
The Human Aspects of Project Management 

Managing the 
Project Team 

Volume Three 

Vijay K. Verma, I! Eng., M.B.A. 

Project Management Institute 
4 Campus Boulevard 

Newtown Square, Pennsylvania 19073 USA 
61 0/356-4600 



Library of Congress Cataloging-in-Publication Data 

Verma, Vijay K., (1949- ) 
Managing the project team / Vijay K. Verma. 

P . cm. 
Includes bibliographical references and index 
Contents: v. 3. Managing the Project Team 
ISBN: 1-880410-40-0 (pbk. : alk. paper) 
1. Industrial project management. 2. Matrix organization. 

3. Work groups. I. Title. 
HD69.P75V47 1995 
658.4'04--dc20 95-40579 

CIP 

ISBN: 1-880410-42-7 v.3 

Copyright 01997 by the Project Management Institute. All 
rights reserved. Printed in the United States of America. No 
part of this work may be reproduced or transmitted in any 
form or by any means, electronic, manual, photocopying, 
recording, or by any information storage and retrieval system, 
without prior written permission of the publisher. 

"PMI" and the PMI logo are service and trademarks regis- 
tered in the United States and other nations;"PMP" and the 
PMP logo are certification marks registered in the United 
States and other nations;"PMBOR', "PM Network", and 
"PMI Today" are trademarks registered in the United States 
and other nations; and "Project Management Journal" and 
"Building professionalism in project management." are trade- 
marks of the Project Management Institute, Inc. 

PMI@ books are available at special quantity discounts to use 
as premiums and sales promotions, or for use in corporate 
training programs as well as other educational programs. For 
more information, please write to the Bookstore 
Administrator, PMI Publications, Four Campus Boulevard, 
Newtown Square, PA 19073-3299 USA, or e-mail: 
booksonline@pmi.org. Or contact your local bookstore. 

The paper used in this book complies with the Permanent 
Paper Standard issued by the National Information Standards 
Organization (239.48-1984). 



Table of Contents 
Dedication 6 
Foreword 7.8 
Preface 9 
Acknowledgments 15 
Change Management, Project Management, and Teamwork 17 

Understanding the dynamics of change 18 
Managing organizational change 25 
Teamwork-A key to managing change 32 
Managing changes in a project environment 42 
Summary 54 

Team Dynamics and Cultural D'irsity 59 
Groups and project teams 60 
Team dynamics and effectiveness 68 
Cultural diversity and project management 89 
Managing international projects 101 
Summary 107 

Effective Team Building 1 13 
About team building 114 
Organizing the project team 122 
Practical guidelines for team building 133 
Summary 148 

Developing EfFective Project Teams 153 
Developing a project team for success 
Developing a team communication plan '%9 
Effective team decision-making 171 1 
Managing project teams during the project 182 
Summary 189 

Inspiring High Team Performance 193 
Managing communication challenges 194 
Developing trust and motivation 201 1 
Managing team morale 208 
Team leadership 216 1 
Summary 223 

From Self-Managed Work Teams to self- dated Project Teams 225 
About self-managed work teams 226 
Empowerment: A key element of SMWS and SMPTs: (The self-motivated 

project team) 232 
Fostering an SMPT cutture through empoherment 235 
Creating and maintaining SMPTs 242 1 
Leadership in SMPTs 256 
Summary 265 

References 268 

Index 293 
Appendix: Self-Assessment Exercises 28 



Dedication 

For my late parents and Taya Ji for their 
inspiration; for Shiksha, my wife and my best 
friend; and for our children, Serena, Naveen, 
and Angelee, who taught me the practical side 
of dealing with people and teamwork. 

Through teamwork, ordinary people can 
produce extraordinary results. 



Foreword to Managing the Project Team 
Like it or not, teams and teamwork are here to stay! Personally, as some- 
one who was raised to cherish rugged individualism, I feel an ambiguity 
about this reality. When I think of working with others in a group, I get 
nervous about "groupthink." Could Einstein's theory of relativity have 
been created in a team environment? Could Othello have been authored 
by a team of writers? 

Despite my concerns about groupthink, I recognize that in today's 
complex world, no one individual has the insights and skills needed to 
deal with many of the problems we commonly encounter. The need for 
team-based solutions is a reality we must reckon with. People who want 
to survive and thrive in today's messy bukiness environment must recon- 
cile themselves to this truth. 

In attempting to conduct our affairs by using teams, we should be alert 
to the fact that it is mighty hard to put together effective teams. In their 
best-selling book, The Wisdom of Teams, Katzenbach and Smith point out 
that there is more to creating a team than simply putting a bunch of peo- 
ple together to work on a problem. Five people stuck in an elevator that is 
trapped between floors do not constitutt a team. However, these same 
five people working together to deal with their problem do. 

Most of the teams I run across in my work fall under Katzenbach and 
Smith's categories of preliminary teams, potential teams and pseudo 
teams. In each of these cases, team members are not working together to 
define common goals and to set out to achieve them through their mutu- 
al efforts. What Katzenbach and Smith define as real teams and high-per- 
forming reams are the ideals that we should strive for. 

Vijay Verma has done an admirable job of providing us guidance on 
steps we can take to create real and high-performing teams. He begins 
with the premise that today's complex, competitive, fast-paced world de- 
mands that nontrivial problems be tackled by means of teams and team- 
work. He also acknowledges that it is not easy to create effective teams. In 
addition to dealing with personality issues, team building requires leader- 
ship, coping with cultural differences, and gaining support from the orga- 
nizational environment. Verma deals with these and other issues and of- 
fers us a road map to find our way to creating capable teams. 

b. Davidson Frame, Ph.D., PMP 
Director, International Center for Project Management Excellence, 

George Washington University 
Director of Educational Services, Project Management Institute 

November 19,1997 



Foreword to me Human Aspects of Project Management Series 
Today's ever-changing business environment requires new approaches to 
project management, which has become an important tool for dealing with 
time-to-market, resource limitations, downsizing, and global competition. 
As markets and project organizations become more dynamic, administra- 
tive and technical skills alone are no longer sufficient to deal with the com- 
plexities of modern project undertakings. Project managers who want to 
compete on a world-class level must understand the human side of their 
organizations and business processes. They must be social architects who 
can work across levels and functions of the organization, continuously im- 
proving the business process and fostering an ambiance conducive to inno- 
vation, risk-taking, self-directed teamwork, commitment, quality, and self- 
improvement. 

The Human Aspects of Project Management series offers project man- 
agers and their teams the conceptual and practical guidelines for leading 
people effectively and confidently towards challenging project objectives. 
The series goes beyond the traditional, linear approach to project manage- 
ment, which assumes that project budgets and schedules can always be clear- 
ly defined and can form the cornerstone for tracking and controlling a pro- 
ject. By focusing on the human side, Verma offers a fresh approach to modern 
project management. He shows how to unleash higher levels of creativity, 
productivity, quality, and commitment from the project team by considering 
the human aspects. 

With these books, the seasoned management practitioner or scholar who 
understands the conventional tools and techniques of project management 
but wants to go beyond the basic framework can gain a better understand- 
ing of the factors that drive project performance. The Human Aspects of 
Project Management provides a conceptual construct for managing modern 
projects. It offers concrete suggestions for dealing with diverse project teams, 
issues of delegation, empowerment, accountability, control, commitment, 
organizational linkages, alliances, and the intricacies of matrix management. 
Perhaps most important, the concepts set forth in this series will allow pro- 
ject leaders to build a true project team, which includes alliances with the 
business organization, support groups, and project sponsors. Such a project 
team establishes the foundation for an effective and productive project 
management system that can solve complex problems,and produce quality 
results. 

- Hans]. Thamhain, Ph.D. 
Bentley College 



Preface I 
Why This Series of Books? I 

Managing projects requires unique skilis and techniques, different from 
those needed to manage ongoing operations. As project management moves 
into the 21st century, project managers face the challenges of operating in 
a project environment characterized by high levels of uncertainty, cross-cul- 
tural teams, and global competition for competent human resources. These 
challenges can be met by developing a clear understanding of human fac- 
tors in project management and by effective use of the human resource 
management skills that are required to inspire project stakeholders to work 
together in order to meet project objectives. 

Extensive literature and many software packages are available for the 
traditional aspects of project management: planning, scheduling, and re- 
porting; cost control and risk analysis; and management of scope and qual- 
ity. Yet most project managers agree that the real management challenges 
lie not in technical problems but in the behavioral and organizational as- 
pects of projects. 

We sometimes forget that, despite the rkent information and technology 
revolution in project management, people are at the center of projects. Peo- 
ple determine the success or failure of a Jroject. They define project goals. 
They plan, organize, direct, coordinate, and monitor project activities. They 
meet project goals and objectives by using interpersonal and organizational 
skills such as communication, delegation, decision-making and negotiation. 
In project environments, people can be viehed as problems and constraints- 
or as solutions and opportunities. 

Human resource management is therelore a vital component of project 
management. Many books on general management, personnel manage- 
ment, and organizational behavior contain concepts and techniques that 
support project management. But understanding the myriad complex hu- 
man factors that determine project success requires research and experi- 
ence specific to the project environment. The Project Management Insti- 
tute has played a leadership role in this Area by developing practical and 
thought-provoking literature and the A Guide to Project Management 
Body of Knowledge, which includes human resource management as one 
of the eight knowledge areas. This series gathers together these and many 
other resources on the human aspects of management. It focuses on mak- 
ing the most of human resources on projects. The emphasis is on people 
and how they can be organized to increase their overall effectiveness as 
individuals, as project teams, and as members of organizations. 

Throughout my working life, I have always been fascinated by the de- 
gree to which human factors influence the success of project management. 
The ideas presented in this series developed from years of study and re- 
search; from my practical experience at TRIUMF; and from discussions 



with friends, colleagues, other project management professionals, family, 
clients, and those who have attended my classes and seminars. These ideas 
are not likely to become the last word in human factors in project man- 
agement, but I hope they will incite an increased awareness, just as the ef- 
forts of researchers and project management practitioners who have suc- 
cessfully implemented creative leadership motivated me to think further 
about effective project human resources management. Project manage- 
ment will be more successful, and my efforts in writing this series well re- 
warded, if project management educators and practitioners are inspired 
to devote more energy to this important area. 

One final note: As you read, you may occasionally come across a con- 
cept or an idea that you feel you already know. That may be true indeed. 
As Somerset Maugham said, "Basic truths are too important to be new." 



About This Book 1 

Volume 3: Managing the Project Team 
Teams outperform individuals or a grodp of individuals in an organiza- 
tion, especially when high performance requires multiple skills, judgments, 
and experiences. As a result, the terms "team" and "teamwork" are fre- 
quently heard and are acknowledged as iAportant by everyone. Most peo- 
ple believe that they understand the advantages of teams and how teams 
work. Organizations emphasize the importance of teamwork and team 
building. Yet people can work in the same department for many years, 
serve on task forces and committees, meet in management groups regu- 
larly, and still not be a part of a team. , 

For a team to function effectively, team members must be flexible, sup- 
portive, and committed to meeting team goals. There are countless books 
on this topic but very few that focus on nianaging teams in a project envi- 
ronment. 

I initially believed that my experience, $lus the existing body of research 
knowledge, would provide me with most of the information for this book. 
I was wrong. I expected to find the answers in A Guide to the Project Man- 
agement Body o f  Knowledge but could not find sufficient depth on the dy- 
namics of project teams or managing the project team. In order to develop 
practical ideas and concepts about building and developing effective pro- 
ject teams, I spoke to hundreds of people in several organizations. As ex- 
pected, I found a lot of common sense in what makes project teams per- 
form. However, I also kept running into "uncommon sensen that made a 
difference in project team performance. 

Tough global competition has created an acute need for culturally di- 
verse, fast, flexible, and competitive operations. Cultural diversity is a fact 
of life in managing joint ventures and international projects. It influences 
team dynamics and techniques for building, developing and inspiring pro- 
ject teams for high performance. Through this book, I have tried to high- 
light for the readers the important findings on this topic. I present some 
practical guidelines to manage project teams effectively by outlining the 
team dynamics and cultural diversity and then cover the steps of building, 
developing, empowering and inspiring teams to turn ordinary people and 
performance into extraordinary people arid performance. 

Projects, by their nature, are composed of unique, uncertain and non- 
repetitive sets of activities; hence they initiate and involve change. Changes 
in a project environment are inevitable and may happen at any time during 
the project life cycle. However, these being hard to anticipate, they often 
cause considerable stress to the project manager and project team mem- 
bers. Change can be managed more effectively and efficiently through team- 
work because it encourages people to collaborate and work interdepen- 
dently. This discourages the tendency to resist changes and challenges team 



members to find innovative solutions and creative approaches. Teams are 
critical to managing the major changes in skills, values, and behaviors es- 
sential to a high performing organization. 

Today, most projects require a diverse mix of individuals who must be 
integrated into an effective unit-a project team. It's important to under- 
stand the difference between a group and a team and how their dynamics 
impact the overall performance. It's easy to gather a number of individu- 
als together in a group. However, it requires special skills, attitude and 
commitment to shape those individuals into an effective team. 

Project teams are very similar to sport teams in terms of human dynam- 
ics. Like team coaches, project managers should understand team dynam- 
ics and foster human synergy by effective team building. They must recog- 
nize the critical significance of the effective project team and the role of 
team building activities in facilitating project management performance. 

The working relationship among members of the project team can affect 
not only their productivity but also team performance in relation to other 
stakeholders. Therefore, team building is essential for managing a project 
and developing effective project teams is one of the prime responsibilities of 
the project manager. Team building involves a whole spectrum of manage- 
ment skills required to identify, commit and integrate a group into a multi- 
disciplinary, highly cohesive project team. While belonging to a really suc- 
cessful project team is very satisfactory, it is also rewarding for the project 
manager to use his or her qualities and skills to create such a team. 

The success of project teams depends upon the ability of their team 
leaders in effectively managing and influencing the diverse mix of person- 
nel. Because of the multidisciplinary, interdependent nature of project teams, 
project managers must learn team building skills in order to integrate the 
efforts of all project participants. They must understand the dynamics and 
the process of team development. They must create an environment where 
all team members are personally and professionally satisfied, are involved 
and have mutual trust. They must be able to create a clear compelling vi- 
sion toward which team members work together with unity of purpose. 
They must build commitment for the vision through motivating, commu- 
nicating effectively, and encouraging genuine participation in decision- 
making. 

Management of both domestic and international projects requires ef- 
fective planning, organizing, and controlling. However, management of 
international projects poses additional team building challenges especially 
in terms of communication, negotiation and human relations as a result of 
diverse cultural backgrounds of the project participants. Consequently, 
project managers must develop skills for operating in a multicultural en- 
vironment and foster synergy within their project teams. 

This book focuses on practical ideas that can help project managers to 
identify, build, maintain, motivate, inspire, and lead project teams to produce 



high team performance and meet project bbjectives. It deals with the chal- 
lenges of managing change and various issues associated with team building in 
the project environment. The drivers and barriers to high team performance 
are identified along with some suggestions and remedial actions to minimize 
the negative impact of barriers. This book also covers the development of ef- 
fective project teams through motivation, effective decision-making and prob- 
lem solving. The concept of empowerment and Self-Managed Project Teams 
(SMPTs) are described along with practical guidelines for creating, maintain- 
ing and leading SMPTs to enhance project success. Some practical concepts 
and ideas to inspire teams for continuous high performance by using open 
communication, managing conflicts in a constructive manner, building trust, 
managing the team morale, and providing effective team leadership, are pre- 
sented in this book. It is organized around important issues and guidelines for 
managing project teams that project managers must learn and practice to 
manage projects effectively in the 21st century. 

Topics have been organized in such a way that readers can easily find 
their particular areas of interest. No previous knowledge of team man- 
agement and organizational behavior is required, but a keen interest in 
project management will be useful to thbroughly understand and apply 
the concepts presented. Each chapter deals with important aspects of man- 
aging teams in a project environment and outlines practical guidelines to 
help apply those techniques successfully. The concepts and ideas are illus- 
trated by figures and the main points are highlighted by bullets. 

Who Should Read This Book? Projects are accomplished by people 
with a diverse mix of skills, expertise, and cultural backgrounds, who must 
be integrated into an effective project te I, . The survival and growth of 
business organizations in the 21st century will depend upon their abilities 
to manage projects successfully. Effective teamwork is the key to success- 
ful project management. 

Because it emphasizes the importance of team building in meeting pro- 
ject objectives and deals with skills and techniques for managing the pro- 
ject team and inspiring high team performance, this book should help 
anyone, from project management academics and practitioners to a novice 
in the field. It will help project management professionals learn the hu- 
man skills needed to create a team environment that effectively integrates 
the efforts of all stakeholders and achieves human synergy. It will help top 
management, project managers, project team members, major project stake- 
holders, and all other project participants (functional managers, support 
personnel, etc.) increase their effectiveness in meeting project objectives 
by working together. Project management educators and academics can 
use this book to develop a short course, seminar, or training workshop on 
team building and managing the project team to achieve high performance. 

The ideas presented here apply to projects in any industry, such as con- 
ventional construction, utilities, transportation, defense, manufacturing, 



petrochemical, service industries, systems development, computer and 
communications, pharmaceutical, education, research and development, 
high-tech, financial, hospitality, and the arts. 

Learning Objectives. After reading this book and relevant reference 
materials, the readers should have an understanding of: 

Managing organizational changes and changes to the project process 
through teamwork 
The difference between a group and a team and characteristics of an in- 
tegrated project team 
Stages of team development 
Team dynamics involving team context, team structure, team processes 
and team effectiveness 
Challenges of managing culturally diverse project teams; critical dimen- 
sions of culture 
Process, benefits and outcomes of team building 
Drivers and barriers to effective team building and how to eliminate or 
minimize barriers 
Organizing the project team by setting project goals and creating a con- 
ducive organizational climate 
Assembling the project team by selecting the right team members, clari- 
fying roles and responsibilities and obtaining their commitment by using 
skill and responsibility matrix 
Managing communication challenges in a team environment by creat- 
ing openness, managing conflicts through effective communication, and 
building effective team communications 
Developing a strong team for success by coordinating team efforts and 
using power and authority wisely 
Pros and cons of team decision-making, four decision styles in a team 
environment, and guidelines for effective team decision-malung 
Importance of trust, motivation and team leadership in inspiring high 
team performance 
How to manage team morale throughout the project life cycle 
Empowerment, building empowered teams with their benefits and prob- 
lems during transition 
Creating and maintaining Self-Motivated Project Teams (SMPTs). 
Through this book, I would like to share with the readers my ideas and 

experiences about managing projects characterized by dignity, purpose, 
vision and competitive advantage. I hope you will enjoy reading this book 
and use it for years to come as a reference for managing projects success- 
fully through managing project teams effectively. 
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I 
There is nothing more permanent than change. ~ 

Change Management, 
Project ~anagement, and 
Teamwork 

P ROJECTS, BY THEIR VERY NATURE, are uncertain. Changes, conflicts and 
problems may occur at any time in 1 he project life cycle. They are of- 
ten hard to anticipate and therefore cause considerable stress to the 

project manager and team members. Hawever, with proper planning, an 
understanding of the dynamics of change, open communications, and good 
teamwork, changes can be managed in a dystematic and rational manner. 

Sometimes a project itself may represent a change while, in other cases, 
projects implement a change. Projects may introduce a new aspect, di- 
mension or perspective, or they may change the existing process, product 
or service in an organization. The first step in managing any type of pro- 
ject is to prepare the project plan. However, implementation of the plan 
rarely goes completely smoothly. 

Thus, all projects, especially large and complex ones, involve unantici- 
pated changes. Project managers define And evaluate the impact of these 
changes and formulate a strategy to deal with them. The impact of changes 
in terms of their impact on budgets and ichedules varies according to the 
nature and size of the change, the numbei of parties involved, and the tim- 
ing of the changes in a project life cycle. 

Project managers face the challenge of managing projects characterized 
by high levels of uncertainty, rapid changes, cross-cultural teams, and 
global competition. They must convert change into opportunity by opti- 
mizing team members' performance through building cohesive teams and 
creating a true team "spirit." Communication, teamwork, leadership, and 
cultural ambiance are tools for managing project human resources and in- 
spiring high performance. Good planning and effective teamwork help in 
dealing with the uncertainty of project changes and resistance to change. 

Only through effective teamwork can resistance to changes be over- 
come and project objectives met successfully to the satisfaction of the client, 
the project team and other stakeholders. 



Understanding the Dynamics of Change 
Most people hate any change that doesn't jingle in their pockets. 

-Anonymous 

Change seems to be inevitable. It affects our lives dramatically, forcing us 
to change our plans over and over again. Organizations and projects are 
influenced by a variety of ~ h a n ~ e s . ~ ? ~  Therefore, the effective management 
of change can make the difference between success and failure-in pro- 
jects as well as in life. In order to manage change effectively, it is necessary 
to develop an understanding of the dynamics of change. 

Sources of pressure for change 
If  you want truly to understand something, try to change it. 

- Kurt Lewin 

For the last few decades, industrial activity in North America has been 
shifting from manufacturing to service industries. According to some ex- 
perts, by the year 2000 the service sector will employ 80 percent of the 
work force. Globalization of markets, political realignments, technologi- 
cal advances in management information systems and production process- 
es, corporate alliances, downsizing and flattening of organizations and 
many more factors are changing the structures of the corporations and 
their project management ~ t r a t e ~ i e s . ~  Pressure for change is a worldwide 
phenomenon accelerated by global competition. 

These pressures fall into four major ~ a t e ~ o r i e s . ~  
Globalization. Organizations face tremendous global competition. This 

is becoming more and more obvious in automobile manufacturing, con- 
sumer electronics, computers and communications and household manu- 
facturing. Increasingly, the heavyweight players in the world's economy 
are large corporations involved in international or multinational projects. 
There is a global market and competition for most products and services 
and, in order to effectively compete in it, organizations must use creativi- 
ty and transform their cultures, structures and operations. The emergence 
of these global organizations creates pressures on domestic organizations 
and projects to restructure and internationalize their outlook and opera- 
tions. Because of these powerful forces for globalization, organizations 
must explore project opportunities all over the world. 

Changing technology. Technology is changing at a rate greater than 
at any time in history. Among the most dramatic technological changes 
affecting the work environment is the rapid expansion of information sys- 
tem technology. This technological revolution is having a profound im- 
pact on project structures, power relationships and the management of 
complex project interfaces. Artificial intelligence, Computer Integrated 
Manufacturing and virtual reality are creating new project opportunities 
in terms of their development and applications. 

18 
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Rapid product obsolescence. ~ast-dhanging consumer preferences, 
combined with rapid and frequent techndlogical changes and innovations, 
have shortened the life cycle of many gdods and services. The effects of 
rapid product obsolescence can be dramatic for organizations that cannot 
adapt quickly enough. In the volatile pharmaceutical and electronics fields, 
some products become obsolete in as little as six months. Projects aimed at 
developing products and services in such industries must adapt to this rate 
of change in a cost effective manner. 

The changing work force. Organizations must attract good employees 
from a workforce that is also changing very fast. A projection for the glob- 
al workforce in the year 2000 concluded that: 

People worldwide will be better educated and developing countries 
will produce a growing share of the world's high school and college 
graduates. 
There will be increased diversity in th k workforce, including minority 
groups, people with disabilities, and idmigrants. 
The labor force will grow at less than hklf the rate that it did in the past. 
Women, especially in developing countries, will enter the workforce in 
greater numbers; three in five new workers will be women. 
The average age of the world's workforce, especially in developed coun- 
tries, will rise to around thirty-five years. 
The ultimate effect of globalization will be to bring everyone to approx- 
imately the same level in terms of organizational positional power and 
information processing ~a~abi l i t ies .~  
Not only will the composition and values of the workforce continue to 

change, but, because of international and cross-cultural projects, interor- 
ganizational and international mobility also will in~rease .~  If parent orga- 
nizations cannot meet their needs for vo~ational or professional develop- 
ment, employees will simply leave. Employees are likely to become less 
loyal to a particular organization, but more strongly tied to their profes- 
sion or skill. They may change occupations several times during their work- 
ing lives to gain a variety of work experience, to gain more security, or to 
adjust to changing economic conditions! Consequently, it will be more 
common for individuals to have a variety of diverse occupations during 
their lifetimes. 

Principles of change 
Be patient; behavioral change comes in small steps. 

-Anonymous 

Success or failure in implementing change depends upon how well the 
situation has been analyzed, the quality of information collected, and an 
understanding of the strengths and weaknesses of the people involved in 
the change process. Organizational diagnosis should be carried out on a 
continuous basis to determine what chariges should be made and how 
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to implement them. Information needed to diagnose organizational prob- 
lems can be gathered by questionnaires, interviews, observations or com- 
pany r e ~ o r d s . ~  Managers and employees should recognize two factors 
when diagnosing organizational problems.4 

First, organizational behavior is affected by many interacting forces. 
Problems may have multiple causes, as employee behaviors and personal 
problems interact with the current state of the organization. Attempts to 
isolate single causes for complex problems will lead to simplistic change 
strategies, which are usually ineffective. 

Secondly, in the process of diagnosis, it is possible to gather informa- 
tion related to symptoms rather than causes of problems. Change strate- 
gies that merely respond to symptoms will not solve underlying problems. 
For example, rewarding employees for perfect attendance will not solve 
absenteeism because these problems may be caused by lack of interesting 
assignments, poor work policies and procedures and pressures created by 
excessive workloads. 

The principles of organizational change must be considered when con- , 

ducting an organizational diagnosis. First, you must understand the dy- 
namics of change before implementing a change. And since organization- 
al systems are complex, you must realize that it is hard to change just one 
element of a system; instead, the whole system needs to be analyzed. 

In addition, people's resistance to change is normal. They are reluctant 
to tolerate discomfort, even for future potential gains. Thus change leads 
to conflict and stress. But these obstacles can be dealt with by explaining 
why the change is necessary and involving people in setting goals and de- 
veloping change strategies. Such participation should be genuine-not lip 
~ e r v i c e . ~ ? ~  

The major forces that collectively influence the success of a change in 
an organization include the change agent; determining what should be 
changed and types of changes; gaining support from individuals affected 
by the change; and the evaluation of change.' The success of organiza- 
tional change depends upon the techniques used by management to deal 
with these major factors when designing and implementing changes. 

Project manager as change agent. One of the most important factors 
to be considered by organizations involved in large and complex projects 
and activities, is determining who will be the change agent. The term 
"change agent* refers to anyone inside or outside the organization who is 
committed to direct the change.8 This change agent may be a member of 
the senior management team within the organization or an outside con- 
sultant, hired because of a special expertise in a particular area. The change 
agent must be able to determine the types of changes to be made and de- 
velop and implement these changes to accomplish the long-term goals of 
the organization. 
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Change agents must seek active participation from the various people 
likely to be affected by a change. They must anticipate some resistance to 
these changes and must be able to overcome this resistance at an individ- 
ual and organizational level and gain the support of these individuals. This 
helps them gain their acceptance and their commitment, not only to the 
successful implementation of change, but to the positive outcomes from 
the change. 

In reality, anyone in the organization L an initiate and direct a change. 
For example, in a project environment, the project manager generally plays 
the role of major change agent. In this chapter, the terms manager, project 
manager, and change agent, will be used synonymously. The change agent 
must possess special skills to be effective in implementing changes. They 
must have an ability to determine why, what and how changes should be 
made, to solve change related problems, and to use behavioral science 
techniques and effective interpersonal skills to influence people appropri- 
ately during the change. Perhaps one of the most overlooked skills neces- 
sary to be a successful change agent is to determine how much change the 
stakeholder can withstand. It is imperative that top management chooses 
change agents with appropriate skills and expertise to implement the changes 
successfully. An organization may lose all potential benefits if changes are 
made inappropriately and by the wrong people. 

Implementation of change in an organization can be considered a pro- 
ject that should be managed very carefully with special emphasis on hu- 
man aspects because all changes involve people. A thorough front-end plan- 
ning should be done that includes answering three key questions: 

Why should the changes be made? Emphasize the importance of the 
changes and their impacts in terms of long-term goals of the organization. 

What should be changed and when? Explore various alternatives and 
determine the priorities according to organizational constraints. 

How the changes should be made? A plan should be developed showing 
the major steps to be followed along with human and other resources nec- 
essary to meet the plan. 1 

I 
Major types of change I 

Everything is changing. People are taking thk comedians seriously and the politi- 
cians as a joke. 

- Will Rogers 

Organizations face several types of changes. In general, organizational ef- 
fectiveness depends upon activities centering around four main classes of 
factom9 

People factorsy including attitudes, intekersonal skills, leadership skills, 
communication skills and other aspects of human resources 
Structural factom, including policies, prdcedures, organizational controls 
and organization structures, etc. 1 
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Technological factors, which refer to the type of equipment or processes 
that help organizational members perform their jobs 
Teamwork, which has a significant impact on project effectiveness be- 
cause it affects each of above factors. Effective teamwork helps in man- 
aging people, structural, and technological factors and creates human 
synergy. 
Projects are similar to functional organizations but more specific in scope 

or smaller in size. Therefore, managing change in a project environment is 
similar tovthat process in a functional organization. Large, complex pro- 
jects resemble an organization involved in multiple projects with similar 
relationships between people, structural, and technological factors. To op- 
timize the effectiveness of the project management process, project man- 
agers must try to match appropriate people with appropriate technology 
and appropriate structure. These four factors are interdependent and pro- 
ject effectiveness is determined by the relationship among these three fac- 
tors as shown in Figure 1.1. 

Three types of changes, corresponding to three main determinants of 
organizational and project effectiveness as shown in Figure 1.1, are "peo- 
ple" change, structural change, and technological change.7 

Change agents should conduct ongoing internal and external diagnoses 
of the situation to determine what changes would optimize the appropri- 
ateness of the people-structure-technology relationship and hence the over- 
all effectiveness of management. For example, technological change em- 
phasizes the need to modify the level of technology within a management 
system. It is highly technical and often involves outside experts. People and 
structural changes are complicated and interesting due to the dimensions 
of behavior, team and group dynamics and interpersonal r e l a t i~nsh i~s .~  

"People changes." Although successful "people change" also involves 
some consideration of structure and technology, it primarily emphasizes 
increasing project or organizational effectiveness by changing its members. 
People change focuses on such factors as modifying attitudes, modifying 
interpersonal skills, modifying communication skills, and modifying lead- 
ership skills. 

Change agents should try to make this type of change when the results 
of external and internal diagnosis indicate that problems and conflicts in 
managing human resources are the main cause of ineffectiveness in an or- 
ganization. 

Organization development (OD) is the process of people change. It fo- 
cuses mainly on changing people based on an overview of structure, tech- 
nology and all other organizational ingredients.10 To demonstrate this or- 
ganizational overview approach, it is important during organization 
development to identify and analyze both overt and covert components of 
the organization.ll 
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Figure 1.1 Project Effectiveness Through Teamwork and 
Interrelationships Between People, Structural and 
Technological Factors 

Attitude 
communicatibn Skills 

Information Flow 

I 

Source: Samuel C. Ceno, Stwen H. Appetbaum and Irene Dine, 1989, Principles ofhfodern Management4 Canadian Per- 
specrive, Third Edition, Allyn and Bacon, Inc., pp. 289. By permission of the publisher. 

Overt factors include organizational structures, personnel and operat- 
ing policies and procedures and planning'information systems, etc. These 
are generally cognitively derived and orielited to operational and task con- 
siderations. On the other hand, covert factors include sentiments, emo- 
tions, needs, desires, influence patterns and interpersonal relationships, 
and are difficult to identify. These are usually hidden, difficult to evaluate 
and are generally affective and emotionally derived and oriented to the 
general organizational climate plus psychological, behavioral, and process 
 consideration^.^*^^ 

OD techniques suggest changes that e d, phasize both people and the or- 
ganization as a whole. Management and change agents must be aware of 
the weaknesses of OD and use alternative techniques to work around them. 

I 
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Some guidelines that managers can use to improve the quality of OD ef- 
forts are:12 

Tailor OD programs to meet the specific needs of the project organiza- 
tions 
Continually demonstrate (as part of the program) how people should 
change their behavior; model desired behavior 
Adjust organizational reward systems to reward those who change their 
behaviors according to an OD program. 
Structural change. Structural change is aimed at increasing projectjor- 

ganizational effectiveness by changing controls, policies and procedures 
that influence organization members in their job performance. It focuses 
on modifying existing organizational structure. These modifications can 
take several forms. Organizations may clarify and define responsibility 
and authority; modify organizational structure to suit communication 
needs; or decentralize the organization, especially if it is very large and 
multinational or international in character. Decentralization has been 
shown to be helpful in achieving cost effective coordination, capitalizing 
on specialization, controlling subunits, increasing motivation through di- 
rect and closer contact among project team members; gaining greater 
flexibility, and delegating some decision-making at the local level (em- 
powerment). l3 

Matrix structure is practical, particularly for managing projects that re- 
quire team members with diverse backgrounds and skills who have been 
allocated to a project from various functional areas. Matrix structure leads 
to an effective use of available competing resources, but for a matrix struc- 
ture to be effective and efficient, participants must be willing to learn and 
execute somewhat different organizational roles. This willingness is a per- 
sonal characteristic that must be gauged by the change agent, along with 
the structural support available in the organization for such flexibility. 
These factors are interrelated and will vary from situation to situation. 

There are some general advantages and disadvantages of making struc- 
tural changes by adopting a matrix structure. These pros and cons are dis- 
played in Table 1.1.'~ However, for a matrix structure to be effective and 
efficient, participants must be willing to learn and execute somewhat dif- 
ferent organizational roles.15 

To be successful, structural change should not overlook people and tech- 
nology factors. Managers should only make structural changes if their in- 
ternal and external diagnosis indicate that the present organizational struc- 
ture is responsible for ineffectiveness. 

Technological change. Rapid advancements in information systems 
technology and telecommunications are influencing the project manage- 
ment process and outcomes. These technological changes are eliminating 
the problems of physical distances. Audio and video conferences can cre- 
ate the personal interactions needed to work as a team. Robotics and com- 
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Table 1.1 Weighing the Value of Ma 1 r ix Structure 

I 
Advantages Disadvantages 

Better project control Creates more complex 
internal operations 

Effective use of resources Inconsistent application of 
company policy. 

Better customer relations A more difficult situation to 
manage (two bosses). 

Shorter project development time 

Lower project costs I 

Better professional development 
of team members. 

AD puter-aided design and manufacturing (C /CAM) techniques are prov- 
ing to be very useful tools in managing projects in engineering and manu- 
facturing industries. Other technological changes in the area of graphics, 
desktop publishing, multimedia presentation techniques, and easy pro- 
duction of three-dimensional pictures and photographs have improved the 
quality of presentation and reporting systems. 

Technological changes have changed the way project participants work 
by themselves and interact with each other. Project managers must try to 
stay on top of technological changes in order to exploit new business op- 
portunities. 

Technological change emphasizes modi$ing the level and type of tech- 
nology used within an organization or project management system. It may 
involve learning technical language (a "people" change), structural changes 
and outside experts. I 

Managing Organizational Change 
When making a change, the change agent k ust consider the people who 
will be affected by it. A good assessment of what to change and how to 
change probably will fail without sufficient support of the participants. To 
gain their support, change agents must be aware of the usual resistance to 
change, understand the sources of this resistance and how to reduce it, 
and have some knowledge of the behavioral side of change. 

Pressure to change is neverending. It is also inevitable that changes will 
be resisted, at least to some extent, by both individuals and organizations. 
Resistance to change is a complex problem and can take many forms. Overt 
resistance may lead to strikes, reduction in productivity, sloppy work, and 
even sabotage. Covert resistance may lead to increased absenteeism and tar- 
diness, request for transfers, loss of motivdtion, lower morale and higher 
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accident or error rates. One of the more harmful forms of resistance is lack 
of a genuine participation in and commitment to proposed changes by peo- 
ple even when they have opportunity to participate.16 

Sources of resistance to change 
Resistance to change may come at the individual level or from the nature 
or structure of the organization. Managers and team members must un- 
derstand the reasons for and sources of resistance to change.17 

Individual resistance to change. There are five sources of individual 
resistance to change (see Figure 1.2).~ 

Selective perception creates resistance because people tend to perceive 
only what they like or already believe in, for example, reading or listenhg 
only to what they agree with; conveniently "forgetting" any knowledge 
leading to other viewpoints; or misunderstanding communication that, if 
correctly perceived, would not fit with their values and attitudes. 

An established habit represents a source of satisfaction and provides a 
certain comfort and security. People will change their habits only if they 
perceive advantages from changing some habitual behavior. 

People who have a high degree of dependence on others will resist changes 
until the changes are endorsed and incorporated into the behavior of those 
they depend on. For example, some team members who are highly de- 
pendent on their team leader or project manager for feedback on perfor- 
mance will perhaps not agree to any new techniques or methods unless 
their leader personally endorses them and demonstrates to the team mem- 
bers how these changes will improve their performance. 

Fear of the unknown is the most common source of resistance to change 
because every change carries with it an element of uncertainty. People af- 
fected by change may fear some personal loss, such as a reduction in pres- 
tige, a disturbance in established social and working relationships or per- 
sonal failure in carrying out new job responsibilities. Uncertainty in such 
situations arises not only from the prospective change itself but also from 
the potential consequences of the change. As a result of fear, people some- 
times refuse promotions that require relocating or that require major changes 
in job duties or responsibilities. 

Economic reasons are a significant source of resistance. People resist 
changes that could lower their income either directly or indirectly; they 
have an investment in the status quo in their jobs. They have learned how 
to perform work successfully, how to interact with other team members 
and stakeholders and how to get good performance appraisals. Changes in 
established work routine may threaten their economic security, for exam- 
ple by lowering their value in the eyes of project manager and other team 
members. 

These five sources of resistance, though common, are not the only reasons 
why individuals may resist any change. Whatever the reason, however, project 
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Figure 1.2 Overcoming Resistanceto Change 

PRESSURE FOR CHANGE EOUIUBRIUM RESISTANCE M CHANGE 

INDIVIDUAL RESISTANCE 
Selective perception 

Globalzation - Fear of the unknown 
Changing technology Economic unceltainty 

* Rapid pmduct obsolescence ORGANIZATION RESISTANCE 

Changing nature of the Threats to power and influence 
work force Organizational stwcture 

Resource limitations 
Fixed investments 
Interorganizational agreements 

Sourcs: Don Hsllreigel, John W. Slowm. Jr., and ~ichard W. woodman) ~rganhational~ehavior, Sixih Edition, West Publish. 
ins Company, S t  Paul. MN. p. 733. I 

managers can reduce resistance by pointing hut the benefits of changes and in- 
volving people in developing plans to implerhent changes. For this reason, pro- 
ject managers must try to know their team inembers and other project stake- 
holders well, both formally as well as informally. This will help them identify 
sources of resistance, anticipate individual resistance to changes and develop 
strategies to manage changes successfully. 

Organizational resistance to change. Organizations are often most ef- 
ficient in doing routine things and may experience drop in performance, 
at least initially, when doing anything different for the first time. This pat- 
tern creates a strong defense against change to ensure operational effi- 
ciency and effectiveness. Moreover, change often opposes vested interests 
and violates certain territorial rights or decision-making powers that have 
been established and accepted over time. There are several significant sources 
of organizational resistance to change.4 d People resist changes out of fear of a t eat to their existing power and 
influence. "Power" can be defined as the control over something needed 
by other people, such as information or resources. Once such a power po- 
sition has been established, not just by individuals but by an entire level of 
the organization, the preservation of that power and influence becomes 
an organieational imperative. 

Organizations need stability and continuity to hnction effectively. There- 
fore, they tend to resist any major changes in organization structure that 
change the responsibility and authority relationships, span of control and 
flow of information. 

1, Changes require resources: the investm nt of capital, time, and people 
with the necessary skills. Some changes are abandoned or deferred be- 
cause of resource limitations. 
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Fixed investments (of capital and people) limit the amount of changes 
that can be made. For example, in a large organization, senior people may 
not be making a significant contribution but may have enough seniority to 
maintain their jobs. Unless they can be motivated to increase their task 
performance and retrained for other assignments, their salaries and fringe 
benefits represent fixed investment that is hard to change. 

Sometimes organizational change can be restrained by obligations im- 
posed by inter-organizational agreements. Labor negotiations and con- 
tracts are pertinent examples. For example, the traditional rights of man- 
agement to hire and fire, change task assignments, promotions and so on 
are subject to negotiations and fixed in the negotiated contract. Other 
kinds of contracts also restrain organizations. 

Despite these barriers to change, organizations. today are frequently 
forced to make changes in order to meet global competition. The survival 
and growth of organizations will depend upon their adaptability and the 
ability to change their strategies, structure, operations and resources. 

Overcoming resistance to change 
Praise can be your most valuable asset as long as you don't aim it at yourself: 

- O.A. Battista 

Project participants often face difficulties in clearly understanding situa- 
tions that involve change because of the large number of variables associ- 
ated with change. However, project managers and team members can learn 
to identify, analyze and overcome resistance to change and become more 
effective change agents. 

Force field analysis. One tool that can assist them in this process is Kurt 
Lewin's force field analysis,18 which is based upon the idea that change is 
not just an event, but a dynamic balance of opposing forces. Force field 
analysis suggests that any situation can reach a state of equilibrium result- 
ing from a balance of forces pushing against each other. Forces such as 
technological change and a changing workforce tend to push for change. 
At the same time, other forces (such as individual and organizational resis- 
tance) act in the opposite direction. The combined effect of these forces is 
shown in Figure l.L4 

Therefore, in order to initiate change, the project manager must act to 
modify the current equilibrium of forces by either increasing the strength 
of pressure for change, reducing the strength of resistance to change, or 
changing resistance into pressure for change by convincing people that 
the change is necessary and will benefit them. 

The force field analysis model helps us understand the process of change 
and has two primary advantages.4 It stresses the role of upfront analysis. 
Before making any change, both the project managers and team members 
must analyze the current situation by evaluating the forces pressing for 
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and resisting changes. This helps them bktter understand the relevant as- 
pects of any changed situation. 

In addition, this model highlights the factors that can be changed and 
those that cannot. Thus project managers can avoid wasting time and ef- 
fort battling forces over which they have little, if any, control. Instead, the 
energy can be focused towards the forces that will be effective in imple- 
menting change successfully. 

Guidelines to overcome resistance to change. Realistically, we cannot 
expect resistance to changes to cease codpletely. ~ u t  we can reduce resis- 
tance by using the following guidelines.4*'9 

Avoid surprises. No one likes surprises, especially if they are unpleas- 
ant. Project managers should give people who are likely to be affected by 
the change sufficient time to evaluate the proposed changes. They should 
inform them of the reasons for change, the type of change being consid- 
ered and the probability that the change will be implemented. 

Promote real understanding through empathy and support. Opposition 
to a proposed change is reduced by reducing the fear of personal loss.20 It 
is useful to understand how people are ekperiencing changes, to identify 
those who are troubled by the change, and to understand the nature of 
their concerns. When project participant's feel that the project managers 
or other change agents are open and sympathetic to their concerns, they 
provide necessary support and information. This, in turn, creates a col- 
laborative team and problem-solving atmosphere and helps overcome bar- 
riers to change. 

Effective communication. People resist changes when they are uncer- 
tain about its consequences. Change agents should provide adequate in- 
formation and help prepare people for change. Effective communication 
can reduce gossip and unfounded fears and develop better and sincere un- 
derstanding among all parties affected by the change. 

Positive attitude towards change. Posltive attitude and enthusiasm is 
contagious. It is hard for project managers to push for a change without 
their hearts in it. Changes should be made not just for the sake of chang- 
ing but should be aimed to increase overall effectiveness. To emphasize 
this attitude towards change, management should earmark some portion 
of rewards for those change agents (champions) who prove to be most in- 
strumental in implementing constructive changes. 

Participation and involvement. Perhaps the most effective strategy for 
overcoming resistance to change is to involve those who are likely to be 
affected by the change directly in planning and implementing change. In- 
volvement and participation in planning changes increases the probability 
that the concerns and interests of the parties involved are accounted for 
and this reduces their resistance to change. 
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Through involvement, people buy into proposed changes and the change 
process. Participation leads to better acceptance and hence stronger com- 
mitment to implement the changes successfully and make them work. 

Start with tentative change. Resistance to change can be reduced by im- 
plementing changes on a tentative basis. This is the best way of reducing 
feared personal loss. Project participants may evaluate the effects of change 
during this trial period. Using this tentative approach means that those in- 
volved can test reactions to new situations before committing themselves 
irrevocably and that they can acquire more facts on which to base their at- 
titudes and behavior toward the change. Having time to get used to the 
idea, they may be less likely to consider the change as a threat21 

Those with strong preconceptions can evaluate the change more objec- 
tively and may consequently review their preconceptions and modify them. 
Management can also evaluate the method of change and make any mod- 
ifications before carrying it out full scale.21 

Careful analysis of a situation does not, however, always guarantee a 
successful change. If, after analysis, a project manager elects to increase the 
pressure for change as the strategy for producing the desired change, such 
an increase in pressure may lead to unpleasant short term changes that are 
disruptive to the team climate and unbalance the project organization. 

The behavioral side of change 
Not everything that is faced can be changed but nothing can be changed until it 
is faced. 

-James Baldwin 

Positive results from any change depend upon corresponding changes in 
the behaviors of the people involved. Almost all changes require some 
modification in human behavior. Therefore, project managers or change 
agents should not only select the best people-structure-technology rela- 
tionship but should also try to make changes in such a way that related 
human behavior is effectively changed. 

According to Kurt Lewin, behavior changes through a three-step 
process of unfreezing, changing and refreezing.22 

Unfreezing. This step involves reducing those forces that represent sta- 
tus quo. Unfreezing can be accomplished by showing people discrepan- 
cies between current behaviors and desired behaviors. Old behaviors may 
be difficult for individuals to "throw out'' because of strong beliefs and 
positive attitudes they traditionally associated with that behavior. 

Changing. Changing involves developing new behaviors, values and at- 
titudes through changes in organizational structures and processes. This 
step shifts the behavior of individuals to a new level. People begin experi- 
menting with new behavior with the hope of increasing their effectiveness. 

According to Edgar Schein, this change is most effective if it involves 
both identification and internali~ation?~ identification being the process 
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by which individuals perform new behavior by copying an expert in their 
organization, and internalization being the process by which they try to 
make these part of their normal behavior, making the new behaviors use- 
ful over a longer time. I 

Refreezing. This step stabilizes the individual or organization at a new 
state of equilibrium. In this state, people see their new behavior as part of 
themselves. Refreezing can be accomplished through the use of supporting 
mechanisms and positive reinforcements that will reinforce the new organi- 
zational state, such as organizational culture, policies, norms and structures.24 

Evaluating change 
As an important part of the management kunction, change agents should 
evaluate the changes they've made in orddr to assess their impacts on the 
overall effectiveness of the organization. The main purpose of this evalu- 
ation is to determine how the change itself can be modified to increase 
overall productivity and also how the various steps used in developing and 
implementing the change process can be modified for future use. 

It may be difficult to correctly evaluate the impact of changes because 
of unreliability in the data related to outkome of the change. However, 
change agents must include the evaluation as an important element of the 
change process because of an opportunity to learn lessons for implement- 
ing changes in the future. Evaluation of chahge involves watching for symp- 
toms that indicate that further change is necessary. However, senior man- 
agers should be careful not to make changes simply based on observation 
symptoms. They must analyze their internal and external environment 
and collect more objective information before deciding about the need for 
changes. In general, additional change in an organization is justifiable if it: 

Improves its overall financial and organizational effectiveness 
Improves trust between all stakeholders 
Improves its competitive situation 
Improves the quality of work life for its kmployees 
Contributes to professional growth, self-ksteem and job satisfaction of its 
employees 
Contributes to society as a whole. 

Teamwork-A Key to Managing Change 
Snowflakes are one of nature's most fragile things, but just look at what they 
can do when they stick together. 

-Anonymous 

Change, conflict, and stress are interrelated, as shown in Figure 1.3. Symp- 
toms of resistance to change include loss ih productivity, "sick-outs," and 
work slowdowns as well as some more subtle symptoms such as apathy, hos- 
tility and justifications of why the changes won't work. All these symptoms, 
taken together, may be called the change resistance According to 
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Figure 1.3 Change, Conflict and Stress 
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Roethlisberger, the resistance to change syndrome follows a reciprocal pat- 
tern that begins when management introduces a change and immediately the 
workers counter with re~istance.~~ To overcome this resistance, management 
may take various approaches, such as explaining the need for the change and 
its benefits; hiring consultants to justify the change or to help facilitate its ac- 
ceptance; using feedback sessions to emphasize the realities behind the 
change; or sending stressed managers for training to learn how to cope with 
change and handle resistance to change.25 

When these approaches fail, management may resort to positional au- 
thority by punishing the holdouts and rewarding the collaborators. Such 
approaches only lead to more serious people problems because they poi- 
son the working relationships and mutual trust between both parties. The 
battle continues until either the ringleaders quit, the workers reluctantly 
accept the change, or management gives up and forgets the whole thing. 
In a project environment, at this point, project and team organization may 
look stable on the surface, but the resentment and bitter feelings linger, 
making the next innovation and its acceptance very difficult. Consequent- 
ly, many desirable changes are avoided, brushed aside and minimized by 
both the management and the workers until organizations are forced to 
face the change process again because of internal or external pressures.27 

In spite of our managerial knowledge about handling change, the change 
resistance syndrome is still very common and a serious problem. Change 
can only be managed successfully through effective communication, mu- 
tual trust, cooperation and collaboration-the main characteristics of an 
effective team. In a sense, resistance to change is a failure in teamwork. In 
a true team environment, the resistance to change either does not emerge, or 
if it does, the team members proactively collaborate in managing the 
change process. Teamwork minimizes the resistance to change by encour- 
aging genuine participation and facilitating cooperative interactions be- 
tween all team members, regardless of their positional status, to accom- 
plish the common team objectives. 
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Building, developing and maintaining an effective project team is not 
easy. Whenever teamwork is left to chance, project managers experience 
passive behavior characterized by resistance to change. While manage- 
ment interprets this resistance externally as poor behavior, resulting in a 
negative evaluation of resistant workers, the workers' opposition to change 
is merely their internal response to the perceived need to protect their 
work environment and social character. Teamwork and effective team build- 
ing bridges the gap between these external and internal processes during 
change. To manage the change effectively through teamwork, both the 
project managers and the team members must understand this process and 
behaviorally respond to each other in a way that leads to cooperation, 
collaboration, and shared commitment. 

Team building is one of the primary responsibilities of the project man- 
ager. As discussed earlier, project managers can be viewed as change agents. 
To manage change effectively, they must appreciate the importance of team 
building and the role of communication, leadership and cultural diversity 
to manage project human resources effectively. Dramatic increases in pro- 
ject complexity require individuals with a diverse mix of backgrounds, 
skills and expertise to be integrated into an effective unit-a project team. 
In a team environment, people work interdependently rather than inde- 
pendently. Increasingly, stringent project performance requirements man- 
date a high level of sustained cooperative effort within the project team. 
Project managers must recognize the critical significance of the effective 
project team and the role of team building in facilitating this high perfor- 
mance standard. 

Project managers must understand interpersonal and group dynamics to 
optimize productivity at the individual as well as at the team level. While be- 
longing to a successful project team is very satisfying, creating such a team 
is equally rewarding for the project manager. Beyond that, project man- 
agers must continue to provide routine care and feeding of team members. 

The working relationships among the project team members affect not 
only their individual or team productivity, but also affect their perfor- 
mance in relation to the client and the support groups. Therefore, team- 
work is a critical factor for project success and developing effective project 
teams is one of the prime responsibilities of the project manager. Team de- 
velopment involves a whole spectrum of project management skills to iden- 
tify, commit, and integrate the project participants from traditional func- 
tional organizations into multidisciplinary and highly cohesive project 
teams. 

Project managers must create an environment that facilitates real tearn- 
work and fosters human synergy. They must acquire skills to identify, build, 
maintain, motivate, lead, and inspire project teams to achieve high team 
performance and to meet or exceed the project's objectives. They must un- 
derstand the issues associated with teams in the project environment, such 
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as the importance of team building; the team building process; and the ma- 
jor tasks in building project teams to suit the various phases of the project 
life cycle. The drivers and barriers to high team performance must be iden- 
tified and solutions developed to minimize the negative impact of these bar- 
riers. Project managers should continually motivate their team by providing 
challenges and opportunities, by providing support as needed, and by rec- 
ognizing the team members for good performance. High team performance 
can be inspired and real teamwork achieved by using open and effective 
communication, developing trust among team members, managing conflicts 
in a constructive manner, and encouraging collaborative problem-solving 
and participative decision-making. 

Teamwork and human resource management 
Teamwork leads to human synergy. 

-Anonymous 

In order to develop the appropriate skills for operating in a global and 
multicultural environment, project managers must develop a clear under- 
standing of the human aspects of project management and of effective 
management of project human resources. A balanced combination of ba- 
sic management, project management, interpersonal, and leadership skills 
are required to meet project objectives. Figure 1.4 shows a model for ef- 
fectively managing project human resources and inspiring high team per- 
formance, that consists of four key factors:28 communication, teamwork, 
leadership, cultural ahzbiance. 

Communication, teamwork, and leadership are vital components of ef- 
fective management of project human resources. These incorporate all 
major skills required to accomplish project objectives successfully. They 
are all interrelated and critical to project success. Although voice mail, 
e-mail and other information technology communication tools may help 
in communicating messages efficiently, it is not certain that these are high- 
ly effective because of missing nonverbal (body language) components of 
communication. Project management today faces greater challenges be- 
cause of the increased need for joint ventures and international projects 
characterized by cultural diversity in project teams and stakeholders. Cul- 
tural ambiance plays a significant role by itself in dealing with people and 
also influences communications, teamwork, and leadership in a project 
environment. Project managers must develop appropriate organizational 
designs and project management strategies to facilitate open communica- 
tion, effective teamwork, and a leadership style that inspires high perfor- 
mance of all project participants throughout the project life cycle. 

Teamwork is what creates human synergy and helps increase the per- 
formance of all project participants. Project managers must be aware of all 
the important elements of the effective project human resource manage- 
ment model and how these can be combined to optimize project success. 

34 
Managing the Project Team 



Figure 1.4 Model for Effective Project Human Resource 
Management 

Cultural ambiance impacts overall human resource management, as 
well as influencing Teamwork, Leadership, and Communication. 

Hence, effective Project Human Resource Management is a function of 
Teamwork, Leadership, Communication and Cultural Ambiance. 

This is the essence of project management integration. 

Teamwork and communication. Communication is a vital element of 
project human resource management. A project manager uses communi- 
cation, more than any other skill set in the project management process, 
to ensure that team members work cohesively on the project and resolve 
their mutual problems effectively. Successful project leaders rely heavily 
upon their ability to communicate vision and inspire project participants 
towards high performance. 

Communication can be defined as a process by which information is ex- 
changed between individuals through a common system of symbols, signs, 
or behavior.29 In project management, the importance of communication 
is emphasized by Sievert, who says 'A high percentage of the frictions, frus- 
trations, and inefficiencies in working relationships are traceable to poor 
communication. In almost every case, the misinterpretation of a design 
drawing, a misunderstood change order, a missed delivery date, or a failure 
to execute instructions result from a breakdown in cornm~nication."~~ 

Communications can make or break a project. Project managers must estab- 
lish appropriate communication channels and design project organizational 
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structures that facilitate open and effective communication and foster creativi- 
ty, real team spirit, and human synergy. 

Listening skills. Effective listening is perhaps the most important compo- 
nent of communication, but it is a skill that some project managers, selected 
primarily on the basis of their technical and quantitative skills, may lack. Al- 
liances with major stakeholders can only be built and maintained through 
active listening and opening up communication channels to keep messages 
flowing in both directions. In addition to improving project communica- 
tions, this usually facilitates the development of mutual trust, respect, and 
good working relationships, enhancing overall team performance. 

Effective listening in a team environment implies that we attend to:28 
What people want to tell you 
What they don't want to tell you 
What they cannot tell you without help. 
Effective listening reduces social distances and softens social status dif- 

ferences in teams. It facilitates better understanding and cooperation. Also, 
through effective listening, project managers gain more knowledge and in- 
formation from others that should help them take appropriate actions. It 
also reinforces team members because they feel they are listened to and 
their ideas are valued and put into practice when appropriate. 

Listening is an excellent tool for creating teamwork. Most projects fail 
because of lack of teamwork, which is mainly caused by communication 
breakdown and poor interpersonal skills. 

Listening is highly related to perceptions. A good listener must be con- 
scious of his or her own behavior, attitude and feeling, and feel complete- 
ly responsible for how they affect others. Teams have a diverse mix of 
people. Listening requires a willingness to see, appreciate, and even ac- 
cept different viewpoints. Often feelings and sentiments prevail over facts 
and logic. Project managers must recognize that generally team members 
act in accordance with the sentiments of their teams. It is through effec- 
tive listening that project managers can understand the emotions, feelings 
and sentiments of individual team members and then develop appropriate 
strategies to build teams and achieve effective teamwork. 

Communication is complex. Yet since competent communication leads 
to effective leadership, interface management, integration, and high team 
performance, project managers must work at removing communication 
barriers (caused by themselves or by other project personnel) to achieve 
effective project communications throughout the project life cycle. 

Teamwork and leadership. Effective teamwork is the by-product of 
good leadership. There is an ample body of literature on communication, 
teamwork, and leadership. However, it is still not very clear what project 
leadership is and how it relates to project management. Verma and Wide- 
man dealt with this issue in addressing the questions: Is it leadership or 
management that is most needed to managing projects successfully in the 
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next century? Do we need different leadership styles/blends during differ- 
ent phases of the project life cycle?28 

For a more in-depth discussion of this topic, see Volume 2 of this se- 
ries, Human Resource Skills for the Project Manager, Chapter 7. 

Teamwork and cultural ambiance. The increased need for joint ven- 
tures and international projects leads to increased cultural diversity among 
project team members and other major stakeholders. Management of both 
domestic and international projects requires effective planning, organiz- 
ing, and controlling. However, management of international projects and 
joint ventures poses additional human resource management challenges 
related to communication, teamwork, and leadership, as a result of the 
diverse cultural backgrounds of the project participants. This presents in- 
teresting challenges in negotiating, motivating, and human relations. This 
topic is discussed in detail in Chapter 2. 

Project team building 
Teamwork can make ordinary people produce extraordinary results. 

-Anonymous 

Projects today have dramatically increased in complexity, requiring indi- 
viduals with a diverse mix of background, skills, and functional specialties 
who must be integrated into an effective unit-+ project team. To manage 
projects with multifunctional activities, project managers must cross orga- 
nizational lines and deal with people over whom they have little or no au- 
thority. Increasingly stringent project performance requirements are man- 
dating a high level of sustained cooperative effort within culturally diverse 
project teams. Project managers must recognize the critical significance 
and role of an effective project team and must acquire appropriate team 
building skills to foster cultural synergy within their multicultural team 
and inspire high team performance. 

What is a team7 A team approach is a distinctive way of working that 
harnesses the collective skills, strengths, and energy of team members. 
Teamwork leads to synergy and improves performance of everyone (see 
Figure 1.5). A team is a group of people, but all groups do not qualify as 
teams. At times, a group may be formed just for administrative purposes 
or for achieving personal goals or for social affiliation. At other times, 
committees can stifle creativity and hinder decision-making. However, oc- 
casionally, a group of people combines high morale, effective task perfor- 

I 
mance, and a clear relevance to the ~ r~an iza t ion .~  A team is a group of 
people who work interdependently, who are committed to common goals, 
and who produce high quality results. Figure 1.6 shows the differences 
between a collection of people, a work group and a team with respect to 
their stage on the maturity continuum and management role.33 

Characteristics of effective teams. Effective teams produce high quality 
results and succeed in spite of many difficulties and cultural or philosophical 
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Figure 1.5 What is a TEAM? 

-Together 

E -Everyone 

A -Achieves 

- More 

differences. Team members help each other resolve problems, and feel re- 
sponsible for the output of the team as a whole. Effective teams have sever- 
al task-oriented and people-oriented  characteristic^.^^ 

Task-oriented characteristics relate to direct measure of project per- 
formance by focusing on tasks and results. Such characteristics include: 

Commitment to technical success 
On schedule, on budget performance 
Committed to producing high-quality results 
Innovative and creative 
Flexibility and willingness to change 
Ability to predict trends.32 
People-oriented characteristics influence indirect measure of project 

performance. These characteristics are more associated with people skills 
and working relationships among team members. People-oriented char- 
acteristics of effective teams include: 

High involvement, work interest and high energy 
Capacity to solve conflicts 
Good communications 
Good team spirit 
Mutual trust 
Self-development of team members 
Effective organizational interface 
High need for achievement and growth.32 
Teams can be judged by their output, objectives, energy, structure and 

atmosphere. In a nutshell, effective team is composed of a group of peo- 
ple who work interdependently, who are flexible, committed to achieving 
common objectives, work well together and enjoy it, and produce high 
quality results. Effective teams can easily recognize barriers to their own 
effectiveness and then develop and implement actions to remove those 
- .  
barriers. 
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Figure 1.6 A Group Does Not Make a Team 
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Adapted from mateIials presented in a sminar on Coaching b Team Building Skills fcf Managers b Suprvisors, by Skill Palh 
Inc., 1994. Mission, Kansas. p. 8. By permission of publisher. 

What is team building? Building effective project teams is one of the 
prime responsibilities of project managers. Team building is the process 
of transforming a group of individuals with different interests, backgrounds, 
and expertise into an integrated and effective work unit. It can also be 
seen as a process of change. In this transformational process, the goals and 
energies of all team members merge and support the objectives of the 
team. The team building process is important for all types of projects but 
will vary in complexity depending upon the nature and size of the project. 

In the process of team building, project teams have to answer ten 
questions: 

1. What are we here to do? 
2. How shall we organize ourselves? 
3. Who is in charge? 
4. What are our roles, responsibilities and relationships? 
5. Who cares about our success? 
6. How do we resolve problems and conflicts? 
7. How will the performance be measured? 
8. How are the awards decided? 
9. How do we fit in with other groups? 
10. What benefits do team members need from the team?31 
These questions do not arise at specific and predictable times and need 

not be answered in a step-by-step process. However, in practice, these issues 
must be addressed and resolved as they arise and or they may become sig- 
nificant obstacles to team progress. The project team becomes stronger, and 
a high-performance team, if it successfully works through its obstacles in a 
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Figure 1.7 Role of Management and Leadership in The Five 
Stages of Team Building 

timely manner; likewise, if it fails to clear the obstacles, success in achieving . .  . . *.* I rC I . , I .  . I . . I  1 * I  I.<,- - I-. . 
objectives 1s unllltely. leam bullalng lnvolves golng mrougn all ammunes 
and obstacles until a working group becomes high performing and effec- 
tive. One of the most important characteristics of an effective team building 
process is that all problems are resolved by the team members themselves 
rather than having problem-solving done for or to them. 

All teams go through five stages of development, which include: 
1. Forming (testing) 
2. Storming (infighting) also known as conflict/floundering 
3. Norming (getting organized) 
4. Performing (mature closeness) 
5. Adjourning ( r e - f ~ r m i n ~ ) . ~ ' . ~ ~  
Teams follow a specific developmental sequence that has three charac- 

teristics: 
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Table 1.2 Management vs. Leadership 

Management Leadership 
Uses positional power Uses personal power 
Administers Innovates 
Feels challenged by complexities Feels challenged by change 
Focus on tasks and processes Focuses on people 
(what? and how?) (why? what for?) 
Transactional (exchange) Transformational 

(empowerment) 
Control Direct 
Driven by objectives Driven by vision 
Does things right. Does the right thing. 

Cyclical. All stages occur naturally and in order. How long a team stays 
at a particular stage depends upon team dynamics, team size, and team 
leadership. 

Developmental. There are several issues and challenges at each stage 
that must be resolved before the team can go to next stage. Again the speed 
at which a team progresses to next stage depends upon maturity level of 
the team members, facilitation skills of team leader, and commitment to 
meet common goals. 

Thematic. There are themes and corresponding behaviors for each stage. 
Themes fall into two main categories: they are either task-oriented (re- 
lates to getting the work done) or relationship-oriented (relates to keeping 
the group together and helping it work effectively).33 

Figure 1.7 shows five stages of team development, along with themes, 
main issues and corresponding task- and relationship-oriented behavior 
of the team members during each stage.33 Project managers must learn 
team building skills to take the members smoothly through all stages to 
the fourth stage when teams become high performing. Project managers 
need to use a combination of management and leadership skills as the teams 
go through all stages of development. Table 1.2 shows major differences 
between management and leadership.33 

Team building is not a one-shot deal. It should be an ongoing process. 
To build effective project teams, project managers must obtain top man- 
agement support, commitment of team members, introduce appropriate 
rewards and recognition, create a conducive environment, manage con- 
flicts effectively and above all expedite communications among all chan- 
nels and links and provide good team leadership. 

Teamwork is essential to manage change. The project manager can play 
an active role as change agent and use human skills to overcome resistance 
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to change. Effective management of human resources-the most valuable 
assets and resources in a project--can be achieved if project managers eval- 
uate and use all four factors (communication, teamwork, leadership, and 
cultural ambiance) to build an effective intercultural team and integrate 
the efforts of a diverse mix of team members. They must recognize that 
change is inevitable and therefore focus on developing appropriate project 
management strategies to convert change into opportunity by optimizing 
the performance of all human resources in a project. Teamwork can pro- 
vide a useful way to involve team members in any change program and to 
increase collaborative and supportive behavior. 

Managing Changes in a Project Environment 
Managing a project is creating a change. 

-Anonymous 

All projects, especially large ones, involve changes and problems that were 
not anticipated in the original plan. Yet despite the numerous legitimate 
reasons for making changes in a project, change creates a lot of uncer- 
tainty and is a common source of tension and resistance in projects. It can 
have a detrimental effect on team productivity and interpersonal relation- 
ships among project participants. 

The project plan is the most fundamental element of strategic change 
management. It is the first line of defense when dealing with project un- 
certainty. Well-developed project plans can help deal with change system- 
atically and rationally, while the efficient management of change can make 
the difference between project success and failure. 

There are really only four primary factors that can affect a project plan. 
They are changes in goals or objectives, staffing levels, budgets, and/or 
schedules.34 

There are also some secondary factorsquality, risk and contract man- 
agement-that can affect a project plan. All of these factors are interde- 
pendent; each of them may affect other aspects of the plan. In essence, 
making project changes is a matter of replanning the project to accom- 
modate the change. Because a project is a multidimensional interrelated 
system of objectives having dimensions of scope, quality, time and cost, it 
is difficult to change one dimension of this system without affecting the 
other. For example, any changes in the staffing level may affect the project 
schedule, budget and performance (quality). A change in schedule may 
force changes in the budget and staffing requirements. A change in budget 
may affect the scope of work or objectives that can be accomplished, which 
in turn affects everything else. To change a project plan, the project man- 
ager must work through the original relationships in the plan and evaluate 
all project dimensions in order to adjust everything that will be affected by 
the change. As these adjustments are made, each change and its impact 
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should be documented and communicated to top management, the client 
and project team members. 

Some common reasons for changes in a project environment are: 
A change in organizational policy that affects project priority 
A reorganization in the company that creates staffing adjustments on the 
project 
Changes in the composition of the project team based on phase of the 
project life cycle 
A cutback in expenditures that reduces the project budget 
A major new source of competition that requires quicker completion of 
the project 
Political situations (environmental studies, government regulations and 
major funding decisions) that seriously affect the start and overall life cy- 
cle of the project. 
A new breakthrough (especially in R&D projects) that changes the em- 
phasis of the project.34 
At some stages of the project life cycle, changes are more beneficial and 

should be encouraged. For example, during the conceptual and planning 
phase, the iterative process of scope development and front-end planning is 
an evolutionary process involving enormous changes. Since the plans are only 
being developed during these early phases and very little real capital is invest- 
ed, changes to the overall project plan and project management approach de- 
veloped during these phases are more cost effective. Changes are better made 
during these phases rather than during the implementation phase when the 
cost of changes can be very high and the net benefits are sometimes question- 
able. Also, in order to optimize overall project success, changes during an irn- 
plementation phase or at the later stages of the project life cycle should be dis- 
couraged if possible since they are not only too expensive but are also very 
disruptive. Such changes are naturally resisted by project personnel and hence 
pose additional human relations challenges in the management of the project. 
This leads to considerable conflict and stress. 

Project managers must study the types of changes to be made and select 
the ones that are likely to be most effective in increasing overall produc- 
tivity. They must carry out a tradeoff analysis and deal with common re- 
sistance to changes. 

Types of changes in a project environment 
Changes to the project will inevitably occur in the baseline of scope, qual- 
ity, schedule, budget and resource allocation. These changes must be ana- 
lyzed and evaluated to determine correction actions to be taken when nec- 
essary. Two types of major changes that can significantly affect a project 
are scope changes and baseline changes.3S 

Scope changes. Scope management is the most fundamental element 
of project management. Changing the scope of a project refers to making 
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additions, modifications and deletions to the end product or service. Al- 
though scope changes (after the scope is finalized) can be managed with 
proper project controls and administration procedures, it has a significant 
impact on overall project performance, team morale and other human fac- 
tors in a project. Common sources of scope changes are: 

Project specification changes. This, the most common type of scope 
change, is normally initiated by the client. Its purpose is to get additional 
capability or feature that was not included in the original specifications 
but is considered important enough to be included later. It may have sig- 
nificant impact on the overall budget and schedule. 

Design change. These are initiated when someone comes up with a bet- 
ter way to produce or provide the end product. 

Technological changes. As a project evolves, new types of technology 
in equipment, material, communication, and/or expertise may become 
available. 

Business cycle. Circumstances within the business environment change 
over time. Announcements by competitors, international agreements, ex- 
change rates and labor disputes can force changes in project scope. Orga- 
nizations need to be more proactive rather than reactive to adjust the pro- 
ject scope. 

Personnel changes. As a project progresses, the people involved may 
change. The key client representative may leave, new clients may be 
brought into the picture (by mergers and acquisitions), the project manag- 
er or administrator may be transferred to another project considered more 
important by top management, or a key expert from the project team may 
be pulled off the project. Such changes require timely adjustments to pro- 
ject requirements, design, technology and business perceptions. 

A sound change control procedure must be designed and implemented 
to track and evaluate the changes initiated by any of these sources. With- 
out effective change control in place, project managers may become over- 
involved in trivial things and miss the original project outcomes within 
time, budget and resource baselines. Unfortunately once the baselines 
start slipping, costs escalate, questions arise, people start finger-pointing 
and the project team's time is wasted in non-constructive activities. To 
cope with these issues, it is important to implement an effective mecha- 
nism for change control. 

Procedures for managing scope change. Scope changes have a signifi- 
cant impact on the project and its people because they deal with the end 
product or service. Change control procedures should be based on fol- 
lowing the objectives to facilitate effective and efficient scope changes. 

Define options for project managers when project scope changes. 
Establish a process for submitting the change and evaluating its impact 
on the current project baseline that is agreeable to all parties concerned. 
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Help approve or disapprove the time, effort and money required for the 
change, based on constraints and sound business principles.37 
Here are five major steps that may be used to accomplish these three 

objectives: 
Design a change control form. It should describe "what" and "why" as- 

pects of scope changes. This form may have to be completed by the per- 
son requesting the change or by the project manager (especially for polit- 
ically sensitive projects). Figure 1.8 shows a typical change control form.37 

Record the change control details on a change control log. The change 
controller can then place such changes on the agenda for the change con- 
trol committee. 

Approve the change for further investigation. This is done by a change 
control committee composed of members from the technical and business 
area, as well as a decision maker from the organization responsible for 
paying for the investigation and implementation of the proposed change. 

Evaluate the change. This may be done by the investigation team, 
which may be composed of change control committee members with 
some additional members having specially needed skills. It involves carry- 
ing out a costbenefit analysis and making recommendations. The team 
may find the proposed scope change may seriously affect the budget, 
schedule, manpower requirements, may have political ramifications or 
may place the organization in jeopardy. The investigation team completes 
its evaluations and returns the change control to the change controller to 
proceed to the next step. 

Approve the change. The approval committee is made of same mem- 
bers as the change control committee with the possible addition of appro- 
priate decision makers. The decision makers should consider the impact 
of such changes on the project and organization as a whole.3S 

These procedures, although too formal for small projects, are particu- 
larly useful for large projects. Project managers may require a project re- 
view chart which is a document that describes the change of scope, com- 
pares the current completion date, effort needed, project personnel and 
cost associated with the proposed change. Figure 1.9 shows a typical pro- 
ject review chart that also should show recommendations and approvals 
by appropriate personnel. 

Baseline changes. Project baseline refers to the project specifications, re- 
quired standards and targets with respect to budget, schedule, resource use, 
and capital asset utilization. Baseline changes, which are associated with the 
project plan, are easier to anticipate than scope changes because they can be 
tracked against actual performance by the project manager, team members, 
and functional managers. Some common types of baseline changes are 
client-driven, regulatory-driven, externally driven and internally driven 
(with a number of sub-types). Some of these changes are common in pro- 
jects and can be identified and taken care of quickly, while others are more 
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Figure 1.8 Change Control Form 

subtle and can sneak up on the project team causing serious cost and sched- 
ule overruns. Figure 1.10 shows major sources of changes to the baseline.3s 

Client-driven change. Client-driven change occurs for a variety of reasons, 
but there are three interrelated elements of changes driven by the client. Base- 
line changes in scope, as noted earlier, are initiated by the client's desire to 
change the characteristics of end product or service. Changes in cost come 
about because the client is concerned with total cost as well as cost distribu- 
tion (quarterly, fiscal year, etc.). Sometimes clients may want to change the 
periodic cost to meet their budgetary surplus or deficit. The client may be fo- 

Change Control Form 

Change Order # 

REQUESTER 
Project Description Date 
Project Number 
Change Initiated By: 
Description of Proposed Change: 

Reason for Change: 

CHANGE CONTROL COMMmEE 
Impact on the Project: 

Effect on Schedule 
(short t e d o n g  term) 

Effect on Budget 
(short t e d o n g  term) 

Effect on Manpower 
(short t e d o n g  term) 

Actions 

Cancel, Do Not Proceed 

Proceed with Engineering only 

Pmceed all the way. Extra costs as accepted 

Hold ... pending detail estimate of time and cost 

Other (explain) 

FOR CLIENT DATE 
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Project Review Chart 

Project Name R o j  # 

Roject Manager 

BASELINE 
Baseline Completion Date 

Baseline Project Budget (total) 
Baseline Personel Requirements 
(total in person years) 

Special Comtraints/Assumptions 

AS OF LAST REVIEW 
Review Date 

Completion Date 
Prok t  Budget 
(Forecast to complete) 

Personnel Requirements 

Actions Approved 

REVISED 
Date 

Status of Action Items 

Completion Date 

Project Budget 

Personnel Used to Date Forecast to 
(person years) Complete 

DEVIATION 
Withing Contingency More than Contingency 

PROPOSED ACTIONS 

Approved Disapproved 

Signatures 
Date 

Project Manager 

Date 
OwnerlCSent 

Figure 1.9 Project Review Chart 

cusing on total cost or on cost schedule relationships. Schedule changes refer 
to the alteration of completion dates andfor interim milestones. 

Regulatory-driven change. These changes are caused by regulations 
and mandatory directives imposed on the project team. In the matrix 
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Figure 1.10 Sources of Change to  the Baseline 

Institutional 

Schedule Pmblems 

Source: Joan Knutson and Ira Bib, 1991. Pmjeet Msnsgemsnf--How to Plan and Manage Sumssful Pmjeets, AMACOM, A 
Division of American Management Association. New York, NY, p. 103. By permission of the publisher. 

shown in Figure 1.10, one side of the matrix represents the sources of reg- 
ulations: governmental or quasi-governmental, institutional, corporate or 
divisional (departmental). The other side represents the level from which 
these regulations are initiated and imposed: local, state, national and in- 
ternational. Thus, there is a 16-cell matrix of potential sources of regula- 
tory changes to the project baseline. 

Externally driven change. Externally driven change originates from the 
environment in which the project operates. There are three main types of 
environmental changes that may affect the project. Economics can affect 
project progress, rather than the end product itself. For example, the base- 
line of a computer systems project may change because of the cost and de- 
livery of key hardware components or introduction of relevant software 
to the marketplace. Political change can be caused by an event or circum- 
stance that alters the customer environment for the organization (for ex- 
ample, the impact of the Valdez oil spill on Exxon). Socially driven change 
can be caused by factors that affect the organization's responsibilities 
within the community and society as a whole. For<example, some busi- 
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nesses may decide not to deal with the countries that violate human rights 
or with companies that pollute the environment. 

Internally driven change. These represent forces exerted on the project 
team by altered conditions or problems within the organization. Some 
major types of internally driven change, which may or may not be under 
the direct control of the project team, are changes caused by scope or 
technical problems, cost problems, schedule problems, andlor resource 
demands. 

Procedures for managing baseline changes. In reality, baselines are 
not static. They change as the project progresses. Here are some general 
steps for managing baseline changes that will help project managers man- 
age their time efficiently. 

All baseline changes must be processed through one person-the project 
manager. 
All changes must be communicated to the project manager. 
Clear rules must be established regarding the timing (e.g., weekly, bi- 
weekly, etc.) for submission of baseline changes, so that tracking can 
be done systematically. Baseline changes are tracked to warn project 
participants (wave red flags), to document and analyze problems, and 
to negotiate for assistance in managing baseline changes in the most ef- 
fective way. 
Project managers should not hesitate to address the reasons for changes 

in the baseline whenever the project gets into a crisis. It takes time to re- 
vise plans, reissue them and deal with the reasons for deviations from 
baselines. However, as soon as the project manager suspects the possibili- 
ty of a baseline change, he or she must take a bold, calculated view of re- 
ality and evaluate its impact on the balance of the project. Each project 
manager may establish his or her own baseline change procedure by fol- 
lowing the guidelines described below.35 

The person in charge of processing baseline changes should also coordi- 
nate the change among project team members. 
Baseline changes should be made on a scheduled basis rather than at 
random. 
Do not panic, follow the formal baseline change process when the pro- 
ject gets into a crisis. 
Communicate the changes that have been approved and made to various 
levels, the rest of the team members, &d the client. 
Clarify authority and approval points. For example, you can authorize 
slippage in a task as long as it has float, but go to the client before slip- 
ping the entire project completion date. 
Define reserves in time, resources, or dollars. 
Allow changes to be made by authorized personnel only. The functional 
manager can authorize a change in personnel, in consultation with the 
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project manager, but a team member can't arbitrarily trade off with 
someone else. 
Consider possible impact on the overall project before approving any 
change. 
Study alternatives. Work within the constraints given. Ask for tradeoffs 
only when absolutely necessary. 
Don't be afraid to change the baseline when necessary, but work with 
the client. 
Don't overreact. Mow time for the baseline change to take effect and its 
impact to be evaluated before implementing another change. 
Document the change thoroughly; when it was made, why, by whom it 
was approved, and how much did it cost. This will help explain the ra- 
tionale of decisions later and will help build a better database for future 
references. 
Track the change to ensure that there are no unanticipated rarnifi~ations.~~ 

Deciding what changes to make (tradeoff analysis) 
Changes are expensive. Select them and implement them carefully. 

-Anonymous 

Project changes involve four fundamental parameters--cost, time, quality 
and scope. A systematic approach should be used to understand the trade- 
offs in making project changes. It should be based upon a clear under- 
standing of the impact of changing one parameter on the others. The fol- 
lowing steps summarize a step-by-step method for analyzing project 
changes.34 

Step 1: Gather information on the problems or the change. Focus on 
the rationale behind making changes that may be related to human errors 
or failures, unexpected problems or external environment. Basically pro- 
ject managers should seek an answer for the question: What changes are 
required now that were not when the project was originally planned? 

Step 2: Review the project goals and objectives. Project goals and ob- 
jectives should be reviewed and validated in light of the new problems or 
circumstances. Any modifications to goals and objectives, if necessary, 
should be made at this time to adjust the project plan accordingly. 

Step 3: Establish the relative priorities for project schedule, budget and 
performance criteria. This should help determine the impact of project 
changes on the firm's profit picture and strategic plan. The following 
questions should be addressed during this step, before deciding on a 
course of action. 

Is a cost overrun acceptable? 
Is it better to change project specifications? 
Cost overruns versus schedule delays: which would be worse? 
Will "crashing" costs shorten the completion time? 
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Step 4: Review the status of each aspect of the project. Gather up-to- 
date information and review schedule, budget, quality, priorities, task se- 
quences and communication system. 

Step 5: Generate alternatives to accomplish objectives of the changes. 
This step can be very useful if done right. The project manager can hold a 
brainstorming session with the project team and appropriate project 
stakeholders to generate alternatives to manage the proposed changes. 
Creativity and freedom to express ideas should be encouraged. 

Project modifications may involve one or more of the following inter- 
related options, which can be mixed and matched in various degrees to 
accomplish the desired result:34 

Hold the project performance specifications constant: review the impact 
on cost and schedule without additional resources. 
Freeze the budget for the project: this may affect the schedule and per- 
formance specifications. 
Adjust a combination of goals, budgets and/or schedule; this may lead to 
significant modifications to the project plan. 
Change the project team: this may affect schedule and budget. 
Add equipment: this may solve schedule or technical performance prob- 
lems but can have significant impact on the budget. 
Change operating and administrative procedures: Avoiding bureaucracy 
and using the KISS principle ("Keep It Short and Simple!") can increase 
overall efficiency. 
Scrap part or all of the project: this will seriously affect performance, 
budget and schedule, therefore it needs a careful review of organization- 
al priorities. 
Step 6: Analyze the alternatives. Analyze the risk of each alternative 

and carry out a costbenefit analysis before selecting the best alternative. 
Step 7: Make the decision and revise the project plan. The changes 

should be documented and approved by the appropriate members, just 
like the original plan. 

During each step of this tradeoff analysis, it is important that the pro- 
ject manager, the project team, functional managers and client (when ap- 
propriate) work as a cohesive team and contribute their ideas and priori- 
ties regarding the impact of the problems and changes. 

Dealing with resistance to project changes 
Most people may agree with the change but disagree with the change process. 

-Anonymous 

Unfortunately, implementing changes in a project is not always as simple 
as changing the plan. Because of human and behavioral factors, change 
causes tension. Uncertain outcomes lead to resistance to changes in pro- 
jects. Project participants start feeling comfortable with the original pro- 
ject plan and strongly resist any changes to this plan. Some resistance to 
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change in a project also comes from misunderstandings about the ratio- 
nale behind the change, fear of unknown, fear of personal loss, and polit- 
ical self-interest. 

When dealing with resistance to change, project managers generally 
hear things like: 

We already planned it this way and this is the way we want to do it. 
We have been doing it like this for years. 
Let's talk about something else. 
I liked the plan better before. 
Forget about new ideas and let's keep going. 
Let's not get carried away. 
Changes will slow us down a lot. 
Changes will cost us too much. 

The manifestations of resistance to changes include attitudes of skepti- 
cism, lethargy, procrastination, lower morale, anxiety, tension and lower 
productivity in general. Implementing change will go more smoothly is 
there is adequate communication to create understanding and compre- 
hension. The project manager must encourage inquiries and explain with 
patience. This will help gain acceptance for the change and commitment 
to the change process. 

The change agent must ensure that the proposed changes are commu- 
nicated effectively (expressing the reasons for and importance of the 
changes), understood by the people affected (questions and feedback are 
encouraged without imposing your views too strongly) and accepted as 
necessary and appropriate. These steps will help get a stronger commit- 
ment from people involved in making the changes work successfully. 

Some practical tactics that should be followed in dealing with resis- 
tance to changes in a project environment include: 

Openly discuss tensions or frustrations 
Use leadership abilities to motivate enthusiasm and shared vision 
Focus people on the positive aspects of the change, while being honest 
about the situation. 
Clearly define any new expectations, measurement criteria, or rewards, 
and be tough when you need to be. 
Don't let personal agendas get in the way; accept the change and show 
your support.34 

Evaluating changes and learning lessons for the future 
People resist change only when they are not an active part of it. 

-Anonymous 

In addition to spending time and effort in defining, analyzing and imple- 
menting change, change agents or project managers must evaluate the 
changes they make. The purpose of this evaluation is not only to gather 
feedback on how the change itself can be modified to increase project ef- 
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fectiveness but also to determine if and how the overall change process 
and the steps used in this process can be improved for the future. 

According to Margulies and  alla ace:^ this evaluation may be difficult 
because outcome data from individual changes may be hard and/or unreli- 
able to measure. However, project managers should still try their best to 
evaluate a change in order to increase its effectiveness on the project. The 
evaluation process involves watching for symptoms that may indicate the 
need for further change. A word of caution: changes should not always be 
made on the basis of observing symptoms. The decision to make any 
changes in a project should be based upon objective information resulting 
from thorough and well-executed internal and external diagnoses of the pro- 
ject situation. In general, a change in a project can be justified only if it: 

Improves the means to accomplish project goals in a cost effective man- 
ner with respect to its budget, schedule and performance criteria 
Increases profitability of the organization as a whole 
Promotes professional development of project team members 
Increases the synergy effect of team building 
Contributes to individual satisfaction and social well being of project 
participants. 
Figure 1.1 1 shows major factors discussed in this section which are 

highly interrelated and have a great deal of collective influence on the 
success of a change in a project environment. 

The rules in making project changes 
In order to define and manage a change in projects, based on major fac- 
tors and ideas outlined in this section, following are some practical rules 
that should be followed in making project changes: 

Never get angry. 
Never commit to changes without understanding their impact on the 
project. 
Remember there is always more than one way to accomplish an objec- 
tive. 
Always involve team members when exploring alternatives and adjust- 
ments. 
Always work from the original plan and document changes in relation- 
ship to the baseline. 
Always evaluate impact on the entire plan, not just the component that 
is being changed. 
If changes in scope, budget or schedule are involved, always ask for ap- 
proval unless authorized to do so. 
Always evaluate, document and communicate risks to decision makers. 
Always make sure the changes are clearly communicated to the project 
team after they are approved.34 
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Figure 1.11 The Collective Influence of Major Factors on 
Success of Change in a Project Environment 

Project Manager as a Dealing with Resistance 

Change Agent to Project Changes 

(Appropriate Skills) (Individual b Organizational 
Resistance) 

Evaluation of Change 
Change Internal b External 

Change Process Diagnosis of Change 

- 

Types of Changes 
Deciding What 

to be Made 
Changes to Make 

(Trade-off Analysis) 

Source: Samwl C Certo. Steven H. Appdbaum and lmne Divine, 1989.Rincip/es ofModem Matwgemsnrd CaMdisn Per- 
spective Third Edition, Allyn and Bacon, Inc.. pp.287. By psrmission of the publisher. 

Summaiy 
Resistance to change is inevitable. Any attempt to impose the change 
process and its outcomes leads to serious problems in terms of poor work- 
ing relationships, lack of trust, breakdowns in communication and signif- 
icant loss in productivity. Resistance to change can be overcome by team- 
work. Project managers should be used as change agents and trained in 
human aspects of project management. 

A high proportion of project problems are caused by some kind of 
communication breakdown including lack of active listening; uncohesive 
teams; uncoordinated teamwork; and poor project leadership. General 
project management faces additional challenges because of the increased 
need for joint ventures. Moreover, international projects are characterized 
by the cultural diversity of the project teams and the project stakeholders. 
These factors emphasize the need to manage project human resources ef- 
fectively through the understanding and use of a model that includes three 
elements: teamworkv), leadership(L), and communication(C), otherwise 
known as TLC (tender loving care). 

A strong project team is the nucleus of a successful project. Effective 
team building and teamwork is crucial to optimize performance of project 
participants. When the concept of team building is well understood and 
applied at all levels, it becomes much easier to transform work groups 
into "real" teams throughout the organization. Team building is also one 

54 
Managing the Project Team 



of the most critical project leadership qualities that determines the per- 
formance and excellence in a project environment. Although the process 
of team building and taking team members through all stages of team de- 
velopment can entail frustrations, yet the rewards are great. 

Teamwork is a useful tool to involve people in change program and in- 
crease cooperative and collaborative behavior to manage the change ef- 
fectively. In a project environment, importance of teamwork, team build- 
ing, and enhancing trust among team members must be emphasized. 
Teamwork will not only help meet project objectives within the given con- 
straints, but will make work "fun" by increasing the morale of team mem- 
bers and hence their productivity and team synergy. 

Tough global competition and a rapidly changing world places many 
demands on top management, project managers, project team members 
and other project stakeholders associated with the need to plan and man- 
age project changes effectively. Changes in a project seem to be inevitable 
and can happen at any time in the project life cycle. Even though there 
may be valid reasons to make a change in a project, changes should be 
planned for and dealt with effectively. Project changes do not only affect 
the project plans but changes affect the people-stakeholders and con- 
stituents. The impact of implementing changes can be measured in terms 
of overall project performance by comparing to the baseline plan. With a 
sound and well documented original plan, the impact of any changes can 
be assessed and managed. 

Pressures for change stem from many sources, including globalization, 
changing technology, rapid product obsolescence and changing nature of 
work force. The impact of changes in a project in terms of overall budget, 
schedule and performance may vary depending upon the timing, nature, 
size of the change and the number of parties involved. Project managers 
(as change agents) must have a clear understanding of the types of changes 
to be made and use a trade off analysis to determine what changes are 
most effective to meet project goals and objectives depending on project 
situations and circumstances. 

Change is a common source of tension and resistance in projects. Re- 
sistance to change is a common and natural reaction of human beings. 
This resistance to change happens at an individual and organizational lev- 
el. Individuals resist change through selective perception, habit, depen- 
dence, fear of the unknown (personal loss) and economic uncertainties. 
Organizational resistance to change can be caused by a threat to power 
and influence, the organizational structure, resource limitations and in- 
ter-organizational agreements. Special emphasis must be placed on effec- 
tive communication, better understanding and comprehension (rational 
behind change) and gaining acceptance and hence commitment of people 
affected by the change through their sincere involvement and participa- 
tion in planning and implementing the change. 
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To be effective change agents, project managers must possess special 
skills to determine when, what and how changes should be made, solve 
change-related problems, and use a behavioral science approach in man- 
aging the three-stage change process. Interpersonal skills and effective 
communication are crucial in influencing people appropriately during the 
change. They must encourage pressures for change, discourage resistance 
to change and evaluate the change depending on the phase in the project 
life cycle. 
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Teamwork: the ability to work together toward a common vision 
and to direct individual accomplishment toward organizational 
objectives. 7 
Team Dynamics and 
Cultural Diversity 

0 
NE OF THE MOST IRRITATING things for sports fans is to watch a fa- 
vorite team fail to play together. We can see immediately when 
team members are acting more as individuals than as a team, be- 

ing either too dependent or overly independent and not coordinated at 
all. We can see examples of poor teamwork-missing a message, failing to 
pass at the right time, failing to assist team members who are in trouble, 
trying to shine at the expense of others or failing to pass on information 
to the leader. We "coach" from our armchairs on matters of behavior, at- 
titude and performance. 

Project teams are very similar to sports teams in terms of human dy- 
namics. Like team coaches, project managers must understand team dy- 
namics and foster human synergy by effective team building. 

The performance of project managers is dependent upon the output of 
the project team: a group of individuals with different needs, backgrounds 
and expertise. The smooth running of a project team becomes more chal- 
lenging with increased project complexity, a diverse mix of skills and cul- 
tural diversity. Special attention must be given to the quality of the inter- 
personal skills and team dynamics within the project team to understand 
and influence its productivity in a project environment. 

Many people think of a "team" as simply "a group of people with a 
common goal." Such an erroneous assumption makes it difficult to develop 
a group into an effective cohesive and high-performing team. A team is a 
group of people who are committed to common goals, who depend on 
each other to do their job (working interdependently and relying on coop- 
erative efforts), and who produce high quality results. 

Cultural diversity poses special project management and team-building 
challenges. Some ideas to capitalize on cultural diversity and achieve syn- 
ergy within a multicultural and cross-functional team are presented in this 
chapter, along with information on managing international projects. 



Groups and Project Teams 
Take care o f  each other, share your energies with the group. No one must feel 
alone or cut ofL for that is when you do not make it. 

- Willi Unsoeld, mountain climber 

The word team is often used loosely, sometimes merely as a synonym for a 
group. Instead of handling an assignment as a project, management may ap- 
point someone as a task leader to get that task done. The task leader may as- 
semble a group of people, divide the task into subtasks and assign a respon- 
sibilities to specific members of the group. The task leader may assume that 
he or she has assembled a team whereas in reality, it is simply a work group. 
There is a big difference between the grouplwork group and a team in 
terms of its dynamics, the roles of its members, their level of commitment, 
and authority and reporting relationships among its members. 

Cleland has suggested a framework for analyzing team situations in a pro- 
ject management environment, which centers around the following questions: 

What are the challenges and problems presented by the situation? 
What is the difference between a group and a team? 
How do we move effectively from a group to a team? 
What are the characteristics of an effective project team? 
What are the major factors underlying team dynamics and team effec- 
tiveness? 
How can we capitalize on cultural diversity and achieve synergy?* 

About groups 
Two heads are better than one. 

-Anonymous 

A group is a collection of people who communicate with one another over 
a period of time. The members of the group are often few enough so that 
each member can communicate with all the others one to one, not sec- 
ondhand through other people.2 Three conditions must be met for a group 
to exist:3 

Members are able to see and/or hear each other. 
There is interpersonal communication among all members. 
All members see themselves as members of the group with shared goals. 

Some examples of groups are clubs, classes, or civic groups. 
Individual-group relations. Many people believe in the importance 

and centrality of the individual, while others are more oriented towards 
group goals and norms. Two important concepts regarding individual- 
group relations are: 

Individualism/collectivism, one of the dimensions of culture, refers to 
the role of individual versus the role of group. Individualism, which is 
more dominant in Europe and North America, places emphasis on indi- 
vidual decisions while collectivism, which dominates in Japan and China, 
emphasizes group decisions. The cultural belief in individualism creates 
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uneasiness and uncertainty over the influence that groups should have in 
organizational decision-making and other actions. The cultural belief in 
collectivism has the opposite e f f e ~ t . ~  

Group versus individual interests. The interests of a group and those of 
the individuals that comprise it are often c ~ m ~ a t i b l e . ~  However, some- 
times their interests may conflict. 

In a group, everyone may not contribute equally. A free rider, for ex- 
ample, refers to a group member who gets benefits from group members 
but does not make a proportional contribution towards generating the 
benefit.6 Students sometimes experience this problem when an instructor 
assigns a group project for which everyone gets the same grade. In such a 
case, the non-contributing member obtains the benefit of the group grade 
but does not carry a proportional share of workload required to earn it. 

Free riding is harmful to group performance in many ways. It violates 
equity standards; it violates a standard of social responsibility; and it vio- 
lates a standard of reciprocity or exchange.When group members feel that 
one or more members are free riders, a sucker effect may occur. In other 
words, some group members may withhold their efforts because they feel 
that the free riders are planning to withhold their efforts, thus "sucking" 
the energy and commitment out of the group.3.7 

Group types and development. Individuals usually belong to many 
types of groups that can be classified in numerous categories depending 
upon a person's perspective. People join formal and informal groups to 
satisfy their psychological needs, social needs and desires to accomplish 
personal and project  objective^.^ 

Friendship and task groups. This classification is based upon the pri- 
mary purpose the group serves. A friendship group is an informal group 
that develops naturally because of common interests, ties, hobbies, or so- 
cial status. It serves the primary purpose-of meeting its members' person- 
al needs of security, esteem and belonging. A task group is formally creat- 
ed by management to accomplish organizational objectives. For example, 
small teams of eight to ten specialists formed in an industrial organization 
to develop and market a new product are examples of task groups. Task 
groups are sometimes referred to as work groups or teams. A single group 
in an organization may serve both friendship and task purposes. 

Interdependence in task groups. Task groups or work groups can be 
further classified depending upon how the group members depend on 
each other in accomplishing some tasks or project objectives. The three 
types of task groups based upon interdependencies are? 

A counteracting group exists when group members interact to resolve 
some conflict through negotiation and compromise. For example, a la- 
bor-management negotiating group is a counteracting group because 
both parties believe that at least some of their goals conflict. 
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Table 2.1 Key Differences Between Groups and Teams 

A coachinggrotcp exists when group members perform their jobs relatively 
independently in the short term. For example, once project planning is 
done, various work package managers can work independently for a rela- 
tively short time but they must act interdependently for systems integration. 
An interacting group exists when a group cannot accomplish its tasks un- 
til all members have completed their share of the task. For example, in an 
automobile manufacturing plant, an assembly team of eight to ten people 
may perform separate jobs required to assemble a component. If any of 
the jobs is not completed, the component cannot be assembled. Common 
forms of interacting groups include committees, task forces, advisory 
councils, work crews, review panels, project teams and so on. It is not 
only managers and professionals who work in groups but an increasing 
proportion of the workforce must work in a team envir~nment.~>~ 
Difference between a group and a team. Many people confuse groups 

with teams. However, there are some key differences between groups and 

men& seen as personal attaeks. perspeck and enhance 
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teams in terms of levels of commitment, interdependencies and shared re- 
sponsibility. 

A work group possesses most of the following chara~teristics.~~ 
The group works on assigned tasks. 
They have a common task (or a set of individual tasks) that tend to be 
explicit. 
Relationships are functional. 
The group is often temporary. 
Leadership tends to go with competence. 
Members think of themselves as a group; they have a collective percep- 
tion of unity and conscious identification. 
Members communicate with one another, influence one another, and re- 
act to one another. 
What is a team? What makes a good team? These are simple questions 

and we tend to think we know the answers-until someone asks! 
A team is more than just a work group. It is a group of people who are 

committed to common goals, who depend on each other to do their job 
(work interdependently), and who produce high quality results. 

A team can also be defined as a group of people in which the individu- 
als have a common aim and in which the jobs and skills of each member 
fit in with those of others.'' 

The two components of this definition-+ common task and compli- 
mentary contributions-are essential to the concept of a real team. An ef- 
fective team may be defined as one that achieves its goals efficiently and is 
then ready to take on more challenges if so required.l0>l1 

Table 2.1 shows some key differences between groups and teams. 

About the project team 
Achievement is a WE thing, not a ME thing, always the product of many heads 
and hands. 

-1.W Atkinson 

In general, a project team is a work group of two or more individuals who 
must interact and work interdependently with each other to accomplish 
project objectives. Effective team work produces a synergistic effect, i.e., 
the output of the team is more than the sum of the output from its parts. 

Project teams are united by a common purpose and the concept of 
share responsibility. According to Francis and Young, a team is an ener- 
getic group of people who are committed to achieving common objec- 
tives, who work well together, are interdependent on each other, and who 
produce high quality results.12 

Because of rapid changes in technology, unpredictable funding, com- 
plex task environments, and interpersonal dynamics, it is essential to de- 
velop a project team in which individuals share common objectives and 
skills of each member, brought together from several functional areas, 
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complement and fit with those of others. In a project, the performance of 
a project manager is affected by the actions of the project team. The pro- 
ject team works directly with the project manager in planning, coordina- 
tion, interfacing and control functions. 

Just as a high-energy group of committed individuals can boost the 
project manager to new heights of effectiveness, an effective project team 
leader can optimize the strength of all team members and create an envi- 
ronment to blend their talents and thus multiply an overall performance 
of the project team. Before getting into the benefits and process of team 
building, it will be helpful to identify and understand what project teams 
need to know and the characteristics of an integrated project team. 

What does the project team need to know? Few things are more sat- 
isfying in life than belonging to a successful project team. Project team 
leaders must understand organizational and behavioral variables and cre- 
ate a climate to maximize the satisfaction of all individuals on the project 
team while optimizing the performance of the project team as a whole. 
Project managers, at the start of the project, should talk with each team 
member on a one-to-one basis and must make sure that the project team 
members know: l3 

Project objectives and importance to the overall organization 
Selection and assignment criteria for team members 
Roles and reporting relationships of team members 
Why the team concept is being used and how it should work 
The hinderinghelping forces on the project 
Impact of the project on their careers and professional development 
What rewards (team or individual) might be forthcoming if the project is 
successful 
What basic rules, policies and procedures will be followed in managing 
the project 
How much autonomy the project team has 
What level of support is available from top management (tolerance for 
failures, extra training, etc.) 
The style of the team leader 
How decisions will be made 
How performance will be evaluated and documented. 
A frank and open discussion of these items with each team member is 

likely to reduce anxiety and allow the team to focus on project objectives. 
In spite of the fact that sometimes such discussions may increase the anx- 
iety level of some team members, generally these discussions help to iden- 
tify and deal with the source of the anxiety. Dealing with their anxieties 
and making team members feel that they are an integral part of the team 
will lead to high performance of the team as a whole. 

Types of interacting teams. The process and outcome of team building 
depends upon the type of interacting teams. Like groups, there are various 
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types of interacting teams. A team environment in an organization often 
involves one or more of the following types of interacting teams.3 

Problem-solving teams may consist of five to twenty employees drawn 
from different functional areas. These employees could be hourly or 
salaried; they might volunteer or be nominated to be on these teams. 
They may meet one to two hours a week, or as needed, to discuss ways of 
improving quality, productivity or efficiency, and the work environment. 
In some organizations, these teams are called quality circles. The formal 
authority of problem-solving teams to implement their ideas varies from 
none to limited but they can influence improvement in quality and reduc- 
tion in costs. However, they do not basically reorganize the project tasks, 
structure, or the role of managers and employees. 

Special purpose teams are common in a project environment. These 
teams may consist of five to thirty employees, drawn from various func- 
tional departments and sometimes two management levels. They are in- 
volved in a wide variety of tasks that can i n c l ~ d e : ~  

Designing and introducing work reforms and new technology 
Liaison with customers and vendors to improve inputs and outputs 
Integrating the functions of marketing, finance, and human resources 
Increasing product or service innovations 
Encouraging concurrent engineering by integrating engineering and man- 
ufacturing, and fostering creativity in improving overall performance 
Establishing better links between strategic and tactical plans and decisions 
Introducing creative techniques for training, professional development 
and career development. 
These teams emerged in early to mid-1980s and are spreading rapidly, 

including into unionized organizations. They operate with a greater de- 
gree of empowerment than problem-solving teams. 

For example, Oryx Energy Company, a Texas-based oil and gas explo- 
ration and production firm, formed twenty-six teams to improve effectiveness 
and efficiency. One team worked on the destructive competition between 
Oryx's exploration and production division, which had often fought over 
new projects and capital. Today, a team with members from both units meets 
to share information on projects and work through mutual problems.14 

Self-managed or self-directed teams normally consist of eight to fifteen 
functional groups of employees who share a responsibility for a particular 
unit of production (including a major identifiable product or a service). 
The members of self-managed teams perform multiple tasks, manage 
themselves with minimum supervision and are responsible for the whole 
work process, which includes planning, scheduling, organizing, imple- 
menting, evaluating, and making decisions as needed. Team members are 
cross-trained in all technical skills necessary to complete the tasks assigned 
and they share responsibility for the success of the team. 
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Self-managed project teams are more beneficial than traditional work 
groups. A survey of the transition to self-managed teams in seven coun- 
tries showed improved productivity, quality, and employee attitudes as well 
as lower operating costs.lS Self-managed teams became popular in the late 
1980s and appear to be the wave of the future. For example, at Volvo in 
Kalmar, Sweden, teams of fifteen to twenty employees elect their own 
leaders and divide their tasks, although production goals are set by high- 
er management.16 

Self-managed project teams fundamentally change how project tasks 
are organized by empowering the team members to control the tech- 
niques of performing their jobs. The self-managed and self-motivated pro- 
ject team is discussed in detail in Chapter 6. 

The characteristics of an integrated project team. The interdepen- 
dence of project team members and the satisfaction and pleasure that they 
derive from their association with the team are some of the unique char- 
acteristics of an integrated project team. Some of the important charac- 
teristics of a fully integrated project team are:l 

A common reason for working together (commitment to project objectives) 
Strong sense of belonging (cooperation and cohesiveness) 
Pride and enjoyment in group activity (strong belief in team work) 
Interdependency (members realize that they need each other to succeed) 
Shared interests (collaborate and help each other win) 
Commitment to the team concept (no prima donnas allowed) 
Strong performance norms and results orientation (high expectations of 
each other to produce quality work) 
Acceptance of group accountability for success or failure (members help 
each other when needed) 
High degree of intragroup interaction (develops mutual understanding) 
Respect for individual differences (different views are listened to and ac- 
knowledged) 
Climate of trust and healthy conflict (express ideas, opinions and dis- 
agreements freely). 
With spiraling technological and cultural complexity in organizations, 

and megaprojects involving several disciplines, countries and currencies, it 
is difficult, if not impossible, for a single human being to manage a pro- 
ject. Even on smaller projects with modest task complexities and unpre- 
dictable tasks, the team approach produces better results. 

Don't let the project team become a committee. Project teams often 
face tough questions related to project priorities, human aspects and 
scope management. In the absence of strong leadership, well-directed fo- 
cus and self-management, a project team may wander away from their real 
project goals and become a committee, leading to loss of productivity. AC- 
cording to Tom Peters, "committees deliberate and project teams do and 
accomplish."17 The following recommendations for avoiding the commit- 
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tee trap are based on the observations and experiences of successful teams 
at 3M and ~ ~ ~ 1 e . l '  

Set goals and hard target dates for key subsystem tests. Projects consist 
of several subsystems (or subprojects) and milestones. Successful project 
teams are characterized by clear goals. Six to ten strict due dates for test- 
ing key subsystems help achieve a smooth rate of progress. 

Assign personnel on a full-time basis. Team members must be obsessed 
by the project. Team members responsible for key functions should be as- 
signed on a full-time basis right from the beginning to avoid potential pri- 
ority conflicts. 

Have members commit their functions. Top management should urge 
all team members to commit their functions to goals and due dates. Con- 
ditional commitments from one's home function area lead to a committee 
environment and should be avoided. 

Be sure project leaders appraise team members' performance. In order 
to increase team productivity, project managers, not home functional 
managers, should do performance appraisals of team members for the du- 
ration of the project. 

Promote the idea of a career as a string of projects. In a multiproject en- 
vironment, team members should be able to get better career opportuni- 
ties by doing well on a string of projects having multifunction tasks. 

Live together. Team spirit and commitment come through "hanging 
out" together. All key team members should have office areas in close 
proximity and away from their functional colleagues. 

Pay attention to the social element. High spirits are not accidental. 
Team leaders must create a comfortable social environment to make team 
members feel that everyone is in it together. They should facilitate bond- 
ing by having "signing up7' ceremonies, frequent milestone celebrations, 
humorous awards for successes and setbacks alike. 

Encourage external stakeholder participation. External stakeholders 
such as principal vendors, distributors, lead customers (future test sites), 
main contractors, etc., not only contribute directly but also add authen- 
ticity and a sense of distinctiveness and task commitment. Therefore, pro- 
ject team leaders should encourage active participation of external share- 
holders according to the phase in the project life cycle. 

Create self-contained systems. Project team members should have their 
own work stations, local area networks, database etc. However, the pro- 
ject team leaders should be careful not to go too far in order to avoid in- 
tegration problems with the rest of the organization. 

Members pick their own leader. Project team leaders appointed by top 
management may have the formal authority to manage the project, but suc- 
cessful project teams usually select and rotate their own leaders, or even 
choose to be without a leader. It should be recognized that leadership may 
change as the project progresses depending upon the project life cycle. 
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Management should honor project leadership skills. "Management by 
projects" is one of the most effective approaches to competing on a glob- 
al level. However, it requires a wholesale reorientation of the organiza- 
tional structure from "vertical" (functional specialist dominance) to "hor- 
izontal" (multifunction teams). Horizontal project leadership must 
become a desired skill in the organization, rewarded by promotions and 
dollars. Good team member skills for junior members must be cherished 
and desired as well. 

A project-focused management approach requires more than appoint- 
ing teams. If not managed well, project teams and task forces may add to 
bureaucracy rather than subtract from it.17 However, by using these 
guidelines and recommendations, project leaders should be able to in- 
crease team performance and avoid the project-turned-committee trap. 

Team Dynamics and Effectiveness 
Coming together is a beginning; keeping together is progress; working together is 
success. 

-Henry Ford 

The behavior of a group is not the same as the sum total of each individ- 
ual's behavior. This is primarily because individuals act differently in 
groups than they do when they are alone. Most people join groups to sat- 
isfy some of their needs: security, status, self-esteem, affiliation, power, or 
goal achievement. Teams are replacing individuals as the basic building 
blocks of organizations because teams are most effective in achieving hu- 
man synergy and high performance, and thus meeting many of these 
needs for their members. How do teams develop? What are the charac- 
teristics of effective teams? Why do some groups have a stronger team 
spirit than others? How can we increase team effectiveness to satisfy team 
members' needs and at the same time achieve organizational goals? These 
questions have interested many organizational theorists and many models 
of team dynamics and team effectiveness have been proposed over the 
years.18,19,20 

Team effectiveness refers to how the team affects the whole organiza- 
tion, project environment, its individual team members, and the team's 
e~istence.~' It determines the extent to which the team is successful in 
terms of project objectives and organizational goals, the satisfaction and 
well-being of team members, and the team's ability to survive.19 

The main factors influencing a team's effectiveness can be classified in 
four categories:18J9 

The developmental sequence of team members 
Team context and goals, which include external environment, team 
goals, and task characteristics 
Team composition and roles of team members 
Major team issues, which include norms, cohesiveness, and leadership. 
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Figure 2.1 Team Dynamics and Team Effectiveness 

The effectiveness of a project team depends upon its ability to maintain 
the commitment of its team members, especially as the team progresses 
through stages of development. Without this commitment, team members 
leave and the project team will quickly fail. Figure 2.1 shows the main fac- 
tors that influence team dynamics and team effectiveness. All these factors 
are interdependent and must be diagnosed and analyzed independently 
and in relation to each other to gain a better understanding of team dy- 
namics, behavior and degree of effectiveness. For example, elements of the 
context or external environment of the team, such as encouragement or 
discouragement from top management, will influence the project team's 
goals, norms and  role^.^^.^^ 
Developmental sequence of project team members 

It is constant and determined effort that breaks down all resistance and sweeps 
away all obstacles. 

- Claude M. Bristol 

To increase the effectiveness of individual team members and help them 
grow, team members must move sequentially on a maturity continuum 
from dependence through independence to interdependence.22 In a 
group, people may work independently, taking responsibility for assigned 
tasks, but real synergy and teamwork is accomplished when people work 
interdependently. 
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Whenever people work as a group or as a team, group dynamics comes 
into play and influences their overall productivity, which refers to how 
competent the group is in the knowledge and skills that determine its abil- 
ity to complete tasks, and develop morale, which refers to group commit- 
ment as measured by motivation, confidence, and cohesion. 

There are four main stages of group development-orientation, dissat- 
isfaction, resolution and production, which correspond to the stages of 
team development discussed in Chapter 1 (forming, storming, norming, 
and performing).23 

Stages of team development. When project teams are built, most of 
them go through four predicable stages of development as shown in Fig- 
ure 2.2.24 These stages can be represented by four sectors of a team de- 
velopment wheel and can be described as follows:3~24*25~26 

Forming (floundering). All new teams start in this stage with milling 
around and confusion because of the high degree of ambiguity in terms of 
their roles and relationships. Awareness and orientation are dominant 
themes in this stage as members focus their efforts on defining goals and 
developing procedures to perform their tasks. Team members in this stage 
of development try to get acquainted with each other and understand 
their own roles and those of other team members and the project leader. 
The project manager should recognize that individual team members in 
this stage might: 

Keep feelings to themselves until they know the situation 
Act more securely than they actually feel 
Experience confusion and uncertainty about what is expected of them 
Be nice and polite, or at least not hostile 
Be more impersonal and businesslike 
Try to evaluate personal benefits relative to the personal cost of being in- 
volved in the project team. 
Storming (conflict). After floundering, project teams progress to con- 

fronting the issues and other team members in order to acquire control 
and understand their roles, objectives and relationships. Normally this 
happens regardless of what is done or whether any leadership is applied 
or not. In the storming stage, things start becoming serious. Conflicts may 
emerge over relative priorities, responsibilities, task behaviors, and the 
role of the project team leader (with regard to task direction and guid- 
ance). Competition over leadership roles and conflict over goals are dom- 
inant themes that may generate emotional tension and consequently some 
team members may withdraw or isolate themselves. The project team 
leader must be able to resolve conflict during this stage rather than with- 
draw or suppress it. Suppressing conflict may create bitterness and re- 
sentment that will last long after team members attempt to initiate the 
conflict by expressing their emotions and differences. Withdrawal may 
convey the message that the team leader does not care, which will cause 
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Figure 2.2 Team Development Wheel-Stages of Team 
Development 
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the team to fail more quickly. In this stage, conflict is inevitable and 
should be embraced as productive, if handled appropriately. 

Norming (productive). By this stage, the team members are organized 
to work together and meet project objectives. Cooperation and cohesive- 
ness within the project team is a dominant theme in the norming stage. 
Task-oriented behavior leads to sharing of information, mutual accep- 

. tance on opinions and goals and positive attempts to reach mutually 
agreed upon goals. Relationship-oriented behavior emphasizes empathy, 
concern and positive expression of feelings, leading to team cohesion. A 
sense of shared responsibility and cooperation develops in the project 
team. During this stage, project teams really get organized because proce- 
dures are established, issues are confronted and resolved, and team skills 
are developed. 

Performing. This is the final stage of team development during which the 
team members are open, effective and willing to help each other win. A high 
level of mutual trust and high performance are dominant themes in this 
stage. During this stage, the roles of individual team members are accepted 
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and understood. Team members demonstrate how effectively and efficiently 
they can perform their tasks. They understand when they should work in- 
dependently and when they should help each other. In this stage, the team 
members are flexible and trust each other. They provide care and support 
for each other which increases the overall team performance. 

Beyond this stage, the team may proceed in one of two ways: Some 
teams continue to develop themselves and learn from their experiences 
and new input, thereby improving their effectiveness in managing the pro- 
ject, while others--especially those that have not developed high achieve- 
ment norms-may only perform at the survival level. A marginally ade- 
quate level of performance may be the result of excessively self-centered 
behavior of some team members, poor team leadership, development of 
norms that inhibit high performance, or other factors.27 

While most project teams go through all four stages of team develop- 
ment, the time taken to progress from one stage to the next may vary from 
team to team, influenced by the maturity level of the team members, the 
project manager and overall project environment. In addition, project 
teams sometimes get stuck in the conflict stage or swing back and forth 
between conflict and floundering.25 Only the project team members can 
determine if and when to advance to the next stage. 

There is always the possibility of failure of the whole development 
process. Team members may lose confidence in the process, lose team 
leaders, or abandon the project team. Some teams may reach their opti- 
mum level of productivity at the end of norming (productive stage) and 
not advance to performing because they may not have the capacity or the 
need to be high performing.25 

Project team members normally ask questions reflecting the task-ori- 
ented and relationship-oriented (social) behaviors that may differ from 
stage to stage. Table 2.2 shows possible task- and people-oriented ques- 
tions for each stage.25 

The major characteristics of high performing teams are that the project 
team members are flexible, open and supportive. They trust each other 
and help each other win. They are self-led and the leadership is informal, 
ad hoc and   ha red.^^^^^ 

The successful project manager strives to move the team from first stage 
to the final stage in the shortest possible time. The challenge is to maintain 
a high level of morale, motivation and productivity on a long-term basis 
while making sure everyone is having fun while working on the project. 
To achieve this, project managers should either hire expert facilitators or 
learn effective facilitation skills themselves. These skills will be essential for 
guiding project team members through the four stages of team develop- 
ment to ensure high performance and optimum team synergy. 

Adjourning the project team. After completing the four stages of team 
development, most organizations face the dilemma of what to do after the 
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Table 2.2 Questions that Reflect Major Task and 
Relationship Issues for Each Stage of Team 
Development 

Task-Related Questions Relationship-Related Questions 

Forming 
What do "they" really want? What will get me in trouble? 
What is the goal? What will get me rewarded? 
What do we need to Who can I trust? 

achieve goals? 

Storming 
What are the issues/problems? Who's in charge? 
Are we doing the right thing? What are the limits? 
What will really solve the What are the 

problems? roles/responsibilities? 
How will we accomplish 
the work? 

Norming 
What are the tasks and What's acceptable? What's not? 

deliverables? 
What are the performance How can we establish work 

standards and measurement patterns that work for us? 
criteria? 

How will we control work How will we resolve conflicts? 
and report status? 

Performing 
How can we make it more How can we gain more 

creative or perfect? autonomy? 
How do we keep up the How can we support each other? 

challenge, achievement 
and satisfaction? 

Adjourning 
What am I going to do when How can we sustain our working 

this project is over? relationships in the future? 

Adapted from seminar material on Taeiliiting Grwps to Gat Reaub; prsnnted by Erica Jon- st PMI Annual Seminars It 
Symporiurn, 1994. 

project is finished. This is the natural and inevitable stage of adjourning 
the project team. 

Adjourning involves the termination of task behavior and disengage- 
ment from relationship-oriented behavior. Adjourning must be done in a 
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carefully planned manner and, whenever possible, efforts should be made 
to assign another challenging project to the team before it is too late and 
the members disappear. 

Sometimes teams that are formed to meet long-term goals, such as 
quality improvement, go on indefinitely. Adjourning for this type of team 
is more subtle and happens when one or more of the key members leaves 
the organization. The new leader may then change the goals and mem- 
bership of the team. 

Team context 
It's not so much where we are, but in what direction we are moving. 

-Anonymous 

A team's context is formed principally by the external environment, 
which can influence each of the factors shown in Figure 2.1, as well as di- 
rectly influencing the team's behavior and its effectiveness. The team's 
context encompasses several features of organizational environment as 
well as other conditions and factors that are not directly controllable by 
the team, such as:18 l9 

Technology (information technology and communication tools) 
External competition (stimulates creativity and cohesiveness) 
Physical layout and location (tight matrix) 
Supportive management (emphasis on team approach) 
Formal rules and procedures (team's autonomy) 
Reward system (individual versus team reward) 
Organizational values (affect team norms). 
A team's effectiveness increases when it communicates effectively, there 

are sufficient resources to perform the tasks, and management provides 
genuine support and training for team building and team development. 
Also, an appropriate reward system can motivate project team members to 
work together. For example, according to one recent survey, teams often 
fail because team members are rewarded for individual effort rather than 
team effort.28 

Team goals combined with clear compelling directions increase the 
team's effectiveness. Goals influence the efficiency and effectiveness of in- 
dividuals, teams, and organizations, each of which has multiple goals.18 
There may be both compatible and conflicting goals within and between 
individuals, teams, and organizations. Typically teams have two types of 
goals: Relationship-oriented goals and Task oriented goals. 

Teams are generally more effective when project tasks are well defined 
and are easy to implement.29 On the other hand, more complex tasks in- 
volving creativity and innovation require a diverse mix of skills and expe- 
rience that challenges the team to work together and increases cohesive- 
ness. Teams are particularly effective for interdependent tasks because 
people coordinate better when working together than individually. That is 

74 
Managing the Project Team 



why in projects involving new product development, concurrent engi- 
neering teams are more effective than individuals because the highly in- 
terrelated tasks of design, manufacturing and marketing are better coor- 
dinated by a cross-functional team than by individuals working in 
separate functional departments.19 

Team composition and roles of team members 
The effectiveness of a project team depends upon its size, diversity, and com- 
position in terms of similarities and differences among team members and 
the roles they prefer to assume in a team. Effective teams must have mem- 
bers who are motivated to perform the team's tasks, who agree on team 
goals, who work together and abide by the team's rules of conduct, and who 
demonstrate a collectivistic attitude that values mutual dependence. 

Team size. The size of a work team influences team behavior and effec- 
tiveness. What should be the optimum size of a team? It can range from 
two to twenty with twelve being the biggest size where each member can 
easily interact with each other.30 Teamwork is more easily achieved in 
smaller teams because of the convenience of getting to know each other 
and exchanging information and ideas. Also, coordination and acceptance 
is easier in smaller teams. For example, executives at Bata Footwear shift- 
ed from large manufacturing operations to smaller plants in which fewer 
employees worked on a product line. Employees could more easily see the 
big picture, which led to better teamwork and hence to the plant's suc- 
cess.3 

With a team of optimal size, there is enough diversity of skills and ex- 
periences, yet the team is small enough for team members to know each 
other well, develop good working relationships, exchange ideas, and 
agree on team goals. As team size increases, more time and effort is re- 
quired in coordinating roles and activities and resolving differences. Get- 
ting commitment from team members becomes harder because of diffi- 
culties in getting wider acceptance of strategies, plans and decisions of the 
project team. Large teams may break into smaller informal subgroups 
around common interests and work activities, leading to reduced com- 
mitment to team goals. One way to handle this problem is illustrated by a 
solution in use at GE Canada's Bromont plant. There, teams of up to 
eighty people are divided into several informal groups based on common 
interests, work hours and home  location^.'^ 

Table 2.3 shows some of the possible effects of team size. It shows ten 
dimensions of teams in three categories (leadership, team members and 
team process).18,32 It is obvious from this table that a team of seven or less 
interact differently than a team of thirteen to sixteen. The effects identi- 
fied in this table need to be qualified.32 Adequate time and the commit- 
ment level of team members towards team's tasks and goals, among other 
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Table 2.3 Some Possible Effects of Size on Teams 

Group Size 
2-7 8-1 2 13-1 6 

CategoryIDimension Members Members Members 

Leadership 
1. Demands on leader Low Moderate High 

2. Differences between leaders Low to Moderate to 
and members Low moderate high 

3. Direction by leader Low Low to Moderate 
moderate to high 

Members 
4. Tolerance of direction Low to Moderate 

from leader high to high High 

5. Domination of team Moderate 
interaction by a few members Low to high High 

6. Inhibition in participation 
by ordinary members Low Moderate High 

Team Process 
7. Formalization of rules Low to Moderate 

and procedures Low moderate to high 

8. Time required for reaching Low to Moderate 
judgment decisions moderate Moderate to high 

9. Tendency for subgroups to Moderate 
form within team Low to high High 

10. Tendency toward Moderate 
polarization Low Moderate to high 

Source: Don Hellreigel, John W. Slocum, Jr., and Richard W. Woodman, Organizational 
Behavior, Sixth Edition, St. Paul, MN; West Publishing Company, p. 323. By permission 
of the publisher. 

factors, influence whether or not the size of a team impacts on optimum 
effectiveness. 

Diversity. Diversity adds complexity to understanding team behavior 
and its effectiveness. There is growing diversity among team members in 
terms of age, gender and race. Also most project teams have team mem- 
bers with a diverse mix of backgrounds, skills, norms and experiences. 
Based on diversity, teams can be divided in two categories:19 

Homogenous teams include members with common technical exper- 
tise, values, ethnicity and norms. Members in homogenous teams experi- 
ence higher satisfaction, better interpersonal and working relationships 
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Figure 2.3 Individual Problem-solving Styles 
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and less conflict because of similar backgrounds. Homogenous teams are 
effective for tasks that require a significant amount of cooperation and 
coordination, such as emergency response teams or string quartets.33 

Heterogeneous teams are characterized by diverse personal character- 
istics, cultural backgrounds, and vaiues of their team members. Since het- 
erogeneous team members tend to see problems or opportunities from 
different perspectives; heterogeneous teams are generally more effective 
than homogeneous teams for complex projects and problems requiring in- 
novative solutions.34 Heterogeneity leads to quality decisions and creative 
problem solving because of a broader knowledge base. Diversity among 
team members encourages them to obtain a wide network of cooperation 
and support.19 

Roles of team members. The characteristics of team members and the 
roles they play influence the team's performance. A team must be com- 
posed of members with a variety of problem-solving styles and behavior 
roles (task-oriented, relations-oriented and self-~riented).~.'~ 

Problem-solving styles. Problem-solving styles can vary widely among 
project team members. In general, the problem-solving style of individual 
team members depends upon two dimensions: their preferred style of ob- 
taining information from external sources (by sensation or intuition), and 
their preferred way of reaching a decision (by thinking or feeling). 
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Hellreigel and Slocum, Jr., developed a model containing four basic 
types of problem-solving styles: sensation thinker (ST), sensation feeler 
(SF), intuitive thinker (IT), and intuitive feeler (IF) as shown in Figure 2.3.35 

Sensing people seek specific factual data and information from their 
environment, whereas intuitive people gather global or more abstract 
data. After gathering data, people make decisions based on their thinking 
or feeling. Thinking people tend to solve a problem by breaking it into 
logical parts and then analyzing them, whereas feeling people make deci- 
sions based on instinct.3S 

One problem-solving style is not better than another. Many people ex- 
hibit characteristics of each style at various times and in different situa- 
tions. In a project environment, it is important to achieve a balance by in- 
tegrating all four psychological functions. 

The particular combination of problem-solving styles of team members 
can affect the team process and its  decision^.^^ For example, there is like- 
ly to be more conflict and divergence in a team with three strong sensa- 
tion thinkers and three intuitive feelers than if all six members have the 
same problem-solving style. Although different view points should stimu- 
late creativity and innovative solutions, if differences are not facilitated 
properly, those can also lead to conflict, which may hurt the team spirit.36 

Behavior roles. Behavior roles of team members influence the team 
process, its behavior and effectiveness. These roles can be classified as 
task-oriented, relations-oriented and s e l f - ~ r i e n t e d . ~ ~ ~ ~ ~  

The task-oriented role of team members facilitates and coordinates de- 
cision-making tasks. It consists of the following sub role^:^^>^^ 

Initiators offer new ideas and suggest solutions. 
Information handlers may be either information seekers who clarify sug- 
gestions and obtain authoritative information or information givers who 
offer facts or generalizations that relate experiences pertinent to team 
problems. 
Coordinators coordinate team members' ideas, suggestions and activities. 
Evaluators assess the team's functioning and question the practicality, 
logic or suggestions of other team members. 
The relations-oriented role of team members deals with team tasks, 

sentiments and viewpoints. It consists of the following sub role^:'^^^^ 
Encouragers praise and accept the ideas of others; they convey warmth 
and solidarity toward other members. 
Harmonizers relieve tension and resolve intragroup conflicts. 
Gatekeepers encourage participation of other team members by saying 
such things as: "Let us hear from you, Cathy, about developing contin- 
gencies," or "Bob, do you agree with this project plan?" 
Followers serve as friendly members and follow others. 
Group observers tend to give feedback from arm's length. 
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Standard setters suggest team standards, evaluate quality process, raise 
questions about team goals, and assess team's actions towards meeting 
these goals. 
The self-oriented role focuses only on the needs of individual team 

members, sometimes even at the cost of the team. It consists of the fol- 
lowing subroles: 

Blockers are negative and reject the views of others. 
Recognition seekers try to get attention, boast and report on personal 
achievements, and monopolize discussions. 
Dominators try to manipulate the team by asserting their superior status; 
they interrupt the contribution of others. 
Avoiders maintain a distance from others and resist new ideas and team- 
work. 
Devil's advocates bring up alternative viewpoints; overdoing in this area 
can lead to negative results. 
Topic jumpers continually change the subject. 
In effective problem-solving teams, members play both task-oriented 

and relations-oriented roles. Often each member plays two or more sub- 
roles. The project manager and the project team value and respect the 
team members who play the roles leading to high team performance. Pro- 
ject managers must discourage self-oriented roles because teams dominat- 
ed by members playing these roles are often ineffective and fail in meeting 
project objectives. 

Self-Assessment Exercise A (see Appendix) provides a questionnaire for 
evaluating your task oriented, relations-oriented, and self-oriented behav- 
iors as a team member. The scale indicates how often you perform each 
role. Scores of 24 to 32 on task-oriented behaviors, and 6 to 12 on self- 
oriented behaviors would suggest an effectively functioning team. 38 

Major team issues 
Accept the challenges so that you may feel the exhilaration of victory. 

- General George S. Patton 

The levels of commitment and performance of some teams are much 
higher than others. These high-performance teams develop norms to reg- 
ulate and guide the behavior of their members. They are more cohesive 
and members are highly satisfied and motivated to remain on the team. 
Their task performance remains high because their team's norms do not 
conflict with project and organizational objectives. When team members 
are inspired by their team leaders they are often prepared to give more 
than 100 percent to the project. Team leaders are able to create a true 
team spirit, develop mutual trust, and better working relationships among 
team members, and provide them with compelling directions and neces- 
sary support. 
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In addition to the team's context and goals, developmental sequence 
of team members, composition and roles of team members, there are 
some other issues that significantly influence effectiveness. Three of these 
team issues are: norms, cohesiveness, and leadership. 

Team norms. Why are employees in some departments eager to leave 
immediately when their normal work day ends, whereas people perform- 
ing similar functions in a team environment stay to finish their tasks? This 
is mainly due to nomzs-the informal rules, expectations and patterns of 
behavior that teams establish and that are also accepted by team mem- 
b e r ~ . ~ ~  Team norms regulate the behavior of members and exist only for 
behaviors that are important to the team.40 Norms guide many aspects of 
organizational life, including how the team deals with the client, how 
team members share and negotiate resources, and how willing team mem- 
bers are to put in extra time and effort. l9 For example, a team norm of 
minimizing and correcting defects increases the quality of team's output 
and also the quality standards of the organization. 

Norms improve coordination and communication and hence team per- 
formance as long as they do not conflict with corporate culture and the 
leadership style of top management. Project managers must be aware of 
the key issues related to team  norm^.^^,^^ 

Team norms versus organizational rules. Norms are different than or- 
ganizational rules in the sense that organizational rules are written and 
distributed to employees in the form of policy manuals, whereas team 
norms are generally unwritten. Also, organizational rules may not be ac- 
cepted by employees whereas team norms are accepted by team members 
and they abide by them. Norms are generally backed up by some type of 
a power or influence system. If a team member violates team norms, oth- 
er members indicate their disapproval and sanction that individual in 
some way. Sanctions can range from rewards for compliance, to a threat 
of exclusion or noncompliance or even, in extreme, dysfunctional cases, 
physical abuse.18 

Project managers must ensure that all team members are aware of team 
norms and are willing to follow those readily. Any unconscious team 
norms should be brought to the level of conscious awareness. Conscious 
acceptance or rejection of team norms increases the potential for achiev- 
ing individual and team freedom and maturity and maximizes the poten- 
tial for influencing team effectiveness in a positive, rather than a negative, 
waY4l 

Team norms versus team goals. Team norms are often related to team 
goals and project teams often adopt norms to help them achieve their 
goals.42 Project,managers should continually evaluate to determine if team 
norms are consistent with, neutral to, or conflicting with team and project 
goals. For example, sometimes team norms may specify not to produce 
too much and not to make too many changes. Team members may justify 

80 
Managing the Project Team 



such norms by claiming that overworking to produce too much will burn 
out employees, lead to more stress, accidents and absenteeism, and reduce 
productivity in the long run. A team norm of restricting individual output 
(beyond a certain level) is acceptable to all team members, especially if 
their primary goal is to increase social interaction. This illustrates follow- 
ing points about team dynamics in organizations: l8 

Team goals may be different from organizational goals. 
Peer pressure can significantly influence individuals to follow certain 
norms and goals. 
Employees are concerned about both task-oriented and relations-orient- 
ed behaviors. Project managers may encounter significant team resistance 
if they try to change task-oriented behavior without evaluating its impact 
on relations-oriented behavior. 
Conditions for enforcing norms. Team norms do not apply in every sit- 

uation. Most teams form and enforce norms related to behaviors and ex- 
pectations that are important to meet team goals. Major reasons of en- 
forcing norms developed by the project team include:18 

Team norms aid in team survival and possible benefits. For example, the 
project team member may not discuss salaries and fringe benefits with 
other individuals in the organization to avoid feelings of inequity. 
Team norms simplify or establish predictable desired behavior of team 
members. For example, when team members go out for lunch together, 
teams may develop a norm to avoid uncomfortable concerns about how 
to split the bill. 
Team norms help to avoid embarrassing interpersonal problems. For ex- 
ample, teams may develop a norm about not discussing personal affairs 
(to avoid surfacing moral values) and not getting together socially in 
member's homes (to avoid differences in taste or income). 
Team norms emphasize the central values or goals of the team. Team 
norms clarify what is distinctive about the team's identity. For example, 
project teams involved in fashion industries expect their members to be 
trend- setter^.“^ 
How team norms develop.Teams develop norms to help accomplish 

their goals. Norms represent certain behaviors that help team members 
function more effectively. Three main factors that contribute to the de- 
velopment of team norms include: l9 

Positive statements that contribute to a team's success or survival. Such 
statements are made by team members or outsiders. For example, a CEO 
or a team leader might frequently emphasize the importance of good 
customer relations, which urges the team to do whatever is necessary to 
achieve customer satisfaction. 
A critical event in the team's history may trigger a norm. For example a 
serious injury caused by a cluttered work area may urge the team to de- 
velop a norm to keep its work area clean and organized. Also, a team 
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may develop a norm to lock up its tool crib and facility doors after an ex- 
pensive tool or equipment is stolen. 
The primacy effect may influence the team norms. This is a tendency to 
quickly form opinions and it causes initial team experiences to set the 
tone for future behaviors.44 For example, the participative leadership 
style of the team leader may create an open team environment and en- 
courage team members to give their suggestions and ideas freely. 
Belief and values of team members contribute significantly to the devel- 
opment of team norms. For example, a project team may develop a 
norm to keep meetings short and start and end meetings on time if team 
members strongly believe in punctuality and time management. 
Conformity to team norms. Everyone has felt peer pressure at one time 

or a n ~ t h e r ? ~  Coworkers may make sarcastic remarks if a team member 
does not complete his or her part of the project on schedule, does not 
meet team expectations, or is frequently late for a meeting. In extreme 
situations, the team may use coercive power to enforce its norms, threat- 
ening to exclude those who don't conform to team norms. The pressures 
to adhere to norms may result in conformity. There are two basic types of 
conformity. 45 

Compliance conformity occurs when an individual's behavior becomes 
or remains similar to the team's behavior because of real or imagined peer 
pressure. Sometimes, teams only get compliance conformity to team 
norms from their team members because they personally don't think that 
the norms are appropriate and desirable. In spite of this lack of personal 
acceptance, people often comply because they: l8 

Feel that unity is necessary to accomplish team goals 
Want to become popular and be accepted by others 
Feel that cost of conformity is lower than that of non-conformity (fear of 
ostracism) 
Feel that personal relationships and harmony may be jeopardized. 
People change their behavior and their effort to comply. 
This is particularly strong in new members because they are not sure of 

their status and want to demonstrate their strong membership in the team. 
Personal acceptance conformity is based upon positive personal support 

of team norms. It occurs when an individual's natural behavior, attitudes 
and beliefs are aligned with the norms and goals of the team. This type of 
conformity is stronger because the individual believes in team norms and 
therefore wants to rather than has to comply to team norms. 

Norms are directly reinforced through praise from top management or 
team leader, more access to valued information and resources, or other 
rewards available to team?6 

Norms and conformity to them influence team effectiveness. Without 
this the teams would be chaotic and consequently it would be difficult to 
meet project objectives. However, at the other extreme, excessive and 
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blind conformity threatens ethics as well as the team's potential to deal 
with project changes, uncertainties and complex problems. 

The power of conformity to team norms is illustrated in the classic story 
of an employee assigned to work with a small team of pressers in a pajama 
factory.47 In this case, the employee initially increased her output (units 
pressed per hour) and exceeded the team norm of fifty units, but had to re- 
duce it to conform to a level acceptable to the team. Later when the team 
was disbanded, leaving the criticized employee to work alone, she increased 
her performance and maintained her output to ninety-two units per hour 
compared with forty-five units in the presence of coworkers. 

Many organizations benefit from team conformity to control safety, 
performance, attendance, and other work behaviors. The following col- 
lection of examples illustrates how the power and politics of peer pressure 
may significantly influence team performance, while, at the same time 
raising ethical questions about controlling employee behavior through 
coworkers.48 

Dunkley Lumber, the independently owned sawmill near Prince 
George, British Columbia, Canada, reduced lost time because of accidents 
by introducing a safety program that involved putting employees into 
small safety teams to watch each other's safety behavior. Peer pressure to 
"do it all or not at all" had a powerful influence on employee behavior in 
reducing accidents.49 

In many Japanese companies, peer pressure forces people to work be- 
yond the formal workday. Japanese auto manufacturers applied the pow- 
er of group conformity to reduce absenteeism at their North American 
plants. They accomplished this by urging team members to carry the extra 
workload when a co-worker was absent. Employees did this rather than 
face humiliation or possible exclusion from the team. Although the com- 
pany was able to maintain low absenteeism rate by using this strategy, it 
raises some ethical concerns in the workplace. Mumir Khalid, a union 
leader at McDonnell Douglas Canada does not approve of using teams for 
this type of conformity. "Team work leads to competition between teams, 
speed-up, and peer pressure within teams," he warns. "It also leads to 
team members reprimanding fellow workers if they are absent or can't 
keep up for any reason."50 

Many employees at CAM1 Automotive Inc., in Ingersoll, Ontario, 
Canada, agree with Khalid's statement. In 1989, the joint venture of Gen- 
eral Motors and Suzuki, opened with a strong emphasis on teamwork to 
solve problems and achieve high performance. During the first year, only 
19 percent of employees agreed with Khalid's statement but in a more re- 
cent survey 44 percent felt that teams are used as a control system to re- 
duce absenteeism and boost job performance.s0 

Changing team norms. Although norms are deeply ingrained, pro- 
ject managers must try to change those norms that may undermine team 

Team Dynamics and Cultural Diversity 
83 



performance. Two approaches to accomplish this are using the primacy 
effect by introducing performance-oriented norms upfront, and select- 
ing team members with desirable norms. For example, if the project 
team wants to  emphasize safety, project manager should select team 
members who value high safety standards. 

Selecting team members with positive norms may be effective in new 
project teams but it is hard to change counterproductive norms in existing 
teams. To achieve this, project managers must be tactful and use persua- 
sive communication and a team-based reward system. If everything fails, 
as a last resort the group can be dissolved and replaced with team mem- 
bers having desirable norms.51* 52 

Unfortunately, the pressure to conform to counterproductive norms is 
sometimes stronger than the financial i n c e n t i ~ e . ~ ~  This is illustrated by the 
story of employees in a pajama factory. Team norms are very powerful in 
terms of influencing output. The project manager should avail every op- 
portunity to introduce performance-oriented norms throughout the team 
development process and select team members who will bring favorable 
norms to the team. 

Team cohesiveness. The performance of a team depends upon the lev- 
el of its cohesiveness. Cohesiveness refers to how much people like the 
team and how motivated they are to remain as team mernbemS3 It deter- 
mines how strongly the team members feel bonded to each other. It is the 
glue or esprit de corps that holds the team together and ensures that all 
team members fulfill their individual as well as collective obligations.19 
Cohesiveness is related to the following three main functions of teams 
which also represent the three main reasons of why people join teams:19 

Accomplish goals (individual's and team's) 
Gain status and fulfill social affiliation needs 
Get emotional support (during crisis or trouble). 
Most people like to become and remain team members because they be- 

lieve that the team will help them meet their personal needs and  objective^.^^ 
Because it influences the team's effectiveness and performance, it is im- 

portant to understand the following issues related to cohesi~eness:~~ 
Causes of team cohesiveness. Team cohesiveness depends upon various 

factors (see Figure 2.4) that influence the identity of a team member, 
working relationships among team members and usefulness (perceived or 
actual) of the team in fulfilling individuals' needs.55 Teams become more 
cohesive as they progress through the four stages of team development 
outlined earlier. The following factors affect team c~hesiveness:~~ 

Similarity among team members influences cohesiveness because mem- 
bers with similar ideas, opinions, outlooks, and attitudes feel comfortable 
with each other and therefore interact better.s6 Due to this similarity, 
members easily agree on team objectives, plans of actions, and ground 
rules to achieve teamwork. This enhances trust and reduces destructive 
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Figure 2.4 Factors Contributing to Team Cohesiveness 
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conflict. That is why homogenous teams are more cohesive than het- 
erogenous teams. 

interaction among team members increases team cohesivene~s.~~ Inter- 
action increases when members work on interdependent tasks and in 
close proximity. Project managers should recognize that the physical 
arrangement (e.g., a tight matrix) normally encourages interaction among 
team members but may reduce interaction with other people in the orga- 
nization or in other teams.S8 Maintaining interaction becomes a challenge 
when several team members telecommute, work in the field, are on the 
road, or are physically located far from others and the project office. It is 
important to bring them together periodically to renew team support. For 
instance, a software technology company having up to eighty engineers 
working at customer sites held frequent lunches, parties and social gath- 
erings at company headquarters to maintain cohesiveness by keeping 
everyone in touch with each other.59 

External competition and challenges energize the team and increase its 
cohesiveness. This is particularly true when most members feel that they 
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can meet the challenges and competition only through teamwork rather 
than by working alone. 

Somewhat difficult entry may increase the perceived prestige of the team. 
Existing team members accept and support new members after they have 
gone through the same entry experience.60 It should be recognized that en- 
try should be made somewhat difficult in the sense that it should challenge 
the members in terms of required skills to contribute to project success 
rather than making the entry simply very expensive or too awkward. 

Team success increases the team's ~ohesiveness.~~ People like to be as- 
sociated with successful teams because they believe that such teams will 
help them grow. Successful teams provide a sense of achievement and op- 
portunities for promotions. 

Team size may influence the team's cohesiveness significantly. Smaller 
teams are more cohesive simply due to logistics in achieving effective 
communication and coordination. However, teams should be large enough 
to provide a broader base of knowledge experience and problem-solving 
skills to evaluate alternatives and make proper decisions 

Maintaining a high level of cohesiveness is a challenge. However, a bet- 
ter understanding of these factors should help project managers increase 
cohesiveness of their team. 

Consequences of team cohesiveness. Cohesiveness is essential for 
achieving teamwork.62 It is an important characteristic of effective teams. 
Following are the main consequences of cohesiveness: l9 

High motivation to remain in the team and make a contribution 
More sensitivity to each other's needs which leads to better working re- 
lationships 
More mutual trust and open communication 
Less dysfunctional conflict and effective conflict management strategies 
Information is shared readily and more frequently 
Increased social and emotional support to each other in stressful  situation^.^^ 
Cohesiveness and team performance. The purpose of team building is 

to achieve human synergy. The team performance is influenced by its co- 
hesiveness depending upon the compatibility between team norms and 
company goals.64 Figure 2.5 shows that team performance is the highest 
when team cohesiveness is high and team norms are aligned with organi- 
zational goals. However, if team norms do not support the organization- 
al goals, high team cohesiveness leads to lower task performance than low 
cohesiveness. This happens because high cohesiveness motivates team 
members to primarily conform to team norms even if it results to lower 
performance, whereas in low cohesive teams, norms are less important 
and therefore the team performance may not be driven too low even if it 
is so desired according to team norms.19 

Strategies to develop team cohesiveness. Firstly, project managers must 
focus to ensure that team norms are consistent with overall objectives and 
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Figure 2.5 Team Cohesiveness vs. Team Performance 
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then they should develop cohesiveness in order to increase team perfor- 
mance. Following are some practical ideas to develop team cohesi~eness:~~ 

Select team members with similar goals, attitudes, values, work ethics, 
professional interests, and experiences. 
Encourage interaction among team members by using a tight matrix and 
creating an open environment. Close proximity increases cohesiveness. 
Keep the team size small without losing the depth and breadth of com- 
bined knowledge and experiences needed to meet objectives. 
Ensure that the team is aware of external competition and threats and 
help them develop strategies to be well prepared. 
Provide challenges which can only be met through teamwork. 
Maintain high entrance standards. Team members will value their po- 
tential to become and remain team members. 
Expedite communication. 
Celebrate team success. Recognize team performance with appropriate 
rewards. 
Provide sufficient resources to accomplish the task. 
Provide proper training to resolve conflicts promptly. Unresolved dys- 
functional conflicts reduce cohesiveness. 
Team cohesiveness is not easy to achieve. Project managers must evalu- 

ate the consequences of cohesiveness and factors that contribute to team 
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cohesiveness. By using these ideas, conducting team building exercises 
regularly, and nurturing the project team, project managers should be able 
to increase team cohesiveness and hence high team performance provided 
team norms are consistent with organizational goals. 

Team leadership. Another team issue which affects effectiveness is 
leadership. Informal or emergent leadership is more effective in achieving 
goals in smaller teams. An informal leader emerges with time and is able 
to significantly influence the team because of hisfher ability to help the 
team meet its objectives. Successful team leaders must demonstrate multi- 
ple leadership as well as effective situational leadership. 

Multiple leadership. In teams, members must work interdependently 
on tasks with a common commitment to meet team goals. Therefore, 
teams have both task-oriented and relations-oriented goals which must be 
met to optimize team effort. Instead of having two different leaders (one 
for task-oriented goals and another for relations-oriented goals), one team 
leader is expected to provide multiple leadership to achieve both goals 
which may be difficult because of different personal characteristics re- 
quired to meet each goal.6s 

It is likely that informal leaders who look after task-oriented goals in a 
team would emerge only when formal leaders neglect their task-related 
responsibilities or are not capable of doing them.66 On the other hand, 
more people are likely to emerge as informal leaders to help meet rela- 
tions-oriented goals. 

Effective team leadership. An effective team leader influences all fac- 
tors associated with the team dynamics and team effectiveness model 
shown in Figure 2.1. For example, an effective team leader must be aware 
of external environment (the team context) in terms of technology, exter- 
nal competition and relationships with external stakeholders. They influ- 
ence the selection of team members by defining the selection criteria. 
They must be able to take team members through the four stages of team 
development quickly and smoothly without letting the team fall apart. 
They influence the team composition, roles of team members (task-ori- 
ented, relations-oriented and self-oriented behavior roles) and team size 
to ensure that team norms are consistent with project goals and overall 
organizational goals. 

It is clear from Figure 2.1 that achieving a high degree of team effec- 
tiveness is quite difficult because of complex team dynamics and several 
factors affecting team behavior. It becomes even more challenging for 
project leaders due to increased cultural diversity among team members. 
However, a better understanding of the factors shown in Figure 2.1 and 
the practical suggestions outlined in this section should help project man- 
agers build more effective teams. 
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Cultural Diversity and Project Management 
Culture is a kind of "mental softwareJ'-the collective programming of the 
mind which distinguishes the members of one group of people from another. 

- Geert Hofitede 

Before identifying the major elements of culture, it is important to under- 
stand its basic nature, general definition, and key characteristics. These 
are briefly described as follows:67 

What is culture? 
Culture represents the distinctive way in which a group of people related 
by geography, religion, ethnicity, or some other unifying principle, lead 
their lives.68 It refers to a commonly shared set of values, beliefs, attitudes 
and knowledge. Culture can be created both by people and environment 
and can be transmitted from one generation to the next through family, 
school, social environment and other agencies.69 Culture is difficult to de- 
fine precisely and is a complex subject because of its several dimensions 
and elements. Hofstede describes culture simply as a kind of "mental soft- 
ware . . . the collective programming of the mind which distinguishes the 
members of one group of people from another."70 Culture can also be de- 
fined as acquired knowledge that is used to interpret the experiences of a 
group and which forms the basis of its beha~ior.~' Here are some key 
characteristics of culture: 

Culture is acquired by learning and experience. 
Groups, organizations and societies share cultures. 
Culture is transferred from generation to generation. 
Culture is based on symbolic representations. 
Culture has a pattern characterized by its structure and integration. 
Culture is a variable. Groups, organizations and societies may change ac- 
cording to changes in their  environment^.^^ 
Major elements of culture. Today more project managers operate in 

an environment characterized by cultural diversity. Cultural differences 
may significantly influence success in project management and especially 
in negotiations for international projects.69 More business organizations 
are now investing in educating global managers to develop their cultural 
sensitivity and increase their intercultural communication skills. To 
achieve this, it is important to understand and analyze the major elements 
of culture. Martin identified seven major elements of culture (see Figure 
2.6) which are briefly described below:69 

Material culture. This refers to physical objects created by people or 
results of technology?2 It includes the tools and skills of local workers, 
their work habits and attitudes towards work and time. Project managers 
need this information to plan for any negotiations with international part- 
ners of different cultures. 
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Figure 2.6 Major Cultural Elements Affecting Projects 

Language. Language is a mirror of any culture.73 It is the primary 
medium of communication, which is vital in managing projects. Language 
includes words and expressions that may mean different things in differ- 
ent cultures. To learn the language of a culture is to know its people and 
this helps in understanding beliefs, values, ways of life, and points of 
view.74 Project participants of other countries appreciate the efforts other 
people make to learn their language and this helps in developing better 
rapport among all project participants. 

Aesthetics. This refers to the art, music, dance, traditions and other 
customs. Aesthetics may not directly influence project activities but an ap- 
preciation of aesthetics of different countries enriches relationships and 
encourages the informal and open communication that may influence 
project success. 

Education. The cultural component of education deals with the trans- 
mission of knowledge through the learning process.69 It outlines how peo- 
ple from different cultures approach problems, and relate to other people 
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and foreigners. Knowledge of the educational system can lead to better 
understanding of a culture and help in project planning and negotiations. 

Religion, beliefs and attitudes. Religion is often called the mainspring 
of a culture; it significantly influences each of the other elements of the 
culture. It affects dress, eating habits, attitudes of workers towards work, 
punctuality and work site. 

Hall indicated that different cultures have different attitudes towards 
time.75 For example, in the United States and Germany, promptness and 
punctuality is valued whereas in some other cultures, appointments cover 
a general time interval rather than a precise time. It is important that the 
project manager recognizes that culture can and does affect these critical 
variables that may influence communication and project outcomes. 

Social organizations. This cultural element deals with the organization 
of individuals into groups and the way they structure their project activi- 
ties to accomplish proper goals and objectives. It includes family relation- 
ships, labor unions, social clubs and other societal references that influ- 
ence attitudes and values.69 Social organizations also relate to social 
classes in society. A better understanding of social organizations helps the 
project manager in terms of business contacts, time scheduling and for- 
maVinforma1 communication and networking. For example, sometimes 
project managers may attain more success at informal social meetings than 
at formal daytime meetings in an office environment. 

Political life. Often foreign governments get involved in joint ventures 
between their local companies and foreign companies entering their mar- 
ket. This is increasing with the growth of multinational corporations and 
the need to compete globally through partnering and collaborations with 
other countries.76 The foreign government's concerns relate to the amount 
of profits, economic and financial transactions, number of jobs created, 
treatment of its people and safety and environmental factors. They can ap- 
prove or disapprove issuance of licenses and permits, import and export of 
equipment, supplies and materials, or can in various other ways make the 
job of a project manager easy or difficult. Resolving some of these prob- 
lems by bribing local officials raises a question of ethics. In some cases, for- 
eign governments may demand that their representative be involved ac- 
tively in front-end project planning and decision-making depending upon 
the nature of the projects, the amount of money, level of technology, and 
the amount of government support needed for the project. 

All these elements of culture can significantly influence a project's out- 
come. In addition, project managers should be familiar with the following 
conditions in approaching another culture:69 

Self-reference criterion. According to this criterion, the individual eval- 
uates others in terms of his or her own value system. Project managers 
with such an attitude set up barriers that may cause conflicts and break- 
downs in communication. For example, a project manager who criticizes 
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the language, food and religion of a foreign country may offend the peo- 
ple of that country and thereby reduce mutual understanding and open 
communication. 

Culture shock. This occurs when an individual is away from the known 
and familiar and is faced with differing customs and ways of doing things. 
However, there is always more than one way to do a job. Project man- 
agers should focus on getting things done, rather than on trying to teach 
people their own values and work styles. 

Cultural diversity and projects 
People have one thing in common; they are all different. 

- Robert Zend 

In a multinational project environment, culture is a dominating variable. 
Project managers can face serious problems related to project cost, sched- 
ule, quality and people if they are unable to recognize and deal with the 
major elements of culture and appreciate cultural differences among pro- 
ject participants. Owens has outlined some major dimensions of cultural 
differences and their implications for project managers and how cultural 
synergy may be achieved.67* 77 

Critical dimensions of cultural differences. ~ o f s t e d e ~ ~  identified ma- 
jor critical dimensions of cultural differences. Each dimension can be de- 
scribed as an aspect of a culture that can be measured relative to other 
cultures. An appreciation of these critical dimensions of cultural differ- 
ence should help project managers understand the dynamics of culture 
and its effect on a team's behavior. Critical dimensions of cultural differ- 
ences are as follows:67* 77 

Power distance. This dimension evaluates how a particular culture 
deals with inequality. Hofstede described the concept of a power distance 
index (PDI) that refers to the degree of "dependence relationships" in a 
particular country. 

In order to obtain the PDI, Hofstede conducted a study in which ques- 
tions were addressed to employees from over fifty countries who worked 
for one large multinational firm. These employees were asked to determine 
their perceptions and preferences about the decision-making styles of their 
managers and the extent to which they were afraid of expressing their dis- 
agreement with their managers.78 PDI scores indicate the extent of depen- 
dency expectations of a particular project team member from that country. 
Hofstede summarized the significance of PDI scores as follows:78 

Low PDI scores obtained in the U.S., U.K. and most Western European 
and Scandinavian countries indicate a relatively limited dependence on 
bosses and a preference for consultation and participation. Hence, there is 
interdependence between boss and subordinate. 

High PDI scores obtained in Latin countries (including Spain and 
France) show a considerable dependence of subordinates on bosses. Sub- 
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ordinates either demonstrate their dependence by preferring an autocrat- 
ic or paternalistic boss and following their orders without asking any 
questions, or show their counter-dependence by rejecting their bosses en- 
tirely. The emotional distance in a country with a high PDI score is large 
between bosses and subordinates, which implies that subordinates are un- 
likely to approach or contradict their boss directly. 

Individualism-collectivism. This cultural dimension examines the role 
of the individual versus the role of the group, as briefly discussed in Chap- 
ter 1. Hofstede summarized several key differences in organizational prac- 
tices between these two types of societies.79 

In collectivist societies, personal relationships are given higher priority 
than the task, whereas in individualist societies, the task is supposed to 
prevail over any personal relationships. If a business person or a project 
manager from a Western country (individualistic) tries to force a quick de- 
cision in a collectivist culture (Eastern and Latin countries), he or she will 
be criticized for failing to conform to cultural norms. 

Gender role identification (masculinity-femininity). Hofstede described 
countries as having either dominant masculine or dominant feminine cul- 
tures. A "masculine" society is one in which social gender roles are clearly 
distinct and where men are supposed to be dominating, assertive, tough and 
want material success. In a "feminine" society, roles overlap and men and 
women are likely to be more equal, tender and concerned with quality of 
life. In such a society, organizational rewards are based on equality.s0 

Uncertainty avoidance. This dimension focuses on tolerance for am- 
biguity or uncertainty in the workplace. Hofstede found that different 
cultures cope differently with uncertainties and ambiguities. For exam- 
ple, in a culture with strong uncertainty avoidance such as in Japan, 
Mexico, Germany and Italy, people tend to have a high need for securi- 
ty, formal and structured organizations, and a resistance to conflict-in- 
ducing situations. On the other hand, in countries with low uncertainty 
avoidance (the U.S., U.K., Canada and Sweden), there tends to be a 
greater tolerance for different ideas, and creativity and innovations are 
encouraged. 77 

Project outcomes are not always certain. Depending upon the home 
culture, project team members may feel uncomfortable or even threatened 
by uncertainties and ambiguities in a project and may take particular ac- 
tions to cope with it. To successfully manage projects in such situations, 
project managers must be aware of the reactions of different team mem- 
bers to ambiguous situations. 

Time. This relates to time horizon, value of time, and focus. 
Time horizon (long-temzlshort-term orientation). According to Hofst- 

ede, long-term orientation shows an inclination towards strategidlong- 
term plans, future rewards, perseverance and thrift; whereas short-term 
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orientation focuses on present and past, with a particular respect for tra- 
dition, preservation of "face" and fulfilling social  obligation^.^^ 

Value of time (punctualitylflexibility). Value of time is determined by 
the way punctuality is defined and valued. In the United States and North- 
ern Europe, punctuality is defined precisely (e.g., meetings start on time 
and deadlines are taken seriously), whereas punctuality is defined some- 
what loosely in Italy, Spain and Latin American countries.82 

Focus (single focuslmultiple focus). The United States and Northern 
Europe cultures tend to emphasize on single focus which implies concen- 
trating on one task at a time and having high commitment to schedules 
and plans.g2 On the other hand, people in Southern Europe, Middle East 
and Latin America are multiple-focus oriented, which implies that they 
put more emphasis on relationships than schedules and deadlines. 

Fully industrialized Asian cultures (Taiwan, Japan, Singapore, Hong 
Kong and South Korea) have a single-focus orientation to time and also 
maintain a focus on building good relationships. On the other hand, peo- 
ple in lesser developed South East Asian countries tend to be more multi- 
focused. 

Attitude towards life (quantity vs. quality of life). This relates to the 
value system of people in different cultures with respect to their desire for 
material things. Quantity of life people tend to be more competitive. They 
emphasize achievements and the acquisition of money and material goods. 
Quality of life people value quality of life more than quantity. They are 
more cooperative. They tend to emphasize relationships, concern for oth- 
ers, and interdependence. 

Major cuttural variables and related orientations. In addition to six 
critical dimensions of cultural differences, there are five major cultural 
variables with specific associated orientations that influence the behavior 
of people in different cultures.82 These cultural variables have been de- 
rived from the work of several anthropologists and business consultants. 
The cultural variables of Environment and Action are derived from the 
studies by Kluckhohn and S t r ~ d t b e c k ~ ~  and  all;^^ the Communication 
and Space variables are based on the work of ~ a 1 1 , ~ ~  and the Thinking 
variable is based on the work of Rhinesmithgs and Stewart and  enn nett.^^ 
These variables are briefly described below. 

Environment. Environment influences the behavior of people with re- 
spect to the orientations of control, harmony and c ~ n s t r a i n t . ~ ~ , ~ ~  

Control. People feel that they have full control of their environment 
and they can change it to fit their needs and meet their goals. This is typ- 
ical of people in the United States and Northern European countries. 

Harmony. People with this orientation believe that it is better to live in 
harmony with the environment and others and unity permeates all forms of 
life. This orientation is very common and popular in Asia. For example 
Japanese value the concept of Wa (harmony), and in Chinese culture most 

94 
Managing the Project Team 



individuals and organizations consider "feng shui" regarding the construc- 
tion of homes and industrial buildings; buildings are located and oriented 
according to ancient beliefs and rules in order not to disrupt the flow of 
chi, or life force energy. They believe that feng shui principles must fol- 
lowed in order to live and conduct business and to safeguard good luck and 
future fortune. 

Constraint. Some .people, especially in Middle East and Latin coun- 
tries, stress influence of external forces. They believe that fate, luck and 
chance can significantly influence our outcomes. They believe that God 
has ultimate power and controls our lives; and unforeseen circumstance 
will impact the results of our efforts. 

Action. Cultures can determine how aggressive or passive people are. 
People's orientation to action can be classified in following two cate- 
gories: 82*83 

Task Orientation. People with task-oriented cultures emphasize on 
achievements and accomplishments of their objectives. For example, U.S. 
and Northern European culture is action-oriented and emphasize accom- 
plishing measurable objectives. When people in such cultures ask Who are 
you? the answer is usually a job title or job description. 

Relationship Orientation. People in Africa, the Middle East and Latin 
America emphasize relationships and experiences. They value character, 
affiliations and personal characteristics more than just work and achieve- 
ments. When people in such cultures are asked Who are you? they nor- 
mally tell their tribe's name, family, clan or other affiliation. 

Communication. This is the most important dimension or variable of 
cultural differences. Different orientations to communication can cause 
communication breakdowns, which can lead to serious problems in sales, 
negotiations, conflict management, and achieving teamwork. Cultural ori- 
entation to communication can be classified in following ~ a t e ~ o r i e s : ~ ~ > ~ ~  

High Context. This refers to emphasis on implicit communication. 
Building and maintaining relationships is an important first step toward 
conducting business. Communication is more nonverbal than verbal. High 
context orientation is common among people in Middle East, Asia and 
Latin America, where they want to find out about family background, ed- 
ucation, character and political connections, in addition to an individual's 
technical skills and experience. 

Low Context. People with low context orientation stress exchange of 
facts and information rather than relationships. People in the United 
States normally have a low context orientation because in the United 
States information is given in words and the meaning is expressed explic- 
itly. Communication is direct and minimal relationship is considered ade- 
quate to conduct business. In a project environment, engineers and tech- 
nical specialists are more low context-oriented than sales and marketing 
people. 
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Direct. This refers to straightforwardness. Managers in the United 
States practice a direct style of communication: they mean what they say 
and say what they mean. They prefer to identify a conflict, analyze it, find 
its cause and then manage it. However, while project managers in the 
United States are businesslike, they also often soften the delivery of a di- 
rect message to an extent that German project managers, who value even 
more directness, may feel that U.S. managers are not direct and trustwor- 
thy. 

Indirect. People with indirect orientation prefer to avoid conflict in or- 
der to allow other party to save face, and preserve honor and respect. This 
is common in many Asian and Latin American countries. For example, 
people in Japan and China often say "yes" when they may mean "I am 
not sure" or "I understand." On the other hand, in the U.S., conflict 
avoidance is interpreted as low assertive and low cooperative behavior. 

Expressive. People in the Middle East and Latin America have an ex- 
pressive communication style, in the sense that they display emotion, use 
more body language, and stress relationships. 

Instrumental: People in the United States, Japan, Western and North- 
ern Europe, use instrumental style of communication. They emphasize 
facts and objectivity more than emotions, and body language. 

Formal. People in Asia, the Middle East, Latin America and Eastern 
Europe have a formal orientation to communication. They stress follow- 
ing protocols and social customs. They emphasize status or formal au- 
thority and tend to follow customs in greeting their business associates, 
dress codes, and exchanging business cards and gifts. 

Informal. People in Canada, the United States and Australia tend to use 
an informal style of communication. There is less emphasis on rigid pro- 
tocols, ceremonies and customs. People in business start using first names 
immediately, whereas in other countries this is done only after developing 
closer business relationships. In the United States, people often shake 
hands firmly with a smile and direct eye contact, whereas in Japan, they 
are more formal, exchanging business cards with a bow, only a minimal 
eye contact, and no handshake. In some Native American cultures, mak- 
ing eye contact is considered rude and displays lack of respect. 

Space. Different cultures have different requirements about their per- 
sonal space (distance between individuals); division of physical space into 
private or public spaces; and how these are used while communicating 
with others. A culture's orientation to space can be classified in following 
two ~ a t e ~ o r i e s : ~ ~ ? * ~  

Private. People with this orientation tend to prefer distance (at least an 
arm's length) between individuals. For example in the United States, peo- 
ple like to have a private office or a private space in large offices. In pri- 
vate space environments, there are more closed door meetings, minimal 
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disruptions and interruptions and people are expected to get permission 
to enter private space. 

Public. This orientation is common in Asia and Latin America. People 
with this orientation prefer close proximity and offices are open. Man- 
agers often sit with or near other employees. There are frequent interrup- 
tions and people feel free to enter another's space. 

Thinking. This refers to the process of interpretation and the way 
something is thought about and analyzed. A culture's orientation to think- 
ing can be classified in following ~ a t e ~ o r i e s : ~ ~ ~ * ~ ~ ~ ~  

Inductive. Reasoning is based on experience and experimentation with 
emphasis on how something can be done rather than why. This is typical 
in the United States and most of Northern Europe. 

Deductive. Reasoning is based on theory and logic with emphasis on 
intellectual principles, ideas and theory; why rather than how. Most 
French project managers follow deductive thinking and may say "That 
sounds very well, but it is correct theoretically?" 

Linear. This refers to analytical thinking, in which people tend to break 
problems into smaller, manageable packages. Many project managers in 
the United States (especially in technical fields) tend to analyze events, 
concepts and diagnose problems. This type of thinking may appear cold, 
impersonal and overly objective. 

Systemic. This refers to focusing on the big picture and interrelation- 
ships between components. People in Japan, China and Brazil tend to use 
more of a systemic thinking style. 

A U.S. thinking style focuses on action and getting things done, with 
emphasis on achieving measurable results. Most U.S. project managers 
tend to use realistic and operational thinking and like to classify informa- 
tion in a linear cause-and-effect manner. On the other hand, people with 
Japanese, Chinese and Brazilian cultures are more systemic than analyti- 
cal. For example, the Japanese like to get specific details about people and 
organizations rather than insisting on logical or linear connections, while 
Europeans often stress abstract theory.82 

A cultural orientation model with eleven elements as shown in Figure 
2.7 can be developed by incorporating the six critical dimensions and five 
cultural variables explained earlier. Project managers must recognize all 
eleven elements of this model and be aware of their associated orienta- 
tions in order to recognize and capitalize on cultural differences to 
achieve synergy and teamwork. 

Cultural diversity and the project manager. We are a community of 
learners. Project managers must be on alert to learn from people of di- 
verse cultures. Project managers in multicultural projects must try to learn 
relevant customs, courtesies and business protocols before taking on the 
responsibility of managing an international project. Hofstede emphasized 
the importance of all six dimensions of culture in learning to understand 

Team Dynamics and Cultural Diversity 
97 



I 

Figure 2.7 Cultural Orientations Model 
(Critical Dimensions and Cultural Variables) 

Cultural ~ommunication 
Variables 

Adapted from the work of Geert Holsmde. 1993, Culturesand Organizations: The Software ofthe Mind (McGraw Hill, 19931 and 
Cunurel DNnenrions m People Management: The Socializat,on Perspecfive [John Waay, 19931; Rlchard A Punzo, 'Managing 
Cross Cultural Values in Proiecl Teams." Proceedings of the 1996 Seminars b Symms#um, IPMI. 1996); and lhs Doing Bus,nesr 
hternationally Series, 1996. Training ~anagement Corporation ITMC). princeton, NJ. 

the "mental software" of multicultural members of organizations. His 
analysis can be summarized as follows:87 

Out of the six dimensions of cultural differences, three dimensions- 
power distance, uncertainty avoidance and long-term versus short-term 
orientation-most affect one's thinking about organizations. The remain- 
ing two dimensions-individualism/collectivism and masculinity/feminin- 
ity-help us understand the people in an organization rather than the or- 
ganization itself; whereas the last dimension-attitude toward life-relates 
to the value system of people in different cultures. When organizing a 
project, one should always address four questions: 

1. What is the organizational strategy? 
2. Who has the power to decide what? 
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Table 2.4 Countries vs. Critical Cultural Dimensions 

Critical Cultural 
Dimensions 

1) Power Distance (PO) 

2) Individualistic 
Collectivistic (RI) 

3) Masculine Feminine 

(MF) 

4) Uncertainty 
Avoidance (UA) 

5) Time Horizon (Long 
Tenshort Term 
Orientation) 

6) Attitude Towards 
Life: Quality vs. 
Quanhty of life 

Adapted horn Stephen D. Owens and James Reagan McLaurin. 1993. 'Culhlrsl Diversity and Rojectr: What the Project man- 
ager Needs lo Know.'Pmceedings of Ihe 1993 Seminars b Symposium. Upper Darby. PA: Prolect Management Institute, p. 
233. 

3. What rules or procedures will be followed to achieve desired goals 
and objectives? 

4. What do people value the most? 
The answer to the first question is influenced by the tendency of the 

organization to plan long term or short term; the answer to the second 
question is determined by the norms of power distance; the answer to the 
third question is influenced by external norms about uncertainty avoid- 
ance; and the answer to the fourth question is influenced by the cultural 
value placed on relationships (quality of life) or material things (quantity 
of life). 

Table 2.4 shows five country groupings that are characterized vis-a-vis 
the six cultural dimensions. From this table, it can be seen how a project 
manager and a functional manager would deal with conflict in a different 
country group. For example, in the US., two managers are likely to meet 

Group 1 
USA 
Canada 
Australia 

Moderately 
Low 

High 
Individualistic 

Moderately 
Masculine 

Moderately 
Weak 

Long Ten 

Quantity 
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Group 2 
Germany 
Austria 
Swimland 

Moderately 
Low 

Moderately 
Individualistic 

Moderately 
Masculine 

Moderately 
Strong 

Long Term 

(luantity 

Countries 

Group 3 
Mexico 
Venezuela 
Peru 

Moderately 
High 

High to 
Moderately 
Collectivistic 

Moderately 
to Highly 
Masculine 

Moderately 
Weak 

Short Term 

Quality 

Group 4 
Japan 

Moderately 
High 

Moderately 
Collechvistic 

Highly 
Masculine 

Strong 

Long Term 

More 
Quality than 
(luantity 

Group 5 
India 
Hong Kong 
Singapore 

High 

High to 
Moderately 
Collectivistic 

Masculine 

Moderately 
Weak 

Short Term 

Changing 
from Quality 
to Quantity 



face to face and reach a compromised solution without depending upon 
any rules or hierarchy. In the second group, represented by Germany, 
problems may arise because of a lack of structure, and managers would 
tend to rely on rules and procedures to find an acceptable solution. Coun- 
tries in groups 3 and 4 would be more concerned with preserving the re- 
lationships between the parties in a conflict, but that motive would be 
even stronger for negotiators from countries in group 5. In Mexico and 
India, PDI is high and therefore the superior of the two managers would 
step in and force a settlement. However, in Japan, much the same ap- 
proach may happen but the superior would seek input from all parties 
concerned and do a thorough investigation first. Decisions would likely be 
made by consensus. 

Cultural diversity brings new solutions to an ever-changing environ- 
ment, and sameness is not only uninteresting but limiting as well. Project 
managers must be aware of cross cultural implications and dimensions of 
national culture to better understand expectations of a diverse mix of pro- 
ject participants organized in a team to attain project goals. Project man- 
agers must learn to foster cultural synergy within their multicultural team. 

Cultural synergy. The project manager can act as a catalyst to achieve 
synergy in a multicultural project. Synergy is defined as a joint or cooper- 
ative action and occurs when a diverse mix of people (project team mem- 
bers) work together towards a common goal. To meet global competition, 
project teams must aim at increasing their effectiveness by capitalizing on 
member's differences. The project manager can help a great deal in 
achieving synergy in a cross cultural project environment. Harris and 
Moran outlined the following skills or abilities to achieve team effective- 
ness in a multinational project.88 

Develop respect for team members 
Adapt to a new and changing environment 
Manage members with different values in their arena 
Relate more to people than to tasks 
'Withhold judgment and remain objective while dealing with conflicts 
Try sincerely to understand the situation from team members viewpoint 
(empathy) 
Have patience and perseverance to overcome initial cultural blunders 
Be open and broad minded in accepting different cultures, languages, re- 
ligions, beliefs and attitudes 
Develop understanding of political and social environments. 
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Managing International Projects 
Learn to recognize cultural differences. Cultural diversity is a reality of life in 
international projects and joint ventures. 

- The Author 

International projects are more complex due to the cultural diversity of 
the project participants. Cultural differences combined with various fac- 
tors such as currency fluctuations, political instability, economic risks, 
competition and pressures from national industries, governments and spe- 
cial interest groups can all interfere with planning and project manage- 
ment of international projects. Therefore, project managers must identify, 
distinguish and satisfy a corresponding set of project management re- 
quirements. Project managers must identify, commit, and integrate people 
from traditional functional organizations into a multidisciplinary and 
multicultural project team. 

Attributes of international projects 
Because of tough competition, industrial and business organizations are 
forced to explore new business opportunities all over the world. Conse- 
quently, many projects involve international partners and stakeholders. As 
more and more project managers operate in a global environment, they 
must recognize the unique characteristics of international projects and be 
sensitive to the variety of cultures with which they may interact. Here are 
some unique attributes within the international setting that must be con- 
sidered for effectively managing international projects.89 

Planning. Project planning will be highly influenced by political insta- 
bility, currency fluctuations, local competition, pressures from national 
governments and local laws and regulations. Many international projects 
fail because of the inability of their project managers to appreciate the 
cross-cultural factors and comprehend and respond appropriately to for- 
eign environments." Unlike in North America, project managers in Latin 
America, China and Japan must spend more time in socializing, small talk, 
making personal contacts and attending social events, all of which may af- 
fect estimated duration of project activities. 

Communication and information systems. The constraints and objec- 
tives of time, cost and performance are interpreted differently in different 
cultures. For example, in Western culture, time, promptness and punctu- 
ality are valued more conscientiously than in Eastern, Middle Eastern or 
Mediterranean cultures. Copeland and Griggsso pointed out that in the 
United States, because responsibilities are delegated and initiative is val- 
ued, the information is usually generated outside and flows in to a project 
manager. But in Europe and South America, authority is centralized and 
people don't feel responsible for keeping the project manager informed. 
Consequently a foreigner may not be informed of important decisions if 
he or she does not understand how information flows in different coun- 
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tries. Also, in the United States, managers are direct and straightforward; 
more importance is given to facts than to suggestions or to specifications 
than to implications. Whereas in other cultures, such as the Arab, Asian 
and French, the direct route is often avoided and even disliked because of 
the priority placed on establishing a relationship before getting down to 
business. Global electronic communications may use standard formats 
and therefore may reduce impact of cultural differences leading to differ- 
ent communicating styles and techniques. 

Control systems. Control subsystems encompass standards, evaluations 
and corrective actions. Different cultural, economic, political and legal en- 
vironments increase the complexity of control subsystems in the manage- 
ment of international projects. Also geographical distance, communica- 
tion habits, language barriers, cultures and different norms influence the 
control subsystem.91 A lack of understanding and appreciation of differ- 
ent cultural values would lead to inaccurate evaluation of information as- 
sociated with project control. Managerial control is seriously influenced 
by criticism and how and when it is expressed. In some cultures, detailed 
reporting and tight controls are not accepted readily. For examde in 
Japan, to maintain group cohesiveness, superiors tend to solve problems at 
the group level before taking them to upper management.92 

Techniques and methodologies. Project management techniques and 
methodologies may vary in different cultures depending upon the educa- 
tion and training level in this area, as well as availability of project man- 
agement hardware and software. Project managers must be aware of these 
constraints and implement only appropriate levels of scheduling, costing, 
modeling and programming techniques. 

Organization. Authority, responsibility and accountability depend 
upon the nature of the project, cultural values of the participants, and 
management style of the organization. For example, there is more cen- 
tralization and tight control for projects that are highly technical and se- 
curity-sensitive. There is a tendency for more participative, management 
style, and group decision-making in United States and Japan than in 
French, Asian and Arabian cultures.93 The meaning of responsibility, au- 
thority and accountability may vary from culture to culture. For example, 
project managers in the United States tend to earn respect and informal 
authority based on their expertise and knowledge, whereas their counter- 
parts in other countries assume it because of their rank, status, birth and 
organizational position rather than merit. Consequently, project managers 
from Western cultures may have to deal with managers who lack expertise 
and are not professionally competent. Moreover, position, rank and au- 
thority are supported in many countries by codes of dress and behavior 
and by attitudes. Senior executives in such countries are provided with 
servants and chauffeurs and are not expected to mix with the masses. Al- 
though delegation, open communication and participative management 
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styles are promoted in the United States, this is not the case in other for- 
eign countries. Consequently these organizational and operational styles 
significantly affect project management staffing, planning, training and 
implementation in international project environments. 

Cultural ambiance. Cultural factors that include cultural values, atti- 
tudes, traditions, religion, belief and behavior, influence the successful 
management of international projects. Most problems that project man- 
agers operating in foreign countries face are caused by value orientations 
of different cultures.91 According to Harris and   or an,^^ a cosmopolitan 
project manager sensitive to cultural differences appreciates a people's dis- 
tinctness and tries to consider cross cultural factors when communicating 
with them. He or she avoids imposing his or her own cultural values, at- 
titudes and viewpoints. 

Human subsystem. Human subsystems that include motivation, com- 
munication, negotiations, and conflicts are more complex in internation- 
al project management than in the management of domestic projects.89 
Some major differences in each subsystem are briefly described below. 

Motivation. Motivation varies widely by culture and country. For ex- 
ample, in North America, people derive social status and self-esteem from 
their professional accomplishments. They are motivated to work harder 
to earn money. On the other hand, people in France tend to value free 
time and vacations more than money. In Eastern Europe, bonuses for 
salaried workers are used as motivating factors.88 In Japan, society and 
company come first and workers are motivated by job security, bonus and 
fringe benefits that depend upon the overall performance of the company. 
In many developing countries, career opportunities and personal devel- 
opment are key motivators in scientific and technological areas.94 

Communication. Communication is a dynamic verbal and non-verbal 
process and includes body language, dress and other non-verbal gestures. 
Tone of voice, choice of words and inflection can affect work relation- 
ships. Criticism or sharp disagreement with managers in the presence of 
others can seriously damage relationships in Arab and Latin countries. 
Copeland and Griggss0 emphasize that American project managers oper- 
ating in Asia, the Middle East or Africa, need to read between the lines. 
The context of communication is very important in understanding the in- 
formation being conveyed. On the other hand, in Switzerland, Germany 
and Scandinavia, information is explicit. 

Negotiations and Conflicts. Differences in culture, customs and legal 
systems make international negotiations very difficult. Interpreters are nec- 
essary to overcome language barriers. Bargaining strategies may vary in dif- 
ferent cultures. For example in China, instead of saying "no," people use 
expressions like "we will look into it." Legal language-the sanctity of con- 
tracts and even the validity of certain clauses-does not always make an 
agreement i r revo~able .~~ The successful negotiator in international project 

Team Dynamics and Cultural Diversity 103 



management tries to find more agreements than disagreements, manage 
stress, and cope with uncertainty and ambiguity. He or she sells the pro- 
posal in meaningful terms that expresses ideas clearly, benefits all parties 
and demonstrates cultural sensitivity, understanding and fle~ibil i ty.~~ 

Primary factors in cross-cultural settings 
People are profiles of  their cultures. To understand people, we must understand 
their culture. 

-Anonymous 

Project managers involved in both international or domestic projects face 
similar cultural, technological, social, bureaucratic and logical challenges. 
However, management of international projects poses some additional 
challenges because of different cultures of project participants. Commu- 
nicating styles, gestures, and mannerisms may vary from culture to cul- 
ture; for example a backhanded "V for Victory" sign is considered an un- 
courteous gesture in Australia. Managers involved in international 
projects, business or relations must be aware of such cross-cultural differ- 
ences. Dinsmore identified some primary factors in cross-cultural settings 
and related these factors to the basic concepts of the project management 
body of knowledge (PMBOK) areas, as described by the Project Manage- 
ment ~ n s t i t u t e . ~ ~  He described the factors that must'be considered in or- 
der to meet goals on international projects as follows: 

Functional redundancy. This refers to duplication or overlap of certain 
functions or activities such as human resources and communications. 

Political factors. These refer to national and local politics that can sig- 
nificantly influence project success. Communication systems should be de- 
signed to respond appropriately to all strategic and politically related in- 
teractions. 

The expatriate way of life. This refers to the expectations and habits of 
people transferred to the host country with different customs and living 
styles. PMBOK areas of communications, human resources and contract- 
ing are related to way of life. 

Language and culture. This includes spoken, written and other social 
forms of communications systems to communicate thoughts, beliefs, atti- 
tudes and values to project participants. Obviously differences in commu- 
nication systems are important here. 

Additional risk factors. Rapid changes in weather, political and eco- 
nomic situations can cause uncertainties. Risk management techniques 
should be used to assess these factors. 

Supply difficulties. This refers to contracting, procurement and logistic 
challenges. Knowledge of customs, regulations, transportation systems 
and negotiating techniques will help alleviate supply problems for inter- 
national projects. 

104 
Managing the Project Team 



Local laws and regulations. Awareness and education of local laws and 
legislation is essential for successful management of projects in interna- 
tional settings, for example abstaining from drinking in Muslim countries, 
must be clearly communicated to project participants. 

Dinsmore emphasizes that although all areas of the PMBOK are inter- 
related, special emphasis must be placed on management of communica- 
tion, human resources, risk and contract and procurement to manage in- 
ternational projects successfully. 

Challenges in managing international projects 
To deny diversity is to deny life - with all its richness and opportunities. Thus, 
to be a citizen in a world of diversity, everyone should strive to be tolerant and 
look for the best in others. 

-Anonymous 

Both domestic and international projects pose tough and interesting pro- 
ject management challenges. However, there are some additional chal- 
lenges in managing international because of different cultural back- 
grounds, beliefs and work attitudes of projects participants and 
stakeholders. Dinsmore outlined some major challenges faced by most 
project mangers operating in international project settings. Some of these 
challenges can be summarized as follows:97 

Intercultural team building. The key to successfully managing an inter- 
national project is to build an effective project team in spite of signifi- 
cantly different cultural backgrounds. The challenge is to align personal 
inputs of different project participants. Project managers must be aware of 
and appreciate cross cultural differences and create an intercultural envi- 
ronment to capitalize on these differences and optimize overall output of 
the project team throughout the project life cycle. Figure 2.8 shows a sim- 
plified inputfoutput intercultural team building model that is aimed to de- 
velop and conduct a program that will help transform inputs of project 
participants with different cultural backgrounds into desired project out- 
puts.97 

Dealing with the globalization of the economy. There is an increasing 
trend towards globalization of economies through advances in cornrnuni- 
cation, information technology, transportation and international trade 
agreements. Globalization between different countries presents project 
management challenges because of different roles and relationships be- 
tween contractors, project managers, project team members and govern- 
ments. For example, relationships in the United States are more formal 
and may at times become adversarial leading to disputes, litigation and 
expensive court battles. Relationships in Japan are much more coopera- 
tive and emphasize partnering and risk-sharing. Dinsmore described how 
knowledge and information is generated and transferred in different parts 
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Patterns of thinking, feeling and behavior 
Different expectations, needs, traditions, motivators and demotivators 

Creation of an environment where cross cultural differences are 
appreciated to achieve cultural synergy 

OUTPUT 
Benefits for: 

Individuals (experience professional development) 
Project team (socially cohesive team) 
Organization (successful project) 
Environment (better understanding and acceptance of people) 

Figure 2.8 Simplified Input-Process-Output Model for 
Intercultural Team building 

+ + + 

+ + * 

Based upon: Paul C Dinsrnore and Manuel M. Bsnitaz Challenges In Managing IniarnationaIPmIBCI~ Chapter 39 in h e  AMA 
Handbook of Project Management. edited by Paul C. Dinsmore. 1993, pp. 463-464. 

of the world by using the styles commonly used in Europe, North Ameri- 
ca and ~ a ~ a n . ~ ~  

It is interesting to note that globalization of project management 
knowledge and information is taking place through IPMA, (the Interna- 
tional Project Management Association, based in Europe), AIPM(Aus- 
tralian Institute of Project Management), PMI (the Project Management 
Institute, based in North America) and other sister organizations such as 
AACE (American Association of Cost Engineers), ASQC (American Soci- 
ety of Quality Control), etc. 

Integrating two cultures. It is a common practice in binational projects 
to share formal authority between two managers, one from each country. 
This shared authority ranges from an integrated partnership of the man- 
agers to a lead managerbackup manager situation. Conflicts may arise be- 
cause of ambiguity in roles and responsibility of each country and differ- 
ent perceptions of situations as the project progresses through its life 
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cycle. There is a need for open and strong communication management in 
such a setting because diplomatic documents are often rich in political 
rhetoric and poor in clear operational and technical instructions. They 
contain writing "between the lines" and are therefore difficult to be un- 
derstood by project managers and engineers of both countries.97 

Developing a project culture. A project culture should be developed for 
building an effective intercultural team and defining desirable behavior 
that is suitable to both project objectives and the group's culture. The de- 
velopment of a project culture involves identifying basic cross-cultural dif- 
ferences involved in the joint venture that may affect project management 
abilities. These may include cultural characteristics, such as technical ed- 
ucation, language, beliefs, work ethics and attitudes, formal behavior, 
consensus orientation, professional project experience, group norms, so- 
cial habits, traditions, norms and values and general way of life. Forming 
a project culture should be considered a project in itself with an objective, 
schedule, resources and a development plan. Basic cross cultural differ- 
ences should be compared and discussed to develop a project culture with 
the aim of attaining a cooperative spirit, replacing "they" with "we" and 
creating a strong emphasis on meeting "our" project goals. The common 
cultural elements of both groups should be capitalized upon and desirable 
traits should be identified and developed through a properly designed 
training program. 

The project culture over the project life cycle. Project culture can sig- 
nificantly affect project success through several phases of the life cycle. It 
is established during the early stages of the project. Therefore, project 
managers in an international setting should set the stage appropriately and 
create an environment to maximize the efforts of project team members as 
the project progresses through its life cycle. Figure 2.9 shows the typical 
phases of the project life cycle and appropriate project culture along with 
some associated issues that should not be o ~ e r l o o k e d . ~ ~  

Self-Assessment Exercise B (see Appendix) offers a "culture quiz" to 
help project managers evaluate their cultural literacy. 

Summary 
Most people believe that they know what a team is and how it works. 
Management often feels frustrated that in spite of putting very competent 
people in a group, the output is below expectation. The groups members 
are equally frustrated as there is no coordination and teamwork. To 
achieve teamwork, it is important to understand the difference between a 
work group and a team and how their dynamics impact their overall per- 
formance. Project managers must understand team dynamics and the var- 
ious factors that contribute to team effectiveness. 

A work group is a group of people assembled to accomplish a task 
when responsibilities are divided and everyone works independently on 
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Eased upon: Paul C. Dinsmore and Manuel M. Eenilsz Challenges n Managing International Projecls. ChapWr 39 in ths AMA 
Handbook of Project Management, edited by Paul C. Dmsmore. 1993. pp. 463-464. 

Figure 2.9 Project Culture and Project Life Cycle 

their specific tasks. Task groups could be counteracting, co-acting or in- 
teracting. A team is more than just a work group. It is a group of people 
who are committed to common goals, who depend on each other to do 
their job (work interdependently), and who produce high quality results. 
Teams have a common goal (task) and complimentary contributions. 
There are three types of interacting teams which include problem-solving 
teams, self-managed teams, and special purpose teams (task forces, quali- 
ty circle teams, etc.). 

Integrated project teams emphasize synergy. Their characteristics in- 
clude a common purpose, strong commitment and sense of belonging, 
shared interests, high performance norms, shared accountability, pride 
and enjoyment in teamwork, and interdependency. 

Achieving team effectiveness and influencing team behavior to inspire 
high performance is not easy. Team effectiveness determines the extent to 
which the team is successful in three dimensions: achieving project objec- 
tives and organizational goals, satisfaction and well being of team mem- 
bers, and team's ability to survive. There are several factors which affect 
team dynamics and eventually its performance. A team dynamics model 
has been presented that consists of four main components that influence 
team effectiveness. These include team context and goals (which include 
external environment, team goals and task characteristics); developmental 
sequence of team members; team composition and roles of team members 
(which include team size, team diversity, composition and roles of team 
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members); and major team issues (which include team norms, team cohe- 
siveness and team leadership). 

Team members move sequentially on a maturity continuum (from de- 
pendence to independence and then to interdependence). Most teams 
progress through five stages of team development which include - forming 
(testing), storming (infighting and conflict), norming (getting organized), 
performing (becoming productive), and finally adjourning (moving on to 
another project). Most project teams go through these stages of develop- 
ment and the time taken to progress from one stage to another may vary. 
Project managers must act as facilitators to move people along through all 
stages as quickly as possible. They must answer task and people related 
questions addressed at various stages. 

Project managers must evaluate the team's context (external environ- 
ment) in terms of technology, external competition, relationships with ex- 
ternal stakeholders, team norms, team reward system and physical layout. 
They must focus on both relations-oriented as well as task-oriented goals. 

Team effectiveness is highly influenced by team composition (team size 
and team diversity), and roles of team members. A smaller team size is 
normally good as long as it does not jeopardize its ability to accomplish 
the task. It is important to have a sufficiently broad base of knowledge 
and experience to explore alternatives and make rational decisions. Team 
diversity refers to homogenous and heterogenous teams. Homogenous 
teams experience higher satisfaction and better interpersonal relation- 
ships. On the other hand, heterogenous teams are characterized by diverse 
personal characteristics, cultural backgrounds and values of team mem- 
bers which may stimulate creativity, innovation and encourage team 
members to obtain a wide network of support and cooperation. 

Roles of team members influence the team's effectiveness. Project man- 
agers must be aware of problem-solving styles and behavior roles (task- 
oriented, relations-oriented and self-oriented roles) of their team mem- 
bers and then use appropriate strategies to influence their behavior roles 
to increase the team's overall effectiveness. 

Team norms are very powerful and it is very important that team 
norms are consistent with organizational goals. Team norms aid in team 
survival, simplify predictable desired behavior, help avoid embarrassing 
interpersonal problems, and emphasize on central values of the team. Pro- 
ject managers should be aware of how team norms develop, why and how 
people conform to team norms, and ensure that team norms contribute to 
high performance. 

Team cohesiveness increases team performance only when team norms 
are aligned with organizational goals. Project managers may want to de- 
velop cohesive teams. They must understand major factors contributing 
to team effectiveness which include member similarity, member interac- 
tion, external competition and challenge, difficult entrance, team success 
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and team size. They must know the consequences of team effectiveness 
and develop appropriate strategy to develop team cohesiveness. 

Team leadership is one of the most important factors. Effective team 
leaders must help in meeting both task-oriented and relations-oriented 
goals. They must use appropriate leadership style depending upon the sit- 
uation and maturity level of team members. 

Cultural diversity among team members poses interesting challenges 
for effective team building, especially for joint ventures and international 
projects. Project managers must appreciate major elements of culture 
(which include material culture, language, aesthetics, education, religious 
beliefs and attitudes, social organizations and political life). They must 
understand the cultural orientation model, consisting of six critical di- 
mensions of cultural differences which include power distance; individu- 
alism/collectivism; masculinitylfemininity; uncertainty avoidance; and 
time horizon (long-term vs. short-term); and attitude towards life, as well 
as five cultural variables with related orientations that include environ- 
ment, action orientation, communication styles, space orientation, and 
thinking patterns. Project managers must evaluate the implications of cul- 
tural differences on the project management process. They must acquire 
abilities to meet team members on their respective cultural grounds and 
increase team effectiveness by fostering cultural synergy within their pro- 
ject team. 

Currency fluctuations, political instability and competitions from na- 
tional and regional governments and special interest groups can interfere 
with project management of international projects. Special attributes of 
international project, which include plans; communication and informa- 
tion subsystem; control systems; project management techniques, cultural 
ambiance and human subsystems (motivation, communication, negotia- 
tions/conflicts), must be considered. The primary factors in cross-cultural 
settings should be recognized and special emphasis should be placed on 
developing appropriate systems to manage communications, human re- 
sources, risk and contract/procurement areas of project management. 

To manage international projects effectively, project managers must be 
sensitive to different cultures and be able to build an effective intercultur- 
al team and develop a project culture that integrates all cultures, considers 
the globalization of economy and is appropriate for all phases of the pro- 
ject life cycle. 
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If everyone is moving fonuard together, success takes care of itself. 

Effective 
Team Building 

P ROJECTS ARE ORGANIZED to accomplish complex tasks that cannot 
be handled by lone individuals. As projects become, increasingly, the 
building blocks of organizational strategy, multidisciplinary teams 

are replacing individuals as the basic building blocks of organizations. 
Project success depends upon how well participants can work together to 
accomplish objectives within scope, time, cost and quality constraints. 

Project managers must have the skills required to build effective project 
teams. This is particularly true because most projects are organized in a 
matrix fashion where the two-boss problem poses additional challenges 
in obtaining real commitments from team members who may only work 
for the project part time; and whose individual objectives and interests 
may or may not be in line with project objectives. 

Team building is a process of getting a diverse mix of individuals to 
work together effectively as one unit. Team building involves integrating 
both project tasks and project management process. It requires leadership 
skills and a good understanding of the organization, its culture, interfaces, 
authority and responsibility relationships, power structures among its 
stakeholders, and motivational factors. 

Effective communication is vital to effective team building and hence 
to project success. This chapter emphasizes that project managers must 
expedite project communications among all channels and links, minimize 
communication blockers that may impede creativity and innovation and 
manage project meetings effectively. 



About Team Building 
Pull together; in the mountains you must depend on each other for survival. 

- Willi Unsoeld, Mountain Climber 

Team building, while important for many situations, is especially crucial in 
a project-oriented work environment where functional specialties and sup- 
port groups must be integrated to achieve complex multidisciplinary activ- 
ities. To manage projects, project managers and task leaders often have to 
cross organizational lines and deal with people over whom they have little 
or no authority. Project managers in such dynamic environments must un- 
derstand the interaction of organizational and behavioral variables in order 
to create a climate conducive to building an effective team with a diverse 
mix of skills and expertise. Such a team, if led and managed effectively, 
will have the capacity to achieve excellence and innovatively transform a 
set of technical objectives and requirements into specific products or ser- 
vices that will excel over alternatives in the market place. 

What is team building? 
Team building is the process of transforming a collection of individuals 
with different interests, backgrounds and expertise into an integrated and 
effective work unit. It can also be seen as a process of change. In this 
transformation process, the goals and energies of all team members merge 
and support the objectives of the team. The team building process is im- 
portant for all types of projects but will vary in complexity and size de- 
pending upon the project. Typical project situations where team building 
is crucial include:' 

Establishing a new project or a program 
Improving project-client relationship 
Resolving interfunctional problems 
Integrating new project personnel for a common goal 
Preparing a bid proposal 
Working toward a major milestone 
Reorganizing a company 
Transferring technology 
Transitioning the project into a new activity phase. 
Effective team building is one of the prime responsibilities of the project 

manager. It involves a whole spectrum of management and leadership skills 
required to identify, organize, commit, and integrate various task groups 
from functional organizations into a multidisciplinary cohesive team. 

Team building is the process of planned and deliberate encouragement 
of effective working practices while reducing difficulties or obstacles that 
interfere with the team's competence and reso~rcefulness.~ Though this 
process has been known for centuries, it becomes more challenging as ver- 
tical bureaucratic hierarchies decline and horizontally oriented teams and 
work units evolve. Regarding the concepts and practices of multidiscipli- 
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nary team buiIding, many field studies have been conducted.3~4~5*6~7,8,9 
These studies have investigated workgroup dynamics and criteria for 
building effective, high-performing project teams and have contributed a 
great deal to the theoretical and practical understanding of team building 
and managing conflicts. 

Effective team building is valid and important at all levels of manage- 
ment (from top executives to middle managers, first line supervisors and 
rank and file). The absence of teamwork at any level or between levels in 
any organization, will obstruct effectiveness in managing its projects and 
can eventually kill the organization.10 

Benefrts of team building. With the rapid changes in technology, glob- 
al competition and increased size and complexities of projects, it is im- 
portant to collect and transform a group of individuals with diverse back- 
grounds, skills, experiences and expertise into an integrated work unit. 
Team building develops the creative potential of everyone. Some of the 
benefits of team building in project management are: 11J2 

Realistic, achievable objectives can be established for the team because 
those responsible for doing the work contribute to setting objectives 
and planning. 
Team members commit to support each other to make the team successful. 
Team members understand one another's priorities and help to support 
when difficulties arise. 
Communication is open. The expression of new ideas, improved meth- 
ods, articulation of problems and concerns is encouraged. 
Problem solving is more effective because of broader expertise base. 
Performance feedback is more meaningful because team members un- 
derstand what is expected and can monitor their performance against 
expectations. 
Conflict is understood as normal and viewed as an opportunity to solve 
problems. Through open discussion it can be resolved before it becomes 
destructive. 
Balance is maintained between group productivity and the satisfaction of 
personal team members' needs. 
Members are encouraged to test their abilities and try out ideas. This 
stimulates individuals to become stronger performers. 
Team members recognize the importance of disciplined work habits and 
conform their behavior to meet team standards. 
Learning to work effectively as a team in one unit is good preparation 
for working as a team with other units. It is also a good step towards 
self-advancement. 
Outcomes of team building. Open communication is the key to an ef- 

fective team building because a frank and open discussion of various issues 
throughout the life cycle of a project, will help reduce anxiety among 
team members. It will help in establishing sincere trust and mutual respect 
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among team members, which are the foundations of building an effective 
team. One project leader emphasized this point: 

There is nothing worse than being on a team when no one trusts anyone 
else. Such situations lead to gamesmanship and a lot of watching what 
any team member may say because team members do not want their 
own words to bounce back in their faces . . . I 3  

Mutual trust and high quality of information exchanges. The more ef- 
fective the project leader is in developing a strong and cohesive team 
membership, the stronger the trust among team members, which leads to 
a higher quality of information exchanges and contributions by the team 
members. 

Effective team decision-making. Higher quality information exchanges 
will provide a strong data base and will help develop better decision-mak- 
ing processes. 

Effective project control. With more trust and better information ex- 
changes, more effective project control systems (networks, WBS) can be 
developed. It will also lead to constructive and timely feedback by all team 
members which will increase the overall performance of the project team. 

The team building process 
Collaboration operates through a process in which the successful intellectual 
achievements of one person arouse the intellectual passions and enthusiasm of 
others, and through a process in which a fact that was at first expressed by only 
one individual becomes a common intellectual possession instead of  fading 
away into isolation. 

-Alexander Humboldt 

According to many management practitioners and researchers, team 
building and team development are some of the most critical leadership 
qualities that determine the performance and success of multidisciplinary 
projects. The outcome of a project depends upon the group efforts and 
how well many task specialists are coordinated and integrated in a dy- 
namic work environment with complex organizational interfaces. In- 
creasingly, stringent project performance requirements are mandating a 
high level of sustained cooperative team effort. 

Team building is the process of helping a group of individuals, bound 
by a common purpose, to work more effectively with each other, the 
leader, the external stakeholders, and the whole organization. To under- 
stand the process of team building, it is useful to look at models that ex- 
plain team building and team development and some characteristics of an 
effective project team.12 

Factors influencing team success. There are several factors that char- 
acterize the project team and its final performance. Figure 3.1 shows a sim- 
ple model to analyze these factors. According to this model, team charac- 
teristics are influenced by three factors: environmental factors (working 
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Figure 3.1 A Simple Model for Analyzing Team Performance 

Environmental 
Factors Leadership Style Drivers and Barriers 

(External and Internal) 

1 . 1  Affect 

Team Characteristics 

Determine - 
Team Performance 

Adapted from: David I. aeland. Pmjen Managemnt-Shtegic Design andlmplememtion TPR nab PRofessional and Ref- 
erence Books) Division of TAB Books Inc., Blue Ridge Summit PA 1990, pp. 302. By permission of the publisher. 

conditions, organizational climate, job content and resources), leadership 
style, and the drivers and barriers towards team performance.1 
All these factors are interrelated with each other. However, a systems ap- 

proach may allow project managers and management practitioners to break 
down the complexity of the team building process and analyze its compo- 
nents. It can help in formulating a team building strategy by identifying the 
drivers and barriers and to motivating the human resources to achieve their 
maximum potential under the influence of managerial, organizational, and 
other environmental factors. 

Team building model. Becoming familiar with this model can increase 
the problem-solving capacity of the project team. Immediate problems can 
be resolved and the team can learn how to deal with new problems as they 
arise. This learning experience helps a project team anticipate and mini- 
mize or avoid problems. When a project team has "learned how to learn," 
it can be more effective and efficient than a team that simply reacts to in- 
ternal and external events. There are some indications when teams require 
a proper team building approach. The following team characteristics indi- 
cate the need for more team b ~ i l d i n ~ : ~ , ~  

There is excessive "wheel-spinning" within the team. 
Team performance is dropping but no one knows why. 
Action items decided are not followed. 
Objectives are unclear or team members are not committed to those 
objectives. 
The team leader encounters detrimental surprises and destructive conflicts. 
Team members are unresponsive to the needs of the team or the project. 
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Figure 3.2 A Team Development Model 

Role Procedures Interpersonal 
Clarification Development Concerns 

I I 1 
Team Process Behavior 

Communicating Managing Conflict Gaining Commitment 

Leadership Providing Support Making Decisions 

T T T T 
Climate Goal Decision 
Setting Setting Control Making 

Adapted from: D.L. Wilemon, el al., A Model for Dsvelophg Hlgh 
Houston. Texas, Oct 17-19.1983, pp. 11 141.1 to 11 1 4 1 2 .  

Performance Project Teams, PMI Seminar/Symposium. 

Team meetings are unproductive, full of conflict, and demoralizing. 
Team members work independently and avoid needed cooperation. 
Problem-solving activities like constructive conflict are avoided. 
Quality problems, cost overruns and schedule delays are common. 
Task and process activities are major components of a team building 

model.12 Project managers must analyze task and process activities and 
develop a strategy to implement these activities in the process of building 
a project team. 

Task activities are related to establishing goals, defining and negotiating 
roles and procedures. Seven major task activities are: staffing of team 
members, setting a climate for team development, setting goals, clarifying 
roles and responsibilities, developing procedures, making decisions, and 
controlling the project (monitoring and taking corrective actions).12 

Process activities refer to interpersonal activities necessary to accom- 
plish tasks. For example, the tasks of establishing goals and defining roles 
require a process activity of intensive communication among team mem- 
bers. Other major process activities used in team development are: re- 
solving conflicts, listening, providing psychological support, exerting 
power, encouraging participation and involvement, gaining commitment, 
providing appropriate rewards and recognition, creating environment for 
self-development, building mutual trust and respect. 

Wilemon and Thamhain discussed in detail these task and process ac- 
tivities. Figure 3.2 shows a typical team development model.12 
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Figure 3.3 Characteristics of an Effective Project Team 

Task/Result-orlented People-oriented Characteristics 
Characteristics (indirect measure of project performance) 

(direct measure of project performance) 
High Involvement 

High Energy 

Capability to 
Soke Conflict 

Technical Success 

Good Communicator 

Good Team Spirit 

Result-oriented 
Mutual Trust 

Innovative. Creative 
Membership 

Self-development 

Effective 
Organizational Interface 

High Need for 
Achievement 

Adapted from: David I. aeland,Pmjecf Msnsgomsnf-Stmrsgic Design sndlmpkmsnfsfion TPR (Tab PRofessional and Rnf- 
erence Boob) Division of TAB Books Inc., Blue Ridge Summit. PA 1990, pp. 304. By permission of the publisher. 

Once the project team is built, it is important to evaluate its effective- 
ness. Two basic questions should be addressed in this regard: How will 
team performance be measured? and Is team building an ongoing process? 

Measuring team performance is very important. The performance of a 
successful team is measured by three factors: technical success according to 
agreed on project objectives, performance on project schedule (finished on 
time), and performance on budget (finished within financial  constraint^).^ 

High-performance teams are characterized not only by these task- and 
results-oriented outcomes, but also have specific job- and people-related 
qualities that represent indirect measures of project performance (see Figure 
3.3). Some of these qualities include innovative or creative behavior, per- 
sonal goals that are congruent with those of the project, interdependence 
among members, conflict resolution skills (and the wisdom to encourage 
constructive conflict), effective communication, an orientation toward 
change, and high levels of trust, achievement needs, morale, and energy1 

Team building as an ongoing process is crucial to project success. While 
team building is essential during the front end of a project, it is a nev- 
erending process. It must be kept alive. The project manager must contin- 
ually monitor team functioning and performance to evaluate if any correc- 
tive actions are needed to prevent or correct various team problems. 
Following are some of the major factors that may provide good clues to 
potential team dysfunction:7 
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Noticeable changes in performance levels for the team and/or individual 
team members, which can be symptoms of problems such as conflict, un- 
clear objectives, poor work integration and communication. 
Changing energy levels because of stress, changing work environment, 
and other factors, which can be dealt with by reviewing and adjusting 
project objectives and plans if necessary. 
Verbal and non-verbal clues from team members. In general, regular 
meetings to focus on "what are we doing well as a team" and "where do 
we need more attention" help to evaluate the impact of special technol- 
ogy development, change in client behavior, progress with regard to 
schedule, etc.). 
Team building helps to blend the talents of key project personnel to 

meet project goals and challenges like a well-trained sports team. It max- 
imizes the strengths of team members and provide opportunity to learn 
new things and share experiences. Project managers must understand 
team dynamics, and the process of building a team to increase their own 
performance and that of their teams. In a team, everyone gets a feel for 
what other team members will do in a given situation. Special results oc- 
cur when people in a project environment work together as a team and 
help each other win. 

Drivers and barriers to high team performance 
The team motto should be to rub out another's mistake instead of rubbing it in. 

-Anonymous 

In a project environment there are generally certain drivers and barriers 
that influence the performance of project teams. A better understanding 
of these drivers and barriers can help in developing an environment con- 
ducive to effective teamwork. 

Drivers to effective team building represent positive factors associated 
with the project environment that enhance effectiveness of the project 
team and increase its performance. Studies of workgroup dynamics show 
significant correlations and interdependencies between team performance 
and work environmental  factor^.^^^^ These studies indicate that building 
effective teams to achieve high team performance involves four primary 
factors: managerial leadership, job content, personal goals and objectives, 
work environment and organizational ~ u p p o r t . ~ J ~  

The six drivers that have a strong positive correlation to project team 
performance are: 177514 

1. Professionally interesting and challenging work, which demonstrates 
confidence in people 

2. Recognition of accomplishment which provides positive reinforce- 
ment 

3. Experienced technical management personnel, which improves inte- 
gration and interface management 
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4. Proper technical direction and leadership, which reduces mistakes 
and inspires high performance 

5. Qualified project team personnel, which ensures quality results 
6. Professional growth potential, which motivates team members. 
These six drivers positively affect the tangible and direct performance 

of the project team in terms of its technical success regarding schedule 
and budget performance. But they are also positively associated with tan- 
gible and indirect measures of team performance such as commitment to 
creativity, quality, and change-orientation, mutual trust, effective commu- 
nication and high achievement needs. 

Barriers to effective team building include negative factors such as in- 
sufficient resources and unclear directions that reduce the effectiveness of 
the project team and its performance. These factors must be analyzed and 
appropriate action taken to minimize their impact and develop an envi- 
ronment to encourage teamwork. The six major barriers to effective pro- 
ject team building and high team performance are:f*7j14 

1. Unclear project objectives and changing goals and priorities, which 
create confusion 

2. Lack of team definition, structure, and environment. which lead to 
poor teamwork 

3. Communication problems, which lead to destructive conflicts 
4. Power struggle and conflict in terms of roles, personnel selection, 

which lead to lack of cooperation 
5. Lack of commitment from team members, which leads to poor quality 
6. Uninvolved, unsupportive upper management. 
In addition to these barriers, Wilemon and Thamhain identified some 

other barriers to effective team building. For example: 
Differing outlooks, interests, and judgments of team members 
Dynamic project environment 
Credibility of project leader 
Role conflicts 
Lack of appropriate rewards and recognition 
Insufficient resources. 
They analyzed these major barriers to team building efforts and suggest- 

ed some remedial actions to minimize or eliminate them.7 For an organiza- 
tion to be successful and manage its projects effectively, barriers to team 
performance must be eliminated by paying special attention to the human 
aspects of team management. Project managers must foster a work environ- 
ment conducive to innovative and creative work where people find profes- 
sional challenges, get proper recognition and opportunities for personal and 
professional growth. Such an environment will also lower communication 
barriers, reduce conflict, and encourage team members to be more proac- 
tive in managing change and complex project requirements. Project man- 
agers must concentrate on minimizing barriers and reinforcing the drivers 
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to teamwork in order to achieve human synergy and obtain increased com- 
mitment and ownership of team members to project objectives. 

Organizing the Project Team 
Everyone has to work together; if we can't get everybody working hard toward 
common goals, nothing is going to happen. 

-Harold K. Sperlich, President, Chrysler Corp. 

Most individuals appreciate an opportunity to belong to a really success- 
ful team. Creating such a project team is one of the most rewarded activ- 
ities for project managers or project leaders. After understanding the basic 
concepts of a project team and its characteristics; ingredients, benefits, 
process, outcomes, drivers, and barriers of team building, it is important 
to develop a practical approach to and ideas for building a successful pro- 
ject team by using the principles and concepts discussed earlier. The suc- 
cess of this process depends upon choosing the right leader and team 
members, and obtaining their commitment to the project. 

Setting project goals 
Validate your goals by asking, 'Will this help me become my very best?" 

-Anonymous 

Before the team building process can begin, it is important to define the 
technical contents or specifications of the project along with its con- 
straints in terms of time, budget, resources, organizational, political etc. 
Overall goals and objectives must be defined right at the front end. Cle- 
land has identified the major segments of a typical project management 
system that must be defined before the size and type of the project team 
can be identified. They inc1ude:l 

Scope and quality of the work (requirements, statement of work, work 
breakdown structure, list of deliverables) 
Timing (master schedule, milestones, network, critical path analysis 
Resources (budget and resource plan) 
Strategy (risk assessment, contract/procurement strategy, justification) 
Responsibilities (task matrix, project charter, work packages). 
Regardless of how vague and preliminary these project segments and 

goals are at the beginning, the initial description (with the information 
available) will help in assembling an appropriate project team with a 
proper mix of skills and experience. Without a precise statement of goals, 
projects will not get very far. Therefore goal setting processes must clear- 
ly establish the goals of the tasks to be accomplished. Some important 
characteristics of good goals are that they should be SMART: 

Specific (to avoid assumptions and provide focus) 
Measurable (helps in monitoring progress) 
Attainable (optimistic but realistic goals provide challenges) 
Rewardable (what gets rewarded gets done) 

122 Managing the Project Team 



Tie-based (should have clearly associated milestones). 
Project managers must ensure that there is a common, shared percep- 

tion among the team members about the goals. This will help avoid the 
typical problems in this process, such as: 

Goal ambiguity (refers to lack of clarity and specificity in goals) 
Goal conflict (conflict between goals of individual team member, team 
leader, client and organization etc.) 
Goal overload (unrealistic goals can discourage the project team resulting 
in loss of its self-confidence) 
Goal complexity (unmeasurable and complex goals lead to lack of self- 
satisfaction) 
Certain practical steps and ideas for setting goals are outlined in Figure 

3.4, while Table 3.1 shows suggestions to assist in the goal clarification 
process. 

The core team should be formed prior to finalizing the project plan, 
goals and contractual agreements that must be followed and implement- 
ed. This will provide the project team members with an opportunity to 
participate in the formulation of strategies, trade-off discussions and cus- 
tomer negotiations, thereby leading to technical confidence, acceptance 
and commitment by all parties involved in meeting project goals. 

Creating the team climate 
Life does not require us to be the biggest or the best, it asks only that we try. 

-Anonymous 

After project goals are set and the major segments of the project manage- 
ment system are defined, the project team leader must set a climate con- 
ducive to maximizing the output of the project team and encourage the 
creative potential of everyone involved. 

Setting an appropriate climate refers to establishing an environment 
within which team spirit can blossom. A few common barriers to setting 
such a climate are: 

Fear of change (by the team leader and team members) 
Fear of exposurelrisk (new ideas may fail) 
Hidden agenda or hidden feelings (caused by lack of open communication) 
Non-productive use of time (caused by lack of commitment to project 
goals) 
Discouragement of new ideas-"Didn't we already try something like 
this last year?" 
As a first step, project team leaders must themselves believe in and be 

committed to the project, and then prepare an overall plan to minimize 
the above-mentioned barriers. They must try to sell the concept of team 
building to top management and project team members. To achieve this, 
some of the main points that should be stresses are: the importance and 
benefits of team building, the how and why of the team building process, 
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Figure 3.4 Practical Steps in Setting Goals 
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Adapted from: Materials presented in a David Wilemon workshop. (kt 1984, Philadelphia, PA. 

the amount of time and personal involvement that will be required, how 
the team environment provides challenges, satisfaction, professional de- 
velopment, growth, and-last but not least-fun. 

Because of tight project schedule constraints, project managers may not 
get to do everything they would like to do for effective team building 
(special training, offsite meetings and retreats, etc.), but nevertheless they 
must encourage open communication, participation and an overall man- 
agement philosophy that will create a "real" team environment. Such 
managers display at least some of the following  trait^:^ 

They are accessible, open, honest and reliable. 
They practice what they preach. 
They manage by walking around. 
They encourage open discussions and innovation. 
They delegate effectively where appropriate, giving opportunity to team 
members. 
They participate in social gatherings to improve informal relationships. 
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Table 3.1 Suggestions to  Assist in the Goal Clarification 
Process 

Goal Clarification with Individual Team Members 
Discuss overall project goals 
Develop specific goals with team members 

Document agreements 
Circulate agreements 
Monitor progress 

Goal Clarification with Functional Support Groups 
Communicate to reach agreement on goals 

Document agreements 
Circulate agreements 
Follow-up on additional issues which need clarifying or 
negotiating 
Monitor deviation from goals 

Goal Clarification with Client 
Review proposed contract (dr signed contract if in effect) and 
other relevant project documentation 
Develop an understanding of the client's goals 
Meet with the client and test the understanding 
Work on any differences which exist 

Confirm goals 
Follow-up on additional agreements 
Monitor deviations from goals 

Source: D.L Wulernon. el al., 1993. -A Model for DeMlqing High Peffonnance ProjsctTeams'Pnceedingsof fhe 
1983 Seminsr/Symposium.Rojsct Management Institule, pp. Ill HI to Ill H12. 

They provide training opportunities that encourages professional devel- 
opment. 
The team member roles. Project teams consist of a variety of individu- 

als. They are bound to have different personalities, communication styles, 
decision-making approaches, and influence on others. In general, team 
members may play either constructive or destructive roles in terms of 
their contributions to the project team effort. People who play construc- 
tive roles are highly valuable assets to the project team, whereas the pro- 
ject manager must deal diplomatically with those who tend to play de- 
structive roles that contaminate the team spirit. See the discussion of 
group roles in Chapter 2 for a full description of constructive and de- 
structive roles. 
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People function in more than one of these roles at different times. Gen- 
erally, most people want to be good team players and contribute to team 
efforts. However, project managers should be aware of those who play 
destructive team roles. For example, the role of a devil's advocate is valid 
and very useful in generating new ideas and creativity in problem solving 
but if overdone, it can seriously impede team building and the project ef- 
fort. Effective project managers must try to know their team members 
well (both formally and informally) and emphasize the values of mutual 
respect, synergy, and commitment to help each other win-key ingredi- 
ents of a good team climate and effective team building. 

Assembling the project team 
Warm working relationships and commitment to help each other win are vital 
to successful project teams. 

Assembling the project team includes getting their commitment. Every pre- 
caution must be taken to avoid any lack of technical skills, interpersonal 
conflicts or incompatibility among members. Project leaders must ensure 
that the efforts of all team members are integrated and lead to innovative 
results. This section describes how to select the right team members, clarify 
their roles and responsibilities, and get their commitment to the project.1S 

Selecting the team members. This crucial step starts the project off 
on the right foot. Typically, project team selection should start while de- 
veloping the work breakdown structure because at that time, the skills re- 
quired to execute the project become apparent. Project managers should 
try to fill the project requirements from permanently assigned staff. How- 
ever, if there are skills that are not available from permanent staff, they 
should identify other sources of personnel with those skills, and negotiate 
with their supervisors (functional managers) to get their commitment ac- 
cording to overall priority of the project. Sometimes special support and 
decisions are needed from senior management. But in most cases, the pro- 
ject manager's negotiating skills combined with interpersonal skills and 
general influence can obtain the required resources. Figure 3.5 shows the 
basic steps in assembling a project team.15 

What to look for in prospective team members. The importance of choosing 
the right people as project team members from the collection of potential 
members can hardly be overemphasized. It is the first principle and vital step 
towards team success. There are a variety of objective or technical criteria 
that should be used in choosing the team members, including technical abil- 
ity, estimating proficiency, project management skills, experience as a task 
leader on other projects, attitude towards projects in general and this project 
in particular. 

The project team leader should try to evaluate potential team members 
by getting information from fellow project managers regarding personal 
attributes and prior experience with similar projects. The project manager 
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Figure 3.5 Basic Steps in Assembling the Project Team 
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should then talk to potential team members before negotiating to have 
them join the project. There are three key questions that the project man- 
ager needs to answer in determining the potential effectiveness of a 
prospective team member.ls 

Would I want this individual to work for me? 
Would I want this individual as one of my peers? 
Would I want to work for this individual? 
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Table 3.2 shows a checklist for selecting the right team members. 
Sometimes, of course, the project manager does not have the option of 
selecting the team members. Nevertheless, the ideas presented i n  the 
checklist may be helpful and should be used whenever possible. 

Clarifying roles and responsibilities. Once goals, breakdown struc- 
ture, and suitable team members have been clearly identified and an 
agreement reached, the next phase is to define their roles and responsibil- 
ities. Unless roles are clearly defined, nothing much will occur except frus- 
tration and conflict. For instance in goal setting, it is important to look at 
the expectations of others. Others may have diverse views on the roles 
and responsibilities of the team and its members. These conflicting views 
need to be identified and resolved at the very beginning of a project. Some 
of the key questions related to role clarification are:16 

Who is responsible for what? 
What skills are needed? 
What skills do we have within the team? 
How much freedom do team members have in defining their roles? 
How are work assignments/responsibilities allocated? 
Where do roles within the team conflict? 
How do we deal with conflicts over roles? 
Some of the common statements you will hear people make that are 

symptomatic of various role-related problems are: l6 

"My responsibilities are not clear" or "I'm not clear about how much 
authority I have." (Role ambiguity: roles and responsibilities have not 
been adequately defined.) 

"My role is to design this equipment as specified, not to satisfy promises 
made by the marketing department" or "My role as a project manager is 
not to compromise quality just to balance the books." (Role conflict: the 
person has two roles that seem incompatible.) 

"I can not do all that is required of a project engineer!" and "Do you re- 
ally expect us to be able to accomplish all of the different demands that 
have been made on us?" indicate role overload. 

For a more thorough discussion of the types of roles problems, see Volume 
2 of this series, Human Resource Skills for the Project Manager. 

Communicating clear role messages. Communicating clear role messages 
helps project managers identify what they want others to do and helps the 
recipient understand their expectations. It forces clarification of roles and 
gets things started off on the right foot, the project manager may say, for ex- 
ample, "This is what I want you to do by next Friday.. ." or "What do you 
need from me to help you complete the test reports on time?" 

The criteria for communicating clear role messages can be summarized as: 
A role message must clarify the deadline. 
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Table 3.2 Checklist for Selecting the Right Team Member 

TASK YES NO 
1. Is shethe technically competent? 0 0 

2. Does shethe have an up-to-date knowledge and skills? 0 0 
3. Do his/ her knowledgetskills complement those of 

other team members rather than duplicate them? 0 0 
4. Is shethe motivated to seek excellence in results 

and methods of working together? 0 0 
5. Does histher track record really bear out the 

scores given above? 0 0 
6. Does hetshe have project management knowledge 

in terms of integration and interface management? D 0 

TEAM 
7. Will shethe work closely with others in decision 

making and problem solving without rubbing people 
the wrong way? 0 D 

8. Is shethe an effective communicator, especially a 
good listener? 0 0 

9. Is hetshe willing to do extra work to help their 
meeting objectives? 0 0 

10. Is shethe flexible enough to adopt different roles 
within the group? 0 0 

11. Can shethe influence other through assertiveness 
rather than being aggressive? 0 0 

12. Will shethe contribute to group morale rather 
than dropping it? 0 0 

13. Does hetshe help others to participate by 
encouraging to present new ideas? 0 0 

INDIVIDUAL 
14. Has shethe a sense of humor and a degree of 

tolerance for others? 0 0 
15. Does shethe have an ambition to achieve more? 0 0 

16. Does hetshe understand that shethe cannot do it alone? 0 0 
17. Is hetshe committed to meet team goals, not just 

histhers own only? D 0 
18. Has shethe integrity? 0 0 
19. Does shethe have realistic perception of histher 

strengths and weaknesses? 0 0 
20. Can shethe cope with stress effectively? 0 0 

Source: John Adair. 1986. E W i r s  Team Building. Grower Publishing Co. LM., England, pp. 133. By permission of 
the publisher. 

Effective Team Building 
129 



A role message asks if the team members need any help to finish the task 
on time and if so, ask them to clarify that in detail. 
To be sure messages were understood, develop an accountability control 
sheet. 
Project managers must clarify the roles and responsibilities of all team 

members and also their own expectations in terms of meeting schedules, 
budgets and performance standards. 

Negotiating roles and responsibilities. Often, the roles and responsibil- 
ities of all team members do not match their original expectations and de- 
sires. In such case, these may have to be negotiated with the team mem- 
bers, their supervisors and sometimes with senior management. Figure 3.6 
shows a typical role negotiation process. Following are some tips on ne- 
gotiating roles successfully: l6 

A role negotiation practice session can be held. This helps team members 
learn the rules in a non-threatening environment. 
Typically, role messages should be developed before the role negotiation 
team meeting. 
Circulate them at the meeting. 
Seek clarification on ambiguous points. 
Negotiate differences. A "no" is not acceptable. A "no" kills the negoti- 
ation and avoids the issue. 
One outcome can be that you agree to work on the conflict at a later 
date. Be specific as to date and time. 
Getting commitment from team members. In order to obtain com- 

mitment from team members, it is important to define and document their 
contributions to the team. A skill inventory matrix and a responsibility 
matrix can be used as tools to gain commitment of team members. 

Skill inventory matrix. Every project requires a variety of skills to ac- 
complish various tasks. At project start up, it is important to match peo- 
ple, skills and tasks. As the project progresses, project managers may need 
to split assignments, add staff to existing assignments, or trade assign- 
ments. In order to achieve this, project managers must know or find out 
who on the project team possesses which skills. A skill inventory matrix 
showing skills or areas of expertise along the columns and the team mem- 
bers along the rows should be developed. It will create a useful overview 
of team members and skills from which to assign tasks. Figure 3.7 shows 
a typical Skills Inventory Matrix for a software development project to il- 
lustrate the concept.15 

Responsibility matrix. This refers to a process for defining who on the 
project team is most qualified to perform which task. This matrix should 
document a performance contract between the project manager, the pro- 
ject team members, and their superiors. It is an important mechanism for 
obtaining individual commitment, or buy-in, and for graphically depicting 
respective responsibilities.15 
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Figure 3.6 The Role Negotiation Process 
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To develop this matrix, list the tasks in the left hand column, and the 
names of job titles of project team members on the top. Now match the 
tasks to the team members by indicating the person with prime responsi- 
bility (P) and having a support role (S). Each task requires one and only 
one person with a prime responsibility but several supporting members 
may be assigned. The team member with prime responsibility has ultimate 
responsibility and accountability for ensuring that the task is done at the 
expected level of quality, on time, and within budget. The members in a 
supporting capacity are chosen because they can also contribute their 
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Figure 3.7 Skills Inventory Matrix by Area of Expertise 

skills to accomplish that task. Five rules of thumb to be followed when 
preparing a responsibility matrix are: lS 

1. Assign staff because they have the correct skills, not because they 
.- - 

have time available. 
2. Do not assign too many people to one task. 
3. Obtain i n ~ u t  and commitment of team members: "ask" don't "tell." 
4. Consider who is good at what, who wants to do what, who can or 

cannot work together, and who likes to create versus maintain. 
5. From the perspective of the project, consider what skills are needed, 

what skills are available, and, if someone left a task, whether his or her 
work could be redistributed. 

Figure 3.8 shows a typical Responsibility Matrix for a software devel- 
opment project to illustrate the concept to develop this matrix.'' Ideally, 
the project manager should have had some exposure to these areas of re- 
sponsibility. This background, coupled with intuition, interpersonal skills, 
psychology, and a bit of luck, can make the task of assigning responsibili- 
ties both challenging and rewarding. 

Project success depends upon how well the leader and members of the 
project team perform their roles and responsibilities. Because of a diverse 
mix of team members with different backgrounds, norms and expecta- 
tions, there are bound to be few problems and conflicts. However, these 
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Figure 3.8 Responsibility Matrix 
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problems can be resolved and their impacts can be minimized if there is a 
true team spirit and team environment. The project leaders must them- 
selves be fully committed to accomplish project objectives through team- 
work. Top management must involve the project manager in selecting pro- 
ject team members whenever possible. Project managers must ensure that 
tasks assigned to the team members match their interests and offer pro- 
fessional challenges and opportunities. They must give positive reinforce- 
ment for high performance. 

Praise and rewards should be given immediately following successful 
efforts and project managers should be specific about the tasks or assign- 
ments about which the team members are being recognized.17 Project 
managers must involve team members in developing plans and making de- 
cisions in order to gain their acceptance and hence their commitment to 
implement those plans successfully. They must clarify the roles and re- 
sponsibilities of team members and their own expectations to minimize 
conflicts and achieve human synergy. 

Practical Guidelines for Team Building 
I could not have done it without the boys. 

- Baseball legend Casey Stengel 
(after winning his ninth American League Pennant in ten years) 

Before getting into techniques of effective team building, project man- 
agers must take into account three important factors that determine the 
need for effective teams7J7 

In an organization, there are several technical specialists/experts whose 
talents must be integrated into a large task-a project. 
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More organizational members today want to be involved in their total 
work environment. 
Teamwork leads to synergy and creativity. 
Global competition, complicated environmental interfaces, and rapid- 

ly advancing technology also encourage the development of effective 
teams. What's different about projects? What should be done to integrate 
team building into the life cycle of a project? Following are ten guidelines 
which project managers can use for effective team buildingT8 

Plan for team building 
If you fail to plan, you plan to fail. 

A project plan is the first and the foremost thing that the project managers 
must develop to launch a project on the right foot. The project plan, 
which addresses the what (project goals and objectives), how (project pro- 
cedures), when (schedule), and who  (project roles), becomes the basis for 
team building. 

Each portion of the project plan should be developed carefully with 
the aim of providing as much positive impact as possible on the team 
building process. For example: l8 

Project goals and objectives must be well developed because they are 
used to define team goals and objectives. Project managers must try to 
align both sets of objectives in terms of consistency and compatibility. 
Sometimes team members have their own goals and objectives. Therefore, 
project team objectives should be defined in a way that reinforces team 
member's efforts to attain their personal goals as well as team's goals. 

Project procedures and controls should be planned and implemented 
to encourage team effort. Project monitoring and control tools and pro- 
cedures should strengthen the team environment and cohesiveness. 

Project schedules should be developed with active participation of 
team members to gain wider acceptance and hence their commitment. 
Often teams work best under pressure but not if the schedules are totally 
unrealistic. 

Project roles must be defined and developed to assist in selecting the 
right team members for each job assignment. Project managers must be 
aware of which tasks should be assigned to team players and which ones 
will be best done by loners. They must utilize a highly technical specialist 
to optimize hisker contribution to a project. 

Negotiate for team members 
Negotiation is the exchange of ideas for the purpose of influencing behavior 
... Wishes are converted into reality through the water of bargaining. 

-Anonymous 

Selecting the right team members is crucial to effective team building. Pro- 
ject managers must try to match interests and technical skills while nego- 
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tiating with functional managers for team members. Unfortunately, pro- 
ject managers rarely have the luxury of selecting their own team mem- 
bers. Instead, often, even in a projectized organizational structure, project 
managers inherit some of the team members and new hires may not prove 
to be the best choices. This problem is even compounded in a matrix 
structure, because personnel are assigned to the project teams by func- 
tional or line managers based upon who can be spared at that time. How- 
ever, it must be recognized that compromises made in selecting the team 
members will lead to difficulties in building an effective project team. 
Therefore, project managers should do everything they can to influence 
this selection process in their favor. 

Hold a kick-off meeting 
A kick-off meeting is crucial to team building process because it helps start 
the project on the right foot. It can initiate active team building process. 
Since it is at the kick-off meeting that project participants are brought to- 
gether for the first time, project managers should get everyone involved 
and build a unity of purpose for accomplishing project objectives. 

A kick-off meeting can be organized as an informal meeting or a social 
event to answer any concerns the team members may have and to develop 
a team spirit. A kick-off meeting should have all or most of the following 
objectives: l8 

Get team members to meet each other 
Establish working relationship and channels of communication with em- 
phasis on "openness" 
Explain team objectives and their significance to projects as well as orga- 
nizational objectives 
Review project plans, status, and problems 
Establish individual and group responsibilities, authorities, and account- 
abilities 
Obtain individual and group commitment 
Convey top management's commitment to support team approach and 
team building process. 
Project managers must plan and conduct a project kick-off meeting care- 

fully. It is important that team members get to know the project manager 
and hislher expectations and leadership style. Also, it is even more impor- 
tant that team members get to know each other to achieve cohesiveness. 
One of the most important objectives of a project kick-off meeting is to ob- 
tain commitment of team members because commitments made publicly al- 
most assure their fulfillment. 

Obtain commitment of team members 
Project managers must obtain commitment from project team members in 
terms of their time commitment, role commitment and priority commit- 
ment. It is necessary but often a frustrating process. Sometimes, the lack 
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of commitment by some team members can be attributed to uncertainties 
whether or not they will stay with the project on a long-term basis. Level 
of commitment may vary from very little to complete dedication. 

Project managers can best obtain commitments from team members by 
involving them actively in the project. Involve them early in the project life 
cycle (e.g., in preparing project plan, bids and preparing schedules and bud- 
gets) and give them interesting, challenging assignments, those that con- 
tribute to their professional growth and bring them into the mainstream of 
the project. 

Obtaining commitment of team members is a slow process but it is ab- 
solutely essential for building an effective project team. 

Build communication links 
Openness eliminates barriers to effective communication. 

- The Author 

Good communication links within and outside the project organization 
are essential in achieving teamwork. Project managers must recognize 
both formal and informal communication links in a project. Three basic 
channels and links of communication in a project environment are upward 
communication (vertically or diagonally) with top management and 
client, downward communication (vertically or diagonally) with team 
members and contractors, and lateral communication (horizontally) be- 
tween the project manager and his or her peers.19 

Upward communication links help management assess priorities and 
take corrective actions to effectively meet project objectives. Downward 
communication contains pertinent information on projects that include: 
scope, quality, schedule, budget, structure, implementation plans and eval- 
uatiodfeedback systems. Also, it may include organizational policies and 
procedures, project objectives and constraints and any other relevant in- 
formation useful to team members. Lateral communication is essential to 
succeed in a highly competitive environment where management by pro- 
jects is likely to be the most effective style of managing organization. It re- 
quires diplomacy, experience and mutual respect. 

Building and maintaining all these communication links is the key to 
effective team building. Project managers must encourage the openness in 
communication and expedite the process of communication to ensure that 
project participants understand the intent and real meaning of the infor- 
mation being transferred. They should create an environment by making 
sure that the right people interact in a timely manner, participate in meet- 
ings and disseminate the information promptly and accurately. 

For a more thorough discussion of communication, see Volume 2 of 
this series, Human Resource Skills for the Project Manager. 
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Obtain top management support 
Top management, which may include the project director, project cham- 
pions or sponsors, must emphasize the importance of team building as 
means to reach organizational success. They must demonstrate their com- 
mitment to team building by providing extra training and resources in this 
area and conducting team building exercises at various levels in the orga- 
nization. Special team building events and activities should be sponsored 
by top management. Unfortunately, because of tight project schedules, 
there may not be plenty of time available for special exercises on team 
building. Therefore, team building should be integrated into the normal 
day-to-day project activities. It should be recognized as an effective, prac- 
tical and standard approach for managing any project in the organization. 

Utilize ongoing project team development 
Team building is not a one-shot process. It is a major step in the right di- 
rection but it must be recognized as an ongoing process throughout the 
project life cycle. One major concern is to keep up the momentum and 
morale of the project, particularly during long projects. The project 
team's effort cannot be allowed to deviate away from project objectives. 
There are many conditions that pose challenges in maintaining strong 
team environment, for example:18 

New members joining the project team later 
Emphasis may change as project enters a new phase and key members of 
that team may change completely (e.g., from R&D to design or from de- 
velopment to manufacturing) 
Project manager may be replaced because of change in project emphasis 
Client representative may be changed or transferred 
The impact of such changes depends upon their timing. The earlier the 

changes are implemented in the project life cycle, the less negative will be 
their impact. However, changes in a project environment are inevitable 
and to manage them effectively, a continued or a renewed team building 
effort must be applied. 

Team building should be made an important part of every project ac- 
tivity, particularly meetings, one to one or group counseling sessions, in- 
formal conferences with team members, celebrations and organizational 
events. Project managers will have a wide variety of meetings and interac- 
tions with project team members during the life of a project during which 
they can take the opportunity to use techniques that foster team spirit. 

They should avail every possible opportunity to discuss the importance 
of team effort and emphasize its importance in personal and organiza- 
tional interfaces. Every meeting should be a team meeting-not the pro- 
ject manager's meeting and the team members should be the principal 
participants. Here are some recommendations to get team members more 
actively involved and promote teamwork:" 
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Introduce new team members. 
Recognize team members for their special contributions to project per- 
formance. 
Keep the team members informed on latest project developments-both 
good news and bad. 
Keep the team informed on management strategies (especially as related 
to the project). 
Keep the team informed on client and customer actions and t h i i g .  
Bring in special outside speakers to provide training in team building. 
Provide exposure for team members by giving them major roles in every 
meeting. 
Get project and team recognized by having the media and senior man- 
agement members attend selected project meetings. 
One of the most important skills of project managers in developing a 

team environment involves handling project team problems in meetings. 
In case of cost overruns, delays in schedules, technical difficulties and poor 
quality, project managers should discuss these as team issues without accu- 
sations or finger-pointing. The entire team should be encouraged to work 
collaboratively and resolve these issues and problems with no uninvolved 
bystanders on the sidelines.18 Everyone should work interdependently, 
which will apply peer pressure to be more productive and innovative. 

Introduce rewards and recognition 
Be alert for opportunities to recognize your people and show praise and appre- 
ciation for their efforts. 

- The Author 

People feel motivated if they feel that they are valued in the organization 
and this value is demonstrated by the rewards given to them. Generally, 
money is viewed by most as a very important aspect of any reward system. 
However, in a team environment, wide ranges in the pay structure can 
sometimes demotivate people. Team building may have some problems if 
team members feel that there is too much inequity in pay. 

Generally, most project team members are motivated by an opportuni- 
ty to grow, accomplish, and apply their professional skills to meet new 
challenges. In addition to money, there are other "perks" that can be in- 
cluded into the total team reward package. Some types of rewards that 
are often seen as components of a reward system:18 

Private office with a secretary 
Assigned parking space 
Reimbursement for after hours education 
Opportunity to attend conferences and seminars 
Stock purchase options 
Special holidays and vacation benefits. 
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The list is endless and project managers should use their creativity in de- 
veloping an appropriate reward package. Team rewards are effective moti- 
vators, and therefore if possible, project managers should try to budget 
funds for team incentives such as team building exercises, professional 
training, and paid retreats. Public recognition of good performance leads 
to positive reinforcement. A good rule for project managers is to give the 
team all possible glory during the life cycle of the project rather than after 
the project is handed over to the client and the closing ceremony becomes 
mainly a political event. 

Manage team conflicts effectively 
The test o f  the first-rate intelligence is the ability to hold two opposed ideas in 
the mind at the same time, and still retain the ability to function. 

- E Scott Fitzgerald 

Conflicts are inevitable in a project environment. When project team mem- 
bers interact during the course of completing their tasks and responsibili- 
ties, there is always a potential for conflict. In fact, it is virtually impossible 
for people with diverse backgrounds, skills, and norms to work together as 
a team to meet project objectives without conflict. 

In handling conflict in a team environment, it will help the project 
manager to remember that:19 

Conflict is natural. Project teams are expected to be dynamic, vibrant 
and high performing. Because of their high diversity in terms of back- 
grounds, expertise and interests among team members, conflict is natural 
and actually improves creativity. 

Openness resolves conflict. Open discussions in a team can sharpen the 
differences, present additional alternatives, and provide necessary checks 
and balances. 

Conflict resolution must focus on issues, not personalities. People should 
not be confused with their issues. In spite of any dislike on a personal level, 
each team member should focus on the pros and cons of the issues rather 
than on personalities. 

Conflict forces a search for alternatives. In a true team environment, pro- 
ject team members do not blame others for a problem or a failure. Normally, 
project teams are primarily interested in finding solutions and therefore 
their motivation is "Since the present situation is not satisfactory, what else 
would we prefer as an alternative?" 

Conflict resolution is present-oriented. An effective team should not con- 
sider past events, disagreements or behaviors of team members that may 
have taken place either within or outside the team. What matters is the pre- 
sent circumstances and what is being said now. 

Conflict is a team issue. Any disagreements among team members can af- 
fect the effectiveness of whole team and therefore these should be considered 
as team issues. The whole team should help the members involved in resolv- 
ing their differences instead of leaving them on their own. 
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Even a rather minor conflict can almost instantly destroy a team spirit 
that may have taken a long time to develop. Therefore, managing team 
conflicts promptly and effectively is one of the prime responsibilities of the 
project managers. 

Conflict resolution basics for project managers. There are several im- 
portant issues that project managers should be aware of about managing 
team conflicts effectively, which are briefly covered here. For a more thor- 
ough discussion of conflict, please see Volume 2 of this series, Human Re- 
source Skills for the Project Manager. 

Competition versus conflict. Competition within a team should not be 
confused with negative conflict. Competition can be regarded as a desir- 
able asset, and therefore should be encouraged. Competition is useful be- 
cause it enhances the energy and the incentives needed to stimulate cre- 
ativity, innovation and high performance. Competition brings out the best 
individual efforts and in fact is the key to superior teamwork. The project 
manager must be very cautious in encouraging a healthy team competi- 
tion, while at the same time ensure that it does not lead to negative (de- 
structive) conflict. 

Team conflict avoidance. Project managers should use careful planning 
and try to resolve conflict at early stages. Most project team problems are 
caused by either personality clashes (people problems) or disagreement over 
project aspects (with respect to resources, schedules, technical opinions, etc.). 

Personality clashes should be dealt with before they become serious 
problems. Project managers should select the team members carefully and 
emphasize the importance of being a good team player. However, this is 
not always easy because some project activities may require specialized 
technical skills of people who are by nature loners and don't fit in a team. 
Project managers must define their roles clearly so that they can work in- 
dependently. 

Disagreements over project aspects can be caused by lack of clarity in 
roles and relationships between team members, competition over re- 
sources and different technical opinions and ideas to meet project bud- 
gets and schedules. Such potential conflicts can be avoided if project man- 
agers take the following precautions that should be a part of internal team 
building:18 

Keep team members informed of project objectives, plans, status and all 
decisions. 
Define task assignments clearly by avoiding duplication and overlapping. 
Make task assignments challenging and interesting. 
Involve team members in establishing objectives, preparing plans and mak- 
ing decisions with respect to shifts in priorities, schedules, and budgets. 
Get top management involved and committed to teamwork. 
In a nutshell, all these ideas emphasize keeping the communication 

links working to keep the conflict to minimum. 
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Dealing with outside conflict. In a matrix structure, project managers are - 
dependent upon functional managers, support personnel and other project 
stakeholders. They must negotiate resources with functional managers for 
various project tasks. Functional managers often view project managers as 
"body snatchers" and are not always sympathetic to project urgency. 

Also, project managers are the ones who initiate and establish frequent 
contacts with the world outside the project (external stakeholders) and 
with functional managers and support personnel (internal stakeholders).18 
Wilemon and Thamhain conducted a study involving a survey of about 
100 project managers and identified seven sources of conflict that were 
ranked as follows:20 

1. Schedules (task uncertainty and information requirements) 
2. Priorities (goal incompatibility and differences in time horizon) 
3. Human resources (staffing and resource allocation) 
4. Technical issues (technical opinions and performance tradeoffs) 
5. Administrative problems (managerial and administrative issues out- 

lining how the project will be managed: may include role uncertainty, au- 
thority and responsibility of each project participant, and reporting rela- 
tionships) 

6. Personality (interpersonal disagreements) 
7. Cost. 
The predominant sources and intensities of conflict vary over the life 

cycle of the project.20 
The work of Thamhain and Wilemon was later confirmed by other in- 

vestigators working in a variety of project e n ~ i r o n m e n t s . ~ ~ ~ ~ ~  Posner's 
work moved the rankings of conflict over costs from seventh to second 
place and conflict over administrative problems from fifth to last position. 
Table 3.3 compares the research findings of these two studies.22 

Conflicts are possible between project team members and support per- 
sonnel outside the project. These conflicts may start with minor disagree- 
ments that can be disastrous if not managed immediately. As a "team spir- 
it" develops and project team becomes more cohesive, it tends to adopt a 
"we" attitude and may consider others including administrative and sup- 
port personnel, functional managers, etc., as "they." Some of this attitude is 
useful for effective team building but too much may lead to conflict. This 
is especially true when the project team starts to blame "them" for every 
project problem, which leads to even further conflict.18 

Conflict resolution. The success of project managers in team building 
and managing a project often depends a great deal on their ability to re- 
solve conflict. Different project managers may have different conflict res- 
olution styles. While there is no "right" way to settle a conflict, it is im- 
portant to understand the principal conflict resolution modes and be able 
to choose among them appropriately. The choice of an appropriate style 
for resolving conflict depends upon a broad range of factors such as:23 
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Table 3.3 Conflict Source Ranking by Phase of the Project 
Life Cycle 

Thamhain 8 Wilemon (1975) Posner (1986) 

Conceptualllnitiation Phase 
1. Priorities 1. Schedules 
2. Administrative procedures 2. CosVBudget 
3. Schedules 3. Priorities 
4. Human resources 4. Human resources 

5. CosVBudget 5. Technical Issues1 
Performance tradeoffs 

6. Technical Issues1 6. Personality 
Performance tradeoffs 

7. Personality 7. Administrative procedures 

DevelopmentlPlanning Phase 
1. Priorities 1. Human resources 
2. Schedules 2. Priorities 
3. Administrative procedures 3. Schedules 
4. Technical Issues1 4. Technical Issues1 

Performance tradeoffs Performance tradeoffs 
5. Human resources 5. CosVBudget 

6. Personality1 6. Personality 
Performance tradeoffs 

7. CosVBudget 7. Administrative procedures 

Executionllmplementation Phase 
1. Schedules 1. Schedules 
2. Technical Issues1 2. Priorities 

Performance tradeoffs 
3. Human resources 3. CosVBudget 
4. Priorities 4. Technical Issuesl 

Performance tradeoffs 

5. Administrative procedures 5. Human resources 

6. CosVBudget, Personality 6. Administrative procedures 

Phaseout 

1. Schedules 1. Schedules 
2. Personality 2. CosVBudget 
3. Human resources 3. Personality 
4. Priorities 4. Priorities 
5. Cost/Budget 5. Human resources 
6. Technical Issues/ 6. Administrative procedures 

Performance tradeoffs 
7. Administrative procedures 7. Technical Issues1 

Performance tradeoffs 
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The relative importance and intensity of the conflict 
The time pressure for resolving the conflia 
The position taken by players involved 
Motivation to resolve conflia on a long-term or a short-term basis. 
Conflict management possibilities are also dependent upon the ratio of 

assertiveness to cooperation among the parties involved in the conflict, as 
well as on the type of conflict being handled. Conflict resolution tech- 
niques range from the power-based "steamroller" approach to a more de- 
fensive, diplomatic and tactical approach. Intermediate views suggest vari- 
ations of avoidance, give-and-take negotiation, collaboration and problem 

representing just a few of the six general techniques for resolv- 
ing conflict:23 

1. WithdrawinglAvoiding 
2. Smoothing/Accommodating 
3. Compromising 
4. Forcing 
5. Collaborating 
6. ConfrontinglProblem Solving. 
Blake and   out on^^ combined the fifth and sixth techniques into one 

which is sometimes also referred to as "negotiating." Table 3.4 summarizes 
these six interpersonal conflict resolution techniques.23 

Project managers must use an appropriate style for managing conflict 
because it can have a significant impact on success in team building and 
overall management of the project. For instance, forcing and withdrawal 
techniques, when used to resolve conflicts with support personnel, func- 
tional managers and assigned personnel, are least effective, while con- 
frontation, compromise, and smoothing tend to work well. Problem solv- 
ing and collaborating tends to be very effective in managing conflicts with 
clients, top management and regulatory agencies. 

Provide good project leadership 
The difference between a successful person and others is not a lack of strength, 
not a lack of knowledge, but rather in a lack of will. 

- Vincent J. Lombardi 

The overall success of project managers depends upon the quality of lead- 
ership provided to their project teams. Effective teamwork is the by-prod- 
uct of good leadership. During one of the workshops that I facilitated, one 
participant made the point, "There is nothing worse than being on a team 
where communication is not open, no one trusts anyone else, and there is 
no team leadership." There is an ample body of literature on communica- 
tion, teamwork, and leadership. However, it is still not very clear what 
project leadership is and how it relates to project management. Verma and 
Wideman dealt with this issue in addressing the question, Is it leadership or 
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Table 3.4 Conflict Management Styles 

wle Description Effect 
Withdrawing1 Retreats from an ac- Does not solve the 
Avoiding tual or potential con- problem 

flict situation 
Smoothing1 Emphasizes areas of Provides only 
Accommodating agreement rather than short-term solution 

areas of difference 
Compromising Searches for and bar- Does provide 

gains for solutions definitive resolution 
that bring some de- 
gree of satisfaction to 
all parties 

Forcing Pushes one view- Hard feelings may 
point at the expense come back in other 
of others; offers only forms 
win-lose solutions 
Incorporates multiple Provides long-term 

Collaborating viewpoints and in- resolution 
sights from differing 
perspectives; leads 
to consensus and 
commitment 
Treats conflict as a Provides ultimate 

Solving problem to be solved resolution 
by examining alterna- 
tives; requires give- 
and-take attitude and 
open dialogue 

management that is most needed for managing project successfully in the 
next century?2S Some pertinent issues about project leadership include: 

What is leadership? 
Is it different than managership? 
What is the most effective way to provide leadership to obtain the best 
teamwork? 
About project leadership. There has been a spate of publications on 

leadership and team building by authors such as Batten, Bennis, Covey, De- 
pree, Dilenschneider, McLean, Fisher, and others.26 Most of these atlthors 
agree that vision is a primary ingredient of leadership. Batten defines lead- 
ership as "development of a clear and complete system of expectations in 
order to identify, evoke, and use the strengths of all resources in the orga- 
nization, the most important of which is people.27 John Naisbit probably 
comes closer to a definition of a leader with his description: "An ability to 
attract followers .. . a clear destination, and . .. a timetable."28 W1th these at- 
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Swrw: Yijay K. Verma and R. M. Widman. 1994. ProJm Manager lo Project Leader? and !M Rocky Road Between. Pmeed 
ings of the 25th Annual SeminilrlSymposium. Upper Darby, PA. Project Management Institute, pp. 627-633. 

tributes in mind, leadership in a project context can be defined in the fol- 
lowing simple, yet comprehensive, distillation of leadership thought. 

Project leadership is an ability to get things done well through others. It 

A vision of the destination (project goal) 
A clear, compelling reason to get there (to inspire commitment) 
A set of directions and a realistic timetable (project plan cwhng schedules, 
budget, etc.) 
A capacity to attract a willing team and make it work (developing and fos- 
tering teamwork). 
Pinto synthesized various leadership studies and indicated the follow- 

ing points about the nature of project leadership:29 
Effective project leaders must be good communicators. 
Project leaders are flexible in responding to ambiguous or uncertain sit- 
uations with a minimum of stress. 
Successful project leaders work well with and through their project team. 
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Table 3.5 Leader or Manager? 

Leaders Focus On: Managers Focus On: 

Vision Objectives 
Selling what and why Telling how and when 
Longer range Shorter range 
People Organization and structure 
Democracy Autocracy 
Enabling Restraining 
Developing Maintaining 
Challenging Conforming 
Originating Imitating 
Innovating Administrating 
Directing Controlling 
Policy Procedures 
Flexibility Consistency 
Risk (opportunity) Risk (avoidance) 
Top line Bottom line 

Good Leaders Good Managers 
do the right things do things right 



Good project leaders are skilled at various influence tactics by using the 
art of persuasion and influence. 
He pointed out that examining the traits of successful leaders is valu- 

able but not sufficient. One key to understanding leadership behavior is to 
focus on what leaders do rather than on who they are.29 

According to Robert Townsend, leaders come in all ages, shapes, sizes 
and conditions. Some are poor administrators, some are not overly bright. 
True leaders can be recognized, because some how or other, their people 
consistently turn in superior performances.30 Leadership in a project en- 
vironment can be best described by a piece of project management folk- 
lore: Leadership is getting people who don't work for you to do things for 
the project to meet project objectives.18 This emphasizes the use of more 
informal power than formal power. 

Leader versus manager. Is there a difference between a project leader 
and a project manager? Careful analysis of the roles of project managers 
and project leaders reveals that the distinction between their styles can be 
attributed to how and what they focus on. Leaders focus on "doing the right 
things" (effectiveness) while managers focus on "doing the things right" (ef- 
ficiency). The respective positions of leaders and managers on a number of 
issues are shown in Table 3.5.25926 

Successful project management requires both project leadership and pro- 
ject management skills. Collectively project leadership and project man- 
agership may be called project stewardship, which implies holding some- 
thing in trust for another. Project stewardship refers to a willingness to be 
fully accountable for meeting project objectives and for giving a higher de- 
gree of importance to project objectives than to self-interest. It entails hold- 
ing people accountable without harshly exacting compliance from them. 

Leadership and the project life cycle. Do project leaders need differ- 
ent skills and leadership styles in different phases of the project life cycle? 
Both project leadership and managership are important to project success. 
Leadership emphasizes communicating the vision and then motivating and 
inspiring project participants to higher performance, whereas managership 
focuses on getting things done. Can the two be reconciled? Verma and 
Wideman addressed this issue and indicated major attributes and leadership 
blends needed during various phases of the project life cycle.2s 

Leadership styles. There are several leadership styles that project man- 
agers exhibit. Some project managers have a preferred leadership style 
while others fit their style to the situation. Leadership styles can be de- 
scribed in terms of four possible extremes of leadership:18 

Autocratic project managers make most decisions themselves and do 
not encourage active participation from team members. 

Consultative autocrat project managers solicit intensive information 
from project team members but keep all decision-making power to them- 
selves. 
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Consensus managers throw open the problem to the team for input 
and discussion. They often encourage the team to reach consensus in 
making relevant decisions. 

Shareholder managers should not be confused with the shared leader- 
ship concept because managers using the shareholder management style 
do not encourage effective communication information exchange among 
team members even though the team is given ultimate authority for the fi- 
nal decision. It is a poor management style. 

According to Slevin, the key to successful leadership is knowing what 
your dominant style is and being able to modify that style depending upon 
the contingencies of the various leadership  situation^.^' Slevin has devel- 
oped a leadership model and a diagnostic tool (The JerreVSlevin Manage- 
ment Institute) to provide feedback to managers on their management 

Shared leadership. The concept of shared leadership is a very effective one 
that project managers should use for successful team building and providing 
effective project leadership. More than participatory management, shared 
leadership involves encouraging project teams to assume leadership roles and 
then letting them take over as much of leadership role as they will accept. 
Project managers must be prepared to give up some of their formal authority. 
Moreover, by sharing some of their authority with the project team, they be- 
come like a member of the project team and the team members assume more 
of the leadership role depending upon their expertise during specific phases 
of the project life cycle. It motivates and encourages team members to partic- 
ipate in preparing project plans, resolving project problems and making deci- 
sions. Project managers gain wider acceptance and hence commitment of 
team members to meet project objectives as team members accept responsi- 
bilities and feel accountable for the success or failure of the project. Shared 
leadership even reduces workload for project managers while team members 
actually take an increased ownership of project tasks, which usually leads to 
high performance and quality. It is the most effective route to achieve team 
commitment and true teamwork. 

Successful project managers tend to solve problems collectively through 
team effort rather than on a one-to-one basis. In this context, to be an ef- 
fective project manager, it is essential to become a coach, a facilitator, a de- 
veloper, a team b ~ i l d e r . ~ ~ ~ ~ ~  Coach is perhaps the best analogy for a project 
manager. Just as the success of a sports team depends upon the ability of its 
coach to make individual players work together as a team, project success 
depends upon project manager to create a real team environment and make 
the project team members work together and help each other win. Like 
team coaches, project managers can plan, organize and direct the project 
activities, but they will not be able to inspire high performance and achieve 
human synergy unless there is shared leadership with the team members. 
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Leadership challenges. Sometimes, during the early stages of a project, 
the leadership role of the project manager may be challenged. Some techni- 
cal experts on the project team may question the credibility of the project 
leader, especially in leading technical problems or issues. Such challenges 
are often temporary but can significantly retard the team building 
process.21 The management and leadership performance of the project 
manager is closely watched by the project team. Sometimes they may have 
too high an expectation. However, this is a very critical time for project 
managers. They must acquire a balanced combination of technical, human 
and conceptual skills. They must be able to analyze the situations and in- 
teract openly and honestly with their team members. They must recognize 
that their performance is based upon how well they can get work done 
through the project team. Therefore, they must use proper human skills and 
recognize team members for their strengths and high performance. 

TEAM BUILDING INVOLVES a whole spectrum of management skills to 
commit and integrate efforts of various team members. It involves a com- 
bination of human skills with special emphasis on communication, conflict 
management, negotiation, and leadership. Project managers must capitalize 
on drivers to effective team building and minimize the negative impact of 
barriers to effective team building. They must provide challenging assign- 
ment to team members, recognize them properly for high performance. 
They must acquire strong management support and commitment to team 
building. Above all, teamwork should be made a part of an organizational 
culture. Figure 3.9 shows major elements of teamwork in a nutshell. 

Summary 
It is to the advantage of any project leader to have a positive attitude to- 
wards team building. One of the most important developments in the pro- 
ject management area is the widespread application of project teams to a 
variety of complex tasks. A strong project team is the nucleus of a suc- 
cessful project. When the concept of team building is understood and ap- 
plied at all levels, it becomes much easier to transform groups into teams 
throughout the organization. Building effective project teams is one of the 
prime responsibilities of project managers. 

Team building involves a whole spectrum of management skills required 
to identify, commit and integrate various task groups from traditional func- 
tional organizations into a multidisciplinary task management system. 
Team building is the process of helping a group of individuals, bound by a 
common sense of purpose, to work interdependently with each other, the 
leader, external stakeholders and the whole organization. Outcomes of 
team building include mutual trust and high quality of information ex: 
change, better decision-making and effective project control. The team 
building model consists of task activities (establish goals, define and nego- 
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Figure 3.9 Teamwork in a Nutshell 
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tiate roles and procedures) and process activities (interpersonal activities 
with emphasis on communication, conflict management, motivation and 
leadership). Although the process of team building can entail frustrations 
and requires energy from all team members, the rewards are great. 

In addition to technical guidance and management expertise, project 
managers must provide an appropriate atmosphere conducive to team- 
work and give their full enthusiasm and support. They must be committed 
to building a strong project team and encourage the creative potential of 
all team members. Project managers must try to identify any problems ear- 
ly in the life of a project and deal with them effectively by maximizing the 
impact of drivers and minimizing the impact of barriers to effective team 
building. 

Team building is also one of the most critical leadership skills. It deter- 
mines the level of performance and success in a project environment. Spe- 
cial care should be given to selecting team members, clarifying their roles 
and responsibilities, and getting their commitment by developing with 
them a skill inventory matrix and a responsibility matrix. Project manage- 
ment must emphasize the importance of teamwork, trust, and confidence 
among team members. This will not only help meet project objectives 
within the given constraints but will make work fun by increasing the 
long-term morale of team members and increasing their productivity. 
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Effective team building is crucial to project success. It is not a one-shot 
event, it is an ongojng process. Project managers can use ten guidelines 
for effective team building and developing a strategy to manage projects 
successfully, which include: plan for team building (in terms of project 
goals, plans, procedures and controls); negotiate for team members (to 
get the best mix); hold a kick-off meeting (to start project on the right 
foot); obtain commitment of team members (by involving them right 
from the start); build communication links; obtain top management sup- 
port (in terms of resources); utilize ongoing project team development 
(throughout the project life cycle); introduce rewards and recognition (in- 
dividual and team plus monetary and others); manage team conflicts ef- 
fectively (inside and outside the project team); and provide good project 
leadership (with emphasis on shared leadership). 
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Everyone has to work together; if  we can't get everyone working 
toward a common goal, nothing is going to happen. 

Harold K Sperlich, President, Chrysler Corp. 4 
Developing Effective 
Project Teams 

T HE SUCCESS OF a project team depends upon its team leaders' ability 
to effectively manage and influence the diverse mix of personnel. Be- 
cause of the multidisciplinary and interdependent nature of project 

teams, project managers must learn team-building skills in order to integrate 
the efforts of all project participants. They must understand the dynamics 
and the process of team development. They must create an environment 
where all team members are personally and professionally satisfied, are in- 
volved and have mutual trust. They must be able to create a clear, com- 
pelling vision towards which team members work together with unity of 
purpose. They must build commitment for that vision through motivating, 
communicating effectively, encouraging genuine participation in decision- 
making, and managing the team throughout the project life cycle. 

Effective project teams are characterized by clear, well-understood pri- 
orities, mutual understanding, and commitment to help each other win. It 
is important to understand that project team members normally progress 
through a developmental sequence in team building. 

This chapter deals with coordinating team efforts, developing a team 
communication plan, using power and authority appropriately, and moti- 
vating each other. It describes pros and cons of team decision-making, ra- 
tional decision-making in a team environment, various decision styles and 
guidelines for effective team decision-making. Various styles of team man- 
agement and the importance of changing team members, as necessary, ac- 
cording to the project life cycle are presented. Various external factors 
that may affect team performance are described, along with strategies and 
guidelines to minimize their negative impact. Project teams can be man- 
aged successfully throughout the project life cycle provided that project 
managers know their team members well and use an appropriate team 
management style depending upon the situation. 



Developing a Project Team for Success 
United we stand, divided we fall. 

- Watchword of the American Revolution 

A strong project team is the backbone of a project. As team members deal 
with difficult issues of time, cost and performance constraints, project 
managers need to provide their technical guidance, management and lead- 
ership skills and above all their positive attitude, enthusiasm and support. 
Generally, there are not many project problems that cannot be resolved by 
a capable team through utilizing its collective knowledge and collaborative 
skills. l 

Wilemon and Thamhainl suggested some team symptoms that may in- 
dicate that more effort should be spent in developing project teams. Some 
of such major indicators are: 

Excessive "wheel-spinning" within the team 
Objectives unclear or not accepted by the team members 
Decisions not implemented in due course 
Team meetings unproductive, full of conflict and demoralizing 
Destructive surprises encountered by the team leader 
Poor motivation and apathy 
Team performance going down but no one knows why 
Schedule delays, poor quality, and cost overruns 
Team members not responsive to the needs of the team or of the project 
Team members withdraw, confine themselves to their own areas of re- 
sponsibility 
Team members avoid raising issues that stimulate problem-solving activ- 
ity and encourage collaboration. 
Although this list does not cover all possible indicators, it gives a good idea 

how to recognize the need for more team building and team development. 
It is relatively easy to establish a degree of teamwork or cooperation 

between a group of people but it is much harder to develop a high-per- 
formance project team. Several important factors must be understood and 
implemented in order to develop a strong project team. 

Coordinating team efforts 
Project teams normally consist of a group of individuals, with a diverse mix 
of skills and backgrounds, who must be integrated into one work unit. A 
very high degree of coordination is required to ensure an overall increase 
in team productivity and to integrate all interfaces throughout the project 
life cycle. The following are some of the major techniques for building a 
solid foundation for coordinating the work efforts of a project team.2 

Build a broad-based team. Choose the best people for your team: 
Those who are known to get the job done and are good team players. Un- 
fortunately, project managers sometimes do not have such choices but are 
told who is assigned to their project. 
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Establish a formal leader. A single person must be officially designated 
to manage the project and given the appropriate degree of responsibility 
and authority to go with it. 

Build and maintain team spirit. Team spirit is one of the most impor- 
tant aids to productivity. Everyone knows the joy and energy that comes 
from being on a winning team. A winning team is more than the sum of 
its parts; good team spirit enables common people to do uncommonly 
good things. Project managers themselves must be enthusiastic and make 
everyone aware that their own success depends on everyone else succeed- 
ing. Positive attitude, enthusiasm, support, and confidence are powerful 
stimulants to productive team members. 

Elicit management support. Typically, project team members are as- 
signed by their direct supervisors or functional managers for the duration 
of the project or for the time required to perform specific tasks. The pro- 
ject manager must obtain their full commitment to the project by using 
persuasive, motivational and leadership techniques. He or she must con- 
vince each team member that the project is an essential part of their job. It 
is easier to convince the team members if their supervisors (functional 
managers) are also convinced and if the project manager has a say in the 
team member's performance appraisal. 

Keep team members informed. Project team members become frustrat- 
ed if the game plan is changed without their knowledge. Project managers 
need the respect of their teams and this can be achieved by establishing 
open communication channels so that the project manager and project 
team members can exchange information in a timely and accurate manner. 

Figure 4.1 shows main elements of a good team environment. 

Appropriate use of power and authority 
Most project managers are highly motivated to deliver a high-quality end 
product or service but may have limited authority and power to manage 
team members and other resources. Project managers must try to acquire 
and exercise a balance of informal and formal authority and power. For 
example, in a matrix project structure where team members are from var- 
ious functional departments, one source of formal power and authority a 
project manager may have is associated with the performance appraisal of 
project team members. However, this is only as effective as the degree of 
influence acknowledged by the functional managers in the matter of rais- 
es and promotions for team members allocated to the project. Some orga- 
nizations. have a policy that outlines how the project manager provides 
performance information to the direct superior or manager of particular 
team members. Some of the essential elements of this process are:2 

Project team members should know (from the start of an assignment) 
that their functional manager or supervisor will obtain and use perfor- 
mance appraisal information from the project manager. 
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Figure 4.1 Main Elements of a Good Team Environment 

- Emphasize teamwork 

- Needs are addressed 

-Value team member's contributions 

1 - lnvdlvement (genuine) in goal setting & decision making 

- Recognize/reward good performance 

- Open communication 

- Negative criticisms discouraged 

m- Motivation through challenges & self development 

E - Encourage creativity & innovation 

- Negotiate to achieve win/win 

- Time management/timeline 

The assignment must be for a sufficient number of person-hours to war- 
rant initiating this appraisal process. 
Inputs from project managers should be obtained when the performance 
of the team member is fresh in their mind rather than at the end of the 
appraisal period. 
The functional manager should use this information to do an overall per- 
formance appraisal of their people working on the project. 
Project managers must identify and clarify some key power needs re- 

quired to manage the project. This can help them later to avoid getting 
frustrated and will also give them some bargaining power when they may 
actually need it. Project managers can also gain power, in a project envi- 
ronment, through the use of the following strategies: 

Influencing is a strategy of shared power and relying on interpersonal 
skills to get others to cooperate for common goals. Team members can be 
influenced by using the following guidelines:2 

Walk your talk and follow through your commitments. 
Be consistent in terms of what you ask for in order to build and maintain 
reliability. 
Clarify about how a decision will be made. 
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Use a flexible interpersonal style, i.e., adjust to the person you are with, 
especially your vocal tone and non-verbal behaviors. 
Build your power base (ability to influence) appropriately. 
Apply your power skillfully and cautiously. 
Negotiating is a strategy of trading for power. As a first step in negoti- 

ating, project managers must analyze the situation. The following skills 
and behaviors are useful in negotiating successfully. 

Differentiate between wants and needs-both theirs and yours. 
Ask high, and offer low-but don't be ridiculous. 
When you make a concession, act as if you are yielding something of val- 
ue; don't just give in. 
Always make sure both parties feel as if they have won. This is win-win 
negotiating. Never let the other party leave feeling as if he or she has 
been taken. 
Using coercion is a strategy of power imposition. It implies that project 

managers may need to turn to formal organizational lines of authority to 
issue orders and get compliance. Coercion is generally the least practical 
and most politically expensive strategy to use. Sometimes it is necessary, 
but project managers should use it only as a last resort, not as their first 
move.2 

Each of the three strategies has been presented in its pure form for sim- 
plicity. In reality, they are mixed together according to the personal style 
of the project manager and the needs of the situation. The more the pro- 
ject manager uses and mixes these strategies appropriately, the more suc- 
cessful he or she is likely to be in motivating others. 

Developing problem-solving abilities 
Soloists are inspiring in opera and perhaps even in small entrepreneurial ven- 
tures, but there is no place for them in large corporations. 

- Norman R. Augustine, chairman and CEO, Martin Marietta Corp. 

One of the main advantages of using a team concept in managing projects 
is that it broadens the knowledge base. In project teams a diverse mix of 
people with differing expertise, skills and experiences interact with each 
other and work together to develop more options than any one member 
could do on his or her own. It enhances the problem-solving ability of the 
team by encouraging everyone to participate in developing solutions. 
Team members "buy in" in this process, as well as in the outcome of this 
process, increases their commitment to meet team objectives. 

Effective problem solving requires the intellectual efforts of most team 
members to analyze the situation and identify problems, constraints, and 
solutions. The thinking process leading to problem solving has two main 
components: analytical ability and innovative or creative ability.3 

In most teams, it is relatively easier to find people with analytical skills 
who love to study problems and diagnose their causes. However, it is not 
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so easy to find people who can quickly come up with innovative and 
imaginative solutions to problems. Truly creative people are rare indeed; 
and a growing number of complex projects are creating even a greater de- 
mand for such people. Project managers cannot rely on high IQ while se- 
lecting their team members, because IQ is primarily a measure of analyti- 
cal ability and does not necessarily ensure creativity. 

Project managers are under pressure to find immediately effective so- 
lutions to project problems. They cannot afford to depend on a single in- 
dividual "genius" to provide innovative spark to the whole project team. 
Also, technical specialists may tend to solve problems or suggest solutions 
within their own disciplinary context that may lead to suboptimum solu- 
tions, because most project problems are of a multidisciplinary nature and 
may need an analysis of external environment as well. Therefore, project 
managers must create an environment where all problems are solved 
through a team effort. 

However, there is considerable controversy regarding whether creativ- 
ity is essentially a trait of the individual or whether teams can be really 
creative. Another issue is whether or not creativity is a skill that can be 
learned through team-building exercises and other relevant training. Gen- 
erally, true innovations are created by an individual alone; therefore the 
ability of teams to come up with innovative and creative solutions is ques- 
t i ~ n a b l e . ~  However, an effective team leader can direct the efforts of the 
whole team towards a creative solution if the team leader understands the 
dynamics of a team and has good team-building skills. 

Here are some ways that project managers can enhance the creativity 
of the team problem-solving process. 

Keep the team size small. This encourages full participation from all 
team members and allows them enough time to explain and evaluate each 
other's ideas. A team of five to nine members is generally most effective. 

Plan meetings thoroughly. The team leader should define major issues 
to be addressed by the team at the problem-solving meeting and invite all 
team members to come prepared with ideas and possible solutions. Indi- 
viduals are better at generating ideas and teams are better at evaluating 
ideas. 

Encourage team member participation. Use a round robin approach to 
get everyone's input. List ideas on a flip chart. During this process, en- 
courage questions to clarify the ideas and diffuse negative criticism or at- 
tempts to evaluate ideas. Innovative ideas can come from anyone. 

Emphasize that ideas are owned by the team rather than by the origi- 
nator. Ideas, once tabled, belong to the whole project team. The origina- 
tor should answer questions to clarify the idea, but not be put on the spot 
to defend the idea. 

Rephrase criticism in a positive way. Creative problem solving is gen- 
erated only if there is a freedom to express ideas and if management has a 
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reasonable tolerance for failure. Even weak ideas should not be shot down 
immediately. For example, instead of saying "It has been tried before and 
it did not work" or "It is too expensive and difficult to implement." A 
positive way could be "What is new in this version compared to the pre- 
vious one?" or "Has our situation changed enough to retry this idea?" 
Positive criticisms keep alive the process of idea generation. 

Invite positive remarks from negative people. Encourage people who 
are negative or lukewarm about the suggested ideas to come up with ad- 
vantages and strength of those ideas. This reduces defensiveness, opens 
new horizons, broadens thinking, and encourages people to look for way 
to make things work rather than focusing on why things won't work. En- 
courage people to look for solutions rather than problems. 

Lead by example, by not defending your own ideas. Project leaders 
may tend to over-defend their ideas. They should remind the team mem- 
bers that all ideas (including their own) are the team's. However, they 
should offer to clarify the issues involved, if necessary. If this is done as- 
sertively, other team members will tend to follow. Set an example by not 
being overprotective of your own ideas. 

Since project objectives are met through teamwork, project managers 
should concentrate on encouraging team creativity. Usually problem solv- 
ing capabilities of a project team depend upon team climate, team moti- 
vation, and team leadership. Effective project managers can achieve these 
conditions by encouraging team members to express and discuss their 
ideas freely with others, encouraging people to try new ideas by demon- 
strating a tolerance for failure, and stimulating cross-fertilization of ideas 
from discipline to discipline. In a team environment, there is a higher po- 
tential for creativity and innovation because of broader knowledge base 
and a diversity of experience. Open discussions, constructive criticisms, 
management's tolerance for failure, team approach, and mutual support 
will increase the chances of synergistically building on a tentative or weak 
idea to make it a winner. This leads to creative solutions, effective prob- 
lem solving, high performance, and personal satisfaction. Above all, it 
makes the whole process become fun for all team members. 

Developing a Team Communication Plan 
Effective communication builds trust, partnership and collaboration. This is 
what creates synergy in teams. 

- The Author 

Communication is the key to effective team building. All project managers 
must understand the concepts and goals of communication, barriers to 
successful communication and suggested remedial actions, modes of com- 
munication behavior, roles and relationships between different comrnuni- 
cation channels in a project environment, importance of verballnonverbal 
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communication (with special emphasis on listening); and build effective 
team communications using practical ideas. 

Project managers need to define their goals for team communication 
when the teams are formed and determine the forms of communication to 
be used in managing the project (meetings, telephone calls, written status 
reports, electronic mail or some combination of these.) 

VCFitten reports must define the content, level of detail and the format for 
the reports. To be effective, these reports must satisfy the needs of the 
audience. 
Meetings are generally used to coordinate project activities. Common 
questions as to how, when and why meetings take place must be ad- 
dressed. Strategies should be formulated to get the most out of project 
team meetings. 
Formal or informal communications must be planned in view of how fre- 
quently project objectives and all communications associated with the 
project are reviewed. 
The project manager must try to facilitate communications by re- 

sponding to the information needs of the people associated with the pro- 
ject and of the organization and keeping the appropriate parties in all di- 
rections (top, bottom and lateral) well informed. Figure 4.2 shows a 
typical example of such information needs.4 

The power of effective communication for project team members can- 
not be overstated because it leads to several important outcomes for the 
project: 

Clearer sense of team roles and expectations 
Increased team productivity and quality of work 
Better team collaboration and problem solving 
Improved working relationships among team members 
Increased job satisfaction 
Greater sense of personal achievement 
Reduction in destructive conflicts. 
High commitment is achieved by understanding modes of communica- 

tion behaviors, identifying and expediting communication channels and 
links in a project, and building effective team communications. 

Modes of communication behavior 
Effective communication among team members is vital to achieve collab- 
oration and support. The working relationships among team members 
and their effectiveness as a team is influenced by the way they members 
communicate with one another both with words and with non-verbal 
cues. In other words, communication involves not only what is said but 
also how it is said. Good communication gives clear directions and mes- 
sages that enhances harmony and performance. To build trust and credi- 
bility, communication must consist of two messages:s 
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Figure 4.2 Typical Information Needs in a Project 
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What you see is what is there. 
What you hear is what is meant. 
It is important that all team members feel free in expressing their 

needs, wants and ideas in a manner that is acceptable to others, which can 
be done only by being assertive. Assertiveness is one of the most important 
skills to achieve effective team communication and should not be con- 
fused with aggressiveness. In the spectrum of communication modes, the 
four dominant modes are aggressiveness, assertiveness, responsiveness, 
and non-assertiveness, with aggressiveness and non-assertiveness being the 
two undesirable  extreme^.^ 

Assertive communicators state positively the meaning of people's state- 
ments and avoid common communication problems that create resent- 
ment, anger, stress, and defensiveness. Generally assertive  communicator^:^ 

Express their needs, wants and ideas to their teams in a positive manner 
without threatening their team members in any way. 
Believe that all team members will cooperate in looking for agreements 
and solutions. 
Express their anger or dissatisfaction without hesitation. 
Act to change undesirable conditions or persuade others to change them. 
Focus on issues rather than on positions and personalities when dealing 
with conflicts. 
Feel full control over their own feelings and perceptions. 
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Receive trust and respect from other team members. 
Listen empathetically to others. 
Convey their assertiveness in terms of words, vocal tones and body lan- 
guage. 
Responsive communicators focus primarily on others rather than them- 

selves. They recognize strengths of others and are prepared to address 
joint concerns before their own. The main characteristics of responsive 
communicators are different than those of assertive communicators in 
terms of how they deal with information, feelings of others and change. 
Responsive  communicator^:^ 

Seek information by inviting others to describe the situation as they see it. 
Seek to know feelings of others by asking others how they feel and ac- 
knowledging their viewpoint (without necessarily agreeing). 
Seek change in themselves, for instance by trying to be more helpful to 
others and to the team. 
Define the advantages of the change for themselves by emphasizing a 
win/win situation if the desired change is made). 
A combination of assertive and responsive communication behavior is 

the best for team communications because it leads to winlwin negotia- 
tions, effective problem solving and conflict management. It acknowledges 
the rights and feelings of all parties involved, creates a comfortable envi- 
ronment to express ideas, and recognizes that each person has needs, 
wants, resources, and strengths. The assertive-responsive approach can be 
used to find an outcome that is acceptable to everyone.s 

Communication channels and links 
Along with the significant informal communication that takes place in a 
project environment, the project manager must recognize and understand 
the project's formal communication channels. The traditional project or- 
ganization chart depicts the relationship between people and jobs and 
shows the formal channels of communication between them. 

Three basic channels of communication exist in a project en~ironment.~ 
Upward communication (vertically or diagonally with managers and 

officers) primarily contains information that higher management (project 
director or sponsor) needs to evaluate the overall performance of the pro- 
jects for which they are responsible, or to refine organizational strategy. 
Project managers may use the "by exception" format for project status re- 
ports, production reports, shipping reports and customer concerns. This 
feedback helps top management assess priorities and make organizational 
modifications to effectively meet project goals and objectives and be more 
successful in the future. 

Downward communication (vertically or diagonally) provides direc- 
tion and control for project team members and other employees. It con- 
tains job-related information focusing on: 
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What actions are required (scope definition) 
To what standard (quality) 
When the activities should be performed (schedule) 
How the activities should be done (implementation) 
How the progress will be measured (evaluation and feedback). 
Downward communication may include statements of organizational 

philosophy, policies, project objectives, schedules, budgets and con- 
straints, position descriptions and other written information relating to 
the importance, rationale and interrelationships and interactions of vari- 
ous departments projects, and jobs in an organization. 

Lateral communication (horizontally) flows between the project man- 
ager and his or her peers: functional managers, linelstaff personnel, other 
project managers, contractors, subcontractors, clients, servicelsupport 
personnel and other project stakeholders. It involves negotiating re- 
sources, schedules, and budgets and coordinating activities with contrac- 
tors, regulatory agencies and clients, as well as developing plans for fu- 
ture operating periods. 

Lateral communication is vital to the success of a project and is also 
the most important factor for survival and growth in a highly competitive 
and turbulent environment where management by projects is likely to be 
the most effective style of managing organizations. It requires diplomacy 
and experience. If managed properly, it creates a harmonious, coopera- 
tive environment based on trust and respect for one another. When poor- 
ly managed, however, it may lead to conflict, unconstructive finger-point- 
ing and failure to meet project objectives. 

IN A PROJECT ENVIRONMENT, project managers communicate with the 
client, project sponsor or project director (for requirements, guidance and 
funding); with the top management (for organizational support); func- 
tional managers (for resources); and project team members, contractors, 
subcontractors, etc., (for project management). They should expedite the 
communication process to reduce ambiguity and the probability of mak- 
ing wrong assumptions and interpretations that can lead to conflict, de- 
lays and other unpleasant results. Figure 4.3 shows the typical communi- 
cation links of a project manager along with the function of each link.6 

Listening-The key element of team communications 
Listen actively, opportunity knocks softly. 

-Anonymous 

Listening is the communication skill that project managers and team 
members most need to develop and use. One of the most important com- 
ponents of communication, listening involves paying attention, not inter- 
rupting, not changing the subject, and not taking over. While listening, 
you should try to make every team member with whom you interact feel 
that what he or she is saying is very important for you at that moment. 
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Figure 4.3 Communication Channels and Links 
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Remember that each communication may have a significant impact on 
some aspect of your project. Therefore, don't miss that vital message: lis- 
ten actively and effectively. 

Guidelines for effective listening. Effective listeners are effective re- 
ceivers and are often very effective communicators. (However, sometimes 
a good listener may be a poor speaker or vice versa because of shyness or 
other personal habits.) They are equally aware, in addition to the verbal 

164 Managing the Project Team 



Table 4.1 What Makes a Good Listener 

The Poor Listener ... The Good Listener ... 
Always interrupts Does not interrupt 
Is impatient Waits until the end, 

then asks questions 

Makes hasty judgments Asks for clarification 
Shows disinterest (poor Pays close attention 
posture, wandering eyes) 

Doesn't try to understand Verifies understanding by 
repeating what was said 

Doesn't respond Gives feedback: smiles, 
nods, or frowns 

Mentally prepares an Avoids arguing and its negative 
argument to "win" effects on relationship 

Reacts to person, loses temper Responds to idea, not to person 
Fidgets with pen, paper clips Gets rid of distractions 
Goes off the subject Concentrates on both the words 

and the feeling behind them; 
stays on track 

component of communication, of the influence of vocal tones, facial ex- 
pressions and other nonverbal components including body language, eye 
contact, gestures and mannerisms, empathy, dress, surroundings, symbols, 
interpersonal space. They empathize with the speaker, ask questions to 
clarify the message, and give frequent feedback so that the sender can 
evaluate the accuracy of his or her message. The characteristics of poor 
and good listeners are summarized in Table 4.1.~ 

Effective listening, within a project team, requires paying attention to 
the task, relationship and environment dimensions of communication (see 
Figure 4.4).6 It requires every team member to be genuinely concerned 
for each other as a person, be neutral on all subjects, and take an objective 
approach. It requires patience, which means that no one should make de- 
cisions for the other party, but help them to verbalize their own decisions. 
Developing mutual trust and respect makes both parties feel comfortable 
in talking and listening. All team members must identify and overcome 
the barriers to effective listening that exist within their own project team. 
The following practical guidelines for effective listening will help build 
trust and good relationships and hence enhance team performance. These 
guidelines emphasize patience, empathy, and creating a permissive and ap- 
propriate en~ironment.~ 

Stop talking! Decision makers who do not listen have less information 
upon which to base decisions-and you cannot listen while you are talking. 
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Figure 4.4 Main Elements of Listening 
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As Polonius said in Shakespeare's Hamlet, "Give every man thine ear, but 
few thy voice." 

Show the speaker that you are ready to listen. Put the speaker at ease by 
creating a "permissive" communication-friendly environment. Some ele- 
ments of such an environment are: 

Silence. A space in the conversation, even if uncomfortable, should be 
tolerated. It encourages others to talk by signaling that you are ready to 
listen, and are waiting patiently to hear what they have to say. 

Few distractions. Shut the door, put the phone on hold, and refrain 
from impatient mannerisms such as doodling, tapping pencils, shuffling 
papers, opening mail. These communicate lack of time and/or respect for 
the speaker. 

A receptive attitude. Make an effort to empathize with the speaker's 
point of view. Listen for the total meaning, not just for points of opposi- 
tion. Use one ear to listen for the meaning of the words, and the other to 
"hear" the feelings behind them. Allow plenty of time for the cornmuni- 
cation to take place-if it runs over, end it in a manner sensitive to the 
speaker's feelings, not by interrupting, walking away or repeatedly check- 
ing your watch. 

Ask questions to encourage further communication and the develop- 
ment of a point. This proves to the speaker that you are paying attention. 

And, above all, hold your temper. An angry person takes things the 
wrong way. Suspend judgment while listening in order to avoid putting 
the speaker on the defensive. Don't argue-even if you win, you lose by 
impairing the relationship. 
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LISTENING IS AN IMPORTANT PART of project communication. Through 
effective listening, project managers, as well as team members, are able to 
identify problem areas, prepare better negotiation and conflict management 
strategies, make decisions, and resolve problems among clients, project 
team members, and other stakeholders. Effective listeners are also effective 
communicators because they really become involved in the communication 
process. Effective listening develops a better appreciation of what the other 
person is thinking and feeling because giving and asking for feedback clari- 
fies meaning. Failure to listen effectively not only creates problems but also 
affects business relationships. 

Building effective team communications 
Practice empathy. Try to see things from the other person's point of view. 

-Anonymous 

The communication skills of project managers are challenged by lack of 
authority, overlapping areas of responsibility, and potential conflict with 
and among project team members. Yet effective communication within 
the project team and between the project manager, team members and all 
external stakeholders is essential for team building and a smoothly func- 
tioning project team. Openness in communication is a gateway to real 
teamwork and high performance.9 It improves working relationships 
among project team members and creates mutual trust. 

Communication involves more than just writing a memo, sending an 
electronic mail or speaking to someone on phone or face to face. It in- 
volves understanding, good working relationships and trust. Project man- 
agers should not assume that there is an effective team communication 
just because people are talking to each other. Openness in communication 
is a gateway to real teamwork and high performance.9 Because the needs 
of project team members may change as the project progresses through its 
life cycle, there are six possible areas of action that a project manager 
should use to enhance project communications and team building 
throughout the project life cycle.3 

Be an effective communicator. Project managers are engaged for most 
of their working hours in some form of communication: conferences, 
meetings, writing memos, reading reports, and talking with team mem- 
bers, top management, functional managers, customers, clients, contrac- 
tors, subcontractors, suppliers, etc. At least one-half of their communica- 
tion time will be with project team members and therefore this time must 
be managed effectively. Being a good communicator does not mean you 
need to be eloquent public speakers, accurate technical writers, or spell- 
binders, but they must recognize the importance of:3 

Interpersonal communication between team members 
Human relations factors in the success of communication flow and team 
building 
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Harmony, cohesiveness and mutual trust in enhancing communication 
among team members 
Cultural differences, which must be appreciated in order to avoid com- 
munication breakdowns. 
Project managers must recognize that communication is a two-way 

street. They should not just give orders, and the project team members 
must understand, participate and accept project plans to achieve team- 
work. Feedback is essential in both directions for team building and con- 
tinuous team effort. 

Be a communication expeditor. Successful project managers expedite 
all channels and link of project communications. They establish both for- 
mal (reporting and responsibility) and informal communication channels. 
Effective informal communication within and outside the project team en- 
hances good interpersonal relationships and smooth working project 
team. 

In order to develop effective project teams, its members must be willing 
and able to communicate in ways that reflect openness, trust, and respect. 
Effective team communication practices include? 

Sharing information without withholding or rationing information 
that could be useful to other team members. Information should be 
viewed as a tool to empower the whole team-not any one member. 

Providing feedback is very important in a team environment. Team 
members need to know if their individual performance is contributing to 
team's performance or not. Feedback should be given in a timely manner 
without putting people down or given conflicting or hidden messages. 

Encouraging participation is what gets everyone working together and 
committed to meeting team goals. Active participation from project team 
members leads to innovation, creativity, effective problem solving, and 
better decision-making. Some team members may ask questions or dis- 
agree with team decisions in order to ask for clarification of some issues 
or highlight something that no one may have considered yet. Supportive 
behavior from other team members will lead to wider acceptance of plans 
and decisions and hence increased commitment to implement them. 

Project managers can never be sure of real communication within pro- 
ject team. Project managers must create a conducive environment and ex- 
pedite communications among team members especially during early 
stages of the team-building process when team members do not feel free 
to talk with each other. They should make sure that the right people com- 
municate to each other as effectively as possible. 

Minimize communication blockers. Too many good ideas are sup- 
pressed by negative attitudes before being considered seriously. Negative 
thinkers prefer to come up with several reasons why something will not 
work, rather than figure out ways to make it work. People who overdo 
the "devil's advocate" role are more likely to develop this inclination and 
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act as communication blockers, seriously impeding the process of team 
building. They respond negatively to any innovative ideas. The following 
types of responses, characteristic of negative thinking, are considered 
"idea  killer^":^ 

It will never work. 
It has been done before. 
The boss won't approve it. 
That's interesting, but . . . 
It will never fly. 
It costs too much. 
Let's be realistic. 
It will take ages. 
The customer will not agree. 
Sometimes there are too many such communication blockers in a pro- 

ject team, and their way of thinking cannot be changed. In such circum- 
stances, project managers should try to find team members who are less 
sensitive, have positive attitude and commitment to teamwork, and who 
will not be discouraged by such negative comments. 

Use a tight matrix. A "tight matrixn refers to bringing together all 
team members in one location or close proximity. This is an organization- 
al option to improve communication and teamwork in a matrix. Normal- 
ly, most project personnel work on project activities in their own func- 
tional departments and only go to the project site or office when 
attending meetings or conferences. Bringing them together to work in the 
same area can be extremely effective in facilitating effective communica- 
tions, timely input and feedback, and rapid team building. The tight ma- 
trix enhances teamwork by decreasing outside distractions and focusing 
the efforts of the entire team on the same problems. 

Unfortunately, a tight matrix is not practical for some projects where 
team members can work more effectively in their own disciplinary envi- 
ronment. This is particularly true of scientists, engineers, and other tech- 
nical specialists who need to use special facilities, equipment, and support 
from their own discipline. Part-time people may not be able to adjust to a 
tight matrix. In addition, both functional managers and top management 
may oppose the idea of moving people temporarily from their depart- 
ments to work on projects.3 

The concept of the tight matrix has been used very effectively in con- 
struction, new product development, public works, and in other similar 
projects. It facilitates concurrent engineering by having the designers with 
their drafting boards and computers, working next to the manufacturing 
engineers. Concurrent engineering helps ensure that the project is de- 
signed in such a manner that it is also cost effective to manufacture. A 
tight matrix may not be a solution for all team-building problems but it 
certainly facilitates communication and teamwork. 
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Have a war room. The "war room" creates an environment to strength- 
en communication and teamwork. The term was used by project managers 
in defense and aerospace industries to refer to an office or conference room 
where the project or any members of the project team can get together for 
any purpose. It can also be referred to as the control room or the project in- 
formation room. For very small projects, it can be the project manager's of- 
fice, whereas large projects may require a large conference room. 

The war room can be used at any time by any group of project team 
members. It should display project artifacts, models, records, and almost 
anything that conveys the feelings of teamwork and indicates outcomes 
of working together. This room can also be used for displaying organiza- 
tion charts, sample specifications, up-to-date wall charts of technical per- 
formance, schedule, and cost status. If considered appropriate, the pro- 
ject implementation manual (showing policies and procedures), list of 
vendors and contractors can also be stored in the war room. With an ef- 
fective use of the war room, no one can use the excuse that they did not 
know what was going on. 

Manage project meetings effectively. Meetings have become a way of 
life in project management, providing a means to exchange and share 
messages, ideas and information. Project managers and team members 
spend an appreciable amount of time in meetings. The effectiveness of 
these meetings depends upon the emphasis a project manager places on 
communication and the success in achieving it. Many project managers 
feel that cohesive team effort can only be built and maintained through 
meetings, meetings and more meetings. 

On average, a project manager spends approximately eight years of his 
or her lifetime in meetings.10 Therefore, in a project environment, where 
schedules are normally tight, it is important to develop specific ways to 
make team meetings more focused and productive. This can be done by 
ensuring that both leaders and participants play their roles properly. Fol- 
lowing are some commonsense ideas that can be used to make team meet- 
ings more productive: 

The leader's role is to set expectations, stay focused and on track, and 
increase participation. Participation increases acceptance and hence com- 
mitment, or "buy-in." 

The participant's role is to be prepared, look confident and interested, 
and speak up without monopolizing the discussion. 

The role of humor is both to raise and to indicate the level of morale. If 
morale is low, humor will go underground and project participants will 
become cynical snipers. Humor should be healthy; that is, not sarcastic or 
directed at any particular team member. Avoid humor based on ethnic or 
gender bias at all times. The type of jokes published by Reader's Digest 
provide a guideline.10 
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Managers dislike meetings--especially if they are called by someone 
else. Undoubtedly, well-run projea meetings provide an effective focus to 
manage the project successfully; but sometimes, project managers can re- 
solve important issues and problems by working individually with the team 
members by telephone, personal discussion, or a brief ad hoc meeting. 

It is not certain how cost-effective meetings are as a way of managing 
communications in a project environment. Unfortunately, many meetings 
are unproductive, poorly conceived and badly run. They may dampen in- 
spiration and enthusiasm. They may do nothing towards achieving team- 
work and only serve as a forum for furthering the personal aspirations of 
some aggressive participants. Meetings require a great deal of time and 
effort and therefore should only be called when necessary. Therefore, it is 
important to understand when and how many meetings are necessary, and 
how to run project meetings ef fe~t ivel~ .~  

In order to build effective team communication, project managers must 
ensure that all project meetings hold the interest and attention of all par- 
ticipants. Project managers must remember that good project meetings 
don't end with communication at the meeting itself. They must then get 
team members to follow through on their promises by obtaining their 
commitments to the outcome. There is an extensive literature on "dos and 
don'ts" for conducting effective meetings. Project managers can increase 
the interest, participation and level of commitments by using the tech- 
niques shown in Figure 4.5 to create a GREAT meeting; that is, one that 
enhances team building and makes team members more effective and pro- 
d ~ c t i v e . ~  

Effective communication is the key to high team performance. It can be 
achieved by creating open communication environment, clarifying roles 
and responsibilities of all team members and encouraging genuine partic- 
ipation of all team members in planning, team activities, and decision- 
making2y3 

Effective Team Decision-Making 
A decision is a judgment. It is a choice between alternatives but rarely a choice 
between right and wrong. 

- Peter E Drucker 

According to Peter Drucker, Japanese managers encourage active partici- 
pation from team members, which often leads to well accepted and better 
quality decisions. They have developed a systematic and standardized ap- 
proach to decision-making that emphasizes consensus. However, their ap- 
proach or process of making decisions is very different from that used by 
their counterparts in North America and ~ u r 0 ~ e . l ~  
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Figure 4.5 Main Elements of a Great Meeting 

Goals for the meeting should be SMART: 
Specific, Measurable, Achievable, 

-&;$j Results-oriented and Timely. 

Roles and Rules: roles should be rotated among 
project team members, so that everyone gets an 
opportunity to show leadership. Ground-rules for 
discussion should be agreed upon beforehand. 

Expectations should be clearly defined. 

Agendas should be distributed in advance. 

Time is money so be sensitive to the 
team member's scheduling needs. Keep it 
brief; begin and end meetings on time. 

About team decision-making 
Making decisions and solving problems are some of the most important 
elements of project management. Decisions cover a large spectrum of 
problems including all the whats, whens, whos, wheres, whys, and hows 
that may come up during any phase of the project life cycle. Whether 
making small or large decisions, good project management requires asking 
and answering the following questions: 

What has to be done and where? (scope) 
Why should it be done? (justification) 
How well must it be done? (quality) 
When is it required and in what sequence? (schedule) 
How much will it cost? (budgetlcost) 
What are uncertainties? (risk) 
Who should do the job? (human resources) 
How to organize people to work in teams (cornrnunication/interpersonal 
skills) 
How shall we know? (information dissemination/communication). l2 
Project managers are expected to be good decision makers because they 

have the responsibility for decisions associated with the traditional and 
basic functions of management which involve planning, organizing, lead- 
ing, monitoring and controlling. 

All project activities focus on decision-making in one way or another. 
Development of project plans at the outset requires decision-making 
about the future. Expediting efforts require decisions based on cost bene- 
fit analysis. Data gathering and evaluation of alternatives affects the deci- 
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sions on progress. Negotiation and ongoing problem solving require deci- 
sions on compromise. 

Clearly, the project team's mission is to make sound, logical decisions 
based on the best information available and which will lead to the best so- 
lutions. 

Why and when team decision-making? With increased complexity of 
projects characterized by multiple disciplines, technological uncertainties, 
international interactions, complex financing arrangements and multipro- 
ject environments, it is very unreasonable to expect one person to know 
everything that is going on. One person does not have the expertise to 
make decisions that may have a critical impact on the project and hence 
on the whole organization. Information from varied sources becomes es- 
sential and team decision-making becomes more effective. 

Team decision-making is also a practical technique for obtaining broad- 
based commitment from team members. However, sometimes it is used 
when there is a lack of agreement on the decision criteria, and when a pro- 
ject manager feels that helshe has or can manipulate the team's solution to 
important decisions. Some project managers may make the decisions them- 
selves and implement them. However, by manipulating the project team, 
they may give the impression of democracy and achieve increased commit- 
ment to the decisions outcome from those who participated in it. When- 
ever such a participation and involvement of the team members is just "lip 
service," it does not lead to effective results in the long run. 

Advantages and disadvantages of team decision-making. Decisions 
can be made individually, by team members, or the project team as a 
group; each has its own strengths and weaknesses. Neither approach is 
ideal for all situations. However, teams offer several major advantages 
over individuals making decisions.13 Two heads are better than one; and 
decisions made by teams incorporate more complete information and 
knowledge. This additional input brings a greater quantity and diversity 
of ideas into decision-making. 

In addition, team-based decisions lead to increased acceptance of the 
solution because of team involvement in the process. Team decision-mak- 
ing encourages participation in the process which increases the commit- 
ment and motivation to carry out the decision thus facilitating its imple- 
mentation. 

Also, because team decision-making follows a democratic approach, 
this makes the resulting decisions more legitimate than those made auto- 
cratically and arbitrarily by a single person (project manager, client or 
anyone else). 

However, team decision-making does have some drawbacks. Because it 
is time consuming it may lead to inefficiencies. And the pressures to con- 
form inherent in groups may lead to a desire to be accepted, squashing 
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any overt disagreements even if conflicting viewpoints could be logical 
and worth considering. 

The ambiguous nature of responsibility in teams, where no single per- 
son is responsible and all team members share the responsibility, works 
well if decisions lead to a successful outcome. But if not, it can result in 
finger-pointing and back-stabbing. 

Despite the benefits of team decision-making, its inappropriate use may 
waste project resources because the time of the team members could have 
used more effectively on other project activities. It can create boredom 
and reduce motivation. Moreover, inappropriate use of individual team 
member's decisions can result in inaccuracies, poor coordination, lower 
acceptance, lower quality and less creativity.14 

Continuum of team decisions. A project team or a task group gains 
more autonomy as it deals with important decisions. Moreover, these 
types of decisions are cumulative in nature; that is, a project team that can 
decide on additional tasks to be undertaken, will generally be able to de- 
cide when it will work and which methods to use to accomplish those 
tasks. Teams can generally expand their decision-making abilities along a 
continuum of increasingly responsible choices, as shown below, if they are 
given room to grow by management: 

1. Team members have almost no ability to influence decisions about 
functions of the team. 

2. Team members individually decide their roles and how they will ful- 
fill their obligations. 

3. Team decides on internal leadership, depending on the task at hand. 
4. Team decides on recruitment and selection of new members. 
5. Team decides how to accomplish tasks. 
6. Team decides its work schedule and holidays. 
7. Team decides what additional responsibilities to undertake. 
8. Team can influence quantitative goals. 
9. Team can influence long term and qualitative goals.1s 
Elements of decision situations. Before discussing rational team deci- 

sion-making, it is important to understand the elements of decision situa- 
tions to be recognized and evaluated. According to Wilson and Alexis, 
there are six elements of the decision situation.16 

The state of nature refers to those external and internal environmental 
factors that influence the decision makers. 

The decision makers themselves; the individuals or project teams who 
actually select an alternative. Ernest Dale identified the four following dif- 
ferent orientations of weak decision makers.17 

Receptive decision makers rely heavily on suggestions from other people 
and basically l i e  others to make decisions.for them. 
Exploitive decision makers take ideas from others and normally extend 
no credit for the ideas to anyone but themselves. 
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Hoarding decision makers preserve the status quo as much as possible 
and emphasize maintaining their present position. 
Marketing decision makers make decisions that will enhance their value 
and therefore are conscious of what others think of their decisions. 
Ideal decision makers emphasize reason and good judgment and do not 

possess these undesirable decision-making qualities. 
The goals to be served. Decision makers are always seeking to attain the 

project objectives that should help converge towards organizational ob- 
jectives. 

The relevant alternatives. There should be at least two relevant alter- 
natives that are feasible and can be implemented to solve an existing prob- 
lem. Otherwise, there's no decision to be made. 

The ordering of alternatives. The decision makers must outline criteria, 
process and mechanism to rank alternatives. The process could be subjec- 
tive (based on past experience) or objective (based on rate of progress or 
earned value analysis). 

The choice of alternatives. The alternative chosen must maximize the 
benefits to project goals. 

Rational decision-making process 
As human beings, we are endowed with freedom of choice and we cannot shuf- 
fle off our responsibility upon the shoulders of God or nature. We must shoulder 
it ourselves. It is up to us. 

- Arnold J. Toynbee 

A decision is choosing one alternative from a set of available alternatives. 
The decision-making process refers to a step-by-step approach that a de- 
cision maker may use to actually choose this alternative. The best deci- 
sion-making process is the one that wprks within the context in question. 
In decision-making, being right is not enough; whether the solution will 
work or not is the true test. 

Personal qualities for effective decision-making. Decision-making is 
one of the most important skills the project managers should have. It is 
both an art and a science. There are four basic qualities of a good decision 
maker.I3 

Judgment. Humans are not computers. It is not always possible to per- 
fectly assimilate and evaluate all the information. While most project man- 
agers demonstrate sound judgment in their decisions, errors still occur. 
Project managers should try to get accurate, timely and relevant informa- 
tion to support their decision. 

Experience. In general, experience is most valuable for routine and pro- 
grammed decisions (during the implementation phase of conventional con- 
struction projects for example) and least valuable for non-routine and non- 
programmed decisions (such as front-end planning and commissioning 
phases). Experience also tends to increase with the level in the organization. 
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Experience becomes a key factor in estimating contingencies and dealing 
with project stakeholders. 

Creativity. Creativity is the ability to uncover a solution no one else saw 
and identify truly unique alternatives. In a project environment, creativity 
in decision-making is needed not only in technical aspects but also in inte- 
gration and interface management when dealing with clients, team mem- 
bers, top management, functional managers and external shareholders. 
However, the value of creativity is reduced by overemphasis on short-term 
goals and lack of encouragement to try out new ideas. Unfortunately, in 
such cases, creativity may not be sought because of human and organiza- 
tional constraints. Visible problems may be emphasized and only the solu- 
tions that are "good enough" (generally in the short term) are implement- 
ed. Creativity is generally encouraged and nurtured in an organizational 
climate or culture that supports innovation and tolerance for risk or in sit- 
uations when the visible, obvious and safe alternatives are not acceptable. 

Quantitative skills. As with creativity, quantitative skills are meaningful 
when the decision makers seek optimum solutions. Quantitative tools can 
improve the quality of decision-making but are still not widely used in 
managing projects. The reason is that project managers are seeking irnme- 
diate rather than optimum solutions, and generally it is hard to validate 
the assumptions used in quantitative models. The use of quantitative tools 
tends to increase with the size, complexity and number of variables in the 
project andfor the organization. Some of the common quantitative tools 
are linear programming (for manufacturing projects), queuing theory 
(which balances the costs and benefits of waiting in line against the cost of 
maintaining that line), probability theory (to reduce risk), inventory mod- 
els (to minimize the cost of carrying inventory for new products and mar- 
keting projects), break- even analysis (addressing financial aspects of the 
project), and network analysis (for scheduling and control). 

Rational decision-making model. Once the decision is made to active- 
ly involve project team members in making decisions, project managers 
need to think of an appropriate decision-making model or process. The 
project team's mission is to make good decisions leading to the best solu- 
tions. Some project managers like to make decisions by using a step-by- 
step game plan while others favor a less structured yet still disciplined ap- 
proach that requires maintaining a healthy debate and exploring new 
ideas until full consensus is reached. Rational decision-making can be il- 
lustrated by a six-phase model18 that assumes that the project team has 
achieved the performing stage of group development discussed earlier. 
The six phases can be briefly described as follows:18 

Phase I: Problem Definition. In this phase the project team should ful- 
ly explore, clarify and define the problem. They must identify symptoms 
and causes, generate and collect information (from internal and external 
sources), define and clarify the project goals (which could be a problem in 
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itself), determine the relative priority of solving the problem (to properly 
allocate resources). 

Phase 11: Problem Solution Generation. Phase I1 requires prolonging 
the new idea generating process by brainstorming solution activities and 
discouraging premature decisions. In complex project environments, gen- 
erating more new ideas and alternatives generally leads to better solutions. 
However, some project teams tend to be more solution-oriented than 
idea-oriented and consequently they take a shortcut, choosing a solution 
before they have generated enough ideas. 

Phase 111: Ideas to Action. In this phase, the team members define the 
criteria and then evaluate the alternatives according to that criteria by an- 
alyzing their pros and cons and selecting the best solution. All alternatives 
or options should be considered until everyone agrees on a solution. Pro- 
ject managers can initiate and use this phase effectively to resolve techni- 
cal problems or come up with ideas to save time and costs through the 
life cycle of the project-as long as the process itself does not delay the 
project! 

Phase IV: Solution Action Planning. Once the solution is selected, the 
project team plans to implement the solution by involving the key partic- 
ipants in order to get their acceptance of and commitment to making the 
solution work. The project manager creates an environment that encour- 
ages the project team to plan and organize resources, anticipate imple- 
mentation problems and work out solutions together. Getting the com- 
mitment of the team members to the chosen solution is the key to a 
successful outcome. 

Phase V: Solution Evaluation Planning. This refers to a postmortem 
analysis. This phase, if used constructively, offers the greatest potential for 
group learning in problem solving. The project team should avoid finger 
pointing and instead focus on extracting the lessons or mistakes that must 
be avoided in future projects. Determining what kind of evaluation infor- 
mation is needed, who will obtain it and when it should be collected, 
combined with honest and open discussion will offer the maximum learn- 
ing opportunity. 

Phase VI: Evaluation of the Outcome and the Process. In this exten- 
sion of Phase V the project team should focus on how well the problem 
was solved or project goals were achieved. It may lead to redefining the 
problem, generating more alternatives, and reviewing the assessment pro- 
cedure and/or modifying the implementation plan. As suggested in the 
group development stages discussed earlier, open and constructive evalu- 
ation of the product and process increases the maturity level of the team 
members. 

Team decision-making rarely proceeds as smoothly as suggested in the 
six phase model. Problem solving groups often jump around and skip 
phases. However the decision-making process, discussed in this section, 
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should lead to rational, high-quality and well-accepted decisions. Rational 
decision-making models assume that the project team members have suf- 
ficient technical knowledge and expertise, a reasonable level of maturity 
and above all an attitude to participate actively and constructively by gen- 
erating and supporting new ideas. This process is particularly vital in im- 
proving the effectiveness of interacting task groups, in multidisciplinary 
projects or in a multiproject environment. 

Decision styles in a team environment 
The decision-making style depends upon several factors, which are dis- 
cussed below along with the four basic decision styles, and how decision 
styles are related to the types of the problem. The first question must be: 
Which of the four styles to choose? 

Four decision styles. According to Roskin7s model19 there are four ba- 
sic decision styles normally used by project managers: command, consul- 
tation, consensus, and coin flip (random). 

Command style. If quality is more important than acceptance, then a 
"command" style (where a project manager makes the decision individu- 
ally) is appropriate, provided the project manager has in-depth knowledge 
and experience about the situation. Unpleasant or tough decisions are of- 
ten made this way. 

Consultation style. When quality and acceptance are both important, 
the project manager should use a "consultation" style that allows for some 
involvement of team members but allows project managers to maintain 
control over the final decision. In this style, team members are free to ex- 
press their opinions but the project manager makes the final decision. 

Consensus style. If acceptance is more important than quality, then a 
"consensus" style (where all team members are involved and reach an 
agreement) is practical. Most Japanese institutions make decisions by con- 
sensus. Consensus is achieved only when every team member can honest- 
ly say:20 

"I believe that you understand my point of view." 
"I believe that I understand your point of view." 
"I will support this decision whether I prefer it or not, because it was ar- 
rived at in an open and fair manner." 
Advantages and disadvantages of consensus style. Decisions made 

through consensus have both advantages and disadvantages. Some of the 
advantages are that project managers can focus "several heads" on making 
a decision. Also, team members are more likely to be committed to im- 
plement a decision if they helped make it. 

The disadvantages of consensus style are that discussions may become 
quite lengthy and hence costly. And some project teams may never reach 
real consensus and may have to use voting system, in which case it is bet- 
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ter to use odd number of voting members to avoid deadlocks (useful 
when deciding on successful bidders to award various contracts). 

Despite its drawbacks, decision-making by consensus is highly effec- 
tive. Negotiated agreement reached by consensus pays off in terms of in- 
creased productivity because of involvement in the decision-making 
process of the parties who will ultimately perform the tasks. This process, 
according to 0uchi:O also breeds trust and loyalty, which are intimately 
connected with productivity. The corresponding American model, which 
shares such managerial traits as intimacy, loyalty, and trust, has been 
dubbed as the "type Z organization.20 

In summary, Japanese decision-making and the corresponding Arneri- 
can model used at companies like Hewlett Packard, 3M, and Proctor and 
Gamble, are based on the proposition that generalized commitment is 
necessary to reach the highest productivity levels. Commitment in turn 
comes from participant involvement obtained through consensus decision- 
making. 

Coin flip style. If neither quality nor acceptance are important, then a 
"flip of the coin" is as good as anything. 

Factors affecting decision styles. The Rick Roskin model allows pro- 
ject managers to decide when they should make decisions individually or 
when and how they should use project teams. According to this model, 
there are four major factors that affect the decision style.Is 

Time Constraints. When time is critical, decisions are made individu- 
ally in a command style. 

Trust. The level of trust between the project managers and their peers 
and team members (those affected by the decision). In case of a high lev- 
el of trust, project managers should use the consultation style. However, 
in case of high trust, sometimes if decisions are made in a command style, 
they will be accepted as long as it is not overdone. 

Quality. The need for making the "right" or the "best" decision. This is 
more important when the level of trust is low. Also, if the quality of the 
decision is critical (design criteria, safety factors, etc.) then the project 
managers should keep some control over it themselves otherwise they may 
adversely influence the decision-making process. 

Acceptance. The importance of gaining acceptance and commitment 
to the decision. If the acceptance of project team members is critical, then 
they must be involved in making it, to gain their commitment to imple- 
ment the decisions. 

The project manager weighs each of the above four factors in turn and 
decides whether the decisions should be made individually, after consult- 
ing with others, or as a team. 
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Guidelines for effective team decision-making 
The decision-making process is complex by nature because of the need to 
generate, evaluate and select an alternative under somewhat unknown 
conditions. Therefore there is no "best" process of making decisions. 
"Will it work?" is the true test of decisions and the processes used to 
reach them. See Figure 4.6 for some guidelines. 

Focus on goals to be served. The goals to be attained are the most impor- 
tant elements of a decision-making situation. The decision should con- 
tribute towards meeting the project goals and objectives. As discussed ear- 
lier, goals should be specific, clear, time-based, measurable and realistic, 
but challenging. 

Follow the rational decision-making process. Follow a step-by-step 
game plan to make decisions in a team that meet the criteria of effective- 
ness and efficiency with emphasis on accuracy, speed, creativity, and de- 
gree of acceptance (which helps gain the commitment of team members). 

A rational and well-documented decision-making process is logical. It 
can also motivate team members because it emphasizes their active partic- 
ipation and therefore they feel that they are "in it all the way." 

Study the environmental factors. To make a sound, rational decision, it 
is important to study both the external and internal environment. Deci- 
sion makers should not overlook important and relevant environmental 
factors that may influence them.21 

Develop personal qualities. Project managers must acquire and help 
team members develop basic personal qualities-judgment, experience, 
creativity, and knowledge of quantitative tools, which can help make a 
quality decision. 

Stimulate team creativity. Creativity is the key to effective decision- 
making. Project managers must encourage new ideas and creativity in 
solving problems and making quality decisions leading to optimum out- 
comes. Two approaches for stimulating team creativity are:15 

Nominal Group Technique (NGT). Group members pool their judg- 
ment and then determine a satisfactory solution. NGT emphasizes idea 
generation, increases attention to each idea (by recording and clarifying 
ideas) and a greater likelihood of balanced participation and presentation 
by each group member. NGT may be most effective when there are cer- 
tain barriers or problems in a team, such as a few dominating members.15 

Electronic Brainstorming (EB). Brainstorming is a group process in 
which team members express as many ideas in a given time period (20-60 
minutes) and then the project manager compiles and evaluates those ideas. 
However, in face-to-face brainstorming groups, some team members may 
be prevented from producing ideas because someone else is talking or they 
may exercise self-censorship because of lack of confidence. 
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Figure 4.6 Guidelines for Rational Team D.ecision-Making 

1. 
Focus on Goals 

(Avoid personal agendas) 

2. Follow the Rational 
Decision Making Process 
(emphasize on accuracy, 

speed, creativity and wider acceptance) 

3. 
Study the Environmental Factors 

(both external and internal) 

4. 
Develop Personal Qualities 

(judgment, experience, 
creativity and knowledge) 

5. 
Stimulate Team Creativity 

(use nominal group technique 
and electronic brainstorming) 

6. 
Manage Opportunity and Risk 

(use relevant and 
reliable information) 

Electronic brainstorming involves the use of computer technology to fa- 
cilitate the entry and automatic dissemination of ideas in real time to all 
members in a team, each of whom may be stimulated to generate other 
ideas. The team uses a software tool called "Electronic Brainstorming" and 
every team member has a terminal networked with other team members. 
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Every time any individual enters an idea, a random set of the group's 
ideas are presented on the individual's screen. The individual can contin- 
ue to see new random sets if he or she wishes.= Preliminary research in- 
dicates that electronic brainstorming produces significantly more non-re- 
dundant ideas than ordinary face-to-face brainstorming. It maintains 
privacy because members do not know the originator of ideas, which 
leads to more free idea generation. There is no need to fear "sounding 
like a fooln to fellow team members or project manager in the sponta- 
neous generation of ideas.23 

Manage opportunity and risk. Results of alternatives are always some- 
what uncertain and therefore most decisions made in a project environ- 
ment have both opportunity and risk associated with them. It is important 
to identify and evaluate the tradeoffs and manage accordingly. The degree 
of opportunitylrisk depends upon the quality of information available to 
make the decision. For example, the lower the quality of information re- 
lated to the outcome of an alternative, the more uncertain the situation is 
and the higher will be the risk and the lower the opportunity. 

THE STUDY OF TEAM decision-making concepts, techniques, decision- 
making model, and styles can help both the project manager or leader and 
the team members, become more effective in making decisions in a pro- 
ject environment. Sometimes good decisions are made individually by the 
project manager, sometimes by a process of consultation; and sometimes 
with the full consensus of everyone directly concerned. When each of 
these methods is most appropriate depends upon the situation. 

Managing Project Teams During the Project 
Hold yourself responsible for a higher standard than anybody else expects of 
you. Never excuse yourself: 

-Henry Ward Beecher 

As the project progresses, several external factors may come into play that 
affect the team's performance. Teams that were self-managing and well- 
focused earlier may start acting more like committees. The membership of 
the project team may have to be changed by adding or phasing out certain 
team members as needed to meet project requirements throughout the life 
cycle of a project. The project manager must be able to identify and ana- 
lyze the impact of changing membership of the project team and of exter- 
nal factors and minimize their impact to meet the project objectives with- 
in the constraints of scope, quality, time and costly. 

Changing project team members according to project life cycle 
Since projects are dynamic, the composition of the project team is subject 
to change to suit the project life cycle. Even though members of the pro- 
ject team (such as the project manager, client representative, key technical 
area managers etc.) may remain with the project throughout its life cycle, 
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other members (such as consultants, contractors and external sharehold- 
ers) should be added or phased out depending upon project requirements. 
Figure 4.7 shows the typical phases and main actions to be done during 
each phase of a large and complex project. To manage project teams ef- 
fectively, it is vital to have some mix of appropriate resources from con- 
ceptual and front-end planning through to implementation and termina- 
tion. The project manager must review the project scope and upcoming 
milestones in terms of special resources, specific type of study or infor- 
mation (legal, environmental, economic impact or special regulations and 
by-laws, etc.) and add or phase out the team members as required. This 
must be done in consultation with the client representative and senior 
management or project sponsor. Incoming members should be properly 
informed of project goals and their role and responsibility. 

Also, the outgoing members, as a human courtesy, should be appreci- 
ated for their efforts and contribution to the project so that they continue 
feeling proud of their affiliation with the project. This will not only moti- 
vate existing team members, but will also reinforce outgoing members 
positively and they will then be more willing to help with the project in 
the future, if needed. This appreciation can be shown by giving appropri- 
ate rewards and recognition, such as formal letters of appreciation with 
copies to their supervisors and top management, awards, and/or econom- 
ic rewards. 

Sometimes project managers may prefer to give these rewards and 
recognition at the completion of the project along with the whole project 
team. This helps reinforce a positive team spirit that is valuable for the 
organization and enable successful completion of future projects. 

External factors affecting team performance 
Project teams are made of a diverse mix of personnel with special exper- 
tise, norms, individual expectations and personal goals. Several external 
factors may arise that will undoubtedly have an effect on the team's per- 
formance. Here are just a few of the factors that should be evaluated on 
an on-going basis, and corrective actions taken to minimize negative im- 
pact.2 

Poor performers. All projects are not blessed with superstars. Typically, 
most project teams are made up of average or even poor performers. Poor 
performers are not only non-productive, but they also distract and drag 
down good performers around them. Project managers must use their 
skills to get rid of poor performance and increase the productivity of av- 
erage performers by using the following steps2 

Determine if poor performers are competent. Assign them the tasks that 
match their level of ability. 
Use performance feedback and counseling if poor performers are aware 
that they are perceived as such, otherwise talk to them, give them the 
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Figure 4.7 Project Phases and Actions for a Large and 
Complex Project 
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warning and clarify your expectations that they must meet to stay on the 
team. 
If neither reassignment nor counseling helps, then try to get them off the 
project if politically possible. Otherwise just isolate them to avoid any 
negative influence on other team members. 
Turnover. Turnover during the project can cause a negative impact on 

the team because of the extra time and effort needed to orient the new 
team member. The degree of impact depends upon who has left the team 
and the time in the project life cycle when turnover takes place (the later 
it is, the more impact it will have). 

A functional manager should be required to give ample notice of re- 
placements to the project manager in order to allow time for proper eval- 
uation and solution. If the project manager disagrees with the replace- 
ment, he or she must talk to senior management before the actual transfer, 
because reversal of an implemented decision is often difficult and some- 
times impossible. In general, circumstances change and turnover is in- 
evitable. However, project managers can cope with this by requesting a 
contingency to deal with added time and cost needed to assimilate the 
new team member. The key issue here is not just the relative expertise of 
the original team member and the replacement, but the commitment, mo- 
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tivation, and the sense of ownership of the project plan. Three guidelines 
that can help cope with the turnover are: 

If the project manager or client is moved, the impact is significant, so 
plan properly. 
Reevaluate the turnover immediately and renegotiate the budget and 
schedule accordingly. 
If possible, try to accomplish any turnover early in the project. 
Adding human resources. Adding people to the team will impact team 

productivity. Although adding a small number of human resources may 
reduce the duration of some specific activityfies, such a direct relationship 
is not always true. There is a law of diminishing returns that occurs be- 
cause of additional communication channels that must be established and 
maintained because of additional resources.24 It can be represented by the 
formula: 

E(E-1) I = - where I = Number of interfaces or communication 
2 channels that must be established. 

E= Number of people on the project team. 

The number of interactions is quite important because it can have a sig- 
nificant impact on the token number of person-hours required to perform 
the task. Therefore, beyond a certain point, the introduction of addition- 
al resources is non-productive rather than productive. 

Effect of overtime. In a project environment, overtime can have a very 
critical effect. There are two major viewpoints concerning ~ver t ime.~ One 
is that overtime is effective only when it is required for short intervals. 
The other view is that overtime is ineffective. 

The first philosophy implies that project team members would be will- 
ing to spend overtime if they know its importance and they can see an end 
to it. When overtime becomes a routine practice, it is no longer effective 
and productive but adds to the project cost unnecessarily. EL. Harrison 
has suggested that a person who works six days at twelve hours per day 
(72 person-hours), is approximately 88 percent productive, giving only 
63.4 effective hours; and a person who works seven days at twelve hours 
per day (84 person-hours) is approximately 77 percent productive, giving 
thereby only 64.7 effective hours.2S 

some managers may not agree with these above estimated per- 
centages of productivity, but they will agree with the premise that people 
who work too much consecutive overtime show diminished productivity. 

On a project, change is a way of life and changes in circumstances im- 
pact the performance of the project team as a whole. However, project 
managers must try to anticipate problems and be prepared to adjust their 
overall plan to minimize negative impact and maintain or increase the per- 
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formance of their team. These factors should be kept in mind while man- 
aging the team throughout the project. 

Team management 
Real leaders are ordinary people with extraordinary results. 

-Anonymous 

Teamwork is the by-product of good project leadership. Good leadership 
makes everybody's work more effective and therefore more rewarding. 
Project team leaders must foster an environment where team members are 
involved, have job satisfaction and mutual trust. They must stimulate the 
drivers and minimize the barriers in order to develop effective project 
teams having a high degree of mutual trust and willingness to share infor- 
mation readily and openly among team members. In order to accomplish 
this, project managers should be aware of the various styles of team man- 
agement and use them flexibly according to the situation. 

Team management styles. Several management styles may be applied 
in a project environment. These styles basically depend upon how much 
authority the project managers are willing to share with team members 
and whether they focus more on tasks or people. Most project managers 
use one or  more of four main styles:26 

The autocratic style. Autocrats do not delegate responsibility and au- 
thority and team members are not involved actively in making decisions. 
This may work for low achievers, but only for a short time. This style 
does not build team players nor encourage strong ties, trust and confi- 
dence among the team members. It may cause team members to become 
dependent on their project managers. 

The bureaucratic style. This is management "by the book" and is typi- 
fied by the project manager's reliance on rules, regulations, policies and 
procedures. This style does little to stimulate creativity and motivate team 
members. A bureaucratic project manager is perceived generally as a 
watchdog. 

The democratic style. This style uses a more modern "we" approach. 
These project managers tend to delegate and encourage active participa- 
tion by team members in problem solving, decision-making, conflict reso- 
lution and innovations. These project managers attempt to build a strong 
team spirit and to foster mutual trust, respect, and interdependence be- 
tween themselves (mainly as coaches) and the members of the team, as 
well as among the team members and their peers. This style is also known 
as consultative or participative style. This style of management is quite ef- 
fective in a project environment and also in managing changes throughout 
the life cycle of the projects. Cooperation and team spirit are strongly pro- 
moted, leading to a high morale. Team members appreciate the trust, free- 
dom and confidence expressed in them by their project manager and they 
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tend to understand and appreciate the contribution of their peers to a 
greater degree. 

Spectator style. This style is characterized by treating everyone as an 
individual. The real team concept is either played down or non-existent. 
These project managers make themselves available for consultation with a 
strong open-door policy. They do not interfere with day-to-day activities 
but give a significant freedom to their team members. They continually 
provide necessary management and administrative support as needed to 
meet project objectives. Team members working with such managers are 
mostly on their own, self-motivated, and high achievers. They strongly 
feel the need to prove themselves to their project managers and their 
peers. Consequently, they need constant reassurances and feedback that 
their performance is high and that they are appreciated by the project 
team members, team leader, top management and the client. 

Each of the four styles can have a negative or a positive impact on the 
team members depending upon their characteristics and the situation. 
Like a firearm, the management style can contribute to winning prizes or 
inflicting injuries. 

The amount of formal authority that the project manager may decide 
to share with the other members of the team will determine the manage- 
ment style of the project manager. But the decision to share authority is 
not totally in the hands of the project manager. The sharing of decision- 
making is also influenced by senior management, clientJowner, and the 
experience and confidence of the project manager and the team members. 

Project managers should also be aware of some other management 
style models, such as: the dimensional model of managerial behavior de- 
veloped by Lefton et a1.,27 and the managerial grid developed by Blake 
and Mouton.28 

The management style of project managers may vary according to the 
project phases, depending upon their primary strategy for managing the 
project. However, their daily behavior may vary considerably according to 
the situation, the experience level and self-confidence of the team mem- 
bers and their assessment of what is at stake, demands from clients, and 
economic factors. Each interpersonal relationship is unique because the 
project manager, team members and senior management members have 
different perspectives regarding their expectations and behaviors chang- 
ing continuously. Project managers must custom tailor their approach in 
motivating and managing different individuals in their project teams de- 
pending upon the particular situation and circumstances. 

The dimensional model of managerial behavior. This model developed 
by Lefton et al.,27 presents four aspects of management styles: dominance, 
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"Don't rock the boat" "Let's be pals" 
Management Style Management Style 

"Tell and do" "Benefit optimizing" 
Management Style Management Style 

Figure 4.8 Dimensional Model of Management Behavior 
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submission, hostility, and warmth. These four aspects form a matrix as 
shown Figure 4.8. 

According to the above model, a manager's style depends upon hislher 
primary strategy. However, the daily behavior of a project manager may 
vary significantly according to the situation, experience level, self-confi- 
dence and economic factors. Therefore the project managers must be ca- 
pable of custom tailoring their approach in dealing with each individual 
on the project team. 

The Managerial Grid. The Managerial Grid developed by Blake and 
  out on^' is an often-cited concept and popular training theme for iden- 
tifying managerial traits. It is a matrix that is used to show the relationship 
between the manager's concern for final output or work results, on the 
horizontal axis, and the manager's concern for people (team members 
and peers) on the vertical axis. The resulting grid, as shown in Figure 4.9 
shows a graphic display of management style ranging from the authori- 
tarian who is mainly concerned with production to the "nice person" who 
manages in the "country club management" mode, and is so wrapped up 
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Figure 49 Blake 8 Mouton Managerial Grid 
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with concern for people that production is neglected. Impoverished man- 
agement refers to poor concern for both production and people. 

Blake and Mouton identified five management styles based on their rel- 
ative concerns for production versus people that are uniquely positioned 
on the managerial grid. 

Self-Assessment Exercise C (see Appendix) will help gauge an organiza- 
tion's readiness for teams, while Exercise D measures team effectiveness. 

Summary 
Team development involves a whole spectrum of management skills in inte- 
grating the efforts of a diverse mix of project participants from traditional 
functional organizations. Project managers must enhance their skills in de- 
veloping cohesive and high performing project teams. Effective team devel- 
opment is also one of the most critical leadership qualities that determines 
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the overall performance and success in a project environment. Final effec- 
tiveness of team building and team development depends upon the quality 
of facilitation provided throughout the process. 

In addition to technical directions and management expertise, project 
managers must coordinate team efforts. They must build a broad-based 
team, establish a formal leader depending upon the project phase, build 
and maintain a team spirit, elicit management support and keep the team 
members informed. They should use their power and authority wisely 
with more emphasis on influencing and negotiating rather than on using 
coercion. They should also enhance creativity in problem-solving abilities 
of the project team by keeping team size small, planning problem solving 
meetings properly, seeking active and genuine participation from team 
members, supporting ideas, and making problem solving a "team" issue. 

Effective communication is the key to effective project team. They must 
know the importance of verbal and non-verbal components of communi- 
cations. Project managers must understand the process of interpersonal 
communication, barriers to effective communication, and appropriate re- 
medial actions, different communication channels in a project environ- 
ment. They must know when and how to use written reports and project 
meetings. Above all, project managers must develop effective listening skills 
to earn the trust and respect of project team members that is vital for cre- 
ating a real team spirit. 

A project team communication plan has many benefits. Project managers 
will have fewer forgotten tasks if they remember to involve the right people 
early enough for project planning. Also, through effective communication, 
they are likely to reduce the number of wrenches thrown at the project mid- 
stream. Perhaps the strongest benefits are on the human side of the equa- 
tion: You are likely to achieve greater buy-in and commitment to the pro- 
ject, and you may even reduce the impact of difficult people as well. 

Effective communication within the project team and between the pro- 
ject manager, team members and all external stakeholders is vital for team 
building and for project success. Project managers must encourage open 
communication because openness is a gateway to real teamwork and high 
performance. It improves cohesiveness, working relationships among pro- 
ject team members, and enhances mutual trust. Six possible actions that a 
project manager should use to enhance project communications and team 
building include: communicating effectively, expediting communications 
through all channels and links, minimizing communication blockers (idea 
killers), using a tight matrix and war room, and managing project meet- 
ings effectively. 

As the project teams mature, they want more autonomy in making de- 
cisions that affect them in terms of their roles, working relationships and 
overall contributions to the project. There are both advantages and disad- 
vantages in making team decisions. On one hand, team decision-making 
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offers more information, knowledge, and increased acceptance; but on the 
other hand, it may take more time and lead to ambiguous responsibility. It 
is important to recognize and evaluate major elements of decision-making 
situations. 

Rational team decision-making processes should lead to rational, high 
quality and well accepted decisions. Such processes require project teams 
to acquire four basic qualities that include-judgment, experience, creativ- 
ity and quantitative skills, and then follow a six-phase model, described in 
this chapter, to gain better acceptance of decisions made and hence stronger 
commitment of team members to implement the decisions. 

Project managers may use anyone of the four basic decision styles- 
command, consultation, consensus and coin flip. The choice of decision 
style depends upon the situation, type of problem, and importance of 
time constraints, level of trust among team members, and quality versus 
acceptance of the decision. 

Project managers can use six guidelines for effective team decision- 
making, which include focusing on project goals; following the rational 
decision-making process; studying environmental factors; developing per- 
sonal qualities; stimulating team creativity through nominal group tech- 
nique and electronic brain storming; and managing opportunity and risk. 

Project managers must recognize the need to change the project team 
by adding or subtracting the team members to suit the phases in the pro- 
ject life cycle. They must analyze and evaluate the external factors affect- 
ing team performance: poor performers, turnover, effect of overtime and 
adding human resources. It must be recognized that the impact of 
turnover depends upon who has left the project team and at what stage. 
The project managers must try to minimize the negative effects of external 
factors and not let the project teams become committees to develop ef- 
fective project teams and avoid unnecessary bureaucracy. 

Project managers must make efforts to know their team members well 
in terms of their goals, career plans and growth aspirations. They must be 
flexible enough to use an appropriate team management style (according 
to the situation) in order to optimize overall team performance. In most 
cases, since project team members are generally self-motivated and keen 
to get a variety of project experiences, project managers should encourage 
their involvement in planning and decision-making and use more of a par- 
ticipative/democratic management style where leadership is shared be- 
tween the team members and the project manager. 

Developing Effective Project Teams 
191 



Outline 

Managing Communication Challenges 194 
Creating openness in communication 194 
Enhancing performance through effective communication 196 
P= Priority 196 
A=Agreement 197 
R=Recognition 198 
C=Confront 198 
S=Sandwich approach 200 

Developing Trust and Motivation 201 
Developing trust within the project team 201 
Team motivation 204 

Managing Team Morale 208 
Team Leadership 216 

What leadership is and what it is not 216 
The keys to leadership 217 
Common leadership styles 220 
Roles and responsibilities of leaders 221 

Summary 223 

192 
Managing the Project Team 



Through team work, ordinay people can produce extra-ordinary 
results. They can lift things that come into their hands a little - 

higher, a little further on toward the heights of excellence. 
-Hen y Ford 

Inspiring High Team 
Performance 

T ODAY, MOST PROJECTS require a diverse mix of individuals who 
must be integrated into an effective unit-a project team. This re- 
quires special skill, attitude and commitment to shape those indi- 

viduals into an effective team. It takes even more to make them a high- 
performing, winning team, especially on international projects. 

Inspired performance comes from inspired people. To inspire team 
members for high team performance, project managers must create an en- 
vironment in which everyone feels valued and committed to manage their 
tasks and interpersonal concerns and increase overall team performance. 
Inspiring high team performance involves effective team building, team 
development, motivating, and leading team members while also providing 
them with opportunities to develop and grow. Developing project teams 
for high performance involves emphasizing not only cost, schedule and 
quality parameters, but also the human interactions and feelings that arise 
during the project. Open communication, development of trust and high 
team morale must be reinforced to inspire high team performance. When 
full participation of team members is encouraged, it leads to their accep- 
tance to project plans, decisions and strategies, and hence their commit- 
ment to meet project objectives. It creates a psychological bond between 
the project plans and those who generate them. 



Managing Communication Challenges 
Effective communication builds trust, partnership and collaboration and cre- 
ates synergy in teams. 

-Anonymous 

Communication is complex. It involves formal or informal cornrnunica- 
tion among project participants conducted in verbal, nonverbal or written 
form. It consists of any behavior that results in an exchange of meaning. 
Effective communication is vital to project success. The ability of project 
managers to effectively obtain and disseminate relevant project informa- 
tion directly affects team performance in terms of coordination and inte- 
gration of effort. The communication skills of project managers are chal- 
lenged because of overlapping areas of responsibility, lack of authority, 
delegation problems, project organizational structures and conflicts with 
and among various participants on the project. Yet openness in communi- 
cation is a gateway to top perf0rmance.l It creates mutual trust that 
makes it easier to resolve conflicts in a constructive manner. 

Creating openness in communication 
Openness generates right questions and answers. It helps make right decisions. 

- The Author 

Normally a message communicated in a project consists of a task and re- 
lationship component. Ineffective and negative messages lead to interper- 
sonal and task problems. Many of these problems can be prevented or 
handled more easily in an atmosphere of open communication 

Project leaders can create open or closed communication by setting ex- 
amples. They should encourage open communication in a project team 
because it leads to effective problem solving and decision-making and 
hence to higher performance. Openness in a project environment can be 
created in several ways. For example, the project manager can encourage 
task openness by repeating and summarizing the main points to confirm 
understanding and clarify the meanings and intentions of the message. For 
example: 

Let me see if I understand what you are saying .. . 
So the problem appears to be ... 
If I heard you correctly, the key parts of our agreement are ... 
The three main issues I think you are identifying are . . . 
If I understand you correctly, you want . . . Is that right? 
Help me understand why .. . it is important. 
Similarly, the door to open communication can be slammed shut by an 

"idea killer" phrase. Team members should be discouraged from closing 
communication by discouraging new ideas, as in:' 

It will never work. 
It has been done before and it does not work. 
Your approach will create more problems. 
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It's not my problem. 
It will cost a fortune. 
Let's be realistic. 
The boss won't like it. 
That sounds interesting, but . .. 
I don't like it, do it again and see if you can get it right the next time. 
Excuse me while I answer this telephone call. 
Create partnership and openness by respecting other people's opinions 

and ideas and showing your sincere commitment to support and work to- 
gether as a team to resolve project problems. This can be done by saying: 

I like your idea . . . 
What you want to do is .. . 
How can I help you? 
What you need from me is . . . 
How can we solve the problem together? 
How can we create a better solution by partnering on this or putting our 
efforts together? 
Let's look into it, you can count on me for full support.' 
And, since "actions speak louder than words," you must also create an 

environment that encourages openness by modeling open communication 
in your behavior, for example:' 

Sit next to the person you are communicating with, not across the desk 
or table (it diffuses the sense of inequality in statuslpower). 
Take turns speaking rather than interrupting the other person. 
Ask meaningful questions. It helps to develop further points of discussion. 
Create a permissive environment that helps the other person feel free to 
talk. 
Listen genuinely and attentively (as discussed in Chapter 4). 
Focus on mutual interests, not differing positions. 
Make decisions through a persuasion and consensus approach. 
Ask for feedback and give specific feedback in a timely manner. 
Go easy on argument and criticism. 
Avoid putting other person on the defensive. 
Empathize with talker; try to see the other person's point of view. 
Remove distractions; minimize noise, telephone interruptions, interrup- 
tion by others, etc. 
Do not doodle, tap or shuffle papers. 
Be patient. Allow sufficient time, don't finish sentences for others and 
don't walk away. 
Highly effective teams emphasize creating an environment of open 

communication. The key to open and effective communication is to create 
both task and relationship openness. Project leaders must set an example 
for openness and then facilitate the development of openness in comrnu- 
nication as a key element of teamwork. 
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Figure 5.1 PARCS: A Five Step Model to Manage Conflicts 
Through Effective Communication 

PARCS TOWER 

S (Sandwich) 
Sandwich Good and 
Bad to Smooth Over 

Critical Feedback 

c (Confront) 
Confront Poor 

Performance Properly 

R (Recognize) 
Recognize Good 

Performance Positively 

A (Agreement) 
Make Clear Agreements 

P (Priority) 
Have One Clear Priority 

Source: J. Kostnn and C. Sbbiak, Inspiring Pwple and Perlonnance.' materials prssented in a workshop at the 1993 Annual 
Seminars &Symposium of the Project Management Institute. By permission of the authors. 

A = Agreement 
Make Clear Agreements. Vague and poorly understood agreements 

lead to misunderstanding, conflicts and poor working relationships. Con- 
flict can be reduced by taking time and create a clear, ufiambiguous un- 
derstanding of project's main issues and how the team will work together 
to resolve these issues. This can be facilitated through open comrnunica- 
tion and willingness to work together. All project team members should 
strive to achieve customer satisfaction, focusing on the final results or de- 
liverable~ by continually planning, implementing and evaluating the ideas 
as a team. Also to make clear agreements, it is important to follow a 
SMART approach: clarify Scope, Motivate the team to meet project ob- 
jectives, and agree on the Attributes of quality standards, on what Re- 
sources will be needed to do the work, and on the Timeline, or schedule 

Inspiring High Team Performance 
197 



with a plan to monitor and follow up on it. This approach, if followed 
properly, can help reduce conflicts in a project environment. It should be 
used to make clear agreements, preferably be in written form and ap- 
proved by both parties, before starting the project in full swing. 

R = Recognition 
Recognize good performance. Recognition and praise for good perfor- 

mance is essential to achieve high performance. High achievers in project 
teams are self-motivated and willing to accept challenging assignments 
provided they get proper recognition for their efforts. When someone 
shows a good performance, the project manager must recognize it. Recog- 
nition should be given immediately or as soon as possible and the man- 
agers should be specific about the jobs and/or assignments that people are 
being praised for. Recognition and positive feedback should be given at 
every opportunity. Project managers should use positive feedback model 
to recognize good performance that emphasizes the power of positive 
words and results, focusing on agreements rather than disagreements and 
then reinforcing the effort, relating it to team priority and communicating 
success to other project participants.1 

C = Confront 
Confront poor performance without raising defensiveness. Conflicts 

are inevitable in projects. Both long- and short-term team performance is 
profoundly affected by the ways in which the project team handles con- 
flicts. To achieve high team performance, it is critical to recognize as well 
as raise performance issues without putting poor performers on the defen- 
sive. The key to this is to be neutral, stay with the facts and wait for a re- 
sponse. Key factors that must be kept in mind in order to stay neutral are:' 

Use "I" statements. No one likes to be criticized especially if it is a neg- 
ative criticism. One should avoid accusing others by using "I" statements 
in their opening statements and emphasize the essence of expectations 
and observations. "I" statements make it easier to focus on the facts: 

Poor: "You are very slow!" This accuses the recipient and shows that you 
have drawn a conclusion. 
Neutral: "I just checked my mailbox and couldn't find the cost estimates 
for the project." By using I instead of you, you can state a fact that you 
have observed. 

The use of "I" statements tends to soften the issue and the recipient is 
likely to react positively. Therefore, use "I" phrases to help you stay neu- 
tral, and then: 

State a fact as briefly as possible (preferably in one or two statements). 
Wait for a response. Many people feel uncomfortable when there is si- 
lence and will offer their explanation about the situation. 
Be specific. Sometimes minor project problems, when addressed in a 

vague manner, become serious. It is important to be very specific because 
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then the team members can think together and come up with a solution. 
For example: 

Vague: "Jack, I know you have done it before, but I don't think that it 
is going to work in this project." 

Specific: "Jack, I noticed that you have changed assembly procedures." 
Jack knows exactly the issue at hand and he is not likely to be over-de- 

fensive. 
Be non-judgmental. Staying neutral is vital to raising a poor perfor- 

mance issue. One should not pass judgment because it puts people on the 
defensive, it may not be correct, and it may cause hurt feelings. For ex- 
ample, what should a project manager say to a team member who comes 
late to work? 

Poor: "You're late.'' The team member may have had a car problem or 
could have been involved in an accident. Or the team member may have 
come in very early and then left to go to a contractor's site. 
Neutral: "I came by to discuss this with you at nine o'clock but I guess 
you weren't in yet." The team member knows exactly what you are talk- 
ing about and he or she is not put on the defensive. 

In communication it is not only what people say that's important but how 
it is said. Try to modify the message and its tone in a way that will help 
you stay neutral and assertive, rather than blaming and aggressive. 

Be non-punishing. Sometimes people in project teams can address con- 
flict in a punishing manner, like a parent may do to a child. People can 
punish through words or phrases used in conflict. Here are some of the 
common punishing phrases people use when communicating verbally: 

You don't trust me. 
You don't respect me. 
That was a really silly idea of yours. 
You are unreliable. 

Sometimes people can also punish by the nonverbal communication they 
use in a conflict situation. For example they may: 

'Withdraw or ignore the other person 
Keep quiet but show anger 
Smile as if making fun or indicating the person doesn't know what he or 
she is talking about 
Smile in a way that shows disagreement. 
People normally react negatively to someone if they feel they have been 

punished verbally or nonverbally. 
Stick to facts. In raising poor performance concerns, it is important to 

state facts in a short and simple manner. Staying with the facts can be dif- 
ficult. Often people tend to editorialize and fill in missing pieces with 
their assumptions and opinions. When raising a performance issue, every- 
one working on the project should leave off any information that is irrel- 
evant or is not essential to raise the issue. 
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Be as neutra~~osit ive as possible in order to stay neutral. The neutral 
way promotes harmony. However, cultural differences regarding the use 
of 'I' statements and the following recommendations about staying neu- 
tral should not be over1ooked.l 

Don't ask a question that has an obvious answer (shows sarcasm) 
Don't use "you" as the subject 
Don't editorialize with your own opinions 
Don't state conclusions. Instead, use phrases like these to help one stay 
neutral: 

"I just received a phone call from client's representative XYZ. He 
stated ... " 

"It has just been brought to my attention that ... " 
"I just learned that ... " 
"The manager of department X called and told me that ... " 

S = Sandwich Approach 
"Sandwich" good and bad messages. Some people believe that conflict 

can be diffused by sandwiching the negative message with positive mes- 
sages. There are two kinds of sandwiches that are commonly used in Cbn- 
flict situations. First there's the "Deluxe Sandwich Approach"-saying 
something positive, negative and then positive. For example: 

John, I was glad to get a positive feedback from our client about the 
training manual you had written for them. However, I am not pleased 
with the way you handled the planning session with the other customer 
in which you tried to put their organization down. I strongly feel that 
you are a good facilitator and will do better next time. 
Then there's the "Open Faced Sandwich Approachn-saying some- 

thing positive first and then stating the negative part of the message.' For 
example: 

Bill, I am really impressed with the format and the back up information 
you have generated for estimating the project cost. But I wish you could 
learn better presentation and human skills in implementing project 
plans. 
Both sandwich approaches are commonly used in a project environ- 

ment. However, it should be recognized that the degree of effectiveness 
depends upon the situation and the personalities involved. Therefore, 
project managers must assess the situations themselves and use this con- 
cept appropriately. 

While most people react positively to the "sandwich" approach, it is 
important that the positive feedback be sincere and genuine and empha- 
size how to improve in the future. Team members may react negatively if 
they perceive the positive portion of the message is phony, simply a set-up 
for the criticism to follow. Criticism should always be aimed at improving 
performance by supporting team members in their efforts. 
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Effective communication is vital to high team performance. Project man- 
agers must encourage task and relationship openness, set clear priorities, 
goals and agreements, create a permissive environment, create partnership 
openness by respecting each other's opinions and ideas, and encourage in- 
novations and creativity. They must recognize good performance and con- 
front poor performance without raising defensiveness by following the 
model presented above. 

Developing Trust and Motivation 
The chief lesson I have learned in a long life is that the only way to make peo- 
ple trustworthy is to trust them. 

-Henry Stinson, U.S. Secretary of  War during World War II 

The project team is a group of individuals selected for their skills and ca- 
pabilities to perform the project task. However to be successful, the pro- 
ject team must be managed effectively, i.e., individual efforts must be in- 
tegrated. In addition, these individuals must work together to produce the 
innovative results as conceptualized in the project plan. 

Project managers must create an environment where team members are 
professionally satisfied, are involved, motivated, and have mutual trust. It 
is important that project team members are open, flexible, and support- 
ive. They must be able to trust each other and help each other win. This 
section deals with the importance of trust and motivation and how these 
can be enhanced in the project team environment. 

Developing trust within the project team 
Trust is a pillar of high performance teams. Building trust is a gradual 
process that requires constant management a ~ t i o n . ~  Project managers 
must recognize that trust leads to open communication and hence to real 
teamwork in solving problems, making decisions and optimizing team's 
output. Project team members will share their problems with other team 
members and their project manager only if there is a true sense of trust be- 
tween them; otherwise, it is common for project participants to convey 
only the information that they believe others want to hear. Some organi- 
zations discourage sharing problems by "shooting the messenger." To be 
really effective and to achieve high team performance, project managers 
must build trust by knowing their team members better in terms of who 
they are and what their problems might be. They must dig beyond surface 
indicators such as reports, schedules and budgets. 

To enhance trust within the project team, project managers must find 
out how effectively the team is working together and what are the inter- 
personal, organizational and technical problems. They must show and ex- 
press confidence in their team members and be completely open about 
why and how important decisions are made.3 Such actions demonstrate 
that the project managers value their team members. They must get to the 
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heart of the issues and talk about what is really going on in the project 
team. They must take time to become familiar with team problems in or- 
der to solve them. Such actions demonstrate that the project manager 
cares for the project team and therefore fosters the development of trust 
in interpersonal relationships. 

Trust is also necessary to ensure successful leadership.3 Following are 
some ideas that can be used by the project managers to develop trust with- 
in the project teams.4 

Model the desirable level of trust on the team. 
Be consistent in words and actions. Project managers must "walk their 
talk.'' It demonstrates their integrity. Generally team members trust their 
project managers to act in a predictable manner. 
Encourage friendly working relationships among team members. Friend- 
ship leads to trust. People that like one another normally develop mutu- 
al trust and rapport. 
Ask direct questions about trust, such as "How much do we trust each 
other?" or "What can we do to improve our level of trust?" 
Create an environment that encourages interaction. Ensure that all team 
members have the opportunity to participate, listen and contribute. 
Encourage genuine respect for each other positively. The team environ- 
ment should demonstrate genuine consideration for all team members. 
Interruptions, domination in meetings, and personal attacks should be 
discouraged. 
Use widwin negotiation strategies. It shows openness and willingness to 
compromise that leads to development of trust. 
Support the discussion of sensitive topics. Project managers should not 
shut out sensitive issues and people who bring up such issues should be 
supported. 
Reward excellent performance and confront poor performance. This 
will ensure accountability for performance. If a project manager is un- 
able to confront poor performance, it demotivates others, and team 
members feel you are not doing your job effectively. 
Be open about issues that affect the team. This shows care on the part of 
project manager. A project team in charge of its own destiny builds com- 
mitment. 
Table 5.1 summarizes ten key factors for developing trust within the 

project team.' 
Trust is very important in a project environment. Because of the diverse 

mix of team members from cross-functional departments, there is a sig- 
nificant level of informality in a project environment. Project teams in 
such environments can produce high performance through mutual trust, 
rapport and open communication. It should be emphasized that trust is 
very delicate and should not be tinkered with because once trust is bro- 

202 
Managing the Project Team 



Table 5.1 Ten Key Factors for Developing Trust 

TRUST IS A KEY TO HIGH PERFORMANCE GUIDELINES 

1. Model the desirable level of trust 
2. Walk the talk 
3. Encourage business relationships and interaction 
4. Address questions to enhance trust 
5. Demonstrate genuine respect and consideration 
6. Use winlwin strategies 
7. Support sensitive issues 
8. Reward excellent performance and use positive reinforcement 
9. Confront poor performance without raising defensiveness 

10. Be open about issues that affect team performance 

ken, it is hard to win it back. However, one must try to regain it by using 
the following strategies: 

Communicate openly to establish how and why it happened. 
Give up ego and try to see things from other person's point of view. 
Admit your mistakes (to err is human). 
Try to find out how the situation can be mended. 
The risk of managing a project with lack of trust is very high. There- 

fore, every effort should be made by the project managers and all project 
participants to develop mutual trust because it leads to effective commu- 
nication, better working relationships, winlwin negotiating and effective 
conflict resolution. 

Team motivation 
There is no exercise better for the heart than reaching out and lifting people up. 

-Anonymous 

Project teams are comprised of team members with diverse backgrounds, 
norms, expectations and individual objectives. The overall success of the 
project depends upon the level of motivation that determines the com- 
mitment level of the project team. Motivating in a project environment 
means creation of an environment to meet project objectives while gaining 
maximum self-satisfaction about what people value the most. Project 
managers must themselves be motivated and also must be able to moti- 
vate their project team and other project stakeholders to achieve high per- 
formance. This section deals with team motivation and highlights major 
driving and restraining forces in motivating the project team. 

About team motivation. Project success is dependent upon the com- 
bined performance and productivity of team members. Most project team 
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members want job satisfaction, a challenge in work (in which they can 
take pride), a sense of accomplishment, achievement and growth while 
getting enough financial compensation and other rewards and recogni- 
tions they feel are important. It is well recognized that satisfied project 
team members will generally do their best and produce quality results. 
Therefore, project managers must understand the dynamics of change, 
and human behavior, and continually motivate their project team mem- 
bers. Most project team members feel that few things are more satisfying 
in life than belonging to a really successful team. General theories of mo- 
tivation as discussed in Volume 2 of this series, Human Resource Skills for 
Project Managers, are valid and applicable to team motivation as well. 

Project managers can stimulate creativity in team members by using a 
combination of project management techniques, total quality management 
approach, and motivational tools. However, the overall project climate 
and leadership can influence overall team motivation more than motivat- 
ing team members as individuals only. Project managers must be aware of 
the values in which winning teams believe, so that special attention can be 
focused on creating an atmosphere conducive to motivate project team 
members and nurture these values. Some of these values are: 

Pride in performance 
Loyalty to the success of the organization 
Teamwork through cooperation with other members 
Self-discipline and accountability for behavior 
Dedication through a willingness to work hard 
Tnrst through building honest relationships with other members 
Credibility by being consistently accurate and honest 
Dependability by being there when needed, especially in the tough times. 
Driving and restraining forces. Throughout the project life cycle, there 

will always be driving forces that push the project towards success and 
some restraining forces that may induce failure. In a steady state environ- 
ment, the driving and restraining forces are well balanced. The formal 
analysis of these forces is commonly referred to as force field analysiss 
and can be used to monitor the project and project team's performance, 
effectiveness of team building, and measure the sensitivity of proposed 
changes. ~ u ~ a n ~  et al., conducted studies in force field analysis and ob- 
tained information in several areas. Personal drives, motivation and lead- 
ership were found to be very important in all project life cycle phases be- 
cause they provide the strongest driving forces, and represented important 
attributes of the project manager and the team members. Lack of these 
factors was found to increase the restraining forces leading to project 
problems and failure. Table 5.2 shows the driving and restraining forces 
that may influence team m~tivation:~ 
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Table 5.2 Driving and Restraining Forces in Team Motivation 

DRIVING FORCES 

Good interpersonal relations Desire to achieve 

Expertise Common goals 

Clear role definition Challenge of project 

Project visibility and profile Rewards and recognitions 

Agreement and distribution Participation 
of work 

Good learning climate Mutual trust and respect 

Integration of team and 
project objectives 

RESTRAINING FORCES 

Poor team organization Communication barriers 

Poor leadership Uncertain rewards 

Uncertain objectives Resistance to project 

Low visibility of the project Little commitment or 
ownership in project 

Team members overloaded Limited prior team experience 

Unequal talent distribution Lack of encouragement for 
new ideas 

Project managers should try to increase the intensity of driving forces 
to optimize the level of team motivation, while controlling or reducing 
the restraining forces in order to keep the project team motivated. 

After analyzing the driving and restraining forces, project managers can 
use following guidelines to motivate their project teams: 

Present the challenges 
Encourage competition 
Encourage and provide professional development 
Provide an open, flexible and supportive environment 
Create an atmosphere of mutual trust and respect 
Emphasize the importance of synergy 
Give regular reviews and feedback. Positive reinforcement and feedback 
motivates people. 
Use the team reward system. 
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Recognize individual differences and capitalize on diversity. 
Don't ignore money. 
Project managers should use the VIP approach to motivate team members: 
V = Validation (explain why things must be done) 
I = Information (provide access to all relevant information) 
P = Participation (involve team members in developing solutions and 

making decisions). 
Team motivation has a very strong overall influence on project success 

and is an important factor in all phases of the project. Team motivation 
has been found to be a very strong driver and, if lacking, can become a 
strong restraint in team performance. Figure 5.2 shows motivational tech- 
niques in a nutshell. 

Managing Team Morale 
Morale determines attitude-it is a little thing that makes a BIG difference. 

-Anonymous 

To manage projects effectively under time, cost and quality constraints, it 
is essential that the morale of the project team remain high throughout 
the project life cycle. A project team with high morale has a strong sense 
of shared purpose, direction, and a commitment to peak performance. 
The project manager must do everything possible to combat negative 
sources that may lower the morale of project team members. Since morale 
is a complex, dynamic behavioral variable, most project managers want 
to address the issue of team morale but are uncertain how to do so. 
Morale can be viewed as the mental attitude of either an individual or the 
team with regard to the project function or task. 

Key factors of team morale. In essence, the level of team morale is a 
function of four key factors: the job itself (a sense of the job's impor- 
tance), the project team, project management practices, and economic re- 
wards and recognition. Positive morale results from a positive attitude in 
all these areas. 

Robert Levering, in his book A Great Place to Work, points out that high 
morale, in some projects, is related to the pride in what project participants 
do (the job itself), enjoying the people you are working with (the project 
team), and trusting the people you work for (in terms of project leadership, 
project management practices, economic rewards, and re~ognition).~ 

Recommendations for managing team morale. There are several 
ways to improve team morale. Most of these approaches emphasize the 
importance of understanding and appreciating the needs and objectives of 
the team members, which influence their behavior. Before project man- 
agers can start to improve morale, they should review the four areas of 
morale mentioned earlier and follow these recommendations for develop- 
ing the best attitudes among project team  member^.^ 
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Figure 5.2 Motivational Techniques in a Nutshell 

Manifest confidence when delegating 
(helps build mutual trust) 

Open communication 
(increases mutual understanding and respect) 

Tolerance for failure 
(develops creativity) 

Involve project participants 
(increase acceptance and commitment) 

Value the efforts and recognize good performance 
(what gets rewarded, gets done) 

'"3 

fi5 Align project objectives to individual objectives 
.g,7:E ,+%, (people are eager to satisfy their needs) 

Trust your team members and be trustworthy 
(vital for motivation) 

Empower project team members appropriately 
(especially for decision making and implementation) 

Sense of job importance. Project team members must feel a sense of 
meaning and importance in their job, challenge in the work and a feeling 
of accomplishment. This includes: 

Job Importance. It has been said that people do not fear extinction; they 
fear extinction without meaning. An opportunity to do something of val- 
ue on a project that can be appreciated for years to come, is a powerful 
motivating factor. Because work is an important source of meaning and 
personal identity, an appropriate match of the person to the job itself can 
have a significant impact on m ~ r a l e . ~  Project managers should take every 
possible step to match job requirements to the attributes of individual 
team members. They must consider the interests, skills and goals of team 
members because the success of the project depends mainly upon placing 
the right people in the right job. 
Job Challenge. A challenging project assignment helps maintain the team 
member's interest, keep job skills current and increase productivity.10 
Management should look for opportunities to provide challenges when 
doing performance appraisals and planning because tackling new and ex- 
citing tasks stimulates an individual's interest, improves skills and creates 
a more flexible contributor. To provide job challenge, project managers 
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should encourage team members' involvement in the decision-making 
process by using task forces, employee committees, and quality improve- 
ment teams. 
Job Accomplishment. A sense of accomplishment based on competent 
performance also increases the morale of project team members. Project 
managers can ensure high productivity by providing good planning (in- 
cluding mission and goals based on shared values), organization, alloca- 
tion and coordination of resources, and leadership practices. Project 
leaders should act more as coach and coordinator, rather than as bottle- 
neck and enforcer. Key roles of an effective leader are to challenge the 
process, inspire a shared vision, enable (facilitate) others to do their best, 
encourage the heart, encourage new ideas, and stimulate creativity.ll 
System for monitoring and control. Project management and team man- 
agement require simple but effective reporting and control systems. Em- 
phasis is on keeping the proper records and documentation, maintaining 
order, making timely and sound decisions, and seeing plans through to 
completion. Project managers should emphasize team members' involve- 
ment in monitoring and designing corrective actions to ensure ongoing 
quality control, achieve total quality management and achieve key pro- 
ject objectives within constraints. 
Teamwork. Teamwork among project participants or stakeholders (ex- 

ternal or internal) is a key attitude to improving morale. It includes a 
sense of team pride, good relations among team members, and a spirit of 
teamwork among all project stakeholders. 

Previous chapters have covered in detail the concepts and techniques of 
team building, team motivation, team leadership and team decision-mak- 
ing. Here's a brief description of how these three areas relate to the im- 
portance of sustaining high morale: 

Team pride. The project team determines the standard of job perfor- 
mance and can have a significant impact on the productivity of individ- 
ual team members. Wlth team pride, team members believe in the capa- 
bilities of the project team that results in increased enthusiasm and 
energy to perform. Help build team/group pride by providing group re- 
wards, setting professional standards of behavior and work ethics, and 
assigning complete tasks to work groups. For example, AT&T imple- 
mented work design changes in core job dimensions on a project, such 
as variety, autonomy, feedback, challenge, meaning and task, and iden- 
tity. These changes resulted in cost savings as well as improvements in 
efficiency, worker attitudes and turnover. 1 2 9 1 3  
Good relations among team members. Social needs (especially on pro- 
jects with longer durations) are very important. The project manager 
should not overlook satisfying the social needs of project team members. 
Some constructive ways to meet social needs are orientation training for 
new team members, regular progress meetings, quality circles, and a 
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willingness to help employees with job related problems. Other strate- 
gies that address social needs are lounge areas, ride-sharing to and from 
work, picnics, holiday parties, and athletic teams. 

Communication needs are closely related to social needs. Communi- 
cation problems cause frustration, low morale and reduced productivity. 
Where employees want to get information could be very different from 
where they actually do get information (see Figure 5.3). The project 
manager can increase communication with and among team members 
through small group meetings and the involvement of top management. 
They should decrease dependence on the grapevine and spreading of ru- 
mors that may have negative impact on team morale. 
Teamwork. As mentioned earlier, project managers' success depends 
upon the performance of the project team. Teamwork ensures an energy 
output greater than the sum of the efforts put in. Harmony increases hu- 
man energy, discord decreases energy. Therefore team spirit leads to cre- 
ation of energy. Project managers can encourage effective teamwork by 
using examples and reinforcement. Project leaders should themselves 
behave cooperatively and reward team members who help their co- 
team members. If project managers are self-centered, protect their own 
interests and ego, and go after personal rewards and credits rather than 
caring for the project team, they will discourage teamwork, reduce em- 
ployee morale, and reduce overall productivity and quality. 
Management's concern about employee welfare. To increase project 

morale, especially where the project manager may have only limited au- 
thority over the policies for the whole organization, management must 
show it cares about all employees, including those working on projects. 
This can be done through: 

Management fairness. Employees expect a just reward for their contri- 
butions and fair treatment for their efforts. If employees are treated fair- 
ly, they sustain a high level of productivity and commitment to the orga- 
nization.14 Project managers who involve team members in making 
decisions promote democracy and dignity. Participation leads to involve- 
ment which in turn leads to ownership and finally to commitment. 
Organizational goals. When the individual's and the organization's 
goals are in conflict, morale and performance fall. Management should 
try to set goals with input from employees. On a project, the basic pro- 
ject goals are already set by top management or a client but the project 
manager can still set short-term goals with input from project team 
members. Genuine goal incongruence, on the other hand, must be ad- 
dressed. If it persists, the manager must be willing either to incorporate 
the individual's goals, or begin the process of disassociation of an in- 
compatible c o n t r i b ~ t o r . ~ ~  
Management concern. If management fails to show concern for the 
welfare of people working on a project, dissatisfaction will increase and 
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Where they want to get Where they actually get 
information (in rank order) information (in rank order) 

1. Immediate supervisor 1. Immediate supervisor 
2. Small-group meetings 2. Grapevine 
3. Top executives 3. Employee handbook 
4. Employee handbook 4. Bulletin boards 
5. Orientation programs 5. Small-group meetings 
6. Regular general employee 6. Regular general employee 

publications publications 
7. Annual business report 7. Annual business report 

to employees to employees 
8. Regular local employee 8. Regular local employee 

publications publications 
9. Bulletin boards 9. Mass meetings 

10. Upward communications 10. Unions 
programs 1 1. Orientation programs 

11. Mass meetings 12. Top executives 
12. Audiovisual programs 13. Audiovisual programs 
13. Unions 14. Mass media 
14. Mass media 15. Upward communications 
15. Grapevine programs 

Source: Where Employees Go for Information" by Selma Friedman. Adminisbarivs Management. Sspr 1981. 

Figure 5.3 Where Employees Go for  Information 

job performance will decrease. Lack of trust, respect and loyalty char- 
acterize this relationship. Managers and employees then fail to listen 
to each other and everyone protects hislher own interest with little re- 
gard for organizational success. 
The most effective and least expensive way to promote concern for em- 

ployee welfare is to cooperate meaningfully in day-to-day contacts related 
to work problems on and off the job. A willingness to listen, talk and 
demonstrate sincere responsiveness to each other increases the morale and 
job performance of management and project teams. 

Team rewards and recognition. Project teams thrive on rewards and 
recognition that act as very effective positive reinforcement. Recognition 
is one of the most important motivational tools. Professionals look for 
challenges and expect appropriate rewards and recognition when they 
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meet those challenges successfully. It is important to understand how and 
why giving proper rewards and recognition motivates team members and 
how this approach increases performance and contributes to positive re- 
inforcement. 

Rewards and recognition-a positive approach. Project managers score 
high when team goals and project goals are accomplished and team per- 
formance is appropriately recognized. There are many forms of recogni- 
tion, such as praise, opportunities for growth, and economic rewards. 

Rewards. In addition to acting only to correct significant deviations, 
project managers should not ignore the evidence that rewards strengthen 
desirable behavior.16 The project manager should not take high perfor- 
mance as guaranteed and assume it will continue indefinitely unless it is 
positively reinforced with proper rewards in a timely manner. The most 
obvious reward would be pay, but it is only the tip of the iceberg. Project 
managers often control and therefore should use a number of other re- 
wards such as praise, desirable work assignment, status symbol, promo- 
tion, awards could be in front of peers to inspire others and not turn them 
off, and special rewards (such as conferences or other training or travel 
opportunities). 

To influence human behavior to achieve high productivity, desirable 
performance needs to be reinforced in order to strengthen it and reduce 
the likelihood of it turning into undesirable behavior. 

Recognition. One of the most powerful forms of recognition is praise 
and therefore the importance of praise in a project environment should 
never be overlooked. Along with praise for good performance, recogni- 
tion may also encompass giving an opportunity to identify and correct 
poor performance. It is counterproductive to approach someone on the 
project team with "Well, you screwed up again!" On the other hand it is 
constructive to lead the project team members to realize their mistake, to 
induce them to think harder about their task and to decide for themselves 
how their performance can be improved.17 

Some managers use praise effectively, others use it poorly or not at all. 
Figure 5.4 shows some typical behaviors of project leaders that lead to ef- 
fective or ineffective use of praise.1s 

Rewards versus reinforcement. Some project managers are often unclear 
about the difference between these two terms. A reward is an event that a 
person finds desirable or pleasant. How a reward acts as a reinforcer, is 
subjective to the individual. For example, a project manager who praises a 
particular team member, for doing a particular task that no other team 
member could do, may believe that it would reinforce desired behavior 
and also inspire other team members to do better. But later, the project 
manager may learn that the particular team member was not treated in a 
friendly manner by other team members and therefore that team member 
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Figure 5.4 Using Praise Effectively-Where will You Be? 

Praise Given When Earned Rewards The Giver As Well As The Receiver 

Source: Paul C. Dlnsmom and Manual M. Bmitsz 1993. Thallenges in Managing Inletnational FTojsct.,' in AMA Handbookof 
PRojectManagemenc Paul C. Dlnsmore, ed., New York, NY: AMACOM, pp 463.164. By permission of the publisher. 

may shy away from consistently high performance. To qualify reward as a 
reinforcer, it must increase the frequency of the behavior it follows. 

Enhancing performance through reward system. The main idea of re- 
warding someone for a job well done is to create positive reinforcement 
that should further enhance the performance. However, increased perfor- 
mance will only happen if the reward is regarded as fairly important by 
that person. It should also be noted that relative importance of the needs 
and rewards may change with time, experience and circumstances of the 
individual. Like other employees, in addition to promotions and mone- 
tary rewards, individuals working on a project team view seminars, con- 
ferences, profit sharing, opportunities to engage in challenging assign- 
ments and the achievement of challenging goals (positive reinforcement) 
as rewards.19 

Effective lneff ective 

Project leaders who think it's Those who are insensitive to the 
important to help people feel good needs of others. 
about themselves. 

Project leaders who give periodic Those who think praise is improper 
praise to team members for for persons who meet, but do not 
meeting job requirements. exceed, job requirements. 

Project leaders who understand Those who only look for what is 
people respond better if praised being done wrong and consistently 
for what they do well than if give only negative feedback. 
criticized for what they do wrong. 

Project leaders who give sincere Those who are insincere and 
praise for reasons the receiver only use praise (as lip service) 
can understand (i.e., be specific). to get something they want. 

Project leaders who praise Those who do not go to the 
teamwork but also recognize trouble to reward teamwork or 
individual contributions to identify individual contributions. 
final results. 
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Another reward often used in a project environment is banking time 
off. Banking time off can be used as an effective reward system to meet a 
tight project schedule. Some key members of the project team may end 
up working much harder and should be allowed to bank time off that can 
be used for extended vacations, etc. However there should be a mutual 
understanding that very long vacations will not be taken to avoid a signif- 
icant negative impact on the overall productivity and project schedule. 
Project managers should provide guidelines about how much time can be 
taken off consecutively during slack time and for how long can employee 
retain hislher banked time. 

Two other contemporary reward systems include skill-based pay, and 
flexible fringe benefits.19 However, these are more applicable in an ongo- 
ing operation rather than in a project environment. 

People feel motivated if they are valued and their level of motivation 
depends upon the values placed by their senior management, project man- 
agers and other team members. However, many people feel that this val- 
ue can only be demonstrated by the rewards given to them. 

Is money the only motivator? Project managers must not ignore the 
value of money. Money is by far the most important aspect of any reward 
system but wide and unfair ranges in the pay structure can actually demo- 
tivate team members. It is hard to build effective teams when team mem- 
bers feel that they are paid relatively less than their counterparts in the 
industry or certain "stars" are overpaid. It is important that all team mem- 
bers are paid fairly based on their skills, talents and contributions to pro- 
ject objectives. It is well to remember the old clich6-"you get what you 
pay for and if you pay peanuts, you get monkeys." 

Money however is not the only effective reward. There are several oth- 
er subtle "perks" that can be included into a reward package. The list can 
be endless but significant components of a reward system may include:19 

Private office, an office with a carpet and/or a door 
Use of a company car 
Assignment of a secretary 
Reserved parking space 
Flexible work schedule 
Opportunity for telecommuting (if desired) 
After hours educational reimbursement 
In-house training opportunities (to give and get training) 
Stock purchase options 
Holidays and vacation benefits 
Additional health and life insurance at cheaper rates. 
Some of above benefits may be a part of an organizational standard 

benefit plan; others can be implemented for selected projects as requested 
by the project manager. 
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Although the use of cash incentives to reward outstanding individual 
performance is desirable, it can have negative impact if implemented with- 
out team consensus. Instead, team incentive rewards are more effective- 
motivators. Unfortunately, few organizations have the procedures or 
funds to implement financial incentives, but exceptions can be made for 
high profile and highly profitable projects. In general, project managers 
should use public recognition and outstanding meritJperformance reviews 
as rewards. A good rule for the project manager is to give the project team 
all of the glory possible during the life cycle of the project; as there may 
be little left at the end. Good project managers realize that they can only 
shine if their team members shine. 

There are strengths and weaknesses of any reward system. Project man- 
agers, with the help of the human resource department, must evaluate 
each system before implementation. 

Before dramatic improvements in project team performance can be 
achieved, the project manager should review the morale of team members 
based on the four key ingredients: the job itself, the project team, man- 
agement practices and team rewards and recognition (economic and oth- 
ers). Any necessary corrections should be implemented to build a loyal, 
satisfied and productive project team that is committed to do its best and 
meet the project objectives throughout its life cycle. 

Team Leadership 
Real leaders are ordinary people with extraordiilary results. 

-Anonymous 

Teamwork is the by-product of good leadership. Good leadership makes 
everybody's work more effective and therefore more rewarding. Project 
leaders must foster an environment where team members are involved, 
have job satisfaction and mutual trust. They must stimulate the drivers 
and minimize the barriers in order to develop effective project teams hav- 
ing a high degree of mutual trust and willingness to share information 
readily and openly among team members. 

What leadership is and what i t  is not 
In general terms, leadership is an ability to get things done through others 
while winning their respect, confidence, loyalty, willing cooperation and 
commitment. Respect and trust rather than fear and submission are the 
key elements of effective leadership. It involves focusing the efforts of a 
group of people towards a common goal and enabling them to work as a 
team. Leadership is getting people to do things for you even when they 
don't work for you. A leader should be directive in a democratic way and 
should enhance and complement efforts of individuals on a project team. 
The leader is not one person dominating another or a group of people. 
The project leader is the focal point who acts as required and provides ad- 
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Figure 5.5 Project Life Cycle vs. Leadership and Management 
Skills 
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throughout the project life cycle. 
In simple terms, project leaders focus on the right things to  do whereas 

project managers emphasize doing the things right. Leadership and man- 
agement skills needed for different phases of the project life cycle may 
change as the project progresses through its life cycle as shown in Figure 
5.5. Project leadership is essential during the planning phase of the project 
to ensure smooth sailing during the producing phase of the project.20 

The keys to leadership 
When you cease to dream you cease to live. 

-Malcolm S. Forbes 

Achieving the goal or final aim is the ultimate test of leadership. The first 
and the most important responsibility of a leader is to define the objective 
in order to focus and achieve concerted team work. Also, no one will fol- 
low a team leader who does not know where he or she is going, because 
"A blind man leading a blind man results in both falling into a ditch." 
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Once the team's tasks are settled and the team is accepted, individuals can 
go to work and contribute according to their strengths and skills. To be ef- 
fective, goals and goal setting process should be agreed upon with team 
members. Project leaders should use SMART approach for setting goals if 
goals should be Specific, Measurable, Attainable (realistic but challeng- 
ing), Results-oriented and Rewardable, and Time-bounded. 

The leader must ensure that individual team members feel that their 
taskslefforts are making an appreciable contribution to the team's overall 
performance. Three key elements to team leadership are: 

The core responsibility of a leader. This combines three elements in a 
project-the task, the team and the i n d i v i d ~ a l . ~ ~  To fulfill the three areas 
of responsibility, project team leaders must perform certain key functions 
by themselves or through delegation or sharing. Some of the general func- 
tions that the project team leaders must perform are: 21 

Visioning and strategizing. Developing a shared vision and deriving 
goals and objectives to realize the vision; seeking and analyzing all exter- 
nal and internal information; developing the strategies and goals with the 
project team; preparing a workable plan and implementing it by using a 
right decision-making framework. 

Communicating and building trust. Creating openness in communica- 
tion; communicating project plans and giving new information to the 
team to keep them informed and updated on a regular basis; receiving in- 
formation from the team, summarizing suggestions and ideas clearly and 
communicating to appropriate team members for action and follow up; 
building trust by showing confidence in team members in terms of gener- 
ating new ideas and problem solving; empowering the project team to an 
appropriate level. 

Team building. Developing effective project teams; briefing the project 
team on its aims and plan with explanation on why these are necessary; 
setting team standards and performance measurement criteria; getting the 
tasks done according to the organization's overall policy and various con- 
straints; inspiring high team performance and managing team morale 
throughout the project life cycle. 

Influencing. Influencing top management, client and other stakehold- 
ers; communicating effectively and keeping discussion relevant; develop- 
ing an appropriate power base, balancing total power and skillful and 
thoughtful application of power; managing project politics effectively. 

Supporting. Expressing acceptance of persons, their ideas and their 
contributions; encouraging teamslindividuals, recognizing and rewarding 
teams and individuals; creating team spirit; relieving tension with humor; 
reconciling disagreements and resolving conflicts using a win-win strategy. 

Evaluating/monitoring. Checking the feasibility of an idea; testing the 
consequences of a proposed solution; evaluating team performance; help- 
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ing the project team to evaluate its own performance against standards 
and achieve its best. 

The three main areas of responsibility of a team leader include achiev- 
ing the task, developing individual team members, and building and in- 
spiring the project team. 21 

It must be emphasized that the project team leader is accountable for 
all three areas of responsibility, even if some of the functions are delegat- 
ed to team members. The team leader's range of function is normally 
much wider than that of any team member. It must be remembered that a 
project team manager can be appointed but a project team leader's ap- 
pointment has to be ratified in the hearts and minds of team members. 

For building and maintaining effective project teams, the project team 
leaders must take time to understand individual team members as persons 
both in terms of what they share in common and what differentiates 
them. If team leaders give to their team members proper respect and trust, 
real challenges and responsibilities together with a degree of indepen- 
dence and encouragement to be creative and innovative, then the team 
members will reward their leader with their best. On the other hand if 
team leaders treat team members as statistics, numbers and things, they 
will respond with no spark of enthusiasm, or ounce of initiative, and will 
lack conviction and commitment to the team's goals and objectives. They 
will not discover through their team leader that "I am larger and better 
than I thought." 

Praise and criticism. Another important factor associated with team 
leadership is the creative use of praise and criticism. Both are important at 
the right place and at the right time. For high achievers and those who take 
pride in their work, judicious praise and recognition for a job well done 
will result in positive reinforcement leading to even better performance. 

However, it should be remembered that praise is not a substitute for 
money or financial incentive because praise alone does not fill an empty 
stomach. But it still meets a very basic human need. On the other hand, 
criticism, given firmly and tactfully in a positive and constructive manner, 
should not only improve standards and point to weak areas but should 
also strengthen mutual trust and respect. It will show that the team leader 
cares about the job quality, team's performance and the importance of in- 
dividuals' contribution to their maximum potential. 

There are some thought-provoking proverbs about praise and blame 
(see Table 5.3) that can be used by team leaders depending upon the situ- 
ation and their own personality.22 They highlight the importance of giv- 
ing and receiving praise that is like oxygen for the human body. 

It is often unfortunate that both team leaders and members have diffi- 
culty in giving and receiving praise in an effective manner. 

Honesty and integrity. "Basic goodness" in the moral sense is the foun- 
dation of leadership. Honesty, integrity, sincerity, moral courage, justice, 
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Table 5.3 Praise and Blame: Some Proverbs 

An honest man is hurt by praise unjustly bestowed 
Too much praise is a burden 
I praise loudly, I blame softly 
Our praises are our wages 
The most pleasing of all sounds-that of your own praise 
Be sparing in praise and more so in blaming 
Praise a fool and you water his folly 

Praise is always pleasant 
Praise makes good people better and bad people worse. 

and fairness all lead to better and more effective teams. If both team mem- 
bers and team leaders have these qualities, then project team energies can 
be spent on accomplishing the tasks, goals and objectives and not on in- 
fighting, politicking, back-stabbing, mutual suspicion, intrigue and de- 
structive criticisms, all of which lead to an unpleasant and unhealthy at- 
mosphere that is not conducive to nurturing any team spirit. 

The principles of leadership sound simple, obvious and commonsensi- 
cal but practicing them is not easy. The three responsibility areas men- 
tioned earlier should serve as a good guide to understanding relationships 
between the tasks, the individual team members and the team. An appro- 
priate use of praise and criticism leads to positive reinforcement and high- 
er performance level of the team as a whole. An effective team leader 
must be able to create a true team spirit and an environment that is con- 
ducive enough to encourage everyone to work together and help each oth- 
er win by using the basic values such as mutual trust, respect, honesty and 
integrity, etc. A team leader must make demands on himself or herself be- 
fore making demands on team members. 

Teamwork is no accident, it is the by product of good leadership. Fig- 
ure 5.6 shows important factors to inspire a high team performance on an 
ongoing basis. 

Common leadership styles 
Leaders are like eagles, they don't flock, you find them one at a time. 

-Anonymous 

Like team management styles, there are also some team leadership styles 
that are commonly used in a project environment. Although some of these 
leadership styles have similar characteristics to those in management 
styles, yet it should be remembered that leadership focuses on effective- 
ness (doing the right things) where managership focuses on efficiency (do- 
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Figure 5.6 Guidelines for Inspiring High Team Performance 

A - Identify a shared vision 

- Nurture creativity and innovation through effective 

$%? - Share responsibilities and success 
v -? 
f@%& - Prepare an action plan using participative style 
f ** 
f l  - Improve communication and trust within the project 

team 

FWZf - Reward and recognize good performance 
m 3 

- Enable others to do their best and help each other 
3 win through facilitation 
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ing the things right). Successful project managers should also have leader- 
ship skills. They should be able to modify their leadership styles according 
to the situation. Five commonly used team leadership styles are autocrat- 
ic, consultative/autocratic, consensus, shareholder, and shared/collabora- 
tive leadership. 23 These styles are described in Chapter 3. 

To be successful in a project environment, the concept of shared leader- 
ship is very effective.23 Shared leadership is more than just participative 
management. It involves giving as much autonomy to the project team as it 
can accept. The project managers are willing to forego some of their au- 
thority and power to control and share these with the team members. They 
are willing to let project teams take on as much leadership as possible. 

Shared leadership challenges project team members and encourages 
them to actively pamcipate in problem solving and decision-making; which 
leads to more and wider acceptance, and hence to stronger commitment in 
implementing decisions and solutions. In such cases, project teams accept 
responsibility for the success or failure of the project. Successful project 
managers tend to use shared leadership approach because it offloads some 
of their workload and creates a real team spirit. Project team members take 
the ownership of their tasks that is critical to successful empowerment. 

Like general management, the modern view of project management has 
changed significantly. Modern project managers solve problems collec- 
tively and encourage most project stakeholders to contribute to develop- 
ing solutions and action plans. In this context, a modern project manager 
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is more like a coach, a facilitator, developer and a team buildetZ4 Like a 
coach of a football team, the project manager should develop effective 
project teams and inspire high performance. They must develop a shared 
leadership with the project team members, client and other major stake- 
holders to achieve maximum human synergy to be winners. 

As the project team members mature and become more committed, 
shared leadership becomes more effective because it involves empowering 
the project team. The concept of empowerment and Self-Motivated Pro- 
ject Teams is discussed in the next chapter in more details. 

According to  levi in?^ the key to effective leadership is to be aware of 
your dominant leadership style and being able to modify that style de- 
pending upon the leadership situations and other associated factors. 
Slevin also developed a leadership model and a diagnostic tool-the Jer- 
rel/Slevin Management Instrument, which can be used to provide feed- 
back to managers regarding their management styles.26 

Effective team leadership is vital for high team performance. It is aimed 
to create an environment where all team members are professionally chal- 
lenged, feel involved, satisfied, and valued. It leads to high degree of mu- 
tual trust that leads to effective communication, better working relation- 
ships, increased motivation, higher morale, and stronger commitment to 
achieve high performance. 

It is important to recognize that there may be a slight difference between 
the team manager and team leader, but both are essential to achieve high 
team performance. The team leader must combine the elements of achiev- 
ing the task and building and maintaining the team, while at the same time 
encouraging the creative and innovative potential of project team members. 
Effective team leaders must be able to change their leadership styles to suit 
the project participants and project organizational climate. 

Roles and responsibilities of leaders 
Leadership is making people do what they don't want to do, and like it. 

-Harry S. Tmman 

The roles of team leaders are undergoing a radical change. Successful 
team leaders must be able to pass on to the team the responsibilities tra- 
ditionally held by team managers or supervisors. They must establish team 
boundaries and then manage these boundaries effectively by using coach- 
ing and facilitating skills. 

The traditional manager vs. the team leader. Traditional project man- 
agers plan, organize, direct, and control the project activities whereas 
team leaders set the vision, establish mission, set directions, align people, 
and motivate and inspire team members. The emphasis has shifted from 
control and command to freedom and collaboration. 

In addition to the three attributes of successful leaders suggested by 
Posey and Klein-creating mutual trust and respect among the leader and 
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team members, making sure that the job gets done, and providing leader- 
ship in getting problems resolved27 -leaders in self-managed work teams 
should have these characteris t i~s:~~ 

Focus less on tasks (the work) and more on relationships (the process) 
Design and develop work process rather than simply monitoring work 
operations 
Work on developing the whole team rather than individuals. 
Regardless of organizational structure-teams or no teams, empow- 

ered or not-goals have to be accomplished through planning the activi- 
ties, assigning responsibilities and allocating resources. The role of team 
leaders expands beyond the immediate accomplishment of the task. 

In Fisher's terminology, traditional managers act more like sheep 
herders: they focus on the task, activities, procedures, and policies and 
supervise the team by following behind team members. On the other 

. hand, team leaders act like shepherds, developing the team members at 
personal and professional level through training, focusing on the process 
and work environment, leading by staying in front of the team members, 
creating more leaders, removing bottlenecks and obstacles, solving prob- 
lems, encouraging independent thinking and creating self-relian~e.~' 

Although traditional managers may get the job done, there are two ma- 
jor problems with their role as sheep herders:28 First, it's inappropriate 
because self-managed teams are looking for more autonomy and sense of 
accomplishment. Secondly, it creates (though unintentionally) an organi- 
zational culture characterized by low risk-taking, initiative and tolerance 
for failure and thus discourages creativity and innovation. 

Qualities of successful leaders. Leaders must have an ability to com- 
municate the vision clearly and then inspire, motivate and support people 
to work towards the vision. There are twelve major qualities that make a 
team leader effective and successful. A leader:29 

Has a mission that matters (The secret of building charisma) 
Is a big thinker (The magnet that attracts others) 
Has high ethics (Builds trust with your followers) 
Is a change master (Creates the future) 
Is sensitive (Inspires loyalty) 
Is a risk taker (Expands the possible) 
Is a decision maker (Releases potential of team members) 
Uses power wisely (Needed to master influence) 
Communicates effectively (Forges productive relationships) 
Is a team builder (Maximizes people potential) 
Is courageous/energetic (Strengthens problem solving) 
Is committed (The clue to success). 
And, above all, a leader has a sense of humor! 
Self-Assessment Exercise E will help you determine if your team is a 

high-performance team. 
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Summary 
Real teamwork and effective team leadership are vital for inspiring high 
team performance. Effective project managers must be able to foster an 
environment where team members are professionally satisfied, involved 
and have mutual trust and respect. Effective team leadership leads to good 
morale, higher quality of information exchange, and the maximum po- 
tential of everyone involved in the project. 

Effective communication is the key to high team performance. Project 
managers must be able to coordinate and integrate the efforts of team 
members very effectively. Communication skills of project managers are 
becoming increasingly important because of overlapping areas of respon- 
sibilities, cultural diversity, scarce resources and changing priorities. Open 
communication among team members creates mutual trust, good working 
relationships, and better understanding. It clarifies roles, responsibilities 
and expectations of the project team members and facilitates conflict 
management. 

Project managers must encourage task and relationship openness, set 
clear priorities, goals and agreements, create a permissive environment, 
create partnership openness by respecting each other's opinions and ideas, 
and encourage innovations and creativity. They must give positive feed- 
back and positive reinforcement immediately for good performance. Also, 
they must confront poor performance without raising defensiveness by be- 
ing specific, staying with facts and being neutral. Project managers must 
be very assertive when dealing with poor performers. 

Trust and motivation are key factors for high team performance. Trust 
leads to effective communication, better working relationships, winlwin 
negotiations, and effective conflict resolutions. Project managers must de- 
velop trust within the project team by using practical ideas that include 
walking their talk, creating an environment that encourages interaction 
and interdependence; and expressing and demonstrating genuine and sin- 
cere care, interest and confidence in their team members. They must com- 
municate openly and act as coaches and facilitators to maximize creative 
potential of all team members. Every effort should be made by the project 
managers and all project participants to develop and maintain mutual 
trust with each other. 

Project managers must themselves be motivated and motivate their pro- 
ject team and other project stakeholders. They must be aware of driving 
and restraining forces to team motivation and key factors of team morale 
that include the job itself, the project teams, the project management prac- 
tices, and economic rewards and recognition. They must create an envi- 
ronment that nurtures high motivation, morale, and creativity to achieve 
high team performance. Trust leads to effective communication, motiva- 
tion leads to higher commitment, and team morale leads to top perfor- 
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Figure 5.7 Important Elements of Power to  Motivate 

P = I2R 
where 

p = Power to motivate others and feel motivated 

I = Involvement in making project plans and participate 
in making decisions to implement the plans I = Information access to relevant information to help 
do the project tasks effectively 

R = Reasons/Respect: Explain to people why they should 
increase their efforts and above all they must be 
respected for their efforts, initiatives and creativity 

mance on an ongoing basis; and all of these are vital for inspiring high 
team performance. 

High team performance is a by-product of effective team leadership. 
Effective project managers must be aware of the difference between pro- 
ject leadership (doing the right things) and project managership (doing the 
things right). They must be aware of strengths and limitations of various 
theories, models and various team management and leadership styles and 
apply them according to the project task, team members and overall situ- 
ation. They must use different leadership and management skills during 
different phases of the project life cycle. To inspire high team perfor- 
mance, project team leaders should use a shared leadership style that em- 
phasizes participative style, empowerment, and trust. 

In a nutshell the guidelines to INSPIRE a high team performance in- 
clude-Identify a shared vision, Nurture creativity through effective team 
leadership, Share responsibilities and success, Prepare action plan using 
participative style, Improve communication and trust, Recognize good 
performance, and Enable others to do their best and help each other win. 

Inspiring High Team Performance 
223 



About Self-Managed Work Teams 226 
What are self-managed work teams? 226 
Why SMWs? 228 
S M W s  vs. the traditional model 230 

Empowerment: A Key Element of SMWTs and SMPTs: m e  Self-Motivated 
Project Team) 232 
What is empowerment? 232 
Why empowerment 234 
Main variables of empowerment 235 

Fostering an SMPT Culture Through Empowerment 235 
Principles of empowering people 236 
Gaining and sharing power 237 
Main components of SMPT culture 239 
Changing organizational climate to foster SMPT culture 240 

Creating and Maintaining SMPTs 242 
Preparing for SMPTs 243 
Building SMPTs 247 
Facilitating SMPTs for success 251 

Leadership in SMPTs 256 
Roles and responsibilities of SMPT leaders 256 
Problems during transitions 260 
The values of SMPT leaders 260 
SMPTs and their leaders in a nutshell 262 
What's next for SMPTs? 262 

Summary 265 

224 Managing the Project Team 



It is easy to get good players, it is harder to get them to play 
as a team. 

4 a s e y  Stengal 6 
From Self-Managed Work 
Teams to Self-Motivated 
Project Teams 

s TRADITIONAL MANAGEMENT philosophies prove too slow and too 
unresponsive to meet global competition, organizations are striv- A, ng to be more flexible and adaptive. Progressive organizations are 

questioning not only organizational structures, but the basic paradigm of 
hierarchical work systems. To meet the challenges of accelerating change, 
projects are an effective management mode. 

The trend to "empower" the workforce has led to increased quality and 
performance. At the same time, workers have experienced more job satis- 
faction. In such a work environment, team members not only become multi- 
functional in the core skills, but also acquire leadership and interpersonal 
skills, which are the key to sustaining a Self-Managed Work Team (sMWT).' 

Managing a project is different from managing an ongoing organiza- 
tion. Projects involve short-term, crossfunctional team groupings, inten- 
sive learning curves and the need to focus on very specialized progressive 
objectives within specified constraints. In addition, it is essential to have 
one person responsible for managing all aspects of the projects and who 
interfaces with the client and other project stakeholdem2 Therefore, the 
SMWT concept in a project environment is not entirely satisfactory. Yet 
self-management is not only possible on projects, but desirable. 

Empowerment increases mutual trust among top management, project 
manager and team members. The project team becomes self-motivated. 
They may still need a team leader, but a mature team practically manages 
itself, within boundaries established by the project manager. Because self- 
motivation is such an important factor in the goal-oriented project envi- 
ronment, we call the resulting teams Self-Motivated Project Teams 
(SMPTs). These are similar to SMWTs in ongoing organizations, except 
that SMPTs must combine the valuable attributes of the SMWT with an 
attitude that satisfies the project environment in terms of project manage- 
ment process and constraints. rn 



About Self-Managed Work Teams 
When I started this business of teams, I was anxious to get it done and get back 
to my real job. Then I realized that, hey, this is my real job. 

-Ralph Stayer, CEO ofJohnsonville Foods 

People are basically social creatures; that's why we usually find it more 
productive and fun to work in a team than alone. A team can communi- 
cate with its external customers and suppliers in ways that would not be 
possible for individuals. 
An outgrowth of both the loss of worldwide competitive edge and the in- 
stitutionalization of change has been the new "lean and mean" look of 
business. Everywhere there is talk of budget cuts, eliminating the fat, flat- 
tening organizational structures, cutting overhead and using temporary 
help. There is increased pressure to become faster, more flexible, and in- 
novative, which can be achieved by implementing SMWT concepts. 

In this environment, team players are critical to success. As the number 
of people decreases while the volume of work and the standards remain 
the same, organizations will need people who do quality work the first 
time, pitch in to help others out, create a cooperative atmosphere, and 
challenge others to do the best job possible. All this can only be accom- 
plished through an effective teamwork, and this means building empow- 
ered teams and eventually creating self-managed work teams (SMWTs). 

The concept of SMWTs in a project environment is both questionable 
and desirable. It is questionable because of the nature of the project envi- 
ronment, where there are continuous deadlines and insufficient time to 
change organizational culture in order to create SMWTs. At the same 
time, it is desirable because it increases performance, adaptability, quality, 
and innovation, all of which are necessary to compete globally. Moreover, 
people working in a project environment are generally more self-motivat- 
ed and driven by project goals. A mature self-motivated team in a project 
environment (SMPT) is similar to an SMWT in an ongoing operation. 

What are self-managed work teams? 
The best way to get a good idea is to have lots of ideas. 

- Linus Pauling 

Definition: A SMWT is an intact group of employees who define their 
own goals and formulate plans to achieve those goals. They take day-to- 
day responsibility for managing themselves and their tasks with a mini- 
mum of direct supervision. They are interdependent and in addition to 
doing their job assignments, they assume traditional management respon- 
sibilities such as vacation scheduling, planning and scheduling work, mak- 
ing production andlor service-related decisions and taking actions to solve 
problems. Depending upon the level of maturity, they may do their own 
hiring and performance  evaluation^.^^^ 
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Figure 6.1 The Empowerment Continuum 
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As you can see from this definition, empowerment is the main charac- 
teristic of SMWTs. It gives people greater control over their jobs by giving 
them opportunities to take on more responsibilities and to make use of 
their knowledge and learning potential. They experience an increased 
sense of ownership which leads to increased commitment to produce 
quality output-and commitment to continuous improvement is essential 
to remain competitive. 

Empowerment can be viewed as a continuum of employee involve- 
ment, from seeking employee input in specific and selected areas of the 
project (lower empowerment) at one end, to task forces and quality circles 
in the middle, and SMWTs (higher empowerment) at the other end of this 
c0ntinuum.~3~ Teams operate on this self-management continuum with 
varying degrees of autonomy, as shown in Figure 6.1. This continuum can 
also describe the process by which organizations move away from tradi- 
tional management to teams that eventually become S M W T S . ~ ~ ~  

Main characteristics and features of S M s .  There are many charac- 
teristics that differentiate SMWTs from other types of teams. Three of the 
principal characteristics are:7 

Intact and stable structure. As defined earlier, an SMWT is an intact 
group of people working together on a day-to-day basis. This group is 
dedicated to increase productivity and make continuous improvements by 
managing themselves and their assignments. This group is more stable 
than a group brought together for a special purpose, such as a product 
launch team, a quality action team, project audit team, or a quality circle. 
However, a long project may provide an intact and stable structure. 

Sense of ownership. Work assignments in an SMWT are usually designed 
to give the team an ownership of a product or a service. It leads to higher 
commitment from each team member. It requires designing broader job cat- 
egories and the sharing of work assignments. Rather than specializing in 
one narrow area or skills, the members of a SMWT are encouraged, at var- 
ious times, to follow all the jobs of the team. This fits well in a project en- 
vironment because project teams are usually cross-functional. 
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Whole business focus. SMWTs tend to focus on the whole business 
rather than on team goals or individual interests only. Consequently, 
SMWTs are customer-driven and are able to increase customer satisfaction 
by keeping the big picture in mind. In a project setting, this would mean 
that the director of a project must focus on all projects that contribute to 
the organization as a whole, rather than on one specific project only. 

SMWTs represent a different way of managing organizations. Some of 
their operational characteristics are that they: 

Set their own goals and monitor their own work 
Plan, organize, execute, control and improve their own work processes 
Make their own schedule and review their performance as a team 
Prepare their own budgets and coordinate their activities with other de- 
partments 
Do their own purchasing 
Are empowered to share various management and leadership functions 
Organize their own training and professional development 
Do their own hiring, firing and disciplining 
Take full responsibility and feel accountable for the quality of their prod- 
ucts and services. l 
SMWTs are notable because they provide significant benefits to both 

the employers and employees. Employers get a significant competitive ad- 
vantage because of increased commitment and quality of output from 
workers where employees get more freedom and control on their jobs and 
more opportunities to learn different skills and participate in making de- 
cisions. Employees feel a sense of accomplishment and a pride of owner- 
ship that increases their productivity and quality of output. SMWTs tend 
to do themselves tasks that are normally done by supervisors in tradition- 
al organizational structures. 

In some organizations, of course, workers are not ready to take advan- 
tage of this freedom and SMWTs may prove too autonomous and costly. 

Why S M s ?  
As formal, permanent organizational structures or units that manage their 
own work, SMWTs can be a strong part of an overall competitive strategy. 
Empowered teams provide a powerful way of dealing with the pressures 
of tough global competition, the information revolution and significant 
change in the expectations of workforce. Organizations must become 
more efficient, adaptive and sensitive to customer needs. Employees are 
seeking more job satisfaction and more freedom. SMWTs offer a tool to 
meet these challenges. 

SMWTs provide a way of accomplishing organizational goals and 
meeting the needs of our changing workforce. They create flexible, self- 
disciplined, multi-skilled work teams. Team members get an opportunity 
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to participate in decision-making, learn different skills and make valuable 
contributions to their organizations. 

SMWTs also seem to fulfill the need for a cultural shift in today's or- 
ganization as we face the challenges of increasing effectiveness, quality, 
service and speed as well as the tasks of flattening hierarchies, taking ad- 
vantage of technology, and motivating workers by responding to their 
need for a change in the work environment. If the organizational culture 
is conducive to SMWTs and the employees are prepared to accept extra 
responsibility and accountability, SMWTs produce excellent results both 
for the employer and employees. 

Wellins et al., did a survey of 500 organizations that are using SMWT, 
in conjunction with Industry Week magazine and the Association for 
Quality and Participation. They found a variety of reasons for companies 
to move toward SMWTs: Quality, productivity, reduced operating costs, 
increased job satisfaction provided the drivers to change for over 90 per- 
cent of the companies 

To expand a little on the results of this survey, some of the major ben- 
efits of SMWTs are addressed below. 

Improved quality, productivity and service. In the SMWT environ- 
ment, people feel a sense of job ownership and emphasize continuous im- 
provement. leading to significant leaps in quality, productivity and service. 
They are trained to perform cross-functional tasks. 

Greater flexibility and quick self-correction. SMWTs are faster, effec- 
tive, adaptive and flexible-all essential team qualities necessary to stay 
competitive. They communicate better and explore more opportunities 
and alternatives thanks to a broader knowledge base. The team members 
in SMWTs are more alert, engaged, proactive and responsive to customer 
needs than traditionally organized workforces. They are trained to "self- 
correct:" they are able to identify problems themselves and take corrective 
actions quickly. 

Reduced operating cost. Downsizing, cutthroat competition, and elim- 
ination of middle management require work teams to do more and more 
with less and less. Costs have to be reduced. Empowered work teams pro- 
vide a means to take on extra responsibility typically reserved for man- 
agers or supervisors, thereby reducing overall operating costs. 

Faster response to the technology revolution. Advanced manufacturing 
technologies and information revolution require workers to acquire dif- 
ferent and higher-level technical skills and to update these skills continu- 
ously. These technologies create closer interdependence and the conse- 
quences of failure to work together are serious. SMWTs provide the 
communication link and responsiveness to take optimum advantage of 
technological advancements in w ~ r k ~ l a c e s . ~  

Fewer and simpler job classifications. With complex technology and 
growing need for flexibility and fast responsiveness, work teams must 
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have multi-skilled team members who can perform job functions compe- 
tently. Training is very important. Today, workers are required to perform 
several job functions, rotate their roles and fill in for one another. SMWTs 
are designed to facilitate job sharing and cross training. 

Psychological benefits to the worker: enhanced enrichment and con- 
trol. Today's workforce has different values and expectations regarding 
quality of work life. They want more autonomy, participation in decision- 
making, responsibility, and empowerment. A Louis Harris poll reported 
that 77 percent of respondents indicated that they want the freedom to 
decide how to do their own work. They are willing to accept more chal- 
lenging work assignments. They value a sense of accomplishment and 
growth more than pay9 These values and wants are more consistent with 
the concept of self-motivated project teams (SMPTs) as well as SMWTs. 

Emphasis on the value of human resources. Projects are done by peo- 
ple. Human resources are one of the most important and biggest assets of 
any organization. According to an excellent report on the changing work- 
force by Camevale et al., American employers will no longer be able to se- 
lect from a field of workers with strong basic skills.1° Organizations must 
empower their employees in order to attract and retain the best people. 

Organizations are experiencing that, as workers are given more auton- 
omy and ownership, they work harder and feel more committed to pro- 
ducing high-quality results. As workers are given more control of their 
jobs and more freedom to decide how they will do them, their productiv- 
ity has increased. Employees who work on projects following the con- 
cepts of self-managing teams demonstrate a higher level of motivation, in- 
creased self-worth and greater pride in their work making them a 
self-motivated project team (SMPT). Organizations with such project 
teams will be able to attract and retain the best people. 

SMWTs vs. the traditional model 
The classic management structures with stove-pipe functions, rigid bureau- 
cracies, many management levels, and hierarchical chain of command and 
reporting relationships are becoming obsolete. Now organizations are em- 
powering their employees by giving them more autonomy and opportunity. 
Work teams set their own goals and select processes to accomplish their 
goals, i.e., they "manage" themselves. In return, organizations are getting 
increased quality, customer service, flexibility, and faster responsiveness. 

Traditional organizations/management model: The traditional role of 
management is one of control. Objectives are set by top management 
alone and are communicated down the chain of command. Figure 6.2 
shows a traditional management model.ll 

The major reasons why the traditional management modeVphilosophy 
won't work today, are: 
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Figure 6.2 Traditional Management Model 

TOP 
Management 

1 
Project 

Manager 

1 r 

4 I 4 
Project 
Team Team Team Team Team 

Member Member Member Member Member 

Project Manager is driven by the Top Management 
and Team Members are driven by the Project Manager 

Rapidly changing technology has made the creation and sharing of in- 
formation a critical success factor. In the old model, only top manage- 
ment had access to and control of information. 
Employee expectations and values emphasize challenges, autonomy, par- 
ticipation and sense of ownership. workers-especially knowledge 
workers--don't want to be a cog in a machine. 
Tough global competition means organizations need to be faster and 
more flexible and adaptable. 
Business needs more creativity and innovation, and thus must place more 
value on self-growth and job satisfaction. 
SMWT model. As teams mature, they are able to take more responsi- 

bility, make decisions and plan, organize, and manage their own work. 
The main advantages of SMWTs are improved productivity, quality, and 
service becuase of higher commitment and ownership, greater flexibility, 
reduced operating costs, better employee morale and attitude. They pro- 
vide cross-functional training, faster response to technology revolution, a 
sense of job enrichment and self-control for the worker, increased collab- 
oration and cooperation, whole-business focus, and continuous improve- 
ment. Figure 6.3 shows a model for typical SMWTs. 

However, they do have some disadvantages. For example, there is no 
formal permanent team managertleader; there may be potential confusion 
in roles and reporting relationships; it may be difficult to align everyone's 
interests or to define and enforce the boundaries of freedom. All these 
challenges can lead to an environment that may at times seem chaotic. It is 
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also important to note that SMWTs don't work very well when the objec- 
tives are unrealistic or when the technology is inappropriate for the task. 

The origin of SMWTs is attributed to the early work of Eric ~ r i s t l ~  
who challenged the fundamental assumptions of scientific management. 
Trist introduced the idea of forming work teams having a responsibility 
for an entire operation and optimizing the interface between people (the 
social system) and their tools (the technical system) in order to increase 
productivity, job satisfaction and meet the values of an experienced work- 
force.12 

SMWTs are notable because they outperform their traditional counter- 
parts. A survey of the transition to SMWTs in seven countries showed that 
93 percent reported improved productivity, 86 percent reported lower op- 
erating costs, 86 percent reported improved quality, and 70 percent re- 
ported better employee attitudes.13 

As outlined earlier, in a project environment, SMPTs are conceptually 
similar to SMWTs in ongoing operations. 

Empowerment: A Key Element of SMWTs and SMPTs 
Empowerment is not a single change, but a total shift of  everything about the 
way you do business and work together. There are no short cuts. 

- Cynthia D. Scott and Dennis ?: Jaffe in Empowerment 

How can organizations achieve continuous improvement under the pres- 
sures to do more and more with less and less? The answer lies in "people 
power." People want to make a difference in their organizations. They are 
seeking job satisfaction and opportunities to participate in the decision- 
making process. They want to have more freedom about their work and 
work processes. 

Organizations feel challenged to cope with changing expectations of 
the workforce. Yet progressive organizations who are willing to take risks 
and give more autonomy to their workers can be assured of higher pro- 
ductivity. The progressive organization empowers employees and expects 
them to use the power in a responsible and accountable manner. Success- 
ful leaders believe that empowerment provides more energy and creates a 
sense of ownership of tasks-prerequisites for continuous improvement. 

What is empowerment? 
People represent the most valuable resource of any organization. Most 
people want to make a noticeable contribution to organizational objec- 
tives and organizations also want such people. However, there is a lot of 
frustration in workplaces because neither management nor employees 
know how to nurture human creativity and initiative. Empowerment is 
new fuel for the growing workplace because it breaks down these barriers 
to creativity. 

Definition: Empowerment is a combination of three words: 
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Figure 6.3 Self-motivated Project Team Management Model 

Coordinator 
Champion 
Single Point of Contact 

Adapted from Implementing SeU-Directed Work Teams Workbook. 1993. Boulder. Colo.: Career Track, p. 3 

Prefix em means to "put onto" or "to cover with." 
Power means control, authority, dominion. 
We (at the center of the word) implies sharing re~~onsibilities.'~ 
Then, empowering means passing on authority, responsibility and ac- 

countability. To this must be added "reliability" on the part of the em- 
ployee. Empowerment occurs when reliable employees are given power 
to manage their work and work process. They then experience a sense of 
ownership, freedom, and control over their jobs. 

Empowerment is indeed a different way of working together. It means 
giving employees control and freedom over their tasks in a way that em- 
ployees experience a sense of ownership. It is facilitated by a combination 
of factors, which include organizational values and leadership actions; re- 
wards, recognition and training systems; and organizational design and 
working relationships.14 Empowerment could be at all levels-individual, 
team and organizational. Empowerment influences employees, teams and 
organizations in terms of how they work, feel and achieve results.ls 

Empowered team members share power, responsibility, accountability, 
communication, expectations, and rewards in ways that are very different 
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from work relationships in traditional hierarchical ~ r ~ a n i z a t i o n s . ~ ~  The 
empowered organization is structured in a free format based upon more 
trust and confidence in its human resources. The work climate encour- 
ages people to do what needs to be done to achieve the best results. Peo- 
ple do more than just what is required of them and are rewarded and rec- 
ognized for taking extra initiative. Other actions that characterize an 
empowered workplace include: l5 

Enhancing the breadth and depth of each task 
Expanding the skills and opportunities to learn new things 
Encouraging creativity and innovation 
Giving freedom to decide how the task should be done 
Allowing people to make decisions and develop plans to implement them 
Giving responsibility for customer satisfaction and marketing 
Emphasizing the "big picture" (project goals) 
Giving them control over their jobs for evaluations and corrective actions 
Providing a sense of ownership and accountability. 

Why empowerment? 
Empowerment is not merely a fashionable or trendy concept; it is essen- 
tial to survive in the 21st century. The typical organization is under attack 
from outside and from within. Externally, there is tough global competi- 
tion, rapidly changing technology, pressures for high quality and service, 
growing need to be faster and flexible, and above all limited resources. In- 
ternally, employees feel shortchanged, overworked, underpaid and not 
properly recognized. They feel lack of opportunities to learn new skills, to 
grow, and to take greater ownership of their jobs. They are seeking job 
satisfaction, meaningful work, and a sense of accomplishment. They want 
to make a contribution to organizational goals. Organizations must adapt 
to these changes and develop appropriate strategies to get the job done. 

Empowerment makes employees aware of their responsibility, authori- 
ty, the boundaries of freedom, and their commitment to reliability and ac- 
countability. For managers who are caught in the middle, who feel pressed 
by new demands from outside, above, and employees at the same time, em- 
powerment helps build effective teams to achieve human synergy and make 
the organization work. In a world where information and change are a 
"click of the mouse" away, the entire work force must be empowered to 
learn and act quickly. Employees need to be given the information and 
freedom to think and adapt decisively using their own expertise and expe- 
rience. Access to information, power to initiate action and the responsibil- 
ity to take ownership produces a better relationship between employees, 
management and the customer. 

Main variables of empowerment 
In a broad sense, empowerment means giving away control and authority. 
It's success is dependent on four important  variable^:^ 
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Authority to make and implement decisions regarding resources 
Accountability to achieve higher commitment and sensible use of authority 
Resources, that is the budget, equipment, time and training to do the task 
Infomtation that is complete and accurate on which to base sound decisions. 
To be properly empowered, it is important to have all four variables. In 

a project environment, if any of these variables is missing, empowerment 
will fail and project managers will not get the expected increase in perfor- 
mance. For example, authority without proper resources (skills, training, 
time and budget) and accurate and timely information is only permission. 
Also, if project team members do not feel accountable, the authority and 
resources given to them and providing them an access to all business infor- 
mation will lead to poor results. A sense of ownership and a sense of strong 
commitment is created when people possess all four  variable^.^ 

Bumps in the road to empowerment are inevitable. People always resist 
changes. Due to downsizing in most organizations, people are always re- 
acting, fighting crisis. They don't really have the time or energy to be in- 
novative or creative. Here are some major bumps in the road to SMPTS: 

Inertia creates difficulty in getting started. People may feel comfortable 
with the status quo and be reluctant to accept extra freedom and take 
more responsibility. 
Lack of  self confidence in the potential of project teams and team mem- 
bers can slow down empowerment. 
Anger towards those who are keen at making empowerment work. 
Confusion due to the many ways to implement empowerment and no 
one with real experience. 
The road to empowerment is not smooth. Project managers must con- 

sider empowerment as a journey with several bridges and bumps along the 
way which can only be crossed with careful planning, training and sincere 
commitment from management. 

Fostering an SMPT Cutture Through Empowerment 
No matter what is your business, teams are the wave of the future. 

-Jerry Junkins, late CEO of Texas Instruments 

In the 21st century, organizations will derive their competitive advantages 
not just from new technology but from dedication, the quality of commit- 
ment and the competency of their human resources. Human capital-the 
results of employee energy and creativity-will be their most valuable as- 
set. Fostering an SMPT culture and building SMPTs will become the key 
to survival and growth of most business organizations. 

However, fostering an SMPT culture is not easy. Like any other cultur- 
al changes, it involves changing the basic philosophy of management, 
teamwork and team building and the way people view their organization- 
al climates and working relationships. It requires a real change at all lev- 
els in the organization-whole organization, project teams, and project 
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team members. To create such a change, each of these levels of organiza- 
tion must be prepared and committed to cooperate in this challenging en- 
deavor-a cultural change process. Empowerment is the vital component 
of SMPT culture. Fostering an SMPT culture involves analysis and under- 
standing of principles of empowering people, gaining and sharing power 
from several sources, the sources of power, the main components of 
SMPT culture, and how to change organizational climate to achieve ef- 
fective empowerment. 

Principles of empowering people 
Empowerment is an essential element of SMPTs that must be accepted as 
a concept by the entire organization if it is to be successful. Commitment 
from all members is essential in order to reap the rewards. 

The empowerment referred to so far in this chapter is more individual 
than team or organizational. While empowerment on an individual basis 
is good, as a concept to improve results, a project team must be motivat- 
ed as a whole to qualify as an SMPT and be truly successful. So not only 
does an organization need to give project teams increased decision-mak- 
ing discretion but team members must give each other the same opportu- 
nities. They need to support and promote each other versus competing to 
finish their own tasks first and better than everyone else. 

There are ten major principles of empowering team members in order' 
to foster an SMPT culture:16 

1. Inform them of their responsibilities. 
2. Give them authority equal to their responsibilities. 
3. Set standards of excellence. 
4. Provide them with training. 
5. Give them knowledge and information. 
6. Provide them with feedback. 
7. Recognize them for good performance. 
8. Trust them and support them. 
9. Have some tolerance for failure. 
10. Treat them with dignity and respect. 
These principles must be followed in order for empowerment to be a 

valuable tool. It is not an easy concept to accept and implement because it 
is not a one-time process; it is one aspect of continuous improvement. 

The purpose of empowerment is to provide the employees greater in- 
volvement in making decisions that impact on project goals and on the 
project management process. The idea is that each team member will have 
more responsibility and, therefore, a greater personal stake in the project 
as well as in the organization, ultimately leading to higher quality of work 
output at greater rates. Empowerment is the cornerstone of the next cen- 
tury's management concept, which is an employee-focused approach to 
management. 

23 6 Managing the Project Team 



Gaining and sharing power 
Empowerment means giving away or sharing power. What are the sources 
of power that can be given to empower people so that they can manage 
projects effectively? How can an organization begin to move towards this 
new paradigm? How can freedom and control be balanced? 

Sources of power. Power is central to empowerment. It represents an 
ability to influence other people, which is instrumental in getting the pro- 
ject done. To a certain extent, project managers must have a balanced 
combination of various types of power and above all they must know how 
to use it wisely and give to others carefully. The sources of power in an or- 
ganization are authority, accountability, commitment, information, influ- 
ence, network and earned/personal power.17 

Authority or positional power is based on position on the organization- 
al chart. It refers to the chain of command-a manager's right to control 
and command subordinates. A manager does not have real authority unless 
there are boxes coming out of his or her box on the organizational chart. 

Accountability power is based on mutual agreement as a contract, not 
an expectation. It is an essential element of empowerment. Being ac- 
countable means being responsible and answerable. It requires one to re- 
port, explain or justify. Being able to hold someone accountable, respon- 
sible and answerable, gives you the power and increases your ability to 
get the job done. In a project environment, accountability issues can be 
enforced by agreeing on and signing contracts that are normally done 
with the client, contractors, subcontractors, vendors, and suppliers. 

Commitment power is based on participation. It means buy-in, owner- 
ship and motivation. People support what they create. Genuine involve- 
mentlparticipation leads to acceptance that is essential to obtain commit- 
ment. In a project environment, a highly committed team defines its goals 
and then plans and executes the work. It increases the chances of produc- 
ing high quality results. High and genuine participative management cre- 
ates an environment conducive to total quality management. 

Information power can be organizational or personal. It may be ob- 
tained in three ways: by becoming a focal point for information (has to be 
given formally); by earning personal power based on knowledge (techni- 
cal, organizational or special skills); or by acquiring information using or- 
ganizational politics. 

Some managers use "management by walking around" to get better in- 
formation to build upon their information power. 

Influence power represents personal power earned through alliances 
(professional, social, or others); interpersonal skills (communication, ne- 
gotiation, conflict resolution and leadership); and charisma. It stays with 
you even if you change jobs or organizations. It includes network power, 
which is very effective in managing projects. Influence power is increased 
by doing favors and then being able to call in owed favors. 
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Network power is based on personal and business contacts. It involves 
doing and receiving favors. 

Earnedlpersonal power is earned based on knowledge, experience, skills 
and professional reputation. 

Once project managers are well aware of these major sources of pow- 
er, they must try to increase their power by increasing any of these sources 
of power as much as possible. In a project environment, it can be done by 
using the following techniques:17 

To gain authority, rely on the executive sponsor or project champion in 
order to maintain high priority and corporate visibility for the project. 
To gain accountability, negotiate agreements/contraas for work and ac- 
countability. Negotiate with functional managers for work packages, and 
hold their personnel accountable for delivering the agreed upon work 
within budget and on schedule. Team members negotiate agreements 
with their project managers for their assignments. 
To gain commitment, use a participative management style to get people 
to buy in and gain wider acceptance about goals and plans to accomplish 
those goals. People support what they create. It is better to involve upper 
management and customer in defining goals. Remember, commitment 
means quality! 
To gain information, sharpen your interpersonal skills. Refine and use 
listening skills. It is helpful to be formally designated as focal point of 
project information such as communication, decisions, status report, and 
rewards. To make it work, it should be backed up with appropriate ac- 
tion when people try to go around you. 
To gain influence, increase interpersonal skills especially communication 
and alliances. Project managers can increase their influence power by ac- 
quiring interpersonal skills, especially communication, facilitation, nego- 
tiating, conflict resolution and leadership. They should also establish al- 
liances with a wide variety of people. They should either themselves 
become technically, organizationally, and politically knowledgeable, or 
ensure that there is someone with this knowledge on the project team. 
To gain network power, build alliances and keep up the contacts with 
people you meet. 
To gain earned power, acquire and demonstrate a high level of knowl- 
edge, experience and professional excellence. Above all, they should be 
approachable for help. 
It is important that project managers appreciate various sources of 

power and how different types of power can be acquired or increased. 
Most important is the ability to balance it and use it wisely. These ideas 
can also help them in empowering their project team members. 
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Main components of SMPT culture 
Empowerment, essential for building an SMPT culture, is not a single 
change. It is rather a total shift in the way people work together.ls It can- 
not be created unless it is supported by individual attitudes and mindsets, 
team behaviors, and organizational values. The three main components of 
empowerment, shown in Figure 6.4, include the following:15 

Mindsets represent the fundamental component of SMPT culture. Em- 
ployees become more self-motivated, responsible, accountable and pre- 
pared to self-manage their work. Creating SMPT culture involves a series 
of shifts of mind (as compared to a traditional organization) in terms of 
how the organization is structured and how managers and employees ap- 
proach their work. Some of these shifts are shown in Table 6.1.15 

Drastic shifts are required in mindsets of both the project managerlleader 
and team members. Project managers must act more as coaches or facilita- 
tors. They should challenge assumptions but support creativity and innova- 
tion. They should foster a learning environment, promote shared informa- 
tion and collaborative problem solving. They must focus on developing 
people and their horizons and appreciate diversity of style and behavior. 
Above all, managers must "walk their talk." 

Employees also need to change their mindset to create SMPTs. They 
should take responsibility for actions and accept accountability for out- 
comes. They should seek to solve problems rather than pointing fingers. 
They should find ways of working together and support each other. 
Above all, they must communicate effectively by sharing information, 
seeking feedback and supporting other team members' ideas. 

Team relationships are important in creating SMPTs. Teams must focus 
on process as well as content. They communicate effectively, sharing in- 
formation, giving and receiving feedback. Fostering an SMPT culture re- 
quires three major shifts in relationships for everyone in an organization: l5 

Attend to process. In addition to reaching their goals, SMPTs attend to 
the process regarding how it gets there and how it can be improved. 
Take responsibility. In an SMPT, everyone feels responsible for meeting 
project objectives, not only the project leaderlmanager. Everyone pre- 
sents ideas and suggestions which are evaluated objectively and irnple- 
mented if found suitable. 
Seek learning. Traditional organizations typically react to management 
plans or to the changing environment. SMPT members are willing to ac- 
cept more responsibility and accountability, take actions, share informa- 
tion, take risks, speak out and solve problems in a collaborative manner. 
They don't wait for directions and are not afraid of failures. 
Organizational structures focus on policies, procedures and incentives 

that match the value of empowerment. In the 21st century, organizations 
must produce high quality products and services, make continuous im- 
provements and learn to do more and more with less and less. SMPTs rec- 
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Figure 6.4 Three Main Components of SMPT Culture 
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ognize that needed changes won't come in the form of an edict from top 
management and they must develop innovative approaches themselves. 

SMPTs work towards accomplishing organizational objectives and also 
step back and evaluate how they are reaching these goals. They review 
their work processes and redesign their way of working. They recognize 
that this is not a one-time event, but a continuous process. 

SMPTs are committed to high quality. Management must recognize 
that the people who are doing a task are the best people to redesign it for 
making improvements-not a team of outside consultants. Organizations 
must provide work autonomy and job flexibility. They must focus on hu- 
man capital and continuously develop and maintain high team perfor- 
mance. They should create a sense of community in the workplace where 
people can feel good about working together. Organizations must create a 
climate where employees can manage their stress effectively by supporting 
each other and can see career development opportunities. 

Changing organizational climate to foster SMPT culture 
Creating an SMPT culture involves changing the culture of whole organi- 
zation and its management philosophy. Empowerment is the key to an 
SMPT culture. It is often thought to be something managers do to  their 
subordinates. In fact, it is more than this, it is a process, something that 
happens in a working relationship between people. 
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Table 6.1 Shifts from Traditional to SMPT Culture 

Traditional SMPT 
Waiting for directions Take action 
Reactive Proactive and innovative 
Focus on content Focus on process and content 
Emphasis on quantity Emphasis on quality and 

quantity 
Boss responsible All responsible 
Finger pointing Problem solving 
Focus on individual tasks Focus on whole job 
Competitive Collaborative 
Driven by managerlsupervisor Driven by objectives 

From the inside to the outside. This refers to the shift in attitude re- 
quired within the manager, recognizing that empowering employees does 
not mean disempowering the managers. Some managers in traditional hi- 
erarchical organizations perceive empowering as a threat to their status, 
power and control when in fact the opposite is true. In an empowered 
workplace, there is more creativity. Project managers can look at everyone 
on the team for ideas rather than looking only at their boss for directions. 
Instead of having sole responsibility for the project, the project manager 
has help from the whole team because everyone feels a sense of ownership 
and accountability. There is real teamwork in an empowered workplace. 
Instead of working alone on their tasks, team members work interdepen- 
dently towards common goals. The work environment emphasizes collab- 
oration (to help each other win) rather than on competition (race to in- 
crease only individual output). 

Empowerment is a novel way of achieving real teamwork, increased 
task ownership and commitment to overall objectives. It must begin from 
the inside to the outside, i.e., it must be initiated and supported by the 
management. By empowering, managers gain more power-defined as 
the ability to influence and achieve-rather than losing power. 

Balancing freedom versus control. Traditionally, managers and super- 
visors are expected to keep tight control over their employees and work 
processes. Empowerment is quite different from traditional concepts of 
control. In an empowered workplace, ~ e o p l e  are encouraged to plan and 
decide their own work and work processes. They are free to take actions 
to make any improvements. However, freedom and control must be bal- 
anced with project constraints; otherwise, it can lead to chaos.15 

In a projecr environment, when project teams are mature and self mo- 
tivated, team members can be given freedom to plan their own tasks, 
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work procedures, and working hours. Communication is more open and 
information is shared more openly and widely. However, the project man- 
agers must keep control over quality and resources. This is facilitated be- 
cause project team members feel themselves more responsible and com- 
mitted to achieve high quality results within specified constraints. 

Project managers must define boundaries (such as end dates, important 
quality issues, etc.) within which some freedom and flexibility can be pro- 
vided while enhancing individual creativity and developing high commit- 
ment to meet project objectives. Empowerment is finding the right bal- 
ance between freedom and control. 

Creating and Maintaining SMPTs 
On a day-to-day basis, my passion comes from backing people's efforts, getting 
them what they need to do the job, educating them, and working with them as 
members of the team. 

-Bill Eaton, Lwi  Strauss executive committee 

Management has to be very serious about committing to the goal of cre- 
ating SMPTs by applying the empowerment concept. By involving and so- 
liciting advice from the employees with the hands-on knowledge of a 
problem, solutions will be produced quicker and implemented far easier 
than if the manager simply instructs the employee what to do. A common 
phase for this concept is bottom-up empowerment, a radical switch from 
top-down control. 

Is empowerment and self-management a fad? Some organizations try to 
empower their employees and create SMPTs by running all their people 
through a series of off-site retreats and seminars by inspiring speakers. 
The experience is powerful, and the participants get excited about poten- 
tial changes in their work life. But when they return to their workplaces, 
full of energy, and begin implementing these changes within their teams, 
they feel they've hit a brick wall. Things don't seem to change easily and 
they get frustrated. Creating and maintaining SMPTs involves under- 
standing the empowerment concept, the process of empowerment and 
team dynamics. Managers must follow three basic steps: preparing for 
SMPTs, implementing SMPTs, and facilitating SMPTs successfully. 

Once there is an organizational commitment to SMPTs the journey can 
begin. The more an SMPT works together and recognizes its strengths 
and weaknesses, the more responsibility and accountability teams can 
take. Since motivation is an intrinsic phenomenon, once the team mem- 
bers are matured and happy with the organizational climate, they become 
self-motivated to achieve project goals. 
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Preparing for SMPTs 
Plan properly. I f  you fail to plan, you plan to fail. 

-Anonymous 

A careful and sound preparation for SMPTs is the first basic step of creat- 
ing and maintaining them. It involves evaluating the organization, the 
management, the team and the team members in terms of their readiness 
for empowerment and creating SMPTs effectively. 

Is the organization ready? This is the first question to be answered. 
Organizations that have a supportive organizational culture and work en- 
vironment are more conducive to SMPTs. Their top management wel- 
comes constructive change. Organizational culture is represented by its to- 
tal environment, social norms and general management philosophy and 
behavior. Following are major characteristics of the organizational culture 
that is more likely to support SMPTs. Such organizations:18 

Have a clear and positive vision. Remember, "Nothing happens unless 
first a vision." 
Have formulated a strategy to meet long- and short-term goals 
Believe in their products and services 
Have social conscience and support the community 
Are people oriented, remembering that people are the biggest asset 
Emphasize cooperation more than competition, which encourages team 
work 
Set higher quality standards for all functions 
Appreciate the time needed to complete the tasks and processes, and so 
avoid crises rather than having a "crisis culture" 
Provide good hygiene factors, i.e. fair pay, security, good working condi- 
tions, social needs and training, etc. Lack of good hygiene factors causes 
dissatisfaction. 
Promote teams and team work 
Encourage participation in evaluating work process and designing im- 
provements, since the people doing the work know the most about it 
Have tolerance for failure, because willingness to take risks encourages 
creativity 
Encourage creativity and innovation by taking the attitude that the "sta- 
tus quo" is not satisfactory 
Recognize and reward for individual and team contributions 
Promote managers who "walk their talk," which enhances trust among 
employees 
Appreciate and capitalize on cultural differences. 
Project managers can evaluate organizational culture by using these 

characteristics as a checklist to determine if the organization is ready for 
SMPTs. Then they can formulate a plan to eliminate andlor reduce the im- 
pact of organizational cultural characteristics that may become obstacles. 
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Is management ready? This question relates to the attitude of project 
managers towards empowering their project team members. Since SMPTs 
help organizations reach their goals, it is important that organizational 
goals and SMPTs' functions be compatible. Management must be willing 
to sponsor SMPTs and committed to help them succeed. Here are six ma- 
jor requirements for management support to implement SMPTS:'~ 

Set clear goals. This is one of the most important responsibilities and 
contributions of management, because SMPTs are driven by goals and ob- 
jectives. Better still, team members should be involved in setting goals. It 
is effective to have goals expressed in writing because written agreements 
tend to clarify the issues where agreement is critical for project success. 

Show willingness. Management should demonstrate genuine support 
for SMPTs, not just lip service. They should be willing to give the level of 
autonomy that the team is ready for. It is useful to have a management 
charnpiodsponsor with enough formal/organizational authority to help 
SMPTs when they face any problems. 

Provide political shields. SMPTs may threaten existing power bases as 
the power is pushed further down in the hierarchy. Such perceived threats 
may create political obstacles and roadblocks. To create SMPTs, manage- 
ment must provide political shields so that SMPTs can concentrate on pro- 
ject objectives. 

Acquire resources. SMPTs represent a new philosophy of working in 
teams. They may need additional resources (such as training, consulting 
services, extra support staff, and special equipment) beyond what is nor- 
mally required for doing their jobs. Sponsor/champions with organiza- 
tional authority can help provide the additional resources required. 

Give feedback. For most organizations, SMPTs may be a new process 
and philosophy of working together. Continuous objective evaluation 
should be done to identify problems so that SMPTs can self-correct quick- 
ly before proceeding too far in a wrong direction. 

Allow process time. Creating SMPTs is a complex process. Manage- 
ment should have patience rather than expecting quick results. Also, 
SMPTs need to adjust to making their own decisions and accepting the 
consequences. They need to establish procedures for completing adminis- 
trative functions and working together effectively. Management should 
appreciate the learning curve and allow sufficient time for the process to 
show results. 

Are the team and its members ready? What can SMPTs provide for 
the team and its members? Are team members willing to take more re- 
sponsibilities and challenges? Is the temporary absence of a team leader 
suggesting self-management? Among the many reasons for a team and 
team members to consider SMPTs are to: l8 

Learn more skills (cross training) 
Learn management skills and participate in decision-making 
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Have more freedom and control over their tasks 
Work in an atmosphere of trust and respect 
Become self-motivated and increase self-esteem 
Get a sense of accomplishment 
Learn taking more responsibility and accepting accountability 
Gain financial rewards through skill based pay and profit sharing 
Learn human skills 
Learn managing interfaces and integration 
Learn time management 
Learn how organizationaVproject politics work. 
When a team is empowered and self-motivated and has reached a high 

maturity level, it should be ready to self-manage. To help the team move 
towards self-management, project managers must have a kick-off meeting 
to explain the reasons and values of implementing this new work climate. 
A good kick-off meeting helps start this system and the project on the 
right foot. At this meeting, project participants are brought together and 
unity of purpose can be reinforced. Management can communicate the 
degree of trust and confidence they have in the teams and their commit- 
ment to empower the teams to produce high performance. A kick-off 
meeting can be organized as an informal meeting or a social event where 
concerns of team members towards self managing can be addressed and 
true team spirit can be developed by gaining commitment of team mem- 
bers. Since kick-off meetings are crucial to implementing the SMPT con- 
cept, project managers must plan and conduct these meetings carefully. 

SMPTs are driven by project objectives and can manage themselves 
within established boundaries. To help prepare the team and its members, 
the following questions should be asked? 

Will you commit to the results? SMPT members must all agree to stand 
behind the end result whether it is positive or negative. Positive results are 
easy to live with and promote the good while the negative are excellent 
opportunities to learn and grow together as a team. 

Can the team withstand peer pressure? Within any team, members can 
experience peer pressure, but SMPTs do not have a leader to take the 
brunt of the pressure so the team must be able to bind together as a strong 
team and stand up and respond to any outside pressures. 

Does the team have trust? Team members must trust each other and 
also be trustworthy themselves. A SMPT begins with trust and only posi- 
tive reinforcement can enhance that trust. To be trustworthy each member 
must be willing to open up to the team in the spirit of open communica- 
tion and the well-being of the team. 

Are there clear realistic expectations set out? Once there is trust and all 
the team members commit to the SMPT, then very clearly communicated 
and realistic objectives and project expectations must be laid out and un- 
derstood by all members. One can never over-communicate, therefore the 
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more expectations are discussed and clarified on a continual basis, the 
better it is. For example, resources must be researched and made well 
known; expectations and objectives must be identified and listed; and all 
members must agree to them. 

What are the rewards for the SMPT and the individual members? This 
question must be addressed. Now that the team knows what is expected 
of them and they understand what they need to contribute for the SMPT 
to succeed, the next question is what is in it for us and for me? 

A pay system must be set up for the SMPT so that the individual mem- 
bers are paid fairly for their hard work. A proper reward system must be 
set up for the SMPT and the individuals. The rewards must be tied di- 
rectly to team efforts and results. The expectations and objectives must 
be specific enough to be tied to financial and emotional rewards. The re- 
wards must be meaningful to the team and the individuals so that they are 
truly seen as rewards. 

Who will do what and how will they do it? The SMPT members are 
now wanting to start their job. The SMPT must outline each of the tasks 
and how to do it-so that all members understand and can participate. 
Each task must be outlined and documented so that any of the members 
can clarify and actually follow through any of the tasks. Once all the tasks 
are outlined then tasks must be done. Because there is no team leader, the 
team must agree on what tasks each member does so that there is the trust 
and confidence that it will be done and done right. 

Can the SMPT accomplish short- and long-term goals? If the SMPT 
members are committed then both short- and long-term goals can be iden- 
tified and proper objectives can be set. Even if the project is short-term, 
long-term goals still need to be identified for the corporation's needs. The 
corporation will benefit from long term planning and so will the SMPT if 
expectations are clear and clarified. 

Has the team had management's help in the past? If the team has had 
good leadershipin the past then the team members have a good founda- 
tion to manage themselves. If the team is new or did not have good man- 
agement support previously then time will answer this question. Good 
and open communication and clear expectations will help the team man- 
age themselves. 

Will the SMPT have a sponsor or outside helper? Peer pressure helps 
keep the team in check but without a senior management sponsor the 
team will not be able to overcome all obstacles and problems. Senior 
management can facilitate needs of the SMPT and help get resources that 
the SMPT needs. 

Do the team members have all the skills that are needed? It is important 
that each team member have conceptual, human and technical skills so that 
at any stage of the project or when any task needs to be done that each 
member can assist. Team members must be able to work dependently, in- 
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dependently and interdependently. If any member does not possess these 
skills then the project could have problems that the team cannot solve. 

You can assess your team's readiness level for the SMPT concept by us- 
ing Self Assessment Exercise F in the Appendix, which summarizes these 
questions for discussion among team members. 

Sound planning and preparation is crucial to the successful creation of 
SMPTs. It involves evaluating the level of readiness at all levels: organiza- 
tion, management, and team and its members. 

Building SMPTs 
The way I looked at it was that the reward was the freedom to manage myself: 
That in itself was a gif t .  I had to work a little harder, but I enjoyed it because I 
got to make my own decisions and face the consequences. I did not have a 
babysitter. 

-Robert E Hicks and Diane Bone in Self-Managing Teams 

Building an SMPT involves a clear understanding of empowerment, 
empowerment process and paths to empowerment. Project managers must 
be aware of various bumps in the road to empowerment and develop 
strategies to pass through them successfully. 

Building SMPTs can be a difficult process which must be well-thought 
out and planned thoroughly. Like every management process it must be 
planned, organized, executed and monitored. The process of building 
SMPTs can be broken into four steps. 

The first step involves setting the overall ambiance within an organiza- 
tion. In this step, strong advocates of SMPTs explore the feasibility of 
building SMPTs and changing organizational culture accordingly. It in- 
volves evaluating the existing organizational culture, identifying resistant 
forces and developing strategies to minimize this resistance from key team 
members and project managers. 

The design of an organization is instrumental in building SMPTs. Mech- 
anistic organizations have a rigid, more formal structure. They are based 
around several levels of hierarchy with control centered tightly at the top. 
An organic organization creates a looser, more flexible environment. The 
organic environment is more likely to nurture implementation of SMPTs. 
Everyone is open to change and willing to adapt to the new challenges, 
policies and procedures. 

Step two involves the training process. Training increases self-confidence 
and motivation. However, training people to take responsibility can be a 
daunting task. Many people are afraid of failure and are hesitant to take on 
more work. With proper and extensive education, people become more 
confident and willing to tackle any challenge. James Huskett describes the 
training process as "information instead of instru~tion."~~ Information 
gives power. Information gives freedom and choice. Instruction is viewed 
as authoritarian, coming from the top and, therefore, when imposed, can 
lead to resentment. Information leads to opportunity for employees. They 
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can gain knowledge and absorb a greater range of job obligations. Infor- 
mation can also be interpreted differently by each person, which can lead 
to greater ideas. In SMPTs, information is shared openly and widely, which 
results in better decisions and higher quality output. 

Part of this training includes feedback. Feedback should always be con- 
structive. Feedback is also considered information. The team members can 
take their feedback and apply it to make themselves better, more produc- 
tive team members. Feedback should be presented in a manner that is sim- 
ilar to the goal-setting. The employee should evaluate their performance 
and rate themselves in addition to evaluation from management. Feedback 
should take place in a more supportive environment where all aspects of a 
job can be discussed. The work environment should encourage feedback 
from the individual, the project manager, other team members or other co- 
workers, and other project stakeholders. This provides a range of opinions, 
not just one, and all with intention to help each other win. 

Feedback is most effective when it is given in a positive light. The pro- 
ject manager should always try to highlight the strengths of an individual 
when assessing their performance. Recognition is the ultimate motivator 
for most people. Feedback should take place on a continuous basis as con- 
stant feedback alerts team members about when and what they are doing 
wrong so that they can take appropriate corrective action immediately. 
Project managers must be willing to help when the team needs it. 

The third step involves gaining commitment of all the team members. It 
involves building communication links and setting up an effective team 
communication system that fosters openness. Team members establish 
roles to improve on a continuous basis the quality of products and ser- 
vices to the client. Team members trust each other, collaborate and work 
interdependently to maximize overall team performance. 

During this step, project leaders should recognize the challenges and 
problems during transition. They should pass on more control and free- 
dom to team members as teams become more matured and self motivated. 
Some project leaders may not be successful in building SMPTs because of 
the lack of coaching skills. 

The final step in building SMPTs is evaluating to optimize the impact on 
the organization. This can be a difficult time because the manager has giv- 
en up his or her traditional power and authority role but still has the ulti- 
mate responsibility to deliver the project deliverables. The project manag- 
er wants to be informed, but not overbearing. Among many elements of 
monitoring, two main elements are trust and fair distribution of workload. 
Empowerment is based on trust which many traditional managers have a 
difficult time dealing with. Knowing that the final responsibility lies with 
them, the manager must have effective communication with his or her 
SMPT. The monitoring may involve a casual meeting once a week or a 
simple report on the progress, but it is essential to keep all parties in- 

248 Managing the Project Team 



formed. The more power an employee has, the more responsibility they 
are willing to accept, and more committed they will be to accomplish pro- 
ject objectives. 

Part of the monitoring process also involves ensuring that any team 
member is not overloaded. By keeping track of their team's workload, the 
manager must maintain an appropriate balance. An SMPT can be a liber- 
ating experience, but it can also grow quite frustrating if the team mem- 
bers bite off more than they can chew. 

Stages of maturity for SMPTs. SMPTs evolve through five stages of 
maturity. The roles and skills requirements of the team leaders change 
with the maturity level of the team. Also, each stage of maturity presents 
its own challenges. These stages are:20 

Stage 1-Investigation 
Stage 2-Preparation 
Stage 3-Implementation 
Stage 4--Transition 
Stage 5-Maturation. 
The time taken to move from investigation stage to maturation stage 

varies from team to team. As major empowerment changes are made, the 
team may cycle back and forth through the five stages. Some teams may 
get stuck in intermediate stages and never reach the maturation level. Crit- 
ical events may also move teams backwards in the maturity cycle. For ex- 
ample, in the case of even a matured team, changing team membership as 
the project progresses through its life cycle may move the team back to 
transition stage in order to define and negotiate new roles and responsi- 
bilities. The degree of setback depends upon who moves in and out and 
the timing in the project life cycle when the team membership changes. 

Figure 6.5 shows how these five stages of an SMPT maturity cycle re- 
late to the four steps of building an SMPT discussed earlier. The four 
steps of building an SMPT outline major actions and outcomes as the 
team starts producing an optimum output and the SMPT concept is rec- 
ognized as an appropriate strategy to manage projects and even the whole 
organization. 

Challenges in building SMPTs. Many project directors, project man- 
agers and clients raise the concern of the risk involved in SMPTs. Of 
course, there is risk involved, because the project environment is very dy- 
namic and project teams are expected to be very flexible, fast, and re- 
sponsive to client needs. Like any system, it will be successful only if im- 
plemented properly. Some the challenges and difficulties that may arise 
include: 

Geographic separation can make the implementation of SMPTs diffi- 
cult because team members may not be able to see each other every day. 
This becomes even more important when the project team is working on 
a global project and the team members are dispersed throughout different 
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Figure 6.5 Four Steps in Building an SMPT and Five Stages of 
SMPT Maturity Cycle 
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countries and regions. Modern technology can help solve some commu- 
nication problems due to different time zones but personal interactions 
are important. A good kick-off meeting (as an informal meeting or a so- 
cial event) is crucial to implementing SMPT. Also, periodic status meet- 
ings should be organized to encourage open communications and main- 
tain unity of purpose. 

Low interdependence can pose problems, especially when team mem- 
bers become too independent and the tasks they are working on are high- 
ly specialized. 

Task limitations may sometimes inhibit the use of SMPTs. For exam- 
ple, for emergency tasks (such as fire fighting, rescue operation, etc.), it is 
essential to have a captain or a leader rather than team members manag- 
ing themselves. 

Organizational limitations generally represent the most common rea- 
sons of SMPTs failure. Incompatible organizational culture and lack of 
management commitment to the whole change process are the single 
biggest reasons. Other reasons i n c l ~ d e : ~  

Impatience (expecting immediate results) 
Unwillingness to change personal management styles (from control to 
collaboration) 
Unwillingness to change organizational structure (from pyramid to cir- 
cle) 
Insufficient budget and time (for training and acquiring new skills). 
Sometimes, even when SMPTs are implemented properly, failures can 

happen. SMPTs are not a substitute for sound business basics. If no one 
wants to buy your product or service, SMPTs won't help. Nor will they 
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help if you are in the wrong business or not using the right technology. 
However, SMPTs can increase your chances of success because they in- 
crease the human potential across the whole organization leading to high 
performance.3 Project managers must try to overcome the obstacles and 
roadblocks normally encountered during implementation of SMPTs. 

AFTER PREPARING FOR SMPTs the next step is to build SMPTs. Project 
managers must be aware of the empowerment process, which is crucial in 
building SMPTs. They must go through the four steps in building SMPTs 
patiently and systematically. They must understand stages in maturity cy- 
cle of SMPTs and evaluate what is expected of them during each stage. 
They must be aware of various challenges and difficulties in implementing 
SMPTs and develop strategies to overcome them. 

Facilitating SMPTs for success 
If there has been one failing within our organization over the years, it's that we 
haven't tried to dispel the notion that our success comes out of a computer. It 
doesn't. It comes out o f  the sweat glands of our coaches and players. 

- Tom Landry, former head coach, Dallas Cowboys 

The success of SMPTs can be achieved by changing organizational culture, 
gaining management support and commitment to this change process and 
using facilitative skills. 

Guidelines for management. The process of creating SMPTs is very 
delicate. Its success depends upon genuine support from the management 
through the life cycle of its maturity, from investigation to maturation. 
Managers should use the following guidelines to help them manage deci- 
sions on who should be involved, how to proceed and what to expect.18 

Select for success. In an organization, some teams are more self-moti- 
vated and mature than others. The probability of success in creating 
SMPTs can be increased by selecting such teams as candidates for SMPTs 
because they already have many of the following desirable characteristics 
as:18 

Work well together 
Require low management maintenance; interested in self-management 
Have positive, forward-looking attitudes 
Willing to be a "test case" for creating SMPTs as a pilot project 
Interested in sharing responsibility and accountability 
High level of mutual trust, respect and urge to help each other 
High level of commitment to accomplish project objectives. 
Create successful experiences. Management should document, com- 

municate and publicize the early successes of SMPTs in order to gain more 
support and confidence from the whole organization. News of success 
will help gain acceptance for creating more SMPTs. 
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Go slow to go fast. As an innovative style of management, the SMIT needs re- 
sources, commitment and time. Management should have patience rather 
than expecting great results immediately. 

Practice written agreements. A written agreement between the manage- 
ment and SMPT will clarify team ground rules and expectations of both 
parties. It may address the reasons why the team wants to be self-managing 
and how it plans to accomplish this. This is necessary as an SMPT may fol- 
low different procedures and policies with respect to work schedules, salary 
administration, performance appraisal systems and incentives, etc. 

Emphasize both short- and long-term goals. Short-term productivity 
of SMPTs may increase due to energy and enthusiasm of team members in 
the early stages of creating SMPTs. However, without long-term goals of 
continuously improving work environment, sharing more responsibility 
and accountability and exploring opportunities for professional develop- 
ment and growth, SMPTs will fail as the "honeymoon period" ends. 

Facilitative skills. Project managers can play a key role in increasing 
the success of SMPTs. They must learn to act more like a "coach" than a 
manager or supervisor. Facilitative skills must be used in problem solving, 
consensus building, self-correction (by the team), and management of the 
team's process with respect to tasks and relationships.21 

Problem solving. SMPTs do not have supervisors to handle disputes or 
provide solutions to problems. Therefore, it is important that SMPTs be 
prepared to solve both technical and non-technical problems, which 
means dealing with both open-ended problems (those having many possi- 
ble solutions) and close-ended problems (those have single solutions or 
sets of solutions), as they arise. 

When an SMPT is faced with a problem, the group must collectively de- 
termine a list of possible outcomes. To ensure that the SMPT comes up with 
the best possible solution, the following process should be followed: 

Keep the group small (five to nine members). 
Announce the meeting in advance. 
Use a round robin approach for collecting ideas. 
Encourage people to discuss the idea with the group, not only with the 
originator. 
Rephrase criticism in a positive way. 
Ask for positive remarks fromnegative people. 
Set an example by clarifying ideas, not defending them.21 
Consensus building. Consensus creates a deeper commitment among 

team members for carrying out team decisions because the members have 
been heard and their contributions considered. Team consensus is an im- 
portant part of SMPTs. It is a process, not an outcome. It involves dis- 
cussing openly and honestly the ideas and concerns of team members and 
then persuading team members to buy into a specific idea or solution. 
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The three power bases used to influence members in SMPTs and gain 
consensus are:21 

Expertise (based on knowledge and experience) 
Personal credibility (based on commitment to the team's interest and in- 
terpersonal skills) 
Political power (based upon formaVinforma1 contacts). 
Perceived power stems from how others view one's level of expertise 

on a specific topic andlor one's political power (connections to people 
outside the group). 

Four steps which can be taken to contribute towards building team 
consensus are: 

Encourage all participants to have a full say. It is important to create an 
open environment where people can feel comfortable putting forward 
ideas for group discussion. 

Emphasize positives. Negative feedback isn't good for group morale 
and discourages open communication. Counter negative feedback by ask- 
ing members to comment on what is good about a specific suggestion. 

Find out how serious the negatives are. If there are negative consequences 
to an idea, present your opinions to the group in the form of a solution. 
This way you are able to point out the problem but in a positive light, 
which is less offensive to the originator of the idea. 

Keep summing up the areas of  agreement. Summarize the areas that every- 
one agrees upon. This should eventually bring forward the best solution to 
the problem. Gradually the group members should be able to see that one 
solution is more viable than the rest and consensus will be gained.21 

Reaching consensus does not imply there is no conflict within a team. 
A critical exchange of ideas is healthy for building consensus and conflict 
and tension caused by controversial ideas are natural. SMPTs can view 
consensus as "controlled conflict" that leads to high commitment and pro- 
d~ctivity.~' Consensus is not 100 percent agreement; in fact, 100 percent 
agreement is a myth. After consensus is reached, team members should 
feel "It may not be exactly what I wanted but it is certainly something I 
can live with." 

Self-correction. The ability of SMPTs to self-correct is crucial. Without 
a supervisor to lead the way, a SMPT is forced to come up with its own 
solutions. Even decisions made through group consensus can lead to prob- 
lems. Thus, it is important to detect potential problems in early stages and 
correct them right away. When correcting a problem, a SMPT should use 
the following guidelines: 

Practice leveling. Open communication is the key to detecting and solving 
a problem. Team members should be encouraged to discuss their concerns 
with each other. If there is a lack of mutual trust and genuine support, team 
members may be wary of voicing their opinions and a problem can go un- 
detected and grow out of control. 
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Find problems4on't point fingers. Rational problem solving requires 
rational people.Ownership of successes and failures must be shared by all 
members of the team. Pointing fingers can lead to lack of trust, defensive 
behavior, low morale and poor communication among team members. 

Look carefully at  what you are doing. Evaluate your process; then 
process your evaluation. Determine what needs to be changed to prevent 
the same problem from occurring again. Learn from your mistakes. 21 

Process management. Process management refers to how a SMPT goes 
about doing specific tasks. SMPTs must manage both task-process issues 
and people-process issues. Task-process issues refer to the relationship be- 
tween team members and their work. People-process issues refers to how 
the team members relate to one another. The majority of problems are 
caused by poor management of team's process, which affects cohesiveness, 
commitment and productivity. SMPTs can use these guidelines to manage 
task processes: 

Clarify your purpose and specify your outcomes. 
Seek alternative methods and procedures for achieving your outcomes. 
Make your task structure explicit. 
Stick to the subject. 
Summarize. 
Monitor your time. 
Identify task assignments and/or "next step" at the end of your session.21 
Project managers can also use the following set of guidelines to help 

manage people-processes: 
Provide opportunities for everyone to contribute. Everyone should be 

contributing in open discussion. If some members are not, be sure to so- 
licit their input on a regular basis. 

Separate content from personalities. Fostering a professional attitude 
amongst team members will help ensure that no one gets hurt feelings 
when ideas are criticized. People should be able to distinguish negative 
feedback on an idea from a personal attack. 

Reduce and reconcile misunderstandings and disagreements. Make sure 
that disagreements are dealt with and that team members come to an un- 
derstanding. Personal differences should be dealt with promptly. Personal 
attacks should be avoided. 

Provide recognition for team process. Create a way of tracking team 
progress and make everyone aware when you have all met a deadline, 
quota or small milestone towards reaching a goal. It is important to know 
that you are moving towards achieving your team's objectives. This cre- 
ates a positive climate and a sense of accomplishment. 

Provide a fair hearing for all ideas and comments. Give everyone's ideas 
and comments equal attention. Team members need to feel that they are 
being taken seriously by everyone and that their individual contributions 
are valued by the group. 
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Help the group focus on "win-win" solutions. It is important for team 
members to not only feel that they are helping meet the needs of the 
group, but also that they get what they need out of the process (more ex- 
perience, a new skill). What is best for the team should also benefit every- 
one individually. 21 

A continuing theme throughout the SMPT facilitation process is open 
communication. Problem solving, consensus building, self-correction and 
process management each rely heavily on consistent open communication 
amongst team members. Good communication creates trust and heightens 
team moral. Without open communication, people will be less likely to 
express their opinions which may result in tension and/or conflict within 
the team unit. Ultimately it is important that each SMPT member feel that 
they are contributing towards the team's performance. It is hard to estab- 
lish hard and fast rules for how team members should treat each other. 
However, effective management of task processes establishes the defini- 
tion, structure and process of achieving the task and effective manage- 
ment of people processes establishes good working relationships and true 
teamwork, leading to human synergy. 

Developing people skills. SMPTs require a high degree of interdepen- 
dence. They seldom fail due to lack of technical knowledge and skills; the 
majority of team failures are caused by poor people-process skills, which 
can be developed through training. However, technical specialists in teams 
often do not appreciate this problem and therefore normally resist the 
need to acquire training in developing their people skills. The major hu- 
man skills necessary to facilitate the success of SMPTs are:21 

Problem solving 
Decision-making 
Confrontation and conflict resolution 
Managing time (and meetings) 
Communication skills (listening and feedback) 
Participative management 
Influencing 
Boundary management 
Managing project politics positively. 
Like individuals, teams mature with time. Members in SMPTs should as- 

sess themselves regarding their people-process skills in the beginning stages, 
set a goal and develop a plan of action to enhance these skills and then eval- 
uate them again as the team reaches maturity. Continuous improvement is 
one of the main goals of a team and it must be followed by developing the 
people skills of team members through training. Training can be provided 
in-house and/or obtained by attending off-site seminars and workshops. 
Management must commit to providing sufficient resources and training in 
order to help develop and grow team members in order to enhance the suc- 
cess of SMPTs. 
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Leadership in SMPTs 
A leader is best when people barely know he exists, not so good when people 
obey and acclaim him, worse when they despise him. But of a good leader, who 
talks little, when his work is done, his aim fulfilled, they will say 'We did this 
ourselves." 

-Lao Tzu (about 550 BC) 

The leadership in SMPTs is quite complex because of the changing roles 
of leader for SMPTs and the problems they encounter during transition. 
To understand it, it is important to look at more than just actions and ac- 
tivities. It involves analyzing how these leaders think and what they value. 

Roles and responsibilities of SMPT leaders 
As teams are empowered and self-motivated, they assume many of the re- 
sponsibilities that were traditionally reserved by managers and supervisors 
in hierarchical organizations. This raises the question: If teams start man- 
aging themselves, do we need the team leaders, and if so what are their 
roles? Self-management concept changes the roles of managers radically. 
They fear loss of power and status which raises anger, stress, ambiguity and 
resistance. For some managers, this transition is easy but for many it is not. 

Yet SMPTs are not leaderless. They have leaders but their role has changed. 
Team leaders work on the system, whereas the managers work in the 

system; that is, team leaders develop the system and guidelines and the 
managers use those systems to manage the tasks. Team leaders act mainly 
as boundary managers to manage the impact of the project environment 
on the project team. They alert the team to such issues as market condi- 
tions, technology changes, socioeconomic issues, and governmentJregula- 
tory issues.22 

Rethinking leadership responsibilities. As teams are empowered and 
move along in their journey to self-management, the role of leaders has to 
be redefined. Some important factors needed to rethink leadership re- 
sponsibilities are:23 

Transition of leadership responsibilities normally spans from two to 
five years to develop fully SMPT. It is like a journey with bumps along the 
way. More complex leadership responsibilities such as budgeting may take 
longer to move down to the team member level. Some traditional respon- 
sibilities that organizations have shifted to their teams include:23 

Work scheduling, work assignments, holidays and vacation scheduling 
Monitoring progress, identifying problems and taking corrective actions 
Designing and preparing training manuals 
Deciding on moderate capital investments to improve efficiency, quality 
and reduce downtime 
Responsibility for cross-training, product quality and continual im- 
provement 
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Schedule the work, set quality standards and explore alternatives to han- 
dle large volumes of work successfully. 
Shifting proportions of responsibility. This depends upon the culture 

of organization and maturity level of team members. The Wellinsllndustry 
WeeklAssociation for Quality and Participation survey data regarding the 
distribution of leadership responsibilities for major production tasks and 
management tasks indicated that the leadership of these tasks was either 
dominated by a formal leader (outside the team), or the team, or shared 
by both. The concept of shared leadership reflects more reality in SMPTs 
than in self-managing work teams.23 

Fewer managers mean fewer project human resources is a myth about 
SMPTs. The number of managers and supervisors is reduced because the 
team members assume many of the responsibilities traditionally held by 
managers. However, the total number of team members may increase sig- 
nificantly due to their increased workload. 

Changing roles. Roles of leaders of SMPTs are changing drastically. Of- 
ten SMPTs leaders wear three main hats. They are:24 

Administrators. They help the team meet its objectives through goal-set- 
ting, planning, problem solving, and other group processes. 
Technical advisors. They provide the team with technical guidance and 
support and convey skills and knowledge to help the team make its own 
decisions. 
Coaches. They help the team develop as it matures with a final aim of 
making it a self-managing team. 
Leadership dimensions include skills, knowledge and motivations. 

Wellins et al., conducted in-depth job analyses for positions of both team 
leaders and group leaders in a few organizations that were building 
SMPTs. The team leader's position is inside the team. It is held by a team 
member and is rotated based upon expertise required and project life cy- 
cle phases. A group leader assumes responsibilities outside the team and 
operates in a broader organizational environment assuming many func- 
tions as needed.2S For example, as teams are empowered more, strategic 
planning becomes more important than operational planning. 

Clarifying responsibilities is very important to avoid any confusion. 
Controllers, planners and inspectors are now replaced with coaches, fa- 
cilitators and supporters. Leaders should make a role contract with team 
members. It does not have to be too rigid and changes can be made 
through mutual consent. A role contract will avoid any surprises when the 
team assumes responsibility for roles that previously belong to the leaders. 

Also, as teams move along the empowerment continuum, leaders roles 
shift from direct to indirect involvement and therefore leaders can be giv- 
en new responsibilities:2s they can coach more teams in the organization, 
for example. Responsibility charts are very practical to clarify roles and 
responsibilities. 
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Rethinking leadership responsibilities in SMPTs does not mean that 
there is no need for leaders. Rather it means that there is a major shift in 
power, and such a shift is difficult for both those who lose power and 
those who gain it. In reality the role of leaders in SMPTs is expanding. 

Team tips for changing leadership roles. Here are some tips used for 
changing leadership roles when implementing SMPTS:~~ 

Involve managers and supervisors in change process. Do "with" them 
rather than doing "to" them. They should be part of the vision, not just 
the part of the change. 
Provide leadership support and training. The egos and security of man- 
agers are on line. They need a new role in the organization. Training 
should focus on the nature of teamwork, workplace redesign and the ins 
and outs of SMPTs. 
Recognize and reward leadership that encourages team work and empozu- 
emzent. Reward team performance rather than individual performance 
and reward behaviors that involve "letting go" and "handing over." 
Have realistic expectations about the pace of change. Teams change the 
way work is done, and leadership skills and behaviors are not developed 
overnight. It takes time, so have patience. 
Delegate responsibility when teams are ready. Let go (delegate) when 
teams are ready. But delegate, don't abdicate. 
Boundary management role. SMPTs manage by themselves but with- 

in a boundary that differentiates the team from its surrounding environ- 
ment. The team leader manages this boundary to optimize the perfor- 
mance of the team and of the organization as a whole. Some points 
regarding the boundary management role of team leaders are:27 

Focus areas of boundary managers go beyond the normal team envi- 
ronment. The team leaders spend their energy and efforts on boundary is- 
sues which include:27 

Interface problems with other project teams 
Interactions with clients, vendors, suppliers and competitors 
Important legal or social issues related to communities 
Forecasting new technologies and economic changes to act proactively 
rather than reactively 
Building communication links with headquarters and other groups to 
stay on track 
Communicating with regulatory agencies (regards laws and regulations) 
Training and development opportunities for the team 
Exploring new opportunities and strategic alliances. 
As a boundary manager, the team leader manages these issues to h$lp 

the team adapt successfully to the environment. 
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Boundary management is a non-traditional role because it encourages 
teams to assume the full responsibility of throughput, work process, and 
product quality. For example, Ralph Stayer, CEO of Johnsonville Foods, 
encouraged work teams to monitor their own progress, compile necessary 
reports, identify problems and take actions.28 Effective team leaders do 
not demand status reports which cost significantly more in lost time and 
salaries than their benefits. They should develop team potential rather 
than hinder them in their progress. 

Boundary managers work "on" the system as opposed to supervisors 
who work "in" the system. Boundary managers focus on improving the 
systems and work processes and redesigning the organizational structures 
to facilitate collaboration. They provide the big picture view to expand 
the team's horizon. 

Boundary management involves building effective infrastructure to 
help teams optimize their output, relationship and development. Bound- 
ary managers ensure that the organizational system measures the right 
things, provides regular feedback and timely information regarding the 
project's results and contributions to the overall organization. They en- 
sure that teams have such working systems in place to reduce hierarchies. 
They focus on optimizing the whole operation rather than their own de- 
partments. They act as cross-organizational collaborators rather than em- 
pire builders. 

Seven competencies of boundary managers. Successful boundary man- 
agers modify organizational structures, build effective infrastructure, and 
create a climate of cooperation and collaboration. They shield team mem- 
bers from unproductive organization politics. The specific behaviors of 
successful SMPT leaders can be described by a set of seven competen- 
Cies:27,29 

Leader. Increases energy of team members by creating and communi- 
cating visions that inspire and motivate team members. 
Role model. Demonstrates desired behavior by "walking the talk." 
Coach. Teaches and develops team members to their full potential, 
maintains a balance between authority and responsibility, and account- 
ability. 
Business analyst. Understands the "big picture" and is able to trans- 
form changes and business threats into opportunities. 
Barrier buster. Eliminates barriers to effective team work and challenges 
the status quo. 
Facilitator. Creates a true team climate and bring together resources 
(necessary tools, information and people) to accomplish goals. 
Customer advocate. Flushes out customer needs, develops and main- 
tains close liaison with the customer and focuses on customer satisfac- 
tion as the top priority. 
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tudes, behavior, styles, communication (oral and written), product, etc., 
communication. The invisible elements include vision, values, assump- 
tions, ideas, commitment, motivation and paradigms, etc. Making Theory 
X assumptions (that people are lazy, want to be controlled, are not self- 
motivated, etc.) limits the ability to lead SMPTs. Also, the values and con- 
cerns of leaders of SMPTs determine their degree of effectiveness. Suc- 
cessful leaders of SMPTs have three main concerns:22 

Importance of managing by vision, which gives the team a sense of pur- 
pose and direction 
Need to focus on clients, which emphasizes customer service and quali- 
ty products 
Emphasis on continuous improvement, which increases values of learning. 
In addition, successful leaders of SMPTs have five main values. These 

are strong beliefs in:22 
Teamwork. Successful team leaders tend to minimize status differences 

and salary differentials and discourage the "us against them" attitude. In- 
stead, they emphasize working together to achieve human synergy. These 
attitudes increase collaboration and shared responsibility. 

Work as a part of life. Successful team leaders are genuine and natural 
in their work relationships; they believe in a healthy balance between the 
personal and the professional aspects of life. 

Promoting diversity. Most project teams have a diverse mix of people 
with different backgrounds, experience and culture. Successful team lead- 
ers capitalize on this diversity by completing the skill mix required and 
creating an environment where everyone shares accountability and works 
interdependently to help each other. 

Lifelong development of team members, personally and professionally. 
Successful leaders strongly believe that people appreciate rather than de- 
preciate with time if suitable opportunities are provided to the team mem- 
bers to learn new skills and develop at both personal and professional level. 

Elimination of bamers to team performance. Successful team leaders 
have a strong conviction that main role of management is to create an en- 
vironment to nurture high team performance. They should have tolerance 
for failure to expand the possible and maximize human potential. Team 
leaders should view themselves as servants of the team, providing what 
the team members need to maximize team performance. 

Values held by team leaders of SMPTs are very important because they 
provide them with inner strength and motivation. When team leaders live 
their values, they build trust and respect among team members which 
strengthens working relationships and the commitment to help each oth- 
er win. For example, a team leader's assumption (invisible) that team 
members have good ideas is reflected in his or her behavior (invisible), 
and good team ideas surface. 
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SMPTs and their leaders in a nutshell 
Empowerment and SMPTs are not merely trendy concepts, they are es- 
sential in order to satisfy the changing expectations of today's work force. 
Creating SMPTs involves changing the fundamental organizational culture 
and not just organizational structure. Various values, roles and responsi- 
bilities of team leaders have been described in the previous sections. How- 
ever, here are thoughts that a team leaders must remember to implement 
SMPTs effectively and successfully:31 

In SMPTs, people perform multiple tasks, manage themselves with 
minimum of supervision, and share responsibility and accountability. 
SMPTs outperform their traditional counterparts. They constitute a jour- 
ney, rather than the destination: not so much what you do as how it is 
done. 

Because SMPTs are based upon empowerment, all four elements-au- 
thority, resources, information, and accountability-must be present. 
Anything less is a sham. 

SMPTs are not "undirected" or "leaderless"; they are directed differ- 
ently. SMPTs are driven by goals rather than by the managers/supervisors. 
Thus, the SMPT develops leaders rather than managers. What's the dif- 
ference? Team leaders work on the system, whereas supervisors work in 
the system. They act as boundary managers to manage the impact of the 
project environment on the project team. They alert the team to rapidly 
changing business environment, technology, and nature of work force. 

The team leader's role changes with the maturity level of the team. 
Team responsibility expands as the team matures, and this process re- 
quires role clarification, a personal need to change, organizational sup- 
port and self awareness. 

Table 6.2 shows ten perspectives for enhanced leadership, teamwork 
and success. 

What's next for SMPTs? 
When you have a desire and a commitment to play as a team, excelling is no 
longer work. 

-Anonymous 

This novel way of helping people work together will surely impact the fu- 
ture of work. And, as with any radical change, there will be resistance and 
backlash in response. Here are a few observations regarding the future of 
self-management:26 

The general shift towards self-management. Alvin Toffler discussed 
radical changes in the work environment, noting that workers need to 
learn new technologies, adapt to flat organizational structures and gener- 
ate new ideas. Employee empowerment is moving from an experimental 
stage to business necessity to meet global competition.32 Jerry Junkins, 
late CEO of Texas Instruments, stated in Fortune magazine, "No matter 
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Table 6.2 Ten Perspectives for Enhanced Leadership, 
Teamwork and Success 

1. S: (1 letter representing success and satisfaction) 
2. WEIUS: (2 letters essential to retain relationships) 
3. TRY: (3 letters representing perseverance, persistence, courage) 
4. TIME: (4 letters representing most valuable thing) 
5. TEAMSTTRUST: (5,letters to get human synergy) 
6. LISTEN: (6 letters representing most important skill) 
7. RESPECT: (7 letters regarding interpersonal skills) 
8. INVERTED: (8 letters regarding practical organizational 

structures) 
9. OBJECTIVEICHALLENGE: (9 letters which keep you focused) 

10. EMPOWERING: (10 letters that increase ownership) 

what's in your business, teams are the wave of the future." To achieve high 
quality, it is essential to empower people and create teamwork.33 Robert 
Hass, CEO of Levi Strauss, has indicated a trend towards a team-oriented, 
multi-skilled environment in which the team takes on many of the tasks 
traditionally done by supervisors and trainers. With some sort of gain- 
sharing, this leads to higher commitment and employee ~at is fac t ion.~~ 
General Motors' Saturn team approach is an example of a strategy to help 
the U.S. meet global competition in the global economy.3S 

Expect rapid growth. According to one study, fewer than 10 percent of 
work areas are currently organized into teams. Most team members, lead- 
ers, and practitioners believe that SMPTs will expand rapidly over the 
next decade.36 

White collar applications. Productivity and quality has been increased 
dramatically in the manufacturing sector by focusing on process, tech- 
nologies, and people. SMPTs have not been widely used for white-collar 
workers because the productivity of service organizations is difficult to 
measure and cross-training is difficult and inefficient. However, these dif- 
ficulties are being resolved and this concept is becoming popular. 

Self-directed organizations. We will still need leaders but self-directed 
teams are making more and more key business decisions. As management 
recognizes the benefits of teams and empowerment and trust is developed, 
the teams will start making decisions not just for the team but for the ben- 
efit of entire organization. 

Global effect. Due to global competitions, many large organizations 
are involved in international projects and joint ventures. Even autocratic 
and traditional work cultures are recognizing the value of empowerment 
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and self-management and becoming willing to work together with work 
cultures who are already more comfortable with this concept. 

The need for national support. National support has contributed to 
teams and employee involvement in countries like Sweden and Japan. Un- 
fortunately, the U.S. lacks a powerful centralized effort to increase partic- 
ipation in the work place. A report published by National Center of Edu- 
cation and the Economy calls for national support to encourage 
employers to invest more in both the education of their employees and 
creation of higher involvement work organizations.36 

The role of organized labor. The unions, like management, must deal 
with the changing values of today's work force-values that include 
greater autonomy, participation, freedom, and flexibility. Collaboratively 
developed and implemented teams provide wins for both management 
and union. On the whole, the leadership of various national unions, in- 
cluding United Auto Workers, the United Steel Workers of America, and 
the Communications Workers of America, have supported various forms 
of teams across the United According to Lawrence Bankowski, a 
national union president, "Deep down manufacturers have to change 
their culture and their thinking and tap into workers' brains."37 

Backlash against the team concept. In spite of the fact that empow- 
ered teams are essential to survive the tough competition in the future, 
SMWTs encounter some resistance. Following are some typical negative 
reactions for work teams:26 

Work teams are a foreign concept; they won't work in our organization. 
The concept is great, but difficult to implement. 
It would have worked, but the managers and supervisors ruined every- 
thing. 
We tried teams, but employees wouldn't accept the change. 
Avoiding backlash. The management and team leaders can take fol- 

lowing actions to minimize the negative impact of backlash:26. 38 

Plan the creation and implementation of SMWTs. If you fail to plan, you 
plan to fail. 
Set realistic goals. 
Provide appropriate training at all levels. 
Team building made part of overall strategy. 
Focus on continuous improvement. 
Have patience; "go slow to go fast.'' 
Manage this change of introducing empowerment effectively; explain its 
importance, sell the case and provide organizational support. 
Make employment assurances to relieve the perceived fear of loss of job, 
power, and status. 
Align organizational structures with SMPTs. 
Ensure that financial reports, training, and other tools are consistent to 
values of high involvement. 
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Summary 
The concept of SMWTs in a project environment is both desirable and de- 
batable. It is debatable because of the nature of project environment where 
there are continuous deadlines and insufficient time to change organiza- 
tional culture for creating SMWTs and a need to have a project manager 
who acts a single point of contact for the owner. At the same time, it is 
revolutionary and desirable because it increases performance, adaptability, 
quality and innovations which are necessary to compete globally. 

In a project environment, the concept of SMWT is not entirely satisfac- 
tory. However, a mature self-motivated team in a project environment is 
practically similar to Self-Managed Work Teams in an ongoing operation. 
What is required is a combination of the valuable attributes of the SMWT 
and an attitude that satisfies the project environment. Because self-motiva- 
tion is such an important factor in the goal-oriented project environment, 
we call the resulting team a Self-Motivated Project Team (SMKT). 

Empowerment and SMPTs represent the wave of the future work envi- 
ronment. SMPTs provide a challenging and dynamic structure, a sense of 
ownership to their members and whole business focus. They are notable 
because they provide significant benefits to both the employers and em- 
ployees. Major benefits of SMPTs include improved quality, productivity 
and service; greater flexibility and quick self correction; reduced operat- 
ing cost; faster response to technology revolution; fewer and simpler job 
classifications; psychological enrichment and control; and emphasize the 
value of human resources. 

Continuous improvement is essential to remain competitive. It can be 
achieved by building SMPTs to help build commitment and pride of own- 
ership. Empowerment is essential for fostering an SMPT culture and for 
building SMKTs. It is a different way of working together. It means giving 
employees control and freedom over their jobs in a way that employees ex- 
perience a sense of ownership. It is facilitated by a combination of factors, 
which include organizational values and leadership actions; rewards, recog- 
nition and training systems; and job design and working relationships. 

There are four main variables of empowerment: authority, account- 
ability, resources and information. A sense of ownership and of strong 
commitment is created when people have all four variables. As teams ma- 
ture they move along the empowerment continuum by taking more and 
more responsibility and eventually becoming self-motivated teams. 

Empowering means passing on authority, responsibility and account- 
ability. Empowerment occurs when employees are given power to man- 
age their work and work process. Power is central to empowennent. It 
represents an ability to influence project participants to meet project ob- 
jectives successfully. Project managers must acquire a balanced combina- 
tion of seven types of power which include authority, accountability, com- 
mitment, information, influence, network and earned power. More 
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importantly, they must know how to use these powers wisely and when to 
share these with team members and how much. 

To build an SMPT, it is essential that changes are created in all direc- 
tions. It requires fostering an SMPT culture by changing its three main 
components: mindsets of managers and team members, team relation- 
ships, and organizational structure. Empowerment is the most vital factor 
for fostering SMPT culture. Project managers and project leaders must un- 
derstand the basic principles of empowering people and identify different 
sources of power to share and gain overall power. They must recognize 
that SMPT culture requires a change in mindsets, working relationships 
and organizational design, and organizational climate. 

Creating and maintaining SMPTs involves preparing for SMPTs, build- 
ing SMPTs through empowerment and facilitating SMPTs for success. The 
success of creating SMPTs depends upon organizational culture, work en- 
vironment, management philosophy and behavior, and above all readiness 
level of team members. A sponsor or a champion is critical to success. 

Empowerment is the key to building SMPTs. In order to build an SMPT, 
project leaders should follow four steps which include: setting an overall 
ambience; education and training; gaining commitment; and evaluating 
SMPTs on a regular basis. SMPT is an evolutionary process. It goes 
through five stages of maturity which include investigation, preparation, 
implementation, transition and maturation. Project leaders must be aware 
of some challenges and difficulties in implementing SMPTs due to geo- 
graphic separation, task limitations (e.g., in emergency or crisis situations), 
and organizational limitations. The circumstances should be evaluated and 
then SMPTs implemented carefully. SMPTs can be implemented success- 
fully provided there is strong support and commitment from management 
and team members. The leaders must use facilitative skills: problem solv- 
ing, consensus building, self correction and managing the process (in 
terms of task and people). 

LEADING AN SMPT is not easy. Changing from a traditional manager/ 
supervisor to a leader is challenging for both the managers and team mem- 
bers. Some traditional managers survive this transition while others can- 
not. Some of the problems facing traditional managers include a perceived 
loss of power and status, unclear new role, fear of losing their jobs, adjust- 
ment to a different way of managing. 

Project managers must act as boundary managers with a focus on em- 
phasizing integration and interfacing; working "on'' the system rather 
than 'in' the system; and building effective infrastructure to help meet 
project goals. Seven competencies of leaders and boundary managers in 
SMPTs include leader, role model, coach, business analyst, barrier buster, 
facilitator, and customer advocate. 
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Because of severe economic and manpower constraints and consequent 
"flatter" organizations, management by projects is being recognized as 
one of the most effective ways of managing organizations. Because self- 
motivation is such an important factor in the goal-oriented project envi- 
ronment, the Self-Motivated Project Team is central to project success. 
More research and practical ideas need developing to foster a conducive 
organizational culture and work climate to build SMPTs. The importance 
of SMPTs should be reinforced by documenting financial and psycholog- 
ical benefits to both the organization and its people. 
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Appendix 

Self-Assessment Exercise A 

Questionnaire for Evaluating Your Behaviors as a Team Member 

1 = Never 2 = Seldom 3= Often 4 =Always 

Task-oriented behaviors: In a team, I... 
1. Initiate ideas or actions 1 2 3 4  
2. Facilitate the introduction of facts and information 1 2 3 4  
3. Clarify issues 1 2 3 4  
4. Evaluate task structures and constraints 1 2 3 4  
5. Summarize and pull together various ideas 1 2 3 4  
6. Keep the group working on the task 1 2 3 4  
7. Ask to see if the group is near a decision 

(determine consensus) 1 2 3 4  
8. Request further infortriation 1 2 3 4  

Relations-oriented behaviors: In a team, I.. . 
9. Support and encourage others 1 2 3 4  

10. Reduce tensions 1 2 3 4  
11. Harmonize (keep the peace) 1 2 3 4  
12. Compromise (find common ground) 1 2 3 4  
13. Encourage participation 1 2 3 4  

Self-oriented behaviors: In a team, I... 
14. Resolve conflicts promptly 
15. Express hostility 
16. Seek recognition 
17. Avoid participation 
1 8. Dominate the group 
19. Nitpick and hold back the information 
20. Reject views of others 

Total Score: 

Scoring Key: 
Too much or too little of certain behaviors can adversely affect the efficiency 
and effectiveness of a team. A score of 24-32 on task-oriented behaviors, 15-20 
on relations-oriented behaviors, and 7-14 on self-oriented behaviors would sug- 
gest an effectively functioning team. 

Source: Don Hellreigel, John W. Slocum, Jr., and Richard W. Woodman, Organizational Behav- 
ior, Sixth Edition, St. Paul, MN; West Publishing Company, p. 323. By permission of 
publisher. 
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Self-Assessment Exercise B 

The Cultural Awareness Quiz 

1. Which country do people not expect to be paid for overtime? 
a. United States 
b. Korea 
c. Canada 
d. Saudi Arabia 

2. Chewing gum is illegal in which of the following cities? 
a. Bangkok 
b. Manila 
c. Singapore 
d. Budapest 
e. Venice 
f. Lisbon 

3. How many countries are in the Middle East? 

a. 23 countries 
b. 16 countries 
c. 14 countries 
d. 17 countries 

4. In what country would you have trouble conducting business, if you 
were a recovering alcoholic? 
a. Brazil 
b. France 
c. South Africa 
d. Vietnam 
e. Canada 

5. What is the only official bilingual province in Canada? 
a. British Columbia 
b. Saskatchewan 
c. Quebec 
d. New Brunswick 
e. Yukon 
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Self Assessment Exercise C 

Team Readiness Survey 

Question: When does it make sense to start work teams in your 
organization? 

Answer: When the conditions are right. 

To help you determine how conducive your organization is to the implementation of 
teams, you might want to give some thought to key situational issues. Seventeen ques- 
tions to assess team readiness are given below. Readiness assessment does not have to 
be an exhaustive analysis. These questions relate to the organization's culture, prac- 
tices, work environment and goals. Answers should be based on how you think the 
situations are, rather than how they should be. 

Using the scale below each item, give yourself a "5" for yes (if you strongly agree 
with the item), a "1" for no (if you strongly disagree with the item), or a "2," "3," or 
"4," depending on how close you are to either end of the scale. When you are fin- 
ished, total your scores for an indication of your organization's readiness to accept 
work teams. 

1. Management believes that front-line employees can and should make 
the majority of decisions that affect how they do their work. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

2. Employees can suggest and implement improvements to their work 
without going through several levels of approval. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

3. The union is likely to agree to renegotiate traditional work rules and 
job classifications to permit greater flexibility and autonomy. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

4. The nature of the work in your organization lends itself to a team- 
based approach rather than to individual effort. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

5. Your technology is flexible enough to permit restructuring or 
reorganization based on the needs of your teams. The physical design 
of your workplace lends itself to working in teams. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 
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6. It is possible to organize work so that teams of employees can take 
responsibility for entire jobs. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

7. There is enough complexity in jobs to allow for initiative and decision- 
making. 

8. Your employees would be interested or willing to organize into teams. 

9. Your overall organizational culture, vision, and values support 
teamwork and empowerment. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

10. Your organization has a history of following through on initiatives such 
as empowerment. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

11. Management in your organization is willing to adjust responsibility 
downward and radically change its own roles and behavior. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

12. Your company is secure enough to guarantee a period of relative 
stability during which the teams can develop. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

13. You have adequate support functions, such as human resources, 
engineering, and maintenance, that can help teams by providing 
information, coaching, and training. 

14. Management understands that developing teams is a lengthy, time- 
consuming, and labor-intensive process. It is willing and able to make 
the investment. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 
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15. Your organization has systems that provide timely information to front- 
line employees. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

16. Your employees have the skills needed to take greater control of their 
jobs. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

17. You are willing to invest in training your front-line employees. 

1 2 3 4 5 
STRONGLY DISAGREE STRONGLY AGREE 

Your Total Score: 

Scoring Key: 

Score Actions 

Above 65 

Below 40 

You are on solid ground. Teams stand a 
good chance of taking root if properly 
implemented. 

There are some weaknesses in your 
culture's policies, processes and 
procedures. Work on these weak areas 
before proceeding. 

Teams will have difficulty taking hold. 
Reexamine your culture and explore a 
more gradual course toward 
empowerment. 

Source: Richard S. Wellins, William C. Byham, Jeanne Wilson. 1991. Empowered Teams. San 
Francisco, CA: Jossey-Bass, Inc. pp 95-99. By permission of publisher. 
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Self-Assessment Exercise D 

Team Effectiveness Inventory 

Instructions: Think of a group or team in which you are currently or have been a 
member. Please respond on the basis of your degree of agreement or disagreement 
with each statement. Use the following scale: strongly disagree (SD), disagree (D), 
undecided/neutral (U), agree (A), strongly agree (SA). 

Statements SD D U A SA 

Task Performance 

1. We plan ahead for problems that might arise 1 2 3 4 5  
2. We are an effective problem-solving team 1 2 3 4 5  
3. We achieve high performance goals 1 2 3 4 5  

Influence 

4: Team members are willing to listen to and 
understand each other 1 2 3 4 5  

5. Members are active in influencing the 
future of the team 1 2 3 4 5  

6. Members are willing to disagree and make 
suggestions to each other 1 2 3 4 5  

Satisfaction 

7. I enjoy working with my team members 1 2 3 4 5  
8. I am able to make good use of my skills and 

abilities on this team 1 2  3  4 . 5  
9. Considering everything, it is a pleasure to be 

a member of this team 1 2 3 4 5  

Member Relations 

10. I trust the members of my team 1 2 3 4 5  
11. There is no free riding by members 1 2 3 4 5  
12. We are a cooperative and cohesive group 1 2 3 4 5  

Creativity 

13. Divergent ideas are encouraged 1 2 3 4 5  
14. Our norms encourage change and the 

exploration of new ideas 1 2 3 4 5  
15. The creative talents of members are drawn 

on to improve the quality and quantity 
of the team's outputs 1 2 3 4 5  
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Interpretation: Add the point values for each scale: 

Task Performance = 

Influence - - 

Satisfaction - - 
Member Relations = 

Creativity - - 
Total = 

Scoring Key: Point values of 12  to 15 suggest the team is effective on that 
dimension, whereas point values of 3 to 8 suggest ineffectiveness. Point val- 
ues of 9 to 11 suggest uncertainty and ambiguity on that dimension. Total 
point values for items 1 through 15 of 60 to 75 suggest a highly effective 
team, whereas a total score of 15 through 30 suggests a team that is probably 
ineffective. 

Developed from LT. Kaplan. 1989. Measuring Work Group Effectiveness: A Comparison of 
Three Instruments. Management Communication Quarterly, 2 pp. 424-448; F. Friedlander. 
1966. Performance and Interactional Dimensions of Organizational Work Groups. Journal of 
Applied Psychology, 50, pp. 257-265; Wilson Learning Corporation. 1988. Team Interaction 
Profile is Valid and Reliable. Eden Prairie, Minn: Wilson Learning Corporation; Honeywell Inc. 
1985. Job Reaction Questionnaire User's Guide. Minneapolis: Honeywell, Inc. 
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Self-Assessment Exercise E 

Is Your Team a High Performance Team? 
Rate your current team on each of the five following points. Circle the 

number rating you give your team for each statement. 

1 2 3 4 5 6 
worst needs needs about good1 best 
I've much some average better I've 
seen improve- improve- than seen 

ment ment average 

1. Acceptance, openness, respect and trust are words I'd use to describe 
relationships within our team. 

1 2 3 4 5 6 

2. There is high motivation for productivity and excellence in all team 
members. 

1 2 3 4 5 6 

3. Conflicts and disagreements are dealt with by seeking the best possible 
solution rather than blame-placing. 

1 2 3 4 5 6 

4. Team members see the "big picture" and put the overall company needs 
and priorities over their own agendas. 

1 2 3 4 5 6 

5. If a team member has problems or gets into difficulty, others fully and 
willingly step in to help. 

1 2 3 4 5 6 

Score: 25-30 You're a good coach and a team leader. Use this day for 
reinforcement and recognition of what you're doing right. 

21-24 You have a better than average team. 
15-20 You're right. Your team can do better. 
5-15 You need to work on team building. Refer to this book and 

other literature. Then why your team is experiencing 
difficulties should hopefully become clear very soon. 

Source: H. Rhea Gray. 1991. Models of Excellence. By permission of publisher. 
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Self-Assessment Exercise F 

Readiness Assessment 

Answer the following questions and discuss them with other team members 
to determine how ready you are to form a Self-Motivated Project Team 
(SMPT) . 

1. Are you willing to succeed or fail as a team? 

2. Does your project have a sponsor or a leader who is supportive of 
SMPTs ? 

3. To what extent do you function without management now? 

4. Do you possess the required technical, administrative, and 
interpersonal skills you need? 

5. Are you willing to recognize peer pressure as a means of control within 
the team? 

6. Have you clearly discussed your expectations, and are they realistic? 

7. Do you each have personal and/or professional benefits to gain from 
working in an SMPT? 

8. Are you willing to pay attention to HOW you do things as well as 
WHAT you do? 

9. Is there a climate of trust within the team? 

10. Are you willing to engage in developing creative solutions? 

Exercise: 
a. What is the important information you discovered in your readiness 

assessment? 

b. How would you use this information? 

c. Identify areas that you need to discuss further to gain more information. 
How would you proceed with this and solve existing problems? 
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The Human Aspects of Project Management Series 

Book 1: Organizing Projects for Success 
There is no exercise better for the heart than reaching out and lifting people up. 

-Anonymous 

This book presents an overview of project human resource management, a model 
for effective management of project human resources, tips for managing external 
and internal project stakeholders, and organizational design strategies. 

Readers will learn to develop an appropriate project organizational strategy, 
one that effectively interfaces project stakeholders and organizes human resources 
in a way that inspires high performance among all participants. 

Book 2: Human Resource Skills for Project Managers 
I will pay more for the ability to deal with people than any other ability under 
the sun. 

-John D. Rockefeller 

People are the backbone of projects and the most important resources in a project. 
To sumive and grow in the 21st century, project managers must learn and use ap- 
propriate human skills to motivate and inspire all those involved in the project. 
This book focuses on major human skills: communication; motivation; negotia- 
tion; conflict resolution; managing conflict and stress; leadership; and power, in- 
fluence and politics in a project environment. 

Readers are presented an overview of major human relations topics along with 
practical guidelines that can be used to develop and implement the human skills 
appropriate to project management. 

Book 3: Managing the Project Team 
Working together, ordinary people can perfomz extraordinary feats. They can lift 
things that come into their hands a little higher, a little further on toward the 
heights of excellence. 

Today project managers operate in a global environment and work on joint projects 
characterized by cultural diversity. Teamwork is the key to project success. This book 
focuses on developing and sustaining the project team throughout the project life cy- 
cle and promotes working together interdependently in a climate of mutual trust 
and a widwin atmosphere. 

This book will help readers to understand the stages of team development; 
build strong project teams by eliminating barriers to high performance; select and 
organize the project team for success by gaining commitment through participa- 
tive decision-making; and develop a matching skill and responsibility matrix. Af- 
ter reading this book, project leaders should be able to create an environment to 
facilitate open and effective communication; develop trust and motivation within 
the project team; and develop appropriate team leadership styles and strategies to 
suit the project. 


