View metadata, citation and similar papers at core.ac.uk brought to you by fCORE

provided by University of Massachusetts Boston: ScholarWorks at UMass

University of Massachusetts Boston

ScholarWorks at UMass Boston

Crltlcal' and Creative Thinking Capstones Critical and Creative Thinking Program
Collection

Team Leadership Approaches for Corporate
Project Managers

Christopher Gralton
University of Massachusetts Boston

Follow this and additional works at: http://scholarworks.umb.edu/cct capstone
b Part of the Business Commons

Recommended Citation
Gralton, Christopher, "Team Leadership Approaches for Corporate Project Managers" (2002). Critical and Creative Thinking Capstones

Collection. Paper 127.
http://scholarworks.umb.edu/cct_capstone/127

This is brought to you for free and open access by the Critical and Creative Thinking Program at ScholarWorks at UMass Boston. It has been accepted
for inclusion in Critical and Creative Thinking Capstones Collection by an authorized administrator of ScholarWorks at UMass Boston. For more

information, please contact libraryuasc@umb.edu.


https://core.ac.uk/display/229359702?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1
http://scholarworks.umb.edu?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://scholarworks.umb.edu/cct_capstone?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://scholarworks.umb.edu/cct_capstone?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://scholarworks.umb.edu/cct?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://scholarworks.umb.edu/cct_capstone?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/622?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
http://scholarworks.umb.edu/cct_capstone/127?utm_source=scholarworks.umb.edu%2Fcct_capstone%2F127&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:library.uasc@umb.edu

TEAM LEADERSHIP APPROAC....53 FOR CORPORATE PROJECT MANAGERS

A Synthesis Project Presented
by

CHRIS GRALTON

Submitted to the Office of Graduate Studies, University of Massachusetts Boston,
in partial fulfillment of the requirements for the degree of

MAS'", ..&S OF ARTS
August 2002

Critical and Creative Thinking Program



© 2002 by Chris Gralton
All rights reserved



TEAM LEADERSHIP APPROACHES FOR CORPORATE PROJECT MANAGERS

A Synthesis Project Presented
by

CHRIS GRALTON

Approved as to style and content by:

Steven schwartz, rn.u, Unay;,
Department of Psycholog

Associate Professor of Philosophy

Pet‘Er J. Hiylor{ lsn.u, rac?my AQVISOr
Critical and Creative Thinking Program









In addition, I discuss and illustrate the five ways to define a problem as classified by R.E.
Myers & E.P. Torrance (1964); Glenn Parker’s team player styles (1994); the language of
thinking outlined by Shari Tishman, et al, in The Thinking Classroom, Learning and Teaching
in a Culture of Thinking (1995), and the merits of intrinsic and extrinsic motivation as defined
by Teresa Amabile in Motivational Hypothesis (1983) and Handbook of Creativity (1999.) It is
my hope to demonstrate how each can be a viable or valuable asset in today’s increasingly

challenging corporate environment.

I also review some effective tools for team development and motivation. I begin with
brainstorming, (Osborn, 1963), a classic technique for extracting information and generating
new ideas. My intention is to show how brainstorming can be used as a tool for problem
identification and solving by team members. The next tool, Force Field Analysis (Lewin, cited
in Brown, 1989), can be used by managers to help team members remain focused on their

common goal by identifying forces that support or work against a solution.

I conclude my paper by callii  on team leaders and project managers to embrace these
C&CT methods and tools as they face the constant challenges of mani ng people and

resources toward successful goal and project completion.






or even “crucial” (20 percent) to the success of their firms, 24 percent say they mal little

ornoroomont! rcalendars to generate ideas. (Ferrendelli, 2000, p. 28)

The cause of this misappropriation of time may be traced to our traditional corporate
culture, in which t n nbers are often reluctant to try different approaches, take risks,
or openly assess lts out of a fear of being made the ultimate scapegoat if a decision fails

to yield satisf: Its.



CHAPTER 1T
CH. 'GES OF LEADING PROJECT TEAMS

The Challenges Today

Today, the challenges of global competition, mergers, the volatile economy and
unemployment, as well as the impact of technolc 7, have made it vital that American
corporations identify creative ways to reduce costs and improve quality. For example, The
Wall Street Journal recently reported that “Intel Corporation will close a money losing unit
that hosted Web sites for other companies, continuing an effort to refocus on its core chip-

making operations.” (June 19, 2002, p. B3)

Another sign of the times is massive layoffs in the telecom and technology sectors, as
illustrated by this quotation, again from The Wall Street Journal. “Qwest Communications
credit rating was recently cut to ‘junk’ status by rating agencies and Qwest has spent the
past year frantically trying to cut costs by slashing more than 17,000 jobs, selling assets and
continually reducing capital spending. (June 17, 2002, p. Al) by rati.  agencies and
Qwest has spent the past year frantically trying to cut costs by slashing more than 17,000
jobs, selling assets and continually reducing capital spending.” (June 17, 2002, p. Al)

As aresult of all this, corporations are growing to appreciate the value that effective
teamwork and creativity can add. A recent successful example was Daimler-Chrysler’s
launch of its retro PT Cruiser vehicle. Daimler-Chrysler set baselines for supply chain
performance and the use of well-integrated design and engineering tools. The latter
included virtual reality tools to help designers and engineers adjust the placement of
rearview windows, cup holders, radio and so on, prior to creating a prototype, resulting in a

saving of approximately $20 million. (PM Network, May 2002, pp. 28-29)

Another creative example in this do-more-with-less economic environment can be seen in
Hewlett Packard’s multi-faceted approach to its implementation of new technology for
Spanish banking firm, Caja Granada. Hewlett Packard’s corporate project management

initiatives (a form of project management office) summarized a process for leading change












With this in mind, and before I b 1this discu: on of the concepts of Team
Leadership Approaches, I would pose the following question: How would you handle the
critical le: * -ship challenges mentioned above to facilitate cha: : for the better in your
o nization? I assert that usii Critical & Creative Thinking approaches will help sort out
some of the corporate and economic challenges you face as project managers. But, what

exactly dowen n by “Critical and Creative Thinking?”





















cutting down on the time-consuming back and forth of proposal review and approval due to

customer ambiguity and network infrastructure rework.

2. Mental Management: Tishman et al. (1995) refer to this as the art of reflecting on and
guiding one’s own thinking processes, also referred to as “metacognition.” They explain
that good team leaders in any setting share similar qualities. They tend to be astute
observers, careful evaluators and effective leaders. In other words, they are adept at
managing their own thinking processes. This is particularly useful because when project
managers can reflect and manage their own thoughts effectively, they can diagnose

shortcomings and assess strengths in others.

For example, Genuity appl  “metacognition” as part of every employee’s Performance
Management Process. Genuity’s Human Resource and Operational Planning groups work
with each employee on development planning. This involves guiding the employee’s
thinking as he or she, in conjunction with the reporting manager, develops a detailed
operating plan listing specific goals and contributions to be accomplished during the
following quarter. At the end of the quarter each employee’s performance is reviewed

against the objectives and contributions initiated by the manager and employee.

3. Strategic Spirit: Tishman (1995) explains this as enthusiasm for systematic th’ * ing and
the tendency to invent and use thinking strategies in response to challenging situations. For
example, Genuity was faced with a thinking challenge on how to “constantly re-adapt” to a
rapidly changing technological environment. Previously, Genuity’s services required a 30-
to-40-day installation cycle from submission of the initial order to the actual installation of
the equipment. Instead of simply trying to speed up the steps in the already established
process, Genuity developed a concept and product in one called “Black Rocket” to address
this extended installation cycle. Black Rocket essentially manages all facets of a
corporation’s network services from web hosting, access to the internet, and internet
security monitoring services, all in a ready-to-launch package from one vendor-Genuity.
Unique in the industry, Black Rocket essentially reduced the delivery-and-installation time

to ten business days or less in the U.S marketplace from the date the contract was signed
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and credit approved. Not only did Black Rocket reduce the installation time and increase
the revenue cycle for Genuity, it also solved another important challenge -- the
development of two major Web Hosting Services platforms, one for UNIX customers and
the other for Windows-based customers. This permits transfer of knowledge, and is

adaptable, to many different situations, while simplifying the process for the customer.

4. Higher Order Knowledge: Tishman believes that higher order knowledge sits above the
regular content knowledge in a discipline. Tishman et al. (1995, p. 125) break higher order
knowledge down into three parts: Problem Solving; Evidence; Inquiry, or:

The knowledge and craft of solving problems and managing tasks in a discipline

The knowledge and craft of evidence and explanation in a discipline

The knowledge and craft of discovery and invention in the discipline.

A parallel with the above may be seen in the following process improvement examples,

again from Genuity:

A. How does Genuity demonstrate “the knowledge and craft of solving problems and

managing tasks in a discipline?”

When a problem arises, Genuity uses a multi-faceted approach combining human and
technological intelligence to analyze its processes based on previous experience. On the
technical end, project team leaders extract information on the problem from the Data

Centers that warehouse the servers. This information is used to create a trouble ticket.

All open trouble tickets with a high severity level are addressed at meetings held every
morning at 9:00 AM. Attending, in person or by conference call, are every Cross-
Functional Team member, which includes representatives from network operations,
customer service, and all the technical groups. This is Genuity’s chance to allow everyone
involved to explain what actions have been taken relating to the open tickets; how the

problems will be resolved in a specific time frame, and who will resolve them. As evidence



that the problems have been resolved, newly closed trouble tickets are reviewed for

completion and accuracy.

Genuity developed this original process for solving trouble tickets using patented
relational databases developed by its parent company, BBN. These systems provide user
assistance in retrieving data from a relational database, such as the one used by Genuity in
the above example. (Patent # 6,023,697 — Systems and Methods for Providing User
Assistance in Retrieving Data from a Relational Database) (Source:

htzg//L_l LL.n nean /h..n.:_(,nnnq/ ‘,_4 AAAAA 1.4“_1)

B. How does Genuity demonstrate the knowledge and craft of evidence and explanation in

a discipline?

Genuity realized early on that customers were not only purchasing services, but needed
consulting assistance beyond a pre-sales process. Genuity addressed this with the
development of “eServices Consulting”. Through eServices, Genuity delivers a planning
report that offers a clear road map (evidence and explanation), with such deliverables as
final architectural design, infrastructure content flow map and key risk areas in the
customer’s existing architecture, including security vulnerabilities, and recommendations

for the best course of action.

As we have seen, an understanding of * "nking styles based on C&CT cc.)ncepts can be
a tremendous asset to the Project Leader of today. Yet, our most innovative efforts to work
with a diversity of thinking styles can be thwarted by barriers or blocks to creative
thinking. Based on long-held habits and learning styles, these barriers, or blocks, may keep
us from seeing the real problem. They impede the creative process by pressuring teams to
conform to expectations or to jump to conclusions without a complete and accurate picture

of the problem.

C. How does Genuity demonstrate “the knowledge and craft of discovery and

invention?”
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impede our ability to concentrate due to physical distractions. For the team this could mean
overcoming distractions by having meetings held in reserved conference rooms rather than

outside someone’s cubicle office.

2. Emotional Blocks: T] @ interfere with our ability to tolerate ambiguity, take chances,
and take on new risks from an individual standpoint. Team Leaders need to provide a safe
environment in which team members are comfortable thinking, and contributing ideas from
outside of their normal individual patterns. In addition, a safe atmosphere encourages
members to exchange or reveal strong feelings. For example, Genuity’s management team
stresses the use of an “open door” policy to elicit any issues an employee may have, such
as being threatened at work, harassment issues or discomfort about approaching a co-
worker on an issue. Genuity’s HR dept also has an anonymous 1-800 hotline to address

confidential issues.

3. Perceptual Blocks: These distort any information we may gather. “We see what we
expect to see.” Team Leaders must recognize and offset the preconceived or stereotypical
judgments that team members may bring to a problem. This can occur, for example, when
particularly self-sufficient team members are asked to enlist the assistance of others. These
team members may prefer to out figure the problem for themselves because of a misplaced
fear being seen as ineffective. In reality, this can lead to missed deadlines and wasted

resources.

4. Intellectual & Expressive Blocks: Intellectual Blocks cause us to think in one rigid
fashion, whereas Expressive Blocks cause us to communicate in one rigid fashion. For
example, sales people sometimes communicate and think in a restrictive manner based on
memorized technical details or “internal” scripts in their minds that describe product
information. Customers, for whom it may be their first encounter with a particular product
or service, often require a less rigid way of communicating, with an emphasis on benefits
and features. Project leaders can address this need by making sure team members are

sensitive to these. Techniques can be used such as weekly team meetings with open
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message, Genuity can take the exact wording of the error message and find the remedy
based on the flow chart. Not only did this lead to a resolution, but it increased Genuity’s

resolution time with the customer on the phone.

3. Identifying sub-problems:

What problems are related to this main problem? As in the above case, once the Genuity
representative has isolated the problem, he or she must identify what other existing
problems may be related to the core problem. For example, if a server is down, are the
remote users unable to dial in? When do the servers typically go down? By isolating which
users and which servers go down, the service representatives can identify the sources of the

outages.

4. Proposing alternative definitions:

How else can we define this problem? To determine whether the reported problem is
masking other, harder to determine, problems, Genuity asks still more questions of their
customers after reviewing the situation and determining the most likely answer. Some
problems can be reoccurring, such as a server re-boot, but solving the re-boot problem may
not provide a permanent solution. Examining alternative options helps PGenuity find more

lasting and complete solutions.

5. Defining a problem more broadly, as open to new possibilities:

For example: Asking “why” questions. There is no substitute for asking clarifying
questions to bring a problem closer to resolution. Some of Genuity’s customers want to add
a “firewall”, which is a device that filters and monitors internet traffic or IP packets going
in and out of their organization. Often the customer is unaware of new problems, such as an
over burdening of the system, that may be caused by the addition of a firewall. So Genuity
will ask why the customer feels the need to filter all traffic. Isit m« “oring employees’
Internet usage? Has someone attempted to gain access to their corporate network? By
digging down into the “why” questions Genuity can propose better solutions after

examining the inter-related implications.
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Project Managers may wish to use Force-Field Analysis to:

»  Present the positives and negatives of a situation so they are easily compared.

*  Encourage people to think together about all aspects of makir the desired change or
permanent change.

=  Encourage people to agree about the relative priority of factors on each side of the
balance sheet.

. Allow honest reflection on the real “underlying roots” of a problem and its solutions.

Major Steps in Applying the Technique:

=  Take a piece of 8.57x11” paper and make a vertical line down the middle. Then place
a horizontal line above the top 1/3 of the paper.

*  Write the issue or problem that you plan to analyze on the top portion.

= At the right side of the “T”, write a description of the ideal situation you would like to
achieve.

*  Brainstorm the forces that are driving you toward the ideal situation. These forces
may be internal or external, list them on the left hand side of the “T”.

= Look at your forces that are restraining movement toward the ideal state and list them
on the right hand side.

*  Finally, usit your Brainstormed list, prioritize the forces that will have the most
impact (driving forces) and should be strengthened, and identify the restrainii  forces

whose elimination would allow the most movement. (Goal/QPC, 1994, p. 63)

The following is a sample of Force-Field Analysis applied to public speaking:

Force field: Fear of public speaking as a Team Leader

Ideal state: To speak confidently, clearly and concisely in any situation

24



(+) Driving Forc» (=) Restroinine Farcog
Increases self-esteem Past embarrassments

Belief it helps career Lack of knowledge on the topic
Increases energy of the group May forget what to say

Ability to persuade others of your ideas Lack of clarity on precise speech goals
Final Steps:

1. Prioritize the list from the brainstorming,

2. Prioritize the Positive Forces,

3. Minimize Restraining Forces,

4. Takethetopth: positive or driving forces,

5. Take the top three negative or restraining forces,

6.  Find out which positive forces will offset the negative forces to effect change.

It is important to note with Force-Field Analysis that new restraining forces can
develop. For example, increased hostility and antagonism in a group can arise with the
team going through different stages team development, which could lead to increased
absenteeism, turnover and other restraining forces that would upset the equilibrium. A team
leader may want to first determine how to reduce the restraining forces = tead of

attempting to increase the positive forces.

Now that we have discussed how to use Force-Field Analysis to resolve your team’s
challenges, we can address how to motivate these same teams guided by the theories of

Teresa Amabile.

"“rinsic and Extrinsic Motivation for Teams

Amabile’s extensive work suggests that intrinsic motivation is a crucial determinant of
creativity across different human behavioral types. She defines intrinsic motivation as any
motivation that arises from the individual’s positive reactions to qualities of the task itself.

On the other hand, extrinsic motivation, as defined by Amabile, is any motivation that
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CHAPTER 1V
CONCLUSION

Creating Your Own Team Leadership Approach in Your Organization

In this paper I have covered many topics, from learning to lead others using Project
Management methodologies in connection with Critical and Creative concepts and tools, to
how Genuity uses some of these concepts and tools in practice. Involvement and
interdependence with others are the essential ingred its of corporate life. Any successful
project manager or team leader knows that as others become involved the effective team
leader has a “two-pronged” decision to make: Either initially embrace m diversity using
other people’s different “thinking styles” or see the impact of the team efforts dwindle. The
skills, talents and varied experiences of team leadership and learning are vital to teams.
Adapting to change isn’t enough, team members must create ideas and possibilities in order

to develop a viable team action plan.

Methods and tools alone, however, will not solve your challenges. That will require a
deep understanding of your own communication, thinking, and leadership styles as a
project manager or team leader in your organization. Your success will depend on how well
you can put past events in perspective, sort out the issues, and create new options. Armed
with this new enlightenment, you will be able to collaborate with your team and choose the

best methods for creating an environment that fosters team leadership in your organization.
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