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What's Your Thinking Style?
PaulaK. Martin, CEO, Martin Training Associates

Most people make the assumption that everyone else thinks just like they do. We lead our
teams as if what's going on inside each person’s head is the same thinking process — ours. If
they don’t understand something, there’ s something wrong with them. Not only is this an inef-
fective way to lead a team, but it's just plain wrong. According to Ned Herrmann, creator of
the Whole Brain Thinking approach and the Herrmann Brain Dominance Instrument (HBDI),
there are 64 different thinking styles. We each use a few of these styles as our primary thinking
styles, and different people use different combinations of styles which means that a single set
of information, everyone is processing that information differently. Add to that our differences
in our internal maps of the world, experiences, assumptions and no two people are having the
same experience or coming to the same conclusions when you're at the head of the group, ex-
pounding on whatever makes perfect sense to you.

The 64 thinking styles can be divided into two broad categories: left brained and right
brained. The left brained styles are linear and task oriented. They show a preference for deal-
ing with facts and current reality. We can further divide the left brained category into data ori-
ented (Analytical) and task oriented (Organized) thinking styles.

* People who are Analytical like facts and figures. They value logical thinking.

*  People who use the Organized thinking style like structure and process. They
learn best in a step by step approach.

The right brained styles are more conceptual or people oriented. They prefer ideas and
group involvement. The right brained styles can also be broken down further into concept ori-
ented (Conceptual) and people oriented (I nteractive).

¢ Conceptual thinkers like generating ideas and creating the big picture. They
learn best for exploring possibilities

* |nteractive thinkers like emational involvement with others and experiential
tasks. They learn best by interacting with other people on the team.

So, how do we harness this thinking diversity so it can add and not detract from our team?
One simple way isto utilize the strengths of each person’s thinking styles at the appropriate
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Communication and Project M anagement

by
Mark Moore, PMP
Steelcase, Inc.

It was a Sunday afternoon in December of 2001. We were pro-
gressing with a planned software project implementation that
weekend and had hit some rough spots. Activities weren’t
moving ahead at the planned pace, testing and validation were
stalled, and multiple ad-hoc committees were meeting to dis-
cuss their individual part in this much broader project imple-
mentation.

It fell to me as the overall project manager to keep everyone up
to date on progress and activities across multiple teams. | had
updated the message on my status hotline earlier in the day,
noting that we were encountering difficulties. My communica-
tion policy was to let that status announcement stand until a
significant change occurred. This policy was to be short-lived,
however, as | learned one of the most important lessons of my
project management career — It is NOT possible to over com-
municate, especially when things aren’'t proceeding according
to plan.

Project team members and stakeholders want timely and accu-
rate information. Our job as project managersis to deliver just
that. However, what works for one section of your audience
may miss another entirely. That’s where the principle of “over-
communicating” comes into play. If | feel that I've communi-
cated the status of my project well, | probably need to push a bit
further. If | feel I’ve over-communicated the status and ap-
proached my updates from multiple angles, chances are I've

Steeicase

met the needs of the majority of my audience and everyone will
feel informed.

| drafted (and subsequently implemented) a specific corrective
action in the weeks that followed that December 2001 project
implementation. The rule was simple. | would update my hot-
line message hourly from the beginning of our critical imple-
mentation window (usually a Sunday morning) until all teams
had reported in and cleared their portions of the implementa-
tion. My final message would clearly state that the project was
in, al teams had called “go”, and we could expect business as
usual come Monday morning. You wouldn’t believe just how
far this simple act went toward making my life as a project
manager much easier (at least on implementation weekend).

Communication and status updates will take on amost as many
forms as audiences during the course of a project. E-mail up-
dates, status meeting presentations, and “water cooler” interac-
tion all play a part in communicating your project’s status to the
team, the stakeholders, and other interested parties. While most
of us have studied various theories behind communication, |
would like to draw your attention to a few key principles. |
have found that if | pay attention to these few things, my com-
munication is well received and almost always reaches its in-
tended audience.

Know Your Audience

In my projects, | have at least three audiences | must accommo-
date with my communication and status updates. First are the
stakeholders (our business process sponsors). They want assur-
ance that | will meet their expectations and will not deliver a
system that will hinder our ability to conduct daily business.
Second are the project team members. Thisis a group of tech-
nica developers, business subject matter experts, and team
members responsible for validating our project as it progresses.
They want to know that I'm taking care of the broader details
(meeting stated goals of our governing groups, etc.) and am
keeping the business stakeholders out of their way.

Third is our internal Information Technology management
team. They want to know that I'm handling the project man-
agement, meeting stakeholder expectations, and will not deliver
a system that will cause their support teams any unexpected
grief.

If 1 perform my job effectively, each of these groups will re-
ceive the status updates they need and feel confident that | will
bring up any “red flag” issues well in advance of implementing
the project. In doing this, | have to know what each group
wants and how best to make them feel plugged in. To fully
accomplish this, | have to solicit feedback from trusted sources
that will allow me to judge whether my message has been re-
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LIGHTHOUSE

“Lighthouse” isaregular section of OnTarget. It's goal isto allow local members to share experiences
in project management, and in the process make us all just a little more aware that what we encounter
in our jobs is not necessarily unique. Lighthouse will also provide the opportunity for you to obtain
points toward PMP certification each time one of your articles is published. We look forward to
receiving your article for use in this section. Please see the last page of this newdletter for forwarding
information. When local member project experiences are not available, national articles will be used
for education.

Selecting the Best Project Delivery System

Dale Moore, PMP, PE, VP Project Delivery, Shive-Hattery, Inc.

I ntroduction

The design and construction industry continues to debate
which project delivery system is best. Just pick up a trade
magazine and you will often find an article addressing the
selection of project delivery systems for a design and
congtruction project. It is also common for project delivery
systems to be a seminar topic.

So what is the “best delivery system” for a design and
congtruction project? The answer is IT DEPENDS! There is
NO silver bullet! There is NO best system! The “best delivery
system” debate is wrong and misses a great opportunity for the
design and construction industry. Selection of the project
delivery system should be based on specific project
requirements, specific characteristics and circumstances of the
owner, and the successful formulation of the project team. The
real opportunity for

design professionals and the construction industry is to help
educate owners regarding the available project delivery
systems, and then assist owners in selecting the best delivery
system for the specific project and circumstance. Selection
should always benefit the owner while at the same time
promote a winning opportunity for all project participants.

This paper is intended to present concepts and tools to help
owners, design professionals, and the construction industry to
select and set-up a “winning delivery system” for projects. This
paper is divided into three areas and each of these areas is
divided into three parts:

M Three Primary Project Delivery Systems—All project
delivery systems can be derived from three primary
systems.

M Three Key Project Delivery System Principles—These
include the seven major roles required for all design and
congtruction projects, the two types of agreements
owners have with design and construction providers, and
the allocation of risk for winning projects.

M Three Key Areas of Consideration for Project Delivery
System  Selection—Selection should include project,
owner, and team building considerations.

Three Primary Project Delivery Systems

There are several good publications available that address
project delivery systems. Four that are particularly helpful
include:

M Client Advisor by The Associated General Contractors of
Massachusetts (AGC) and The Boston Society of
Architects (BSA).

M Handbook on Project Delivery by The American Institute
of Architects, California Council (AIACC).

|Z|Pr0ject Delivery Systems for Building Construction by
Associated General Contractors of America (AGC).

|ZlSeIecting Project Delivery Systems by The Project
Delivery Ingtitute (PDI).

These publications tend to present materials without significant
bias and in the spirit of benefiting the owner and creating a
winning circumstance for all project participants. While there
is certainly some general overall consistency presented in these
publications, they do not, however, offer a consistent definition
of what is a project delivery system or what are the available
project

delivery systems.

PDI, in their publication listed above, perhaps offers the best
definition of a project delivery system. For the purpose of this
paper, PDI’s definition has been adopted but slightly modified
asfollows:

Definition of a Project Delivery System—A project delivery
system defines the structure of the relationships of the parties,
the roles and responsibilities of the parties, and the general
sequence of activities required to deliver the project (PDI,
1999, p. 4).

(Continued on page 5)
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Exhibit 1. Design-Build Project Delivery - Single Sour ce Responsibility (Sometimes called Turnkey)

Structure of Relationship

Owner

Design-Build
Entity (DBE)

Exhibit 2. Design Build Project Delivery With Bridging

Structure of Relationship

Owner

Bridging Designer
(BA/E) (15-30% Docs)

Design-Build
Entity (DBE)

(Continued from page 4)

The issue of defining the available project delivery systems
used in the United States today can be simplified by first
looking at the structure of the relationship and overall
responsibility of the performing parties with respect to the
owner. In examining the multitude of ways that design and
congtruction projects are delivered, it is apparent that project
delivery systems are structured in three ways. These structures
include single source responsibility, dua source responsibility,
and triple source responsibility. All project delivery systems
can be derived from these three primary systems or structures.
The number of subsystems available for each primary systemis
limited only by the creativity of the project team. Next let’'s
examine the structureand general sequence of activities for
each primary delivery system.

n
o'lhrget

The newsletter of the
Project Management Institute
Western Michigan Chapter

General Sequence of Activities

Select DBE

Design

Construction

General Sequence of Activities

Select
BA/E

15-30% Design

Select
DBE

Complete Design

Construction

The roles and responsibility for each system will be examined
in the next section.

Single Sour ce Responsibility—Design-Build
Project Delivery

Single source responsibility project delivery isaccomplished by
one entity that is responsible to the owner for delivery of both
the design and construction of the project. This delivery system
is often referred to as design-build or turnkey. The single
source entity or design-build entity can be a variety of types of
firms.
Examplesinclude:
4| Integrated Firm—Performs both design and
construction, but subcontracts specialty services and
work.
M Construction Firm—Performs construction work, but
subcontracts selected construction work to trade
contractors and design services to adesign firm.

(Continued on page 6)
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(Continued from page 10)

publishing your name as a new PMP in a future newsletter. |f
you are interested in hosting a PMP study group or having
someone come talk to your organization about PMP
certification, please contact me.

PMI National is out of Continuing Certification
Requirements (CCR) handbooks and is recommending
everyone download handbooks from www.pmi.org. | till have
some on hand for our dinner meetings but once those are gone,
you will have to download.

Don't forget to read | Wanna Be a PMP and Certification
Watch for other news and information.

VP of Publicity: Jim Blodgett, MBA, PMP

On March 1, 2003, your 2003 Board of Directors held a
strategic planning session. The purpose was for us to look
ahead to the coming program year and figure out what we could
do better for you, the PMI West Michigan Chapter members.
One of the things we identified was an integrated and
coordinated approach to communications. We, the Board
Members, are now in the process of reviewing our respective
Board positions with the goa of finding and implementing
changes to improve the effectiveness of the Board. The
“communication” function is currently spread out over several
VP positions. In an effort to improve and better coordinate our
communications, we will evaluate the possibility of combining
all communication functions in one position. If you have
thoughts on how we can improve our communications with
you, please email me at jblodgett@quixtar.com. Your 2003
Board is committed to making your membership in this chapter
avauable experience for you!

Web Site Director: Cheryl Kirsch

At our recent Strategic Planning Session, the board
expressed their desire to have the web site updated as well as
implementing some new online features for our members. I'm
looking forward to giving the site a "face lift" as well as
providing new services to members and non-members. While
some of the changes will take awhile to implement, please
check the web site regularly to see What's New! A future
endeavor will be to create a content management system for the
web site. This feature will ensure that the board consistently
and accurately maintains the web site.

Another recent change is the introduction of a new tool for
West Michigan PMI document storage on the web. This tool
has alowed the board to have one location for document
storage and will facilitate communication between board
members as well as the smooth transition for new board
members.

If you have any suggestions for changes you would like to
see on the web site, please feel free to send your suggestions to
any board member or directly to me at cheryl @venux.net.

The newsletter of the
Project Management Institute
Western Michigan Chapter

Sponsor Program Director: DennisBolles, PMP

Work continues on finding chapter sponsors for dinner
meetings. There are still openings for April & May.

If anyone knows of an organization that would be interested
in becoming a sponsor, please let me know. The Sponsorship
information form can be found on the PMI Western Michigan
web site.

Newdetter Director: Keith L ewandowski, M PM

With the newsletter, we hope to educate, entertain, and keep
you informed of chapter events. Articles from readers are
always welcome. To submit articles or announcements for the
news etter, please contact me at my e-mail address.

The Chapter and | thank Mike Janisse at Xerox for his
continued support in printing this newsletter.

PMI| Western Michigan Chapter
Financial Report

Pending: Financial Audit Oct/Dec-02 | Jan - Dec 02
Actual Actual - YTD
TOTAL EXPENSES $9,498.00 $46,813.13
NET INCOME $(3,399.00) | $(10,349.29)
CURRENT ASSETS $29,963.00

SEED  SEED SEED  oEEK]  SEEK] oEED SN SEED] SEEK] SEEC] NN SEED oEEKl eEE eEEC --J!

°
[ & Is your PMI member
information up-to-date?

Take aminute to visit the PM| website to find out.

* Visit the PMI Members area on the nationa website
at https://secure.pmi.org/edit/

e Select "Login" on the left and enter your PMI
membership number and password (there is a number
on this page to call if you can't remember your
password)

e Select "Update Membership” and make any
necessary changes to your information

» Click on "Save Changes' when complete

The Western Michigan PMI chapter uses the
information maintained by the PMI national group for
our contact information. Please verify that it is up to
date. THANKS!

i.,
i
i
i
i
i
i
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(Continued from page 9)

principles and tools presented in this paper; information
presented in documents such as those referenced in this paper;
and their own experiences in the selection process.
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point in the process we're working through. Let’s takethe MTA
decision making process, IOAC, as an example. The first stage
in decision making is idea generation (I). Which thinking styles
are going to contribute most at this stage? The Conceptua
thinkers. The next stage is organizing the ideas (O). Obviousy
the Organized thinkers will help us out here. The third stage is
analysis (A). We'll utilize our analytical thinkers in this stage
and finally, we are at consensus (C) and our Interactive thinkers
will help make sure the team is on board both mentally and
emotionally.

Educating yourself and the people on your team about the

differences in thinking styles, and which thinking styles are
most beneficial at each stage in your processes, will help you
avoid the kind of conflict that arises when someone is trying to
brainstorm when you're at the consensus stage.

We know that being effective as a project leader requires a
focus on people and communications. Understanding and effec-
tively utilizing the diversity of thinking styles that exist in any
team is one of the steps on the journey to being a more effective
project leader and team.

1 For more information, see Ned Herrmann’s book, The Crea-
tive Brain, or visit www.hbdi.com.
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With the Chestah Accalerator Course™ for the PMP, you'll get

your PMP FAST. The PMP is your ticket to success as a project '

manager. This is the fastest way to get your PMP and quickly improve your career options!  We use proven accaler-
ated lzarning technigues to condense 180 hours of exam prep time into a five day program that really moves. You earn
your PMP the same week—course participants take the actual PMP exam on the fifth day as part of the course.

Free FMP Exam Frep Toolkit!

You can instantly receive your 28 page Cheetah Accelerator Toolkit™ for the PMP by downloading it from our web-
site—http:/fwww.cheetahlearning.com. The toolkit is loaded with valuable insights and tips that will guide you through
the certification procass from start to finish. Best of all, its FREE. Download it today and find out why 120,000 project

managers have reviewed this in the last year.
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March 17 - 21, 2003 April 7 - 11, 2003
April 21 - 25, 2003
May 19 - 23, 2003
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IWANNA B. APMP

These questions focus on commonly confused terms.

1. Which itemis used to guide project execution and project
control? (PMBOK page 44)

Scope Management Plan

Project Plan

Project Charter

Schedule Management Plan

ocow>»

2. Which item describes how the project scope will be man-
aged and how it will be integrated into the project? (PMBOK
page 56)

A. Scope Management Plan

B. Project Plan

C. Project Charter

D. Schedule Management Plan

3. Which of the following items does NOT describe a project
charter? (PMBOK page 54)

A. ldentifiesthe Business Need

B. Providesthe Product Description

C. IsCreated by the Project Manager

D. Authorizesthe Project to Start

4. A contains a scope statement, major mile-
stones, and aWBS. (PMBOK page 45)

A. Scope management plan

B. Project plan

C. Project charter

D. Schedule management plan

5. Which of the following items can al so serve as a project
charter? (PMBOK page 55)

A. Scope Statement

B. Go/No Go Analysis

C. Project Plan

D. Signed Contract

6. Inspections, flowcharting, and trend analysis are tool s used
in: (PMBOK page 102)

A. Quality Control

B. Quality Audits
D

C. Quality Assurance
Quality Management Planning

7. Management estimates a project’ s time and cost by using the
actual time and cost of a previous project. isan example of:
(PMBOK page 88)

Parametric estimating

Computerized Estimating

Analogous Estimating

. Bottom Up Estimate

n
o‘l'arget

oW

The newsletter of the
Project Management Institute
Western Michigan Chapter

8. Which of the following items applies ONLY to contract
closeout? (PMBOK 158)

A. Updating Records

B. Formal Acceptance

C. Procurement Audits

D. Analyzing Project Effectiveness

9. Which of the following diagramming methods uses nodes to
represent tasks and arrows to represent task activities?
(PMBOK page 69)

A. Network Diagramming Method

B. Conditional Diagramming Method

C. Arrow Diagramming Method

D. Precedence Diagramming Method

10. Which of the following diagramming methods contains
dummy activities? (PMBOK page 70)

A. Network Diagramming Method

B. Conditional Diagramming Method

C. Arrow Diagramming Method

D. Precedence Diagramming Method

Certification Watch

Did you know that PM 1 isthefirst choice of Microsoft?
Microsoft has chosen PMI’s Project Management Professional
(PMP) Certification Program as the certification of choice for
its Microsoft Services Operation. PMI was chosen because of
its globally recognized certification which will support the pro-
fessional development of the Microsoft Services personnel.

Taken from PMI Friday Facts January 31, 2003

Did you know that PM I will begin charging to renew your
PMP certification starting in 2004? | was one of the lucky
ones that had enough PDUs to get offered early renewal for
free. Itisnot too late to get those PDUs submitted. Asare-
minder — you need 60 PDUs on your official transcript to be
eligible for renewal.

PMP Early Renewals

Some PMPs are getting their Application for Certification Re-
newa forms VERY early, in some cases, a year or more
ahead of time. If you have aready achieved your 60 PDUsS,
PMI may be sending you a renewal form early. Thisisto re-
duce the amount of paperwork they have to complete at the end
of the year. The advantage to the PMP isthe renewal feeisfree
if you complete the paperwork in advance.

00T d6 08 0L V9 Adg 9v O¢€ V¢ d71
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(Continued from page 3)

issues are unresolved for the project. At minimum, my team
members and stakeholders can expect this information from me
in a consistent format that they can easily reference as the pro-
ject progresses toward i mplementation.

The third principle, making sure your audience will read your
next communication, is just as important as the first two. Peo-
ple need to look forward to your communication and feel the
energy you invest as you manage the project. At the end of
each update, take the time to encourage the team as they drive
toward the finish. Note an important upcoming milestone and
tell everyone how hard the team is pressing toward it. Sign off
with some quote you find interesting and that reflects your per-
sonality and style in managing the project. Do any or al of
these things, but make certain your team and the stakeholders
will read your next message. Communication is vital to the
success of your project, and you won't succeed if people don't
read your updates.

Finding Your Voice

The most important guiding factor in drafting communication
about your project, regardiess of the intended audience or con-
tent, isto find your own personal voice. | referred to thisin the
“Bring ‘em Back” principle above, but want to stress its impor-
tance. People will judge you according to the way you present
yourself. This includes ora and written presentations, formal
and informal presentations.

Every time you speak or write about your project, your team,
your peers, and your stakeholders are assessing your ability to
lead. A clear, consistent voice (almost to the point of a theme)
will go a long way to ensuring your message gets across and
people see you can do your job.

The End Game

In the long run, | believe our ability to perform as professional
project managers hinges on our ability to understand the dy-
namics of communication and leverage them to our advantage.
People do listen to us (at least for a while) and demonstrating
our ability to change our communication and meet the needs of
our teams, managers, and stakeholders will ensure we get that
next project.

If | go back and replay that day in December again in my mind,
it would have run much more smoothly had | been able to ad-
just my communication right on the spot. People wanted to
know | was on top of the situation, and that isn’'t exactly what |
portrayed. However, | showed | could learn and grow based on
that situation. Even now, over a year later, my ability and will-
ingness to adapt my project communication serves me well.
Communication is just that important to me. My question for
you is, “How well are your project communications received?”’
Only you know the answer — and you hold the key to change.

house for
and ot her functions critica

Dennis Bolles’s

BUI LDI NG PROUECT MAN-
AGEMENT CENTERS OF
EXCELLENCE ( AMACOM
Sept enber 24, 2002;
$49. 95 Hardcover with
CD-ROM takes PM com
pany-w de, offering
not just universal

rul es for departnents
to follow, but a

bl ueprint for setting
up a central Project
Management O fice—a
nerve center that
serves as a clearing-

i nformation, training, support,

to the inple-

ment ati on of PM strategy.
“Strategic perspective and insight

practical tools and techniques to support
sound net hodol ogy. This book literally has
sonmet hing for everyone, [and] the enclosed
CD-ROM wi || save a trenmendous anount of
preparati on and docunentation tine.”
—Richard N. Byham President, Human Re-
sources Techni ques, Inc.

" Dennis Bolles
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Western Michigan Chapter 2002—2003 Meeting Program

Our upcoming meeting programs will be held on the dates specified at Duba’' s Restaurant on 1-96 and East Beltline in Grand Rapids.
Typically, dinner choices are beef, chicken or fish, and vegetarian. Consult the Chapter’s website (http://www.westmichpmi.org) for
further information. Fees are typically $25 for members, $35 for non-members. Call the Reservations Hotline at (616) 482-8305 or

send email to reser vations@westmichpmi.or g to reserve your seat today!

“Advancing the Art of Estimating”

by Steven Burgan

March Mesting Sponsor

March 10, 2003 @ 6:00 PM ; ]
More projectsfail asaresult of poor cost and schedule estimates than ever succumb to technical,

mating can be a science, not just an art. This presentation will provide practical tools and tech-

political, or development problems. Yet so few companies and individuals understand that esti- I

niques to know why, when, and how to estimate your next project. It is recommended for those
professionals who are looking to advance their skills in estimating, scheduling, and project con-

trol.

INTERMATHINA

Stephen Burgan, PMP provides training and consulting services to clients in developing estimating, scheduling, and
project management processes within their organization. He has over 30 years experience of estimating and project

management expertise.

March Bonus Night (Starts @ 5:15 PM) - PMBOK®Guide 2004 Update Project Status Report by Dennis Bolles
A PowerPoint presentation that provides some interesting background history of the development of the PMBOK®
GUIDE, current project activities within PMI Standards, specifics on the PG2004 project and issues/ changesthat are

currently being planned for the 2004 Edition.

Presentation - " Members Present! What Does It Take To Start a Project Management Office?"
April 14, 2003 @ 6:00 PM
A round table discussion with several chapter members discussing the challenges of starting a PMO in their organization.

Thanksto our March Sponsor: ESI |International

ESI International, the industry leader in project manage-
ment training and consulting, has helped some of the
world's most successful companies achieve and surpass
their organizational goals. Since 1981, more than 590,000
professionalsin 100 countries have benefited from our
expertise in project management. ESI's services include
public training in 35 cities worldwide, on-site training for
corporations and government agencies, e-training and a
range of customized consulting solutions. ESI's client-
centric approach gives you atotal solution to meet your
specific needs.

Put ESI to work for you! Call (877) PM-NEEDS, or visit
our Web site at www.esi-intl.com.
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