CHAPTER

PROJECT HUMAN RESOURCE
MANAGEMENT

LEARNING OBJECTIVES

After reading this chapter, you will be able to:

e Explain the importance of good human resource management on
projects, including the current state of the global IT workforce and future
implications for it

e Define project human resource management and understand its
processes

*  Summarize key concepts for managing people by understanding theories
of motivation, influence, and power; how people and teams can become
more effective; emotional intelligence; and leadership

e Discuss human resource management planning and be able to
create a human resource plan, project organizational chart, responsibility
assignment matrix, and resource histogram

e Understand important issues involved in project staff acquisition and explain
the concepts of resource assignments, resource loading, and resource
leveling

e Assist in team development with training, team-building activities, and
reward systems

e Explain and apply several tools and techniques to help manage a project
team and summarize general advice on managing teams

* Describe how project management software can assist in project human
resource management
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Chapter 9

OPENING CASE

This was the third time someone from the Information Technology (IT) department tried
to work with Ben, the head of the F-44 radar upgrade project. The F-44 was one of five
aircraft programs in the company. The company had program managers in charge of
each aircraft program, with several project managers reporting to them. Workers sup-
porting each project were part of a matrix organization, with people from engineering, IT,
manufacturing, sales, and other departments allocated as needed to each project.

Ben had been with the company for almost 30 years, and was known for being
“rough around the edges” and very demanding. The company was losing money on the
F-44 radar upgrade project because the upgrade kits were not being delivered on time.
The Canadian government had written severe late-penalty fees into its contract, and
other customers were threatening to take their business elsewhere. Ben blamed it all on
the IT department for not letting his staff access the upgrade project’s information sys-
tem directly so they could work with their customers and suppliers more effectively. The
information system was based on very old technology that only a couple of people in the
company knew how to use. It often took days or even weeks for Ben’s group to get the
information they needed.

Ed Davidson, a senior programmer, attended a meeting with Sarah Ellis, an internal
IT business consultant. Sarah was in her early thirties and had advanced quickly in her
company, primarily due to her keen ability to work well with all types of people. Sarah’s
job was to uncover the real problems with IT support for the F-44 radar upgrade project,
and then develop a solution with Ben and his team. If she found it necessary to invest in
more IT hardware, software, or staff, Sarah would write a business case to justify these
investments and then work with Ed, Ben, and his group to implement the suggested solu-
tion as quickly as possible.

Ben and three of his project team members entered the conference room. Ben threw
his books on the table and started yelling at Ed and Sarah. Ed could not believe his eyes
or ears when Sarah stood nose to nose with Ben and started yelling right back at him.

9.1 THE IMPORTANCE OF HUMAN RESOURCE MANAGEMENT

Many corporate executives have said, “People are our most important asset.” People
determine the success and failure of organizations and projects. Most project managers
agree that managing human resources effectively is one of the toughest challenges they
face. Project human resource management is a vital component of project management,
especially in the IT field—in which qualified people are often hard to find and keep. It is
important to understand global IT workforce issues and their implications for the future.

9.1a The Global IT Workforce

Although the IT labor market has had its ups and down, there will always be a need for
people to develop and maintain IT hardware, software, networks, and applications. The
global job market for IT workers is expanding, and the demand for project managers con-
tinues to increase:

* By the end of 2014, there were almost 3 billion Internet users and 2.3 billion
mobile-broadband subscriptions. Two-thirds of Internet users were from
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developing countries, as were 55 percent of mobile-broadband subscriptions.
Mobile-cellular subscriptions reached almost 7 billion, and over half were from
the Asia-Pacific region.! By 2025, 100 billion connections will be generated glob-
ally, and 90 percent will come from intelligent sensors.>

e By 2020, global information and communications technology (ICT) spending
is projected to grow to nearly 85 trillion.® A survey of IT executives showed
that IT budgets were expected to increase by 4.3%. “IT is expected to again
kick up spending on security tools, customer-facing technologies and in-
formation exchange/collaboration technologies that comprise the so-called
SMAC stack — social and mobile tools, analytic systems and cloud comput-
ing. Meanwhile, it’s likely that hardware spending will continue to drop and
services budgets will continue to rise.”*

* Project management was number two on Computerworld’s hottest skill list
for 2015, moving up from number five in 2014 and just behind programming/
application development.®

e  PMI estimates demand for 15.7 million project management jobs from 2010
to 2020, with 6.2 million of those jobs in the United States.®

These studies highlight the need for skilled IT workers and project managers. As the
economy changes and technology progresses, however, people need to continually upgrade
their skills to remain marketable and flexible. Negotiation and presentation skills are also
crucial to finding and keeping a good job. Workers need to know how they personally con-
tribute to an organization’s bottom line and how they can continue to do so.

9.1b Implications for the Future of IT Human Resource Management

It is crucial for organizations to practice what they preach about human resources. If
people truly are their greatest asset, organizations must work to fulfill their human re-
source needs and the needs of individual people in their organizations, regardless of the
job market. If organizations want to implement IT projects successfully, they need to un-
derstand the importance of project human resource management and make effective use
of people.

Proactive organizations address current and future human resource needs by im-
proving benefits, redefining work hours and incentives, and finding future workers. Many
organizations have changed their benefits policies to meet worker needs. Most workers
assume that companies provide some perks, such as casual dress codes, flexible work
hours, on-the-job training, continuing education, and tuition assistance. Other compa-
nies might provide on-site day care, fitness club discounts, or matching contributions to
retirement savings. Google, the winner of Fortune’s 100 Best Companies award six times
in recent years, provides employees with free gourmet meals, on-site doctors, a swimming
spa and corporate gym, beach volleyball, Foosball, video games, pool tables, ping-pong,
roller hockey, and weekly Thank Goodness It’s Friday (TGIF) parties! Google built a large,
outdoor sports complex in 2011 to help keep its employees in shape. The company also
provides indoor recreation with bowling alleys and a dance studio, and offers a generous
amount of leave for new parents (regardless of gender, including dads, domestic partners,
adoptive parents, and surrogate parents)—twelve weeks of fully paid “baby bonding” plus
$500.7 With an average of 130 applicants per hire, it’s almost ten times harder to get a job
at Google than it is to get into Harvard.
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Other trends affecting the future of human resource management relate to the hours
that organizations expect many IT professionals to work and how they reward performance.
Today people are happier when they can work less than 40 hours a week or work from
home. If companies plan their projects well, they can avoid the need for overtime, or they
can make it clear that overtime is optional. Many companies also outsource more of their
project work to manage the fluctuating demand for workers, as described in Chapter 12,
Project Procurement Management.

Companies can also provide incentives that use performance, not hours worked, as
the basis of rewards. If performance can be measured objectively, as it can in many as-
pects of IT jobs, then it should not matter where employees do their work or how long it
takes. For example, if a technical writer can produce a high-quality publication at home
in one week, the company should accept the arrangement instead of insisting that the
writer come to the office and take two weeks to produce the publication. Objective mea-
sures of work performance and incentives based on meeting those criteria are important
considerations.

# GLOBAL ISSUES

In early 2013, Marissa Meyer, Yahoo’s CEO, issued a memo stating that Yahoo employees
could no longer work from home. She believed that people needed to work side-by-side
to have the best communication and collaboration. This new policy caused quite a stir
throughout the world as workers and managers discussed the pros and cons of working
from home.

Another CEO, Andy Mattes at Diebold, which makes ATMs, took the exact opposite
approach as Meyer and started recruiting employees who wanted to work from home. He
told The Huffington Post that he wanted to lure the best and brightest workers away from
Yahoo, HP, Oracle, and other companies cutting back on telecommuting.

Which CEO has the right approach? The Huffington Post would vote for Andy
Mattes. “Now, two years later, it’s clear: Telecommuting has won. Even Yahoo seems to
have softened its stance. Workers inside the company told HuffPost that some employees
still do occasionally work from home, depending on their job, and some do not have a
desk in the office. Yahoo declined to comment for this article.”®

The need to develop future talent in IT has important implications for everyone. Who
will maintain the systems we have today when the last of the “baby boomer” generation
retires? Who will continue to develop new technologies and innovative products based on
them? Some schools require all students to take computer literacy courses, although most
teenagers today already know how to use computers, iPods, iPads, cell phones, and other
technologies. But are today’s children learning the skills they’ll need to develop new tech-
nologies and work on global teams? As the workforce becomes more diverse, will more
women and minorities be ready and willing to enter IT fields? Several colleges, govern-
ment agencies, and private groups have programs to help recruit more women and minori-
ties into technical fields. Some companies provide options to assist employees who desire
work-life integration. Today’s efforts to come up with innovative ways to address these is-
sues will help to develop the human resources needed for future IT projects.
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®WHAT WENT WRONG ??

A 2014 report by CompTIA found a gap between skills that employers wanted and what
they actually found in the IT workforce.

e  Even with 5.73 million people working in the U.S. IT industry, 68 percent of
IT firms report having a “very challenging” time finding new staff.

e  Fifty-two percent of organizations report having job openings, and 33 per-
cent say they are understaffed, while 42 percent say they are fully staffed
but want to hire more people in order to expand.

e Fifty-eight percent of businesses are concerned about the quality and
quantity of IT talent available for hire.

e Top technology priorities in this survey included security, data storage,
and network infrastructure.

e The number one strategy to handle understaffing is requiring workers to
put in more hours.

¢ Ninety-four percent of IT professionals plan to pursue more training.’

9.2 WHAT IS PROJECT HUMAN RESOURCE MANAGEMENT?

Project human resource management includes the processes required to make the most
effective use of the people involved with a project. Human resource management includes
all project stakeholders: sponsors, customers, project team members, support staff, suppli-
ers supporting the project, and so on. Human resource management includes the following
four processes:

1. Planning human resource management involves identifying and document-
ing project roles, responsibilities, and reporting relationships. The main out-
put of this process is a human resource plan.

2. Acquiring the project team involves assigning the needed personnel to work
on the project. Key outputs of this process are project staff assignments, re-
source calendars, and project management plan updates.

3. Developing the project team involves building individual and group skills to
enhance project performance. Team-building skills are often a challenge for
many project managers. The main outputs of this process are team perfor-
mance assessments and enterprise environmental factors updates.

4. Managing the project team involves tracking team member performance,
motivating team members, providing timely feedback, resolving issues and
conflicts, and coordinating changes to help enhance project performance.
Outputs of this process include change requests, project management plan
updates, project documents updates, enterprise environmenta

dates, and organizational process assets updates.

Figure 9-1 summarizes these processes and outputs, showing when they occur in a
typical project.
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FIGURE 9-1 Project human resource management summary

You were introduced to several topics related to human resource management, includ-
ing understanding organizations, stakeholders, and different organizational structures, in
Chapter 2, The Project Management and Information Technology Context. You will learn
about other related issues in Chapter 13, Project Stakeholder Management. This chap-
ter expands on some of those topics and introduces other important concepts in project
human resource management, including theories about managing and leading people,
resource loading, and resource leveling. You also learn how to use software to assist in
project human resource management.

9.3 KEYS TO MANAGING AND LEADING PEOPLE

Industrial-organizational psychologists and management theorists have devoted extensive
research and thought to the field of managing and leading people at work. Psychosocial
issues that affect how people work and how well they work include motivation, influence
and power, effectiveness, emotional intelligence, and leadership. This section reviews the
contributions of Abraham Maslow, Frederick Herzberg, David McClelland, and Douglas
McGregor to an understanding of motivation; the work of H. J. Thamhain and D. L.
Wilemon on influencing workers and reducing conflict; the effect of power on project
teams; Stephen Covey’s work on how people and teams can become more effective;
Howard Gardner and Daniel Goleman’s focus on emotional intelligence; and recent
research on leadership. The final part of this section looks at some implications and
recommendations for project managers.
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9.3a Motivation Theories

Psychologists, managers, coworkers, teachers, parents, and most people in general struggle
to understand what motivates people to do what they do. Intrinsic motivation causes peo-
ple to participate in an activity for their own enjoyment. For example, some people love to
read, write, or play an instrument because it makes them feel good. Extrinsic motivation
causes people to do something for a reward or to avoid a penalty. For example, some
young children would prefer not to play an instrument, but they do because they receive a
reward or avoid a punishment for doing so. Why do some people require no external moti-
vation to produce high-quality work while others require significant external motivation to
perform routine tasks? Why can’t you get someone who is extremely productive at work
to do simple tasks at home? Humankind is fascinated with asking and trying to answer
these types of questions. A basic understanding of motivational theory will help anyone
who works or lives with other people to understand themselves and others. Keep in mind
that the following are brief summaries, and you are encouraged to research these topics
further, especially as they relate to working with people on projects.

Maslow’s Hierarchy of Needs

Abraham Maslow, a highly respected psychologist who rejected the dehumanizing negativ-
ism of psychology in the 1950s, is best known for developing a hierarchy of needs. In the
1950s, proponents of Sigmund Freud’s psychoanalytic theory promoted the idea that hu-
man beings were not the masters of their destiny and that all their actions were governed
by unconscious processes dominated by primitive sexual urges. During the same period, be-
havioral psychologists saw human beings as controlled by the environment. Maslow argued
that both schools of thought failed to recognize unique qualities of human behavior: love,
self-esteem, belonging, self-expression, and creativity. He argued that these unique qualities
enable people to make independent choices, which gives them full control of their destiny.

Figure 9-2 shows the basic pyramid structure of Maslow’s hierarchy of needs, which
states that people’s behaviors are guided or motivated by a sequence of needs. At the bot-
tom of the hierarchy are physiological needs. Once physiological needs are satisfied, safety
needs guide behavior. Once safety needs are satisfied, social needs come to the forefront,
and so on up the hierarchy. The order of these needs and their relative sizes in the pyramid
are significant. Maslow suggests that each level of the hierarchy is a prerequisite for the lev-
els above. A person cannot consider self-actualization without first addressing basic needs
of security and safety. For example, people in an emergency, such as a flood or hurricane,
do not worry about personal growth. Personal survival will be their main motivation. Once
a particular need is satisfied, however, it no longer serves as a potent motivator of behavior.

The bottom four needs in Maslow’s hierarchy—physiological, safety, social, and
esteem—are referred to as deficiency needs, and the highest level, self-actualization,
is considered a growth need. Only after meeting deficiency needs can people act upon
growth needs. Self-actualized people are problem-focused, have an appreciation for life,
are concerned about personal growth, and are able to have peak experiences.

Most people working on an IT project probably have their basic physiological and
safety needs met. If someone has a sudden medical emergency or is laid off from work,
however, physiological and safety needs will move to the forefront. The project manager
needs to understand each team member’s motivation, especially with regard to social, es-
teem, and self-actualization or growth needs. Team members who are new to a company
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FIGURE 9-2 Maslow’s hierarchy of needs

and city might be motivated by social needs. To address social needs, some companies
organize gatherings and social events for new workers. Other project members may find
these events to be an invasion of personal time that they would rather spend with their
friends and family, or working on an advanced degree.

Maslow’s hierarchy conveys a message of hope and growth. People can work to control
their own destinies and naturally strive to satisfy higher needs. Successful project manag-
ers know they must focus on meeting project goals, but they also must understand team
members’ personal goals and needs to provide appropriate motivation and maximize team
performance.

Herzberg’s Motivation-Hygiene Theory

Frederick Herzberg is best known for distinguishing between motivational factors and
hygiene factors when considering motivation in work settings. He referred to factors that
cause job satisfaction as motivators and factors that could cause dissatisfaction as hygiene
factors.

Herzberg was the head of Case Western University’s psychology department, and he
wrote the book Work and the Nature of Man in 1966 and a famous Harvard Business Re-
view article, “One More Time: How Do You Motivate Employees?” in 1968.1° Herzberg an-
alyzed the factors that affected productivity among a sample of 1,685 employees. Popular
beliefs at the time were that work output was most improved through larger salaries, more
supervision, or a more attractive work environment. According to Herzberg, these hygiene
factors would cause dissatisfaction if not present, but would not motivate workers to do
more if present. Today, professionals might also expect employers to provide health bene-
fits, training, and a computer or other equipment required to perform their jobs. Herzberg
found that people were motivated to work mostly by feelings of personal achievement and
recognition. Motivators, Herzberg concluded, included achievement, recognition, the work
itself, responsibility, advancement, and growth, as shown in Table 9-1.
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TABLE 9-1 Examples of Herzberg’s Hygiene Factors and Motivators

Hygiene Factors Motivators

Larger salaries Achievement
More supervision Recognition
More attractive work environment Work itself
Computer or other required equipment Responsibility
Health benefits Advancement
Training Growth

© Cengage Learning 2016

In his books and articles, Herzberg explained why companies could not instill mo-
tivation by attempting to use positive factors such as reducing time spent at work, in-
creasing wages, offering fringe benefits, and providing human relations and sensitivity
training. He argued that people want to actualize themselves by being able to use their
creativity and work on challenging projects. They need stimuli to grow and advance, in
accordance with Maslow’s hierarchy of needs. Factors such as achievement, recogni-
tion, responsibility, advancement, and growth produce job satisfaction and are work
motivators.

D%OMEDIA SNAPSHOT

Books and articles are written every year on the topic of human motivation. Videos are
also popular on this subject, especially one by Daniel Pink. RSA Animate used its popular
whiteboard drawing technique to summarize key points from Pink’s book in a YouTube
video called “Drive: The surprising truth about what motivates us.” Pink narrates the
video, summarizing several studies that suggest money often causes people to perform
worse on tasks that involve cognitive skills. He suggests that organizations should pay
people enough to eliminate resentments over money and stop using the carrot-and-stick
approach to motivation. Pink also suggests that managers focus on the following three
motivators:

e Autonomy: People like to be self-directed and have freedom in their work.
Maslow, Herzberg, and other researchers also found that people are motivated
by autonomy. Pink gives an example of how an Australian software company
called Atlassian lets people decide what they want to work on, and with whom,
for one day every quarter. Workers show the results of their work that day in a
fun meeting. This one day of total autonomy has produced a large number of
new products and fixes to problems.

*  Mastery: People like to improve their skills, such as playing an instrument,
participating in a sport, writing gnffwa_re, and mastering work-related activi-

2LAipalllls 21 a4 SpOlt, WIS SOALW Al lasieiiil QIA-1CIa1C0 alll

ties. Pink states that several products like UNIX, Apache, and Wikipedia
were created because people enjoyed the challenge and mastery involved.

continued
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e Purpose: People want to work for a good purpose. When the profit motive is
separated from the purpose motive, people notice and do not perform as
well. Many great products were created for a purpose. For example, the
founder of Skype wanted to make the world a better place, and Steve Jobs,
the co-founder of Apple, wanted to put a “ding in the universe.”!!

McClelland’s Acquired-Needs Theory

David McClelland proposed that a person’s specific needs are acquired or learned over
time and shaped by life experiences. The main categories of acquired needs include
achievement, affiliation, and power.'*> Normally, one or two of these needs are dominant

e Achievement: People who have a high need for achievement (nAch) seek to
excel, and tend to avoid both low-risk and high-risk situations to improve their
chances for achieving something worthwhile. Achievers need regular feedback
and often prefer to work alone or with other high achievers. Managers should
give high achievers challenging projects with achievable goals. Achievers should
receive frequent performance feedback, and although money is not an important
motivator to them, it is an effective form of feedback.

e Affiliation: People with a high need for affiliation (nAff) desire harmonious
relationships with other people and need to feel accepted by others. They
tend to conform to the norms of their work group and prefer work that in-
volves significant personal interaction. Managers should try to create a coop-
erative work environment to meet the needs of people with a high need for
affiliation.

e Power: People with a need for power (nPow) desire either personal power
or institutional power. People who need personal power want to direct oth-
ers and can be seen as bossy. People who need institutional power or social
power want to organize others to further the goals of the organization. Man-
agement should provide such employees with the opportunity to manage oth-
ers, emphasizing the importance of meeting organizational goals.

The Thematic Apperception Test (TAT) is a tool to measure the individual needs of
different people using McClelland’s categories. The TAT presents subjects with a series of
ambiguous pictures and asks them to develop a spontaneous story for each picture, as-
suming they will project their own needs into the story.

McGregor’s Theory X and Theory Y

Douglas McGregor was one of the great popularizers of a human relations approach to
management, and he is best known for developing Theory X and Theory Y. In his research,
documented in his 1960 book The Human Side of Enterprise, McGregor found that al-
though many managers spouted the right ideas, they actually followed a set of assump-
tions about worker motivation that he called Theory X (sometimes referred to as classical
systems theory).!3 People who believe in Theory X assume that workers dislike and avoid
work if possible, so managers must use coercion, threats, and various control schemes
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to have workers make adequate efforts to meet objectives. They assume that the average
worker wants to be directed and prefers to avoid responsibility, has little ambition, and
wants security above all else. Research clearly demonstrated that these assumptions were
not valid. McGregor suggested a different series of assumptions about human behavior
that he called Theory Y (sometimes referred to as human relations theory). Managers who
believe in Theory Y assume that employees do not inherently dislike work, but consider it
as natural as play or rest. The most significant rewards are the satisfaction of esteem and
self-actualization needs, as described by Maslow. McGregor urged managers to motivate
people based on Theory Y notions.

In 1981, William Ouchi introduced another approach to management in his book
Theory Z: How American Business Can Meet the Japanese Challenge.'* Theory Z is based
on the Japanese approach to motivating workers, which emphasizes trust, quality, col-
lective decision making, and cultural values. Whereas Theory X and Theory Y emphasize
how management views employees, Theory Z also describes how workers perceive man-
agement. Theory Z workers, it is assumed, can be trusted to do their jobs to their utmost
ability, as long as management can be trusted to support them and look out for their well-
being. Theory Z emphasizes job rotation, broadening of skills, generalization versus spe-
cialization, and the need for continuous training of workers.

9.3b Influence and Power

Many people working on a project do not report directly to project managers, and project
managers often do not have control over project staff who report to them. For example, if
they are given work assignments they do not like, many workers will simply quit or trans-
fer to other departments or projects. People are free to change jobs when they like.

H. J. Thamhain and D. L. Wilemon investigated the approaches that project managers
use to deal with workers and how those approaches relate to project success. They identi-
fied nine influence bases that are available to project managers:

1. Authority: the legitimate hierarchical right to issue orders

2. Assignment: the project manager’s perceived ability to influence a worker’s
later work assignments

3. Budget: the project manager’s perceived ability to authorize others’ use of
discretionary funds

4. Promotion: the ability to improve a worker’s position

5. Money: the ability to increase a worker’s pay and benefits

6. Penalty: the project manager’s perceived ability to dispense or cause
punishment

7. Work challenge: the ability to assign work that capitalizes on a worker’s en-
joyment of doing a particular task, which taps an intrinsic motivational factor

8. Expertise: the project manager’s perceived special knowledge that others
deem important

9. Friendship: the ability to establish friendly personal relationships between
the project manager and others'>

Top management grants authority to the project manager. However, assignment,
budget, promotion, money, and penalty influence bases are not automatically avail-
able to project managers as part of their position. Others’ perceptions are important in
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establishing the usefulness of these influence bases. For example, any manager can influ-
ence workers by providing challenging work; the ability to provide challenging work (or
take it away) is not a special ability of project managers. In addition, project managers
must earn the ability to influence by using expertise and friendship.

Thamhain and Wilemon found that projects were more likely to fail when project
managers relied too heavily on using authority, money, or penalty to influence people.
When project managers used work challenge and expertise to influence people, projects
were more likely to succeed. The effectiveness of work challenge in influencing people is
consistent with Maslow’s and Herzberg’s research on motivation. The importance of exper-
tise as a means of influencing people makes sense on projects that involve special knowl-
edge, as in most IT projects.

In 2013, Thamhain published a study of 72 global project teams, and the results again
showed that people issues have the strongest impact on project performance. Managers
cannot succeed by simply issuing work orders, preparing plans, or providing guidelines.
They must emphasize common values and goals to focus and unify global teams. “In par-
ticular, the field study shows that certain conditions related to the people side, such as
personal interest, pride and satisfaction with the work, professional work challenge, ac-
complishments and recognition, appear most favorable toward unifying culturally diverse
project teams and their work processes. These conditions serve as a bridging mechanism
between organizational goals and personal interests, between central control and local
management norms, and between following a project plan and adaptive problem solving.
These are some of the conditions crucial to project success in complex multi-cultural
organizations.”1©

Influence is related to power, which is the ability to influence behavior to get people
to do things they would not otherwise do. Power is much stronger than influence, because
it is often used to force people to change their behavior. There are five main types of
power, according to French and Raven’s classic study, “The Bases of Social Power.”!”

e (Coercive power involves using punishment, threats, or other negative ap-
proaches to get people to do things they do not want to do. This type of power
is similar to Thamhain and Wilemon’s influence category called penalty.

For example, a project manager can threaten to fire workers or subcontrac-
tors to try to get them to change their behavior. If the project manager really
has the power to fire people, he or she could follow through on the threat.
Recall, however, that influencing by using penalties is correlated with unsuc-
cessful projects. Still, coercive power can be very effective in stopping nega-
tive behavior. For example, if students tend to hand in assignments late, an
instructor can have a policy in the syllabus for late penalties, such as a 20
percent grade reduction for each day an assignment is late. Workers’ pay can
be docked if they arrive late for work, or they might be fired if they arrive late
more than once.

e Legitimate power is getting people to do things based on a position of author-
ity. This type of power is similar to the authority basis of influence. If top
management gives project managers organizational authority, they can use
legitimate power in several situations. They can make key decisions without
involving the project team, for example. Overemphasis on legitimate power
or authority also correlates with project failure.
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e Expert power involves using personal knowledge and expertise to get people
to change their behavior. People who perceive that project managers are
experts in certain situations will follow their suggestions. For example, if a
project manager has expertise in working with a particular IT supplier and its
products, the project team will be more likely to follow the project manager’s
suggestions on how to work with that vendor and its products.

e  Reward power involves using incentives to induce people to do things. Re-
wards can include money, status, recognition, promotions, and special work
assignments. Many motivation theorists suggest that only certain types of
rewards, such as work challenge, achievement, and recognition, truly induce
people to change their behavior or work hard.

e Referent power is based on a person’s own charisma. People who have refer-
ent power are held in very high regard; others will do what they say based
on that regard. People such as Martin Luther King, Jr., John F. Kennedy, and
Bill Clinton had referent power. Very few people possess the natural charisma
that underlies referent power.

It is important for project managers to understand what types of influence and power
they can use in different situations. New project managers often overemphasize their
position—their legitimate power or authority influence—especially when dealing with
project team members or support staff. They also neglect the importance of reward power
or work challenge influence. People often respond much better to a project manager who
motivates them with challenging work and provides positive reinforcement for doing a
good job. Project managers should understand the basic concepts of influence and power,
and should practice using them to their own advantage and to help their teams.

9.3c Covey and Improving Effectiveness

Stephen Covey, author of The 7 Habits of Highly Effective People: Powerful Lessons in
Personal Change,'® expanded on the work done by Maslow, Herzberg, and others to de-
velop an approach for helping people and teams become more effective. Covey’s first three
habits of effective people—be proactive, begin with the end in mind, and put first things
first—help people achieve a private victory by becoming independent. After achieving
independence, people can then strive for interdependence by developing the next three
habits—think win/win, seek first to understand then to be understood, and synergize.
(Synergy is the concept that the whole is equal to more than the sum of its parts.) Finally,
everyone can work on Covey’s seventh habit—sharpen the saw—to develop and renew
their physical, spiritual, mental, social, and emotional selves.

Project managers can apply Covey’s seven habits to improve effectiveness on projects,
as follows:

1. Be proactive. Covey, like Maslow, believes that people have the ability to be
proactive and choose their responses to different situations. Project managers
must be proactive in anticipating and planning for problems and inevitable
changes on projects. They can also encourage their team members to be pro-
active in working on their project activities.

2. Begin with the end in mind. Covey suggests that people focus on their val-
ues, what they want to accomplish, and how they want to be remembered in
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their lives. He suggests writing a mission statement to help achieve this habit.
Many organizations and projects have mission statements that help them fo-
cus on their main purpose.

3. Put first things first. Covey developed a time management system and ma-
trix to help people prioritize their time. He suggests that most people need
to spend more time doing things that are important, but not urgent. Such
activities include planning, reading, and exercising. Project managers need
to spend a lot of time working on important but not urgent activities, such as
developing various project plans, building relationships with major project
stakeholders, and mentoring project team members. They also need to avoid
focusing only on important and urgent activities—putting out fires.

4. Think win/win. Covey presents several paradigms of interdependence; think
win/win is the best choice in most situations. When you use a win/win para-
digm, parties in potential conflict work together to develop new solutions that
benefit all parties. Project managers should strive to use a win/win approach
in making decisions, but in competitive situations they sometimes must use a
win/lose paradigm.

5. Seek first to understand, then to be understood. Empathic listening is listen-
ing with the intent to understand. It is more powerful than active listening
because you set aside your personal interests and focus on truly understand-
ing the other person. When you practice empathic listening, you can begin
two-way communication. This habit is critical for project managers so they
can understand their stakeholders’ needs and expectations.

6. Synergize. A project team can synergize by creating collaborative products
that are much better than a collection of individual efforts. Covey also em-
phasizes the importance of valuing differences in others to achieve synergy.
Synergy is essential to many highly technical projects; in fact, several major
breakthroughs in IT occurred because of synergy. For example, in his Pulitzer
Prize-winning book, The Soul of a New Machine, Tracy Kidder documented
the synergistic efforts of a team of Data General researchers to create a new
32-bit superminicomputer during the 1970s.1”

7. Sharpen the saw. When you practice sharpening the saw, you take time to
renew yourself physically, spiritually, mentally, and socially. The practice of
self-renewal helps people avoid burnout. Project managers must make sure
that they and their project teams have time to retrain, reenergize, and oc-
casionally even relax to avoid burnout. A simple technique like encouraging
people to stand up and walk around for a brief time every hour can improve
physical health and mental performance.

Douglas Ross, author of Applying Covey’s Seven Habits to a Project Management
Career, related Covey’s habits to project management. Ross suggests that Habit 5—Seek
first to understand, then to be understood—differentiates good project managers from
average or poor ones. People have a tendency to focus on their own agendas instead of
first trying to understand other people’s points of view. Empathic listening can help proj-
ect managers and team members find out what motivates different people. Understand-
ing what motivates key stakeholders and customers can mean the difference between a
project’s success or failure. Once project managers and team members begin to practice
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empathic listening, they can communicate and work together to tackle problems more
effectively.?’

Before you can practice empathic listening, you first have to get people to talk to you.
In many cases, you must work on developing a rapport with the other person. Rapport is a
relation of harmony, conformity, accord, or affinity. Without rapport, people cannot begin
to communicate. For example, in the chapter’s opening case, Ben was not ready to talk to
anyone from the IT department, even if Ed and Sarah were ready to listen. Ben was angry
about the lack of support he received from the IT department and bullied anyone who re-
minded him of that group. Before Sarah could begin to communicate with Ben, she had to
establish rapport.

One technique for establishing rapport is mirroring. Mirroring is matching certain
behaviors of the other person. People tend to like others who are like themselves, and
mirroring helps you take on some of the other person’s characteristics. It also helps them
realize if they are behaving unreasonably, as in the chapter’s opening case. You can mir-
ror someone’s tone and tempo of voice, breathing, movements, or body postures. After
Ben started yelling at her, Sarah quickly decided to mirror his voice tone, tempo, and
body posture. She stood nose to nose with Ben and started yelling back at him. This ac-
tion made Ben realize what he was doing, and it also made him notice and respect his
colleague from the IT department. Once Ben overcame his anger, he could start commu-
nicating his needs. In most cases, however, such extreme measures are not needed, and
mirroring must be used with caution. When done improperly or with the wrong person, it
could result in very negative consequences.

Recall the importance of getting users involved in IT projects. For organizations to be
truly effective in IT project management, they must find ways to help users and develop-
ers of information systems work together. It is widely accepted that organizations make
better project decisions when business professionals and IT staff collaborate. It is also
widely accepted that this task is easier said than done. Many companies have been very
successful in integrating technology and business departments, but many other companies
continue to struggle with this issue.

9.3d Emotional Intelligence

As the title suggests, Howard Gardner’s book Frames of Mind: The Theory of Multiple In-
telligences, introduced the concept of using more than one way to think of and measure
human intelligence. Gardner suggested the need to develop both interpersonal intelligence
(the capacity to understand the motivations, intentions, and desires of others) and intrap-
ersonal intelligence (the capacity to understand oneself, one's feelings, and motivations).
Empathic listening is an example of interpersonal intelligence, while knowing that you
have a high need for achievement is an example of intrapersonal intelligence. The concept
emotional intelligence—knowing and managing one’s own emotions and understanding
the emotions of others for improved performance—became popular in 1995 when Daniel
Goleman’s book, Emotional Intelligence, became a best-seller.

Several articles and books have been written on the need for project managers to de-
velop their emotional intelligence (EI). For example, Anthony C. Mersino, PMP, author of
Emotional Intelligence for Project Managers: The People Skills You Need to Achieve Out-
standing Results, says that EI comes into play as project managers work on team build-
ing, collaboration, negotiation, and relationship development. EI is also becoming a more
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sought after characteristic. According to a CareerBuilder.com survey of over 2,600 U.S.
hiring managers and human resource professionals:

e 71 percent said they value EI in an employee more than IQ,

e 59 percent said they would not hire someone who has a high IQ but low EI.

e 75 percent said they are more likely to promote an employee with high EI
than an employee with a high 1Q.?!

9.3e Leadership

As defined in Chapter 1, a leader focuses on long-term goals and big-picture objectives
while inspiring people to reach those goals. Leadership is a soft skill, and there is no
one best way to be a leader. Peter Northouse, author of a popular textbook called Lead-
ership: Theory and Practice, says, “In the past 60 years, as many as 65 different clas-
sification systems have been developed to define the dimensions of leadership.”?? Some
classification systems focus on group processes, while others focus on personality traits
or behaviors. People discuss transformational leaders, transactional leaders, and servant
leaders, to name a few. There are many different leadership styles, and the one thing
most experts agree on is that the best leaders are able to adapt their style to needs of the
situation.

Daniel Goleman, author of Emotional Intelligence, also wrote a book called Primal
Leadership, which describes six different styles of leadership and situations where they
are most appropriate:

1. Visionary: Needed when an organization needs a new direction, and the goal
is to move people towards a new set of shared dreams. The leader articulates
where the group is going, but lets them decide how to get there by being free
to innovate, experiment, and take calculated risks.

2. Coaching: One-on-one style that focuses on developing individuals, show-
ing them how to improve their performance. This approach works best with
workers who show initiative and request assistance.

3. Affiliative: Emphasizes the importance of team work and creating harmony
by connecting people to each other. This approach is effective when trying to
increase morale, improve communication, or repair broken trust.

4. Democratic: Focuses on people’s knowledge and skills and creates a com-
mitment to reaching shared goals. This leadership style works best when the
leader needs the collective wisdom of the group to decide on the best direc-
tion to take for the organization.

5. Pacesetting: Used to set high standards for performance. The leader wants
work to be done better and faster and expects everyone to put forth their best
effort.

6. Commanding: Most often used, also called autocratic or military style
leadership. This style is most effective in a crisis or when a turnaround is
needed.

Goleman points out that “The goal for leaders should be to develop a solid under-
standing of the different styles of leadership and their implications, and reach the point
where choosing the right one for the situation becomes second nature to them.”?3
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~/ WHAT WENT RIGHT?

It’s important for professional societies to stay abreast of skills needed in their profession.

In 2015, PMI acknowledged that project management professionals need to be continually
updating their skills by developing a new Continuing Certification Requirements (CCR) pro-
gram. Applicants who want to renew a PMI certification must now demonstrate ongoing pro-
fessional development that meets the new PMI Talent Triangle. The Talent Triangle includes:

e Technical project management: Knowledge, skills, and behaviors related to specific
domains of project, program, and portfolio management

e  Strategic and business management: Knowledge of and expertise in the
industry or organization that enhances performance and better delivers
business outcomes

e Leadership: Knowledge, skills, and behaviors specific to leadership-oriented,
cross-cutting skills that help an organization achieve its business goals.

PMI has always emphasized the need to stay abreast of technical project manage-
ment, but now it is placing more emphasis on strategic and business management as well
as leadership skills. PMI often surveys individuals and organizations, and in a recent re-
port, 75 percent of organizations ranked leadership skills as most important for success-
ful navigation of complexity in projects. “Managing complex projects requires project
managers who are able to establish the vision, mission and expected outcomes in a way
that is broad enough to be complete yet simple enough to understand. It also requires
the skill to align the team to that vision. These are project managers who have become
project executives with the leadership skill and business acumen to drive success.?*

It is important to understand and pay attention to concepts of motivation, influence,
power, effectiveness, emotional intelligence, and leadership in all project processes. It is
also important to remember that projects operate within an organizational environment.
The challenge comes from applying the preceding theories to the many unique people in-
volved in particular projects.

Many important topics related to motivation, influence, power, effectiveness, emo-
tional intelligence, and leadership are relevant to project management. Projects are done
by and for people, so it is important for project managers and team members to under-
stand and practice key concepts related to these topics. Remember that everyone prefers
to work with people they like and respect, and it is important to treat others with respect,
regardless of their title or position. This is especially true for people in support roles, such
as administrative assistants, security guards, or members of the cleaning crew. You never
know when you may need their help at a critical point in a project.

9.4 DEVELOPING THE HUMAN RESOURCE PLAN

To develop a human resource plan for a project, you must identify and document project
roles, responsibilities, skills, and reporting relationships. The human resource plan often
includes an organizational chart for the project, detailed information on roles and respon-
sibilities, and a staffing management plan.
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Before creating an organizational chart or any part of the human resource plan for a
project, top management and the project manager must identify what types of people the
project needs to ensure success. If the key to success lies in having the best Java program-
mers you can find, planning should reflect that need. If the real key to success is having
a top-notch project manager and respected team leaders, that need should drive human
resource planning.

9.4a Project Organizational Charts

Recall from Chapter 2 that the nature of IT projects often means that project team mem-
bers come from different backgrounds and possess a wide variety of skills. It can be very
difficult to manage such a diverse group of people, so it is important to provide a clear
organizational structure for a project. After identifying important skills and the types of
people needed to staff a project, the project manager should work with top management
and project team members to create an organizational chart for the project. Figure 9-3
provides part of an organizational chart for a large project that involves hardware and
software development. For example, in the chapter’s opening case, a program manager
might be in charge of every project related to the F-44 aircraft, and each major compo-
nent of the aircraft, like the radar system, might have its own dedicated project manager.
Note that the project personnel include a deputy project manager, subproject managers,
and teams. Other boxes on the chart represent each functional department supporting
the project, such as systems engineering, quality assurance, and configuration manage-
ment, as well as an external independent test group. Deputy project managers fill in for
project managers in their absence and assist them as needed. Subproject managers are
responsible for managing the subprojects into which a large project might be divided.

Project Manager

Deputy Project

Manager
Systems Independent | Project Technical Quality Configuration
Engineering | Test Group Lead Assurance | Management
SA\W Subproject S/W Subproject H/W Subproject
Manager 1 Manager 2 Manager
Team 1 Team 2 | Team 3 Team 1 Team 2 Team 1 Team 2

© Cengage Learning 2016

FIGURE 9-3 Sample organizational chart for a large IT project
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For example, an aircraft radar upgrade project could involve several major software
(S/W) upgrades as well as hardware (H/W) upgrades, so a subproject manager could be
in charge of each upgrade. This structure is typical for large projects that use a matrix
organizational structure. When many people work on a project, clearly defining and al-
locating project work is essential. (For example, visit the companion website for this text
to see the project organizational chart that Northwest Airlines used for its large Resnet
project.) Smaller projects usually do not have deputy project managers or subproject
managers. On smaller projects, the project managers might have team leaders reporting
directly to them.

In addition to defining an organizational structure for a project, it is also important to
follow a work definition and assignment process. Figure 9-4 provides a framework for de-
fining and assigning work that consists of four steps:

1. Finalizing the project requirements

2. Defining how the work will be accomplished

3. Breaking down the work into manageable elements
4. Assigning work responsibilities

The work definition and assignment process is carried out during the proposal and
startup phases of a project. Note that the process is iterative, often taking more than
one pass. A Request for Proposal (RFP) or draft contract often provides the basis for de-
fining and finalizing work requirements, which are then documented in a final contract
and technical baseline. If the project does not require an RFP, then the internal project
charter and scope statement would provide the basis for defining and finalizing work
requirements, as described in Chapter 5, Project Scope Management. The project team
leaders then decide on a technical approach for how to do the work. Should work be
broken down using a product-oriented approach or a phased approach? Will the project

RFP, Contract, Charter, Steps Key Outputs
Scope Statement
Finalized Project Scope Baseline

Requirements Einalization Finalized Technical Baseline

How Work Will Be Done Program/Team Approach
Technical Approaches

Break Down: the Work ‘ Work Breakdown Structure (WBS)
Activity Definitions

; Organizational Breakdown
PEBIRASIE MHETR Structure (OBS)
OBS Responsibilities
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FIGURE 9-4 Work definition and assignment process
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team outsource some of the work or subcontract to other companies? Once the proj-
ect team has decided on a technical approach, it develops a work breakdown structure
(WBS) to establish manageable elements of work, as described in Chapter 5. The team
then develops activity definitions for the work involved in each activity on the WBS, as
you learned in Chapter 6, Project Time Management. The last step is assigning

the work.

Once the project manager and project team have broken down the work into man-
ageable elements, the project manager assigns work to organizational units. The project
manager often bases these work assignments on where the work fits in the organization
and uses an organizational breakdown structure to conceptualize the process. An
organizational breakdown structure (OBS) is a specific type of organizational chart that
shows which organizational units are responsible for which work items. The OBS can be
based on a general organizational chart and then broken down into more detail, based on
specific units within departments in the company or units in any subcontracted compa-
nies. For example, OBS categories might include software development, hardware devel-
opment, and training.

9.4b Responsibility Assignment Matrices

After developing an OBS, the project manager can develop a responsibility assignment
matrix. A responsibility assignment matrix (RAM) maps the work of the project, as de-
scribed in the WBS, to the people responsible for performing the work, as described in the
OBS. Figure 9-5 shows an example of a RAM. The RAM allocates work to responsible and
performing organizations, teams, or individuals, depending on the desired level of detail.
For smaller projects, it is best to assign individual people to WBS activities. For very large
projects, it is more effective to assign the work to organizational units or teams, as shown
in Figure 9-5.

In addition to using a RAM to assign detailed work activities, you can use it to de-
fine general roles and responsibilities on projects. This type of RAM can include the

WABS activities

\ 4

OBS

. 1.1.1)1.1.2]1.1.3]|1.1.4]1.15|1.1.61.1.7]1.1.8
units

Systems Engineering R | RP R
Software Development RP
Hardware Development RP
Test Engineering P
Quality Assurance RP
Configuration Management RP
Integrated Logistics Support p
v | Training RP

R = Responsible organizational unit
P = Performing organizational unit

© Cengage Learning 2016
FIGURE 9-5 Sample responsibility assignment matrix (RAM)
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stakeholders in the project. Some organizations use RACI charts to show four key roles
for project stakeholders:

e Responsibility: Who does the task?

e Accountability: Who signs off on the task or has authority for it?

e  Consultation: Who has information necessary to complete the task?
e Informed: Who needs to be notified of task status and results?

As shown in Table 9-2, a RACI chart lists tasks vertically and lists individuals or
groups horizontally. Each intersecting cell contains an R, A, C, or I. A task may have
multiple R, C, or I entries, but there can be only one A entry per row to clarify who is ac-
countable for each task. For example, a mechanic is responsible for repairing a car, but
the shop owner is accountable for the repairs being made properly. The car owner and
parts supplier would be other stakeholders with various roles for different work activities,
as shown in Table 9-2. Project managers can use the RACI codes or any other codes to
help clarify the roles that different organizational units or specific stakeholders have in
getting the work done.

TABLE 9-2 Sample RACI chart

Car Owner Shop Owner Mechanic Parts Supplier
Pay for parts and services AR (¢
Determine parts and services (0 A, R C
needed
Supply parts C G A, R
Install parts I A R

© Cengage Learning 2016

9.4c Staffing Management Plans and Resource Histograms

A staffing management plan describes when and how people will be added to the project
team and taken off it. The level of detail may vary based on the type of project. For ex-
ample, if an IT project is expected to need 100 people on average over a year, the staff-
ing management plan would describe the types of people needed to work on the project,
such as Java programmers, business analysts, and technical writers, and the number

of each type of person needed each month. The plan would also describe how these re-
sources would be acquired, trained, rewarded, and reassigned after the project. All of
these issues are important to meeting the needs of the project, the employees, and the
organization.

The staffing management plan often includes a resource histogram, which is a column
chart that shows the number of resources assigned to a project over time. Figure 9-6 pro-
vides an example of a histogram that might be used for a six-month IT project. Notice that
the columns represent the number of people needed in each area—managers, business
analysts, programmers, and technical writers. By stacking the columns, you can see the
total number of people needed each month. After determining the project staffing needs,
the next steps in project human resource management are to acquire the necessary staff
and then develop the project team.
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FIGURE 9-6 Sample resource histogram

9.5 ACQUIRING THE PROJECT TEAM

During the late 1990s, the IT job market became extremely competitive. It was a seller’s
market with corporations competing fiercely for a shrinking pool of qualified, experienced
IT professionals. In the early 2000s, the market declined tremendously, so employers
could be very selective in recruiting. Today, many organizations again face a shortage of IT
staff. Regardless of the current job market, however, acquiring qualified IT professionals

is critical. There is a saying that the project manager who is the smartest person on the
team has done a poor job of recruiting. In addition to recruiting team members, it is also
important to assign the appropriate type and number of people to work on projects at the
appropriate times. This section addresses important topics related to acquiring the project
team: resource assignment, resource loading, and resource leveling.

9.5a Resource Assignment

After developing a staffing management plan, project managers must work with other
people in their organizations to assign personnel to their projects or to acquire additional
human resources needed to staff the project. Project managers with strong influencing
and negotiating skills are often good at getting internal people to work on their projects.
However, the organization must ensure that people are assigned to the projects that

best fit their skills and the needs of the organization. The main outputs of this process
are project staff assignments, resource availability information, and updates to the staff-
ing management plan. Many project teams also find it useful to create a project team
directory.
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Organizations that do a good job of staff acquisition have good staffing plans. These
plans describe the number and type of people who are currently in the organization and
the number and type of people anticipated to be needed for the project based on current
and upcoming activities. An important component of staffing plans is maintaining a com-
plete and accurate inventory of employees’ skills. If there is a mismatch between the cur-
rent mix of people’s skills and needs of the organization, it is the project manager’s job to
work with top management, human resource managers, and other people in the organiza-
tion to address staffing and training needs.

It is also important to have good procedures in place for hiring subcontractors and
recruiting new employees. Because the Human Resource department is normally respon-
sible for hiring people, project managers must work with their human resource managers
to address any problems in recruiting appropriate people. It is also a priority to address
retention issues, especially for IT professionals.

One innovative approach to hiring and retaining IT staff is to offer existing employees
incentives for helping recruit and retain personnel. For example, several consulting com-
panies give their employees one dollar for every hour worked by a new person they helped
recruit. This provides an incentive for current employees to help attract new people and
to keep all of them working at the company. Another approach to attract and retain IT
professionals is to provide benefits based on personal need. For example, some people
might want to work only four days a week or have the option of working a couple of days a
week from home. As it becomes more difficult to find good IT professionals, organizations
must become more innovative and proactive in addressing this issue.

It is very important to consider the needs of individuals and the organization when
making recruiting and retention decisions and to study the best practices of leading com-
panies in these areas. It is also important to address a growing trend in project teams—
many team members work in a virtual environment. See the section on managing the
project team for suggestions on working with virtual team members.

l BEST PRACTICE

Best practices can also include the best places for people to work. Fortune magazine
publishes a list of the “100 Best Companies to Work For” in the United States every
year, with Google taking top honors for the sixth time in 2015. Companies want to make
the list and be known for being a great place to work, and people are drawn to work for
companies on the list. Working Mothers magazine lists the best companies in the United
States for women based on benefits for working families. The Times online (www.time-
sonline.co.uk) provides the London Sunday Times list of the “100 Best Companies to
Work For,” a key benchmark against which U.K. companies can judge their performance
as employers. The Great Place to Work Institute, which produces Fortune magazine’s
“100 Best Companies to Work For,” uses the same selection methodology for more than

20 international lists, including all 15 countries of the European Union, Brazil, Korea,
nd a number of other countries throushout Latin America and Asia. Companies make
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these lists based on feedback from their best critics: their own employees. Quotes from
employees often show why their companies made the lists:

continued
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e “Working here can make you feel that you've made it into the technical equivalent
of Major League Baseball or the NFL—you're at the top of your field.” #1: Google

e “Although people come from across the world, from different cultures, and from
different life experiences,” one employee says, “everyone shares a passion for
problem-solving and a positive attitude about teamwork.” #2: Boston Cons-
ulting Group

e  “Our health insurance benefits are awesome, our schedules are flexible and
we can keep our bodies healthy at our gym,” says one team member. “ACUITY
takes not only good care of me, but also my family.” #3: ACCUITY

®  “SAS has provisions to support you at whatever stage of life you are in — child
care for your newborn to preschooler, resources for dealing with your teenager
and college planning, help with your elderly parent,” says one employee. “More
importantly, a real sense of community is built when people work together for
so long.” #4 SAS?®

9.5b Resource Loading

Chapter 6, Project Time Management, described using network diagrams to help manage
a project’s schedule. One of the problems or dangers inherent in scheduling processes is
that they often do not address the issues of resource utilization and availability. This is
why the development of critical chain scheduling is so important. Schedules tend to focus
primarily on time rather than both time and resources, which includes people. An impor-
tant measure of a project manager’s success is how well he or she balances the trade-offs
among performance, time, and cost. During a period of crisis, it is occasionally possible to
add resources—such as additional staff—to a project at little or no cost. Most of the time,
however, resolving performance, time, and cost trade-offs entails additional costs to the
organization. The project manager’s goal must be to achieve project success without in-
creasing the costs or time required to complete the project. The key to accomplishing this
goal is effectively managing human resources on the project.

Once people are assigned to projects, two techniques are available to project man-
agers that help them use project staff most effectively: resource loading and resource
leveling. Resource loading refers to the amount of individual resources that an existing
schedule requires during specific time periods. Resource loading helps project managers
understand the demands of a project on the organization’s resources and on individual
people’s schedules. Project managers often use resource histograms, like the one shown in
Figure 9-6, to depict period-by-period variations in resource loading. A resource histogram
can be very helpful in determining staffing needs or in identifying staffing problems.

A resource histogram can also show when work is being overallocated to a certain
person or group. Overallocation means that not enough resources are available to perform
the assigned work during a given time period. Figure 9-7 shows a sample resource histo-
gram created in Microsoft Project. This histogram illustrates how much one person, Joe
Franklin, is assigned to work on the project each week. The numbers on the vertical axis
represent the percentage of Joe’s available time that is allocated for him to work on the
project. The top horizontal axis represents time in weeks. Note that Joe Franklin is overal-
located most of the time. For example, for most of March and April and part of May, Joe’s
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FIGURE 9-7 Sample histogram showing an overallocated person

work allocation is 300 percent of his available time. If Joe is normally available eight hours
per day, this means he would have to work 24 hours a day to meet this staffing projection!
Overallocation can happen for many reasons. Many people don’t use the resource as-
signment features of project management software properly. (See Appendix A for detailed
information on using Microsoft Project 2013.) You also need to provide good estimates of
how many hours are required to accomplish work. As mentioned in Chapter 6, Project Time
Management, a typical worker does productive work between 70 and 80 percent of the time.
If people are assigned to work for 40 hours in a week, you should estimate that they will ac-
complish 28 to 32 hours of productive work. Of course, there are exceptions to this rule of
thumb, but it is unrealistic to assume that all workers are productive 100 percent of the time.

9.5c Resource Leveling

Resource leveling is a technique for resolving resource conflicts by delaying tasks. It is

a form of network analysis in which resource management concerns drive scheduling
decisions (start and finish dates). The main purpose of resource leveling is to create a
smoother distribution of resource usage. Project managers examine the network diagram
for areas of slack or float, and to identify resource conflicts. For example, you can some-
times remove overallocations by delaying noncritical tasks, which does not result in an
overall schedule delay. At other times, you will need to delay the project completion date
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to reduce or remove overallocations. Appendix A explains how to use Microsoft Project
2013 to level resources using both of these approaches. You can also view resource lev-
eling as addressing the resource constraints described in critical chain scheduling (see
Chapter 6, Project Time Management).

Overallocation is one type of resource conflict. If a certain resource is overallocated,
the project manager can change the schedule to remove resource overallocation. If a cer-
tain resource is underallocated, the project manager can change the schedule to try to
improve the use of the resource. Resource leveling, therefore, aims to minimize period-by-
period variations in resource loading by shifting tasks within their slack allowances.

Figure 9-8 illustrates a simple example of resource leveling. The network diagram at
the top of this figure shows that Activities A, B, and C can all start at the same time. Ac-
tivity A has a duration of two days and will take two people to complete; Activity B has a
duration of five days and will take four people to complete; and Activity C has a duration
of three days and will take two people to complete. The histogram in the lower-left corner
of this figure shows the resource usage if all activities start on day one. The histogram in

A=2 days
2 Project network with Activities A,
E B, and C and durations as shown.
1 B=5 days Activity A has 3 days of slack, and

> 4 Activity C has 2 days of slack.
<

Assume Activity A has 2 workers,
A B has 4 workers, and C has 2 workers.

C=3 days 3 ¥
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Resource usage if all Resource usage if Activity C
activities start on day one is delayed 2 days, its total slack
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FIGURE 9-8 Resource leveling example
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the lower-right corner shows the resource usage if Activity C is delayed two days, its total
slack allowance. Notice that the lower-right histogram is flat or leveled; that is, its activi-
ties are arranged to take up the least space, saving days and numbers of workers. You may
recognize this strategy from the computer game Tetris, in which you earn points for keep-
ing the falling shapes as level as possible. In the same way, resources are used best when
they are leveled.

Resource leveling has several benefits. First, when resources are used on a more
constant basis, they require less management. For example, it is much easier to man-
age someone who is scheduled to work 20 hours per week on a project for the next three
months than it is to manage the same person for 10 hours one week, 40 the next, 5 the
next, and so on.

Second, resource leveling may enable project managers to use a just-in-time inven-
tory type of policy for subcontractors or other expensive resources. For example, a project
manager might want to level resources for work that must be done by particular subcon-
tractors such as testing consultants. This leveling might allow the project to use four out-
side consultants full-time to perform testing for four months instead of spreading out the
work over more time or using more than four people. The latter approach is usually more
expensive. Recall from Chapter 6 that crashing and fast tracking can also be used along
with resource allocation to improve a project schedule.

Third, resource leveling results in fewer problems for project personnel and acco-
unting departments. Increasing and decreasing labor levels and human resources often
produce additional work and confusion. For example, if people with expertise in the
same area are only assigned to a project two days a week and they need to work together,
then the schedule needs to reflect this need. The Accounting department might com-
plain when subcontractors charge a higher rate for billing less than 20 hours a week on
a project. The accountants will remind project managers to strive to get the lowest rates
possible.

Finally, resource leveling often improves morale. People like to have stability in their
jobs. It is very stressful for people not to know what projects they will be working on from
week to week or even from day to day.

Project management software can automatically level resources. However, the
project manager must be careful in using the results without making adjustments.
Automatic leveling often pushes out the project’s completion date. Resources may also
be reallocated to work at times that are inappropriate with other constraints. To ensure
that the leveling is done appropriately, a wise project manager would have his or her
work checked by a team member who is proficient in using the project management
software.

9.6 DEVELOPING THE PROJECT TEAM

Even if a project manager has successfully recruited enough skilled people to work on
a project, the project manager must ensure that people can work together as a team
to achieve project goals. Many IT projects have talented people working on them,

but it takes teamwork to complete most projects successfully. The main goal of team
development is to help people work together more effectively to improve project
performance.
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First published in 1965 and modified in the 1970s, Dr. Bruce Tuckman’s model of
team development remains relevant today. The Tuckman model describes five stages of
team development:

1. Forming involves the introduction of team members, either at the initiation
of the team or as new members are introduced. This stage is necessary, but
little work is actually achieved.

2. Storming occurs when team members have different opinions for how the
team should operate. People test each other, and there is often conflict within
the team.

3. Norming is achieved when team members have developed a common work-
ing method, and cooperation and collaboration replace the conflict and mis-
trust of the previous phase.

4. Performing occurs when the emphasis is on reaching the team’s goals rather
than working on team process. Relationships are settled, and team members
are likely to build loyalty toward each other. At this stage, the team is able to
manage tasks that are more complex and cope with greater change.

5. Adjourning involves the break-up of the team after it successfully reaches its
goals and completes the work.?®

There is an extensive body of literature on team development. This section highlights
a few important tools and techniques for team development, including training, team-
building activities, and reward and recognition systems.

9.6a Training

Project managers often recommend that people take specific training courses to improve
individual and team development. For example, Sarah from the opening case had gone
through training in emotional intelligence and dealing with difficult people. She was famil-
iar with the mirroring technique and felt comfortable using that approach with Ben. Many
other people would not have reacted so quickly and effectively in the same situation. If
Ben and Sarah did reach agreement on what actions they could take to resolve the F-44
aircraft program’s IT problems, it might result in a new project to develop and deliver a
new system for Ben’s group. If Sarah became the project manager for this new project, she
would understand the need for special training in interpersonal skills for specific people in
her department and Ben’s. Individual team members could take special training classes to
improve their interpersonal skills. If Sarah thought the whole project team could benefit
from taking training together to learn to work as a team, she could arrange for a special
team-building session for the entire project team and key stakeholders.

It is very important to provide training in a just-in-time fashion. For example, if Sarah
were preparing for a technical assignment that required her to learn a new programming
language, training to deal with difficult people would not help her much. However, the
training was very timely for her new consulting position. Many organizations provide e-
learning opportunities for their employees so they can learn specific skills at any time
and any place. They have also found that e-learning is sometimes more cost-effective than
traditional instructor-led training courses. It is important to make sure that the timing
and delivery method for the training is appropriate for specific situations and individuals.
Organizations have also found that it is often more economical to train current employees
in particular areas than it is to hire new people who already possess those skills.
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Several organizations that have successfully implemented Six Sigma principles have
taken a unique and effective approach to training. They only let high-potential employees at-
tend Six Sigma Black Belt training, which is a substantial investment of time and money. In
addition, they do not let employees into a particular Black Belt course until the employees
have had a potential Six Sigma project approved that relates to their current job. Attendees
can then apply the new concepts and techniques they learn in the classes to their jobs. High-
potential employees feel rewarded by being picked to take this training, and the organization
benefits by having these employees implement high-payoff projects because of the training.

9.6b Team-Building Activities

Many organizations provide in-house team-building training activities, and many also use
services provided by external companies that specialize in this area. It is important to
understand individual needs, including learning styles, past training, and physical limita-
tions, when determining team-building training options. Two common approaches to team-
building activities are physical challenges and psychological preference indicator tools.

Several organizations have teams go through physically challenging activities to help
them develop as a team. Military basic training or boot camps provide one example. Men
and women who want to join the military must first finish basic training, which often in-
volves strenuous physical activities such as rappelling off towers, running and marching
in full military gear, going through obstacle courses, passing marksmanship training, and
mastering survival training. Many organizations use a similar approach by sending teams
to special locations where they work together to navigate white water rapids, climb moun-
tains or rocks, and participate in rope courses. Research shows that physical challenges
often help teams of strangers to work together more effectively, but it can cause already
dysfunctional teams to have even more problems.

Even more organizations have teams participate in mental team-building activities
in which they learn about themselves, each other, and how to work as a group most ef-
fectively. It is important for people to understand and value each other’s differences
to work effectively as a team. Three common exercises used in mental team building
include the Myers-Briggs Type Indicator, Wilson Learning Social Styles Profile, and the
DISC Profile.

The Myers-Briggs Type Indicator

The Myers-Briggs Type Indicator (MBTI) is a popular tool for determining personality
preferences. During World War II, Isabel B. Myers and Katherine C. Briggs developed the
first version of the MBTI based on psychologist Carl Jung’s theory of psychological type.
The four dimensions of psychological type in the MBTI include:

e Extrovert/Introvert (E/I): This first dimension determines if you are generally
extroverted or introverted, which signifies whether you draw energy from other
people (extrovert) or from yourself (introvert).

e Sensation/Intuition (S/N): This second dimension relates to the manner in
which you gather information. Sensation (or Sensing) type people take in
facts, details, and reality and describe themselves as practical. Intuitive type
people are imaginative, ingenious, and attentive to hunches or intuition.
They describe themselves as innovative and conceptual.
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*  Thinking/Feeling (T/F): Thinking judgment is objective and logical, and feel-
ing judgment is subjective and personal.

e Judgment/Perception (J/P): This fourth dimension concerns people’s at-
titudes toward structure. Judgment type people like closure and task
completion. They tend to establish deadlines and take them seriously, ex-
pecting others to do the same. Perceiving types prefer to keep things open
and flexible. They regard deadlines more as a signal to start rather than
complete a project and do not feel that work must be done before play or
rest begins.?’

Much more than this simple sketch is involved in determining personality types, and
many books are available on this topic. In 1998, David Keirsey published Please Under-
stand Me II: Temperament, Character, Intelligence.?® This book includes a test called the
Keirsey Temperament Sorter, which is a personality type preference test based on the
work of Jung, Myers, and Briggs. The test is easy to take and interpret.

An interesting study of the MBTI types within the general population of the United
States and information systems (IS) developers revealed some significant contrasts.’
The two groups of people were most similar in the judgment/perception dimension,
with slightly more than half of each group preferring the judgment type (J). There were
significant differences, however, in the other three dimensions. Most people would not
be surprised to learn that most IS developers are introverts. This study found that
75 percent of IS developers were introverts, and only 25 percent of the general popula-
tion were introverts. This personality type difference might help explain some of the
problems users have communicating with developers. Another sharp contrast found in
the study was that almost 80 percent of IS developers were thinking types compared
to 50 percent of the general population. IS developers were also much more likely
to be intuitive (about 55 percent) than the general population (about 25 percent).
These results fit with Keirsey’s classification of NT (Intuitive/Thinking types) people as
rationals. Educationally, they tend to study the sciences, enjoy technology as a hobby,
and pursue systems work. Keirsey also suggests that no more than 7 percent of the
general population are NTs. Would you be surprised to know that Bill Gates is classified
as a rational ?3°

Project managers can often benefit from knowing their team members’ MBTI profiles
by adjusting their management styles for each person. For example, if the project man-
ager is a strong N and one of the team members is a strong S, the project manager should
provide more concrete, detailed explanations for that person’s task assignments. Project
managers may also want to make sure they have a variety of personality types on their
teams. For example, if all team members are strong introverts, it may be difficult for them
to work well with users and other important stakeholders who are extroverts.

Like any test, you should use the MBTI with caution. Several studies argue that the
lack of progress in improving software development teams and other teams is due in part
to the inappropriate use of psychological tests and basic misunderstandings of personality
theory. “Software engineers often complain about those who, in the course of their work,
do some programming in support of their professional activities: the claim being that such
individuals are not professionals and do not understand the discipline. The same can be
said of those who adopt psychological approaches without the relevant qualifications and
background.”3!
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The Social Styles Profile

Many organizations also use the Social Styles Profile in team-building activities. Psycholo-
gist David Merril, who helped develop the Wilson Learning Social Styles Profile, describes
people as falling into four approximate behavioral profiles, or zones, based on their asser-
tiveness and responsiveness:

®  Drivers are proactive and task-oriented. They are firmly rooted in the present,
and they strive for action. Adjectives to describe drivers include pushy, severe,
tough, dominating, harsh, strong-willed, independent, practical, decisive, and
efficient.

e  Expressives are proactive and people-oriented. They are future-oriented and
use their intuition to look for fresh perspectives on the world around them.
Adjectives to describe expressives include manipulating, excitable, undisci-
plined, reacting, egotistical, ambitious, stimulating, wacky, enthusiastic, dra-
matic, and friendly.

*  Analyticals are reactive and task-oriented. They are past-oriented and strong
thinkers. Adjectives to describe analyticals include critical, indecisive, stuffy,
picky, moralistic, industrious, persistent, serious, expecting, and orderly.

e Amiables are reactive and people-oriented. They think in terms of the present,
past, or future depending on the situation, and they strongly value relationships.
Adjectives to describe amiables include conforming, unsure, ingratiating, depen-
dent, awkward, supportive, respectful, willing, dependable, and agreeable.??

Figure 9-9 shows these four social styles and their two main determinants: assertive-
ness and responsiveness. To determine your level of assertiveness, ask if you are more

Task-Directed Responsiveness

Analytical Driver

Amiable Expressive

Ask-Directed Assertiveness
SSDUAAIMIASSY Paldalid-||aL

People-Directed Responsiveness

© Cengage Learning 2016
FIGURE 9-9 Social styles
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likely to tell people what to do or ask them what should be done. To determine your re-
sponsiveness to tasks, ask whether you focus on the task itself or on the people involved

in performing the task.

Knowing the social styles of project stakeholders can help project managers under-
stand why certain people may have problems working together. For example, drivers are
often very impatient working with amiables, and analyticals often have difficulties under-

standing expressives.

DISC Profile

Similar to the Social Styles Profile, the DISC Profile uses a four-dimensional model of
normal behavior. The four dimensions—Dominance, Influence, Steadiness, and
Compliance—provide the basis for the name DISC. Note that other, similar, terms are
sometimes used for some of these letters, such as stability for steadiness or conscientious-
ness for compliance. The DISC Profile is based on the 1928 work of psychologist William
Moulton Marston. The DISC Profile reveals people’s behavioral tendencies under certain
situations. For example, it reveals how you tend to behave under stress, in conflict, when
communicating, and when avoiding certain activities. According to www.onlinediscpro-
file.com, “over 5 million people have taken various forms of the DISC Profile throughout
the world. Marston’s original work continues to be enhanced by ongoing behavioral
research and profiles can be found in more than 50 languages by various publishers of the

disc assessment.”?

Figure 9-10 shows the four dimensions of the DISC Profile model and describes key
characteristics of each dimension. Notice that each dimension is also associated with a

color and emphasis, such as I, We, You, or It:

It
Compliance (Blue)

Data driven, risk averse,
concerned, works well alone,
prefers processes and procedures,
not very communicative or social

I
Dominance (Red)

Direct, decisive, assertive,
outcome oriented, competitive,
self assured, takes control, has
to win

You
Steadiness (Green)

Calm, sincere, sympathetic,
cooperative, cautious, conflict
averse, good listener, wants to
maintain stability

© Cengage Learning 2016
FIGURE 9-10 The DISC profile
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*  Dominance: Represented by red and emphasizing “I,” dominance traits include
being direct, decisive, assertive, outcome-oriented, competitive, self-assured,
controlling, and wanting to win.

* Influence: Represented by yellow and emphasizing “We,” influence traits in-
clude being persuasive, optimistic, outgoing, verbal, enthusiastic, striving to
win others over, and practicing leadership through acclimation.

e Steadiness: Represented by green and emphasizing “You,” steadiness traits
include being calm, sincere, cautious, conflict averse, a good listener, and
wanting to maintain stability.

e Compliance: Represented by blue and emphasizing “It,” compliance traits
include being data driven, risk averse, concerned, working well alone, pre-
ferring processes and procedures, and not being very communicative
or social.

Like the Social Styles Profile, people in opposite quadrants, such as Dominance and
Steadiness or Influence and Compliance, can have problems understanding each other.

Many other team-building activities and tests are available. For example, some
people take Dr. Meredith Belbin’s test to help determine which of nine team roles they
might prefer. Again, professionals should use any team-building or personality tool with
caution. In reality, most professionals must be flexible and do whatever is needed for
their teams to succeed. Project managers can use their leadership and coaching skills to
help all types of people communicate better with each other and focus on meeting
project goals.

9.6¢c Reward and Recognition Systems

Another important tool for promoting team development is the use of team-based reward
and recognition systems. If management rewards teamwork, they will promote or rein-
force the philosophy that people work more effectively in teams. Some organizations offer
bonuses, trips, or other rewards to workers that meet or exceed company or project goals.
In a project setting, project managers can recognize and reward people who willingly work
overtime to meet an aggressive schedule objective or go out of their way to help a team-
mate. Project managers should not reward people who work overtime just to get extra pay
or because of their own poor work or planning.

Project managers must continually assess their team’s performance. When they find
areas in which individuals or the entire team can improve, it’s their job to find the best
way to develop their people and improve performance.

9.7 MANAGING THE PROJECT TEAM

In addition to developing the project team, the project manager must lead it in perform-
ing various project activities. (Note that PMI uses the word managing the project team as
the third process for human resource management versus leading, so that wording is used
here as well.) After assessing team performance and related information, the project man-
ager must decide if changes should be requested to the project, or if updates are needed
to enterprise environmental factors, organizational process assets, or the project manage-
ment plan. Project managers must use their soft skills to find the best way to motivate and
manage each team member.
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9.7a Tools and Techniques for Managing Project Teams

Several tools and techniques are available to assist in managing project teams:

®  Observation and conversation: Project managers need to observe team mem-
bers at work to assess how they are performing and ask team members how
they feel about their work. Many project managers like to practice “management
by walking around” (MBWA) to physically see and hear their team members at
work. Informal or formal conversations about how a project is going can provide
crucial information. For virtual workers, project managers can observe and dis-
cuss work and personal issues via e-mail, telephone, web conference, or other
media.

*  Project performance appraisals: Just as managers provide performance ap-
praisals for their workers, so can project managers. The need for project
performance appraisals and the types required vary depending on the length
of the project, its complexity, organizational policies, contract requirements,
and related communications. Even if a project manager does not provide offi-
cial project performance appraisals for team members, it is still important to
provide timely performance feedback. If a team member hands in sloppy or
late work, the project manager should determine the reason and take appro-
priate action. Perhaps the team member had a death in the family and could
not concentrate. Perhaps the team member was planning to leave the project.
The reasons for the behavior should have a strong impact on the action the
project manager takes.

e Interpersonal skills: As you learned in Chapter 1, project managers must
possess several interpersonal skills. To be effective, it is especially important
to focus on leadership, influencing, and decision-making skills.

e Conflict management: Few projects are completed without conflicts. Some
types of conflict are actually desirable on projects, but many are not. It’s im-
portant for project managers to understand strategies for handling conflicts
and to proactively manage conflict.

Blake and Mouton (1964) delineated five basic modes or strategies for handling con-
flicts in their popular managerial grid. Each strategy has high, medium, or low importance
on two levels: importance of the task or goal (or concern for production), and importance
of the relationship between the conflicting parties (concern for people). These modes are
shown in Figure 9-11.

1. Confrontation: When using the confrontation mode, project managers face
a conflict directly using a problem-solving approach that allows affected par-
ties to work through their disagreements. This approach is also called the
problem-solving mode or win/win using Covey’s terminology. When the task
and relationship are both of high importance, this mode is usually the most
effective.

2. Compromise: With the compromise mode, project managers use a give-
and-take approach to resolving conflicts. They bargain and search for solu-
tions that bring some degree of satisfaction to all the parties in a dispute.
This mode works best when both the task and relationship are of medium
importance.
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FIGURE 9-11 Conflict handling modes

3. Smoothing: When using the smoothing mode, the project manager deempha-
sizes or avoids areas of differences and emphasizes areas of agreement. This
approach is also called accommodating, and it is best used when the relation-
ship is of high importance and the task is of low importance.

4. Forcing: The forcing mode can be viewed as the win/lose approach to conflict
resolution. Project managers exert their viewpoint at the potential expense of
another viewpoint. If the task is of high importance and the relationship is of
low importance, this mode can be very effective.

5. Withdrawal: When using the withdrawal mode, project managers retreat
or withdraw from an actual or potential disagreement. This approach is also
called avoiding, and is normally the least desirable conflict-handling mode,
unless the task and relationship are both of low importance.

More recent studies recognize a sixth conflict-handling mode:

6. Collaborating: Using the collaborating mode, decision makers incorporate
different viewpoints and insights to develop consensus and commitment.
Even though managers might not agree on a decision, they commit to follow-
ing it in the best interests of the organization.

more collaboratively. Project team members may become stagnant or develop groupthink—
conformance to the values or ethical standards of a group—if there are no conflicting
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viewpoints on various aspects of a project. Research by Karen Jehn, Professor of
Management at the University of Melbourne, suggests that task-related conflict, which is
derived from differences over team objectives and how to achieve them, often improves
team performance. Emotional conflict, however, stems from personality clashes and misun-
derstandings, and often depresses team performance. Project managers should create an en-
vironment that encourages and maintains the positive and productive aspects of conflict.?*

9.7b General Advice on Managing Teams

According to Patrick Lencioni, a well-known author and consultant on teams, “Teamwork
remains the one sustainable competitive advantage that has been largely untapped ...
teamwork is almost always lacking within organizations that fail, and often present within
those that succeed.”?® However, teamwork is challenging to create, and because teams are
subject to dysfunction, maintaining teamwork is equally challenging. The five dysfunc-
tions of teams are:

1. Absence of trust

. Fear of conflict

. Lack of commitment

. Avoidance of accountability
. Inattention to results

[0S I \V)

Lencioni’s books provide suggestions for overcoming each of these dysfunctions.
For example, he suggests that team members take the Myers-Briggs Type Indicator, as
described earlier in this chapter, to help people open up to each other and build trust.
To master conflict, he suggests that teams practice having unfiltered, passionate debates
about important issues. To achieve commitment, he stresses the importance of expressing
all possible ideas and getting people to agree to disagree, but then having them commit
to decisions. To embrace accountability, Lencioni emphasizes the importance of clarify-
ing and focusing on everyone’s top priorities. He also suggests that peer pressure and the
distaste for letting down a colleague are often better motivators than authoritative inter-
vention. Finally, using some type of scoreboard to focus on team results helps eliminate
ambiguity so everyone knows what it means to achieve positive results.

Additional suggestions for ensuring that teams are productive include the following:

e Be patient and kind with your team. Assume the best about people; do not as-
sume that your team members are lazy and careless.

¢  TFix the problem instead of blaming people. Help people work out problems by
focusing on behaviors.

e [Establish regular, effective meetings. Focus on meeting project objectives and
producing positive results.

e Allow time for teams to go through Tuckman’s basic team-building stages of
forming, storming, norming, performing, and adjourning. Don’t expect teams
to work at the highest performance level right away.

e Limit the size of work teams to three to seven members.

e  Plan some social activities to help project team members and other stake-
holders get to know each other better. Make the social events fun and not
mandatory.

e  Stress team identity. Create traditions that team members enjoy.
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*  Nurture team members and encourage them to help each other. Identify and
provide training that will help individuals and the team as a whole become
more effective.

e Acknowledge individual and group accomplishments.

e Take additional actions to work with virtual team members. If possible, have
a face-to-face or phone meeting at the start of a virtual project or when intro-
ducing a virtual team member. Screen people carefully to make sure they can
work effectively in a virtual environment. Clarify how virtual team members
will communicate.

As you can imagine, team development, leadership, and management are critical con-
cerns on many IT projects. To paraphrase Keirsey, many IT project managers must break
out of their rational/NT preference and focus on empathically listening to other people to
address their concerns and create an environment in which individuals and teams can
grow and prosper.

9.8 USING SOFTWARE TO ASSIST IN HUMAN
RESOURCE MANAGEMENT

Earlier in this chapter, you read that a simple responsibility assignment matrix or re-
source histograms are useful tools that can help you effectively manage human resources
on projects. You can use several different software packages, including spreadsheets or
project management software such as Microsoft Project 2013, to create matrixes and his-
tograms. Many people do not realize that Project 2013 provides a variety of human
resource management tools, some of which include assigning and tracking resources,
resource leveling, resource usage reports, overallocated resource reports, and to-do lists.
You can learn how to use many of these functions and features in Appendix A.

You can use Project 2013 to assign resources such as equipment, materials, facilities,
and people to tasks. It enables you to allocate individual resources to individual projects
or to pool resources and share them across multiple projects. By defining and assigning
resources in Project 2013, you can:

e Keep track of resources through stored information and reports on resource
assignments.

e Identify potential resource shortages that could cause a project to miss
scheduled deadlines and possibly extend the duration of a project.

e Identify underutilized resources and reassign them, which may enable you to
shorten a project’s schedule and reduce costs.

e Use automated leveling to make level resources easier to manage.

Just as many project management professionals are unaware of the powerful cost-
management features of Project 2013, many are unaware of its powerful human resource
management features. The Microsoft Enterprise Project Management Solution provides
additional human resource management capabilities. You can also purchase add-in soft-
ware for Microsoft products or purchase software from other companies to manage your
project’s human resources. With the aid of this software, project managers can have more
information available in useful formats to help them decide how to manage human re-
sources most effectively.
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Project resource management involves much more than using software to assess and
track resource loading and to level resources. People are the most important asset on most
projects, and human resources are very different from other resources. You cannot simply
replace people in the same way that you replace a piece of equipment. It is essential to
treat people with consideration and respect, to understand what motivates them, and to
communicate carefully with them. What makes good project managers great is not their
use of tools, but their ability to enable project team members to deliver their best work on
a project.

CASE WRAP-UP

After Sarah yelled back at Ben, he said, “You're the first person who's had the guts to
stand up to me.” After that brief introduction, Sarah, Ben, and the other meeting par-
ticipants had a good discussion about what was happening on the F-44 upgrade project.
Sarah was able to write a justification to get Ben’s group special software and support to
download key information from the old system so they could manage their project better.
When Sarah stood nose to nose with Ben and yelled at him, she used a technique for es-
tablishing rapport called mirroring. Although Sarah was not a loud and obnoxious person,
she saw that Ben was and decided to mirror his behavior and attitude. She put herself

in his shoes for a while, which helped break the ice so Sarah, Ben, and the other people
at the meeting could start communicating and working together as a team to solve their
problems.
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