sophigticated search engines help to
quicklyfind and retrievearticles thet are relevant to your topic or research
area



Project Management for Managers
Mihaly Gorog. Nigel J Smith
ISBN: 1-880410-54-0 (paperback)

Project Leadership: From Theory to Practice
Jeffery K Pinto, Peg Thoms, Jeffrey Trailer, Todd Palmer,
Michele Govekar

ISBN: 1-880410-10-9 (paperback)

Annotated Bibliography of Project and Team Management

David |. Cleland, Gary Rafe. Jeffrey Mosher
ISBN: 1-880410-47-8 (paperback)
ISBN: 1-880410-57-5 (CD-ROM)

How to Turn Computer Problems into
Competitive Advantage

Tom ingram

ISBN: 1-880410-08-7 (paperback)

Achieving the Promise of Information Technology
Ralph B. Sackman
ISBN: 1-880410-03-6 (paperback)

Leadership Skills for Project Managers
Editors' Choice Series

Edited by Jeffrey K. Pinto, Jeffrey W Trailer

ISBN: 1-880410-49-4 {paperback)

The Virtual Edge
Margery Mayer
ISBN: 1-880410-16-8 (paperback)

The ABCs of DPC

Edited by PM!I's Design-Procurement-Construction
Specific Interest Group

ISBN: 1-880410-07-9 (paperback)

Project Management Casebook
Edited by David I. Cleland, Karen M. Bursic,
Richard Puerzer, A. Yaroslav Viasak

ISBN: 1-880410-45-1 (paperback)

Project Management Casebook
Instructor's Manual

Edited by David I. Cleland. Karen M. Bursic,
Richard Puerzer, A. Yaroslav Vlasak

ISBN: 1-880410-18-4 (paperback)

The PMI Book of Project Management Forms
ISBN: 1-880410-31-1 (paperback)
ISBN: 1-880410-50-8 (diskette version)

Principles of Project Management
John Adams et al.
ISBN: 1-880410-30-3 (paperback)

OrganizingProjects for Success

Human Aspects of Project Management Series, Volume 1L
Vijay K. Verma

ISBN: 1-880410-40-0 (paperback)

Human Resource Skills for the

Project Manager

Human Aspects of Project Management Series, Volume 2
Vijay K. Verma

ISBN: 1-880410-41-9 (paperback)

Managing the Project Team

Human Aspects of Project Management Series, Volume 3
Vijay K. Verma

ISBN: 1-880410-42-7 (paperback)

Value Management Practlce
Michel Thiry
ISBN: 1-880410-14-1(paperback)

Decision Analysisin Projects
John R Schuyler
ISBN: 1-880410-39-7 (paperback)

The World's Greatest Project
Russell W Darnall
ISBN: 1-880410-46-X (paperback)

Power & Politics in Project Management
Jeffrey K. Pinto
ISBN: 1-880410-43-5 (paperback)

Best Practicesof Project Management Groups in Large Functional

Organizations
Frank Toney, Ray Powers
ISBN: 1-880410-05-2 (paperback)

Project Management in Russia
Viadimir |. Voropajev
ISBN: 1-880410-02-8 (paperback)

AFramework for Project and Program Management Integration
R. Max Wideman
ISBN: 1-880410-01-X (paperback)

Quality Management for Projects & Programs
Lewis R, Ireland
ISBN: 1-880410-11-7 (paperback)

Project & Program Risk Management
Edited by R Max Wideman
ISBN: 1-880410-06-0 (paperback)
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www.pmibookstore.org
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