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Unit 3.1 Managing Research Projects
Unit introduction
This unit will introduce the concept of managing research projects. This unit discusses projects in a general
context, with a particular emphasis on what is required for successful implementation of a project. It details the
tools and techniques appropriate to managing research projects and provides examples and instruction so that
you will be able to build up your armoury of project management tools and techniques to assist you in the
management and presentation of your project.

Unit objectives
At the end of this unit, you will be able to:





Understand the project life cycle approach to project management
Describe the phases of a typical project life cycle
Describe the elements of schedule creation
Understand performance objectives and indicators
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3.1.1: Managing research projects
Project Life Cycle
A project life cycle is the duration a project exists for, from its origin to completion. It is divided up into certain
phases of development called project phases, which facilitate better control throughout the life cycle. These
phases are generally sequential but some life cycles may include iterations, where a group of phases are
repeated a number of times. Project Management focus shifts at different stages of the cycle: going from
planning, to staying on track, to tidying up loose ends as the project nears completion.
A project life cycle defines the phases that connect the beginning of a project to its end. A generic project will
have a number of phases; broadly, they will include the following:





concept / initiation phase
development / planning phase
implementation / executing phase
closing phase

Your organisation may have standard phases of its own but they will all be a variant of those detailed above. In
each project, there will be an initiation phase to commence the project, there will then be a number of phases
where the work of the project is planned and executed. Finally a closeout phase to tie up loose ends and ensure
that the project documentation is completed, see Figure 1.

Figure 1 Project life cycle

Setting up a system to manage your research project is critical to success. One of the key aspects of managing
a project is the identification of the tasks that need to be carried out within the project and managing their
timing.

3.1.2: Scheduling projects
Any complex project involving multiple activities and deadlines requires some form of management. Using
simple project management techniques will allow you to keep control of your research project. These
techniques will help you to schedule your work more effectively, to identify how much time you have to spend
on each stage of your project, to create intermediate goals/milestones that will tell you if you’re on schedule or
not and will give you clear oversight of the overall progress of your project.

Schedule creation
The creation of the schedule comprises a number of tools and techniques. The activities to be undertaken
include:
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Define the activities to be schedule
Organise the logical sequence of activities
Estimate activity duration
Develop the schedule

Activity list
The activity list includes the activities and specific actions to be performed in order to complete the project. An
effective planning method is to identify all of the activities and tasks that you need to do to complete a project.
This can be done by making a to-do list or task list, see Table 1.
Table 1 Sample task list

Activity sequencing
Once all the activities to be completed have been defined, the next step to take is to document the logical
relationship between them. There are a number of fundamental relationships that document all possible activity
sequencing relationships. They are





Start-to-Start (SS) The commencement of a successor activity depends on the commencement of the
predecessor activity (the second activity can start once the first activity has started)
Start-to-Finish (SF) The completion of the successor activity depends upon the commencement of the
predecessor activity (the second activity can finish once the first activity has started)
Finish-to-Start (FS) The commencement of the successor activity depends upon the completion of the
predecessor activity (the second activity can start once the first activity has finished)
Finish-to-Finish (FF) The completion of the successor activity depends upon the completion of the
predecessor activity (the second activity can finish once the first activity has finished).

Activity duration estimating
After you have identified and prioritised the activities required it is time to estimate how much time it will take
to complete them. Make sure that you include all constraints and other factors in your estimation. Often things
will not go as planned, so include buffer times for unforeseen events into your project schedule. You should also
allow time for research, testing, meetings and any other necessary activities. Think carefully about how much
time you need to allocate for each task. How long will it take you to complete a presentation or prepare a report?

Schedule development
Schedule development is the process of determining project start and finish dates, with the aim of discovering
how long the project is going to take and what the critical path is. It is the culmination of the time management
process and its main output, the project schedule, is one of fundamental parts of the final project management
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plan. The project schedule needs to show (ideally in graphical form) the sequence in which the project activities
will take place. The scale of the form must include a calendar. The activities must all be linked so that the logic
behind the sequence of events can be understood.
While developing a schedule the project team must keep an eye out for any project information that allows
them to further refine the schedule. As project planning proceeds and becomes more detailed, revisions may be
necessary to the project schedule, in an effort to fine-tune it as best as possible.
The main inputs to schedule development are the activity list, including the activity dependencies and durations.
These are key considerations to ensuring that the project achieves its objectives.

Gantt chart
Gantt Charts provide a graphical representation of key project tasks by listing key activities and their
corresponding start and finish points, see Figure 2 and Figure 3 for examples. It is a helpful tool and enables
better communication amongst project participants; better understanding of the main elements of the project;
it provides a clear presentation of priorities and a mechanism for measuring progress.
To construct your own Gantt chart follow these steps:






List all the tasks
Estimate the length of time to complete
Decide which are sequential and the order they need to run in
Pick out any activities that can be done in parallel
Create a bar graph with the horizontal axis as a time scale – typically weeks or months. Rows of bars
show the beginning and ending dates of the individual tasks in the project.

Figure 2 Sample Gantt chart in Excel

Figure 3 Sample Gantt chart in MS Project

Tools
There are many time management tools freely available that you might find helpful, however remember that a
piece of paper and a pencil can work just as well!
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Tool

Description

Wunderlist

A simple list application for making quick to-do lists
that you can access on multiple devices

https://www.wunderlist.com/

Evernote

A list application with note taking too.

https://evernote.com/

Google Keep

Note taking and checklist application.

https://keep.google.com/

Trello

Share lists and allocate tasks across a group

https://trello.com/en

Prioritising tasks
It is easy to be fooled by tasks that feel important and urgent, however, Stephen Covey (2004) in his book, The
7 Habits of Highly Effective People, outlines ways to identify the tasks that will yield the greatest results in the
longer term. Many of the things that feel very important and urgent - like emails, messages and phone calls often are not. Additionally many tasks become crises (and therefore urgent) precisely because they were not
prioritised and completed. The time management matrix is separated into four quadrants that are organised by
importance and urgency, Figure 4.

Figure 4 Time management matrix (Covey, 2004)

Quadrant 1: Important and urgent
Q1 (top left). These are important and urgent things that you should not ignore; they are items that need to be
dealt with immediately.
Quadrant 2: Important but not urgent
Q2 (top right). These are important, but not urgent items, items that are important but do not require
immediate attention and need to be planned for.
Quadrant 3: Not important but urgent
Q3 (bottom left). These are urgent, but unimportant items, items which should be minimised or eliminated.
Many people spend time in this quadrant confusing the Urgent things for the Important things.
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Quadrant 4: Not urgent and not important
Q4 (bottom right). Unimportant and not urgent items, items that do not have to be done anytime soon, perhaps
add little to no value and also should be minimised or eliminated.

3.1.3: Performance and monitoring
Performance objectives & KPIs
Performance objectives are the milestones on the path to achieving a successful project. In the previous module
you developed your research objectives and captured these within your research project proposal – these are
the overarching goals of your project. Key performance indicators, KPIs, are the individual tasks, which need to
be completed in order to reach these objectives. KPIs are the indicators to measure the progress that you are
making towards achieving your project goal and objectives.
An important part of managing a project is being able to measure progress and ultimately project success or
failure. KPIs are also an important part of communicating project status. Project management KPIs help to
manage a project and show whether it is on track or not. Four categories of KPIs within project management
together with examples are presented hereunder:
Timeliness
This KPI category ensures that your project is completed on time—and if it is not, tracking where it is off target
is important so you can always have an estimated completion date. Examples of timeliness KPI’s include:




On-time completion percentage: Whether or not tasks are completed by the given deadlines
Time spent: the amount of time spent on the project by all team members.
Number of adjustments to the schedule: How many times did the team make adjustments to the
completion date of the project as a whole.

Budget
This KPI category examines whether you stay under the budget that you have allocated for the project, or is the
project exceeding costs? An example of a budget KPI is budget variance which measures much the actual budget
varies from the project budget.
Quality
This KPI category examines how well the project has progressed. Are those working on it or benefitting from it
satisfied? Examples of KPI’s in this category include:



Customer satisfaction/loyalty: whether or not the customer is satisfied and would return.
Number of errors: How often things are required to be redone during the project.

Effectiveness
Is time and money being spent appropriately, or could or could the project be managed more effectively? An
example of this category of KPI’s is the number of project milestones completed on time: There are many
elements within a project – are these being completed in a timely manner?

Unit summary
This unit has focused on some of the core project management principles, tools and techniques. You now know
what the project life cycle is, and have learned of the four phases in the generic life cycle: concept, planning,
implementation, and close-out. Schedule creation and its various components have been introduced. This plan
directs the project from start to finish, and once completed is used as a day-today tool to help you manage your
research project.
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Unit activities
Activity 1: Gantt chart examples
Task Details
Search online for examples of both simple and complex Gantt charts and post examples of each to the
discussion forum.
Response
Respond to at least one individual stating your preferred Gantt chart, stating why that is and how you
might apply it within your workplace.

Activity 2: Time management matrix
Task Details
Write down all of your daily or weekly tasks and then have a go at placing them in the time management
grid according to the 4 categories and upload the final matrix to the discussion forum.
Response
Respond to at least one individual stating whether you agree with the categorisations of tasks and if
you have any suggestions.

Unit self-assessment questions
Question 1
What are the four phases of the generic project life cycle?
Question 2
What is the most common graphical representation of a project schedule called and what are the main column
headings represented in it?

Unit answers to self-assessment questions
Answer 1
The four phases of a generic project management lifecycle are:





Concept
Planning
Implementation
Close-out

Answer 2
The most common graphical representation of a project schedule is a Gantt Chart. The primary columns
depicted in it are:




Activity Name
Activity Duration
Activity Relationship
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Unit supplementary resources
Link 1: Gantt Chart Excel Tutorial – How to make a basic Gantt chart in Excel 2013|
Video Definition
Details
Gantt Chart Tutorial in Microsoft Excel 2013
The Link
https://www.youtube.com/watch?v=_u_jm1211D4

Unit references
Covey, S. R. (1990) The Seven Habits of Highly Effective People. New York: Fireside Books, Simon and Schuster.
PMI, (2008), A Guide to the Project Management Body of Knowledge (PMBOK® Guide), 4th Edition,
Pennsylvania: PMI
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Unit 3.2 Teams
Unit introduction
This unit focuses on teams and the dynamics that unfold when managing and working in teams. This unit looks
at the team-building process and examines the duties of an effective team leader, listing several approaches
that a successful leader can adopt. Team composition and characteristics of successful teams and potential
problems were introduced together with prevention techniques.
There are detailed videos, text and slides to support this unit. Within each topic, you may be provided with
additional reference material for further reading, which must be studied. There will also be tasks to complete
in some topics to provide you with opportunities to apply what you have learned. At the end of this unit, there
will be an assignment for you to complete which is related to what you have learned.

Unit objectives
At the end of this unit, you will be able to:






Describe the duties of an effective leader
State the different stages of group formation and their impact on group performance
Describe the factors that influence group performance and some of the difficulties in teams.
Distinguish between the different frames of reference on conflict
Identify many of the sources of conflict and how they can be prevented from occurring
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3.2.1: Leveraging & managing internal resources
Team-building as a process
Social scientists focus on how the structure of a group occurs and how it affects the behaviour of the individuals
in the group, in turn affecting how the group functions.
How the group is structured, has a profound effect on group process and how the group approaches solving
problems. This gives rise to a whole area of study called group dynamics, and related training methods focused
on improving the interpersonal and social interaction skills of the group members.
Mullins (2002) states that team working is not a finite project but a process of continuous improvement and
innovation. The literature shows mixed reactions to the value and effectiveness of team based training (Mullins,
2002, Chapter 14, p. 519). However, it is generally accepted that behavioural-based or action-centred team
training has the greatest benefits, but only where there is trust and openness within the group. Even then, it is
difficult to assess the level of learning transferred to the actual work situation.
Differences between group members occur along several dimensions: power, status, liking, communication, role
and leadership. These all affect relationships between the members and define how they will interact with each
other, thus affecting the group structure. Bales (1953) argued that individuals sought structure because if the
pattern of behaviours could be made predictable, then this reduced stress in the members by creating stability
and order, and reducing ambiguity.
The group’s process is defined as the group activity which occurs over time, particularly the verbal and nonverbal communication of the group members.
It includes:






Direction of communication (who talks to whom)
Quantity of communication (number of times each member speaks)
Content of communication (type of statements made)
Decision-making style (how decisions are made in the group)
Problem-solving style (how problems are approached and solved).

In most team building training programmes, the focus is on process (how the group does things) and not on
what — the task. The quality of the team process is a major determinant of an effective team (one that delivers
superior results).
While researching group dynamics in 1955 Joseph Luft and Harry Ingham devised the Johari Window model
(Luft, 1969). This model is a useful tool for illustrating and improving self-awareness and mutual understanding
between individuals within a group. Through group discussion, individuals are made aware of their hidden and
blind behaviours. Then, via action-centred exercises, they are encouraged to reduce these in order to increase
group effectiveness, and to create new unknown behaviours via this shared discovery.
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Figure 5 The Johari Window (Luft, 1969)

A number of studies do suggest that improved interpersonal skills, openness to change, better communications
and greater flexibility result from group training. Mangham and Cooper (1971) listed the specific behavioural
changes resulting from T-group training as improved:








Communications: listening and understanding
Relations: more co-operative and easier to deal with
Awareness of others: more analytical of other’s behaviours
Sensitivity to group behaviour: more conscious of group process
Sensitivity to others’ feelings
Tolerance: more considerate of others
Openness: willing to accept new suggestions, less dogmatic

T-Groups is a technique for enhancing individual self-awareness and self-perceptions, and for changing
behaviour, through unstructured group discussion, see Huczynski & Buchanan (2001) p. 568.

Team composition
The design of your team will have to address who is involved and its composition. This phase usually takes place
after a problem or opportunity has been identified. In its simplest form a team should consist of those
individuals with the technical knowledge necessary to address the opportunity or problem. This composition is
often initially determined by resource allocation from senior management. It is at this stage that the team must
evaluate if it needs any further resources to undertake the project. The process map provides a schematic of the
functional areas the project will cross; each of these functional areas should be represented on the team. If this
makes the overall number of team member excessively large, some peripheral functional may attend meetings
on an adhoc basis to improve efficiency. The core team may consist of individuals from areas most directly
involved in the process.
A simple project may have a project team as small as 4/5 members and more complex projects may have over
16 members the average team size is usually between 8 to 12 members. The composition of these teams does
not remain static. It may be deemed necessary to invite on technical experts to provide specialist advice. It is
also common to invite customers and external suppliers to explore more complex inputs and outputs.
Although the team composition may change over time, it is seen as important that the core team composition
does not change over the course of the project to provide a level of continuity.
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Duties of an effective leader
Teams need leaders and members who can lead when necessary, especially during a period of change.
Whether a group has a formal leader or leadership is shared, the group needs people who are willing to take
the risk of leadership.
Leaders are people who are respected and influential enough to get others to listen to them, to get support
from reluctant members, and to build bridges with groups and people outside the team. Leaders help
coordinate the work of the team, have good communication skills, and know how to get everyone involved.
Interaction and Involvement of all Members
To achieve synergy and group spirit, all team members must contribute actively. Holding back creates
problems for the team. Therefore, it is important for team leaders to know how to get everyone involved.
Maintenance of Individual Self-esteem
The good of the group should not prevail to the point that members lose self esteem. Each person’s
contribution must be heard, valued, and acknowledged. Favouritism must be avoided, and members must be
encouraged to be themselves. The challenge to the team and to the leader is to enhance, not lower, the selfesteem of each member.
Open communication
Team members need to feel they can speak their minds, that the channels of communication are open to
everyone especially to the leader. The team should have ample time to communicate, share information,
discuss issues, and use informal communication channels to pass on information, make suggestions, and bring
up new ideas.
Power within the Group to make Decisions
The work of the team should centre on the things it has the power to influence.
Attention to both Process and Content
For people to function well together as a group, attention must be paid both to the process used to do the
work and to the content of the work or the group’s task. Process includes attention to how people get along
together, how the work is structured and distributed, and what the general rules of working together are.
Mutual Trust
Trust depends on how the leader and members treat one another. When something happens to break that
trust, it can be difficult to retrieve.
Respect for Differences
Team members need to feel they can disagree and be different from others without being punished. The
leader sets the tone, but each member has to take responsibility for acknowledging and respecting the needs
of others.
Constructive Conflict Resolution
Conflict is natural. When it surfaces, it must be addressed in a healthy way.
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3.2.2: Working in teams
According to Handy (1993, pp.150 –1) a group is any collection of people who perceive themselves to be a group
with a set of common objectives, defined membership criteria and predetermined hierarchies — the collective
identity. The self-perception is all important as otherwise they are just a random collection of individuals.
Groups can form for a reason, and be formally adopted, say for completion of a task, such as a project team; to
run a company such as a board; or they can be ad hoc, such as for a meeting, a discussion, etc.
Tuckman and Jensen’s (1977) well-known theory of group formation suggests that teams pass through five
stages of development: Forming, Storming, Norming, Performing, and Adjournment, see.

Figure 6 Stages of team development (Tuckman & Jensen, 1977)

Tuckman and Jensen contend that for teams to be effective, their members must be collaborating. Katzenbach
and Smith (1993) support Tuckman and Jensen’s theory and found that the degree of collaboration between
members determines the level of performance, as shown in Figure 7.
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Figure 7 The impact of collaboration on performance (Katzenbach & Smith, 1993)

Team leadership
The team leader must be capable of taking on a variety of roles. This could involve keeping meeting discussions
on track. The team leader must summarise and integrate discussions whilst arriving at consensus. The leader
must actively manage the group so that all team members are actively engaged. The team leader must actively
manage all the support activities, these tasks include issuing minutes, transposing graphics and summarising lists
of benefits and assumptions. The leader must also set the agenda for meetings the team leader is also
responsible for gathering the cost and productivity data necessary for detailed project analysis. The team leader
is also responsible for managing the communication process within the project. The progress of the team must
be communicated to others in the company.
In the opening and closing stages, the team leader is mainly responsible for running project meetings. Prior to
and during these meetings the team leader must:









Prepare an agenda for the interim and final meetings. The agenda must have a structure for the
discussion. The team should be consulted at the start of the meeting if they accept the agenda or
have changes. A table of contents is the analogy used to describe the nature of the agenda. Helela
and Fagerholm (2008) also suggest questioning as an alternative agenda to stimulate discussion and
the use of concept maps if required. The objective of the agenda is to encourage exploration and
creativity and so should be structured in a manner to enable this. The agenda may be circulated prior
to the meeting.
Ensure meetings run in a positive manner that minimises conflict and there is a 'can do’ attitude
where everyone feels confident about themselves and what they are doing. Ensure people respect
each other and listen to each other’s opinions.
Ensure all participants participate equally enticing shy participants and curbing those who dominate
in a polite manner. Ensure that those speaking are not interrupted but if a person is speaking for too
long politely ask them to say it briefly. A round robin technique where each person takes a turn to
speak may be good for encouraging shy participants where each person is requested to give their
input into the discussion.
Ensure that all steps are completed adequately enough to address the problem and the discussion
does not deviate from the task at hand.
Encourage mutual support. Encourage team members to be respectful of each other, curb impolite
behaviour and the equal sharing of tasks.
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Ensure that low priority tasks do not dominate. Summarise each item on the agenda before moving
on and summarise the discussion at the end.
Delegate clear objectives fairly to each team member.
Questioning and probing team members thinking to encourage mental models

Potential problems with teams
The team leader must also be able to monitor a number of potential problems with teams. The presence of
these problems can severely limit the effectiveness of the team








Interpersonal versus Task Orientation – the challenge for the team and team leader is to strike a
balance between the development of social cohesion and progress on task related issues.
Premature Solutions – the team must develop strategies that distinguish between the problems
causes and solutions spaces. A team is much more effective if all the problems are listed prior to the
move into the solution space.
Groupthink – strong personalities can apply social pressure for social conformity. The presentation of
opposing ideas is critical to the success assessment of problems and must be encouraged by the team
leader.
Unequal Airtime – one or more people can dominate the air time in group meetings. The team leader
should encourage each member to contribute to team meetings.
Personalised Disagreement – when personal disagreement occurs then the solution is to separate the
individuals from the process problem and the focus on the resolution of the problem.

The effective design of teams is critical for a projects success. The need for effective team leadership is a critical
dynamic.

The nature of conflict
We can define conflict as any situation where one person’s interests and concerns are different from those of
another person(s). Huczynski & Buchanan define conflict as “a process which begins when one party perceives
that another party has negatively affected, or is about to negatively affect, something the first party cares about”
(2001, p. 770).
Organisations are collections of people, and since each individual in an organisation has different values and
experience, people view issues from differing perspectives. Each individual will interpret situations differently;
therefore, differences in opinion will occur. Differences of opinion are an essential part of any organisation if it
is to survive and thrive. The ability to resolve conflict openly and constructively — to reconcile differences — is
essential in managing conflict.
Any organisational problem should be viewed from different perspectives in order to arrive at an optimum
solution. Functional conflict occurs when these differing perspectives are understood, valued and encouraged.
It is when the differences in opinion are so entrenched and the individuals become polarised, that the conflict is
viewed as dysfunctional. These entrenched positions can cause relationships to break down if not managed
properly, which is why managing conflict is such an important issue in organisational behaviour.

Frames of reference on conflict
In order to view conflict in an organisational setting, we can adopt any one of four different frames of reference:
1.

2.

The Unitarist Frame of Reference views organisations as fundamentally harmonious co-operative
structures, consisting of committed, loyal, worker management teams that promote harmony of purpose.
This frame of reference regards management and employee interests as convergent, and therefore views
all conflict as dysfunctional or negative and to be avoided.
The Pluralist Frame of Reference views organisations as a collection of many separate groups, each with
their own interests, which makes conflict inevitable as each attempts to satisfy their own interests. This
frame of reference accepts that there will be natural interest groups and that conflict can be a healthy and
constructive part of organisational life.
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3.

4.

The Interactionist Frame of Reference views conflict as a force within organisations that is necessary for
effective performance. This frame of reference maintains that there is an optimum level of conflict that
should be encouraged in order to generate self-criticism, change and innovation and that this is achieved
via management intervention.
The Radical Frame of Reference views organisational conflict as the inevitable outcome of the exploitation
of employees in the capitalist world. As management attempts to exert control over the employees, this
produces clashes over interests, resulting in resistance behaviours that can be quite radical, such as
sabotage.

Sources of conflict
The main sources of organisational conflict are:
1.

2.
3.

4.

5.

6.

7.

Differences in Perception: We are all unique in terms of our experience and values. We all approach
problems from different perspectives. How we each make value judgements and how we are perceived as
doing so by other people can become a potential major source of conflict.
Scarce/Limited Resources: Since resources in all organisations are finite, how resources are shared can
give rise to conflict. This is particularly true when downsizing, budget trimming, etc.
Departmentalisation and Stereotyping: This can give rise to competing subgroups, each with their own
competing ideologies (for example research and finance groups). In addition, the evaluation process for
each may reinforce, rather than reduce, differences.
Task Interdependencies: This occurs when the work of one person is dependent on the work of others
and can be a potential source of conflict, particularly where there is a perceived uneven allocation of
resources.
Role Conflict: This results from inadequate or inappropriate role definition and can result in role
incompatibility, ambiguity (this often occurs in large groups undergoing change), role overload or
underload. Matrix organisations often create problems of role conflict.
Territory: People tend to vigorously guard what they perceive as their ‘territory’ within organisations. This
territory can be physical, as in buildings, offices, desks, etc or metaphorical, such as sphere of influence or
area of responsibility. In general, if an individual’s or group’s territory is taken away or infringed upon,
then there is potential for retaliation and conflict.
Organisational Change: All change impacts individuals in an organisation and if change is not
communicated well this can give rise to conflict and resistance behaviours.

Preventing conflict
Many of the above causes of organisational conflict can be prevented in the first place by simple management
or coordination techniques such as:







Setting clear organisational rules, policies and procedures
Referring any unresolved problems upwards through the hierarchy
Clarifying and communicating individual goals and objectives
Forming interdepartmental task forces
Forming permanent cross-functional project teams
Setting up liaison /integrator roles

Unit summary
This unit examined team-building as a process. The unit then dealt with the duties of an effective team leader,
listing several approaches that a successful leader can adopt. Team composition and characteristics of successful
teams and potential problems were introduced together with prevention techniques.
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Unit activities
Activity 1: Frame of reference on conflict
Introduction
One commonly seen outcome of dysfunctional group behaviour is groupthink whereby member
consensus can lead to erroneous decision making. Groupthink can lead to incorrect decision-making
and the ultimate demise of the team.
Purpose
The purpose of the e-tivity is to consider ways of avoiding groupthink in teams.
Task Details
From your readings look at possible solutions to the problem of groupthink within a team and
contribute to the e-tivity describing how you would implement your solutions within an a project team.
Responsd
Respond to at least one other contribution.

Unit self-assessment questions
Question 1
What are the duties of an effective leader

Unit answers to self-assessment questions
Answer 1
The text lists various capabilities of a good leader. One of the primary requirements is that the leader must be
able to inspire the group to co-operate effectively to achieve team goals. Good communication and good team
management skills are crucial. The leader must be able to draw the best from each team member, and ensure
that all get a chance to participate effectively. ‘Each person’s contribution must be heard, valued, and
acknowledged.’ The group must be empowered to make decisions relating to their work, and the leader must
address both task and people issues to ensure that work is completed in innovative ways that add value to the
organisation. Setting rules for how the group members will work together is important too. Mutual trust, respect
for differences and the leader’s ability to deal with conflict are all mentioned in the text.

Unit supplementary resources
Link 1: Build a tower, build a team | Tom Wujec | TED 2010
Details
Tom Wujec presents some surprisingly deep research into the "marshmallow problem" -- a simple
team-building exercise that involves dry spaghetti, one yard of tape and a marshmallow. Who can build
the tallest tower with these ingredients? And why does a surprising group always beat the average?
The Link
https://www.ted.com/talks/tom_wujec_build_a_tower?utm_campaign=tedspread&utm_medium=re
ferral&utm_source=tedcomshare
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Unit 3.3 Communication
Unit introduction
Good communication processes are central to organisational effectiveness. Good interpersonal relationships
improve the quality of working life, reduce stress and improve morale and productivity. In general,
communication contains both verbal and non-verbal elements. We code and transmit our feelings and emotions
— and the strengths of our feelings — through our non-verbal communication, which accompanies the verbal
communication. The communication process is very culture-dependant and in particular, the use and
interpretation of non-verbal behaviours differs from culture to culture.
In the organisational context, there are complex processes in play all the time, involving social influence and
persuasion. The nature of power and politics in organisations influences the nature of communications and
communications style. Verbal and nonverbal communications, and perceptions, have an immense influence on
interpersonal relationships.
Impression management, which is when we seek to influence other people by modifying our behaviour, is a
significant element in the process of “managing upwards” to ensure career advancement.

Unit objectives
When you have successfully completed this unit you will be able to:





Explain the importance of communication processes to organisational performance
Describe the influence of verbal and non-verbal communications on interpersonal relationships
Differentiate between the types of communication open to individuals/organisations in the various
contexts
Identify the barriers to effective communication
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3.3.1: Principles of effective communication
The communication process: conversation and listening
At work, we are constantly interacting with other people: our colleagues, our suppliers, our customers.
Demonstrating good listening skills, and establishing trust and mutual respect, are all components of good
interpersonal relations and result in improved performance (Huczynski & Buchanan 2001, pp. 177-200).
Stephen Covey (1990, p.228) states that next to physical survival, the greatest need of the human being is
psychological survival, which he describes as “To be understood, to be affirmed, to be validated, to be
appreciated”. Therefore, to be able to interact effectively with our working colleagues, we must firstly try to
understand their perspective.
Huczynski & Buchanan (2001, p.179) define any communication process as “the transmission of information and
the exchange of meaning, between at least two people”.
This involves the processing of the meaning of the information, as well as the information itself, on reception.
This exchange of meaning implies that a level of interpretation, or decoding, is necessary by the receiver on
reception. The transmitter thus needs to understand the context in which the message will be received, and
needs to code the message before sending it, based on their perception of how the receiver might interpret that
information. In other words, for the transmission to be successful, both the transmitter and receiver need to
have used the same coding/meaning. Therefore, it is very important that the message the communicator is
trying to impart is packaged in the right way in order to deliver the intended meaning.
Much communication involves one party trying to glean information from the other party. How much
information is gleaned depends very much on the type of questioning used. Overall, there are two categories
of questions: open and closed. Open questions require the listener to answer descriptively, supplying rich
information. Open questions do not look for a yes or no answer, whereas closed do. There are a number of
mechanisms we can use to elicit information via open questions. We can use probing, reflective, multiple,
leading or hypothetical questions, all of which encourage the disclosure of further information. However, open
questions invite the supply of irrelevant, unwanted information, whereas closed questions are particularly
effective in establishing facts.
Certain verbal and non-verbal signals are used in conversations which arouse differing emotions in the receiver
and can shape their further responses: these can be used both consciously and subconsciously. They give signals
to the other person which can reveal agreement, friendship, dislike, even conflict. An awareness of them and
their influences on responses is useful in improving communication.
We code and transmit our feelings and emotions — and the strengths of our feelings — through our non-verbal
communication, which accompanies the verbal communication. Albert Mehrabian in his book ‘Silent Messages’
argues that only 7% of our impact comes from the words that we speak (the verbal component) while 38%
comes from our vocal qualities (the vocal component) and 55% comes from how we look to others (the visual
component). Thus, non-verbal aspects of our communication (voice and body) make a decisive 93% of our
communicative impact on others.
The different elements of non-verbal communication/behaviour include:







Eye movements
Facial expression
Posture
Limb Movements
Tone and Pitch of Voice (termed Paralanguage)
Distance or Proxemics (which varies between cultures)
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Handy (1993, p. 86) contends that non-verbal communication is, if anything, more important than the actual
words used, with the non-verbal cues often being the best way of determining the actual goals or intentions of
the other party in the interaction.
The communication process is very culture-dependant and in particular, the use and interpretation of non-verbal
behaviours differ from culture to culture. Hall (1976, 1989, cited in Huczynski & Buchanan 2001, p.195)
differentiated between high-context and low-context cultures where these non-verbal communications can
mean quite different things. For this reason, those communicating across cultures need to be very sensitive to
the differences between the two cultures.
In face-to-face communication, there is instant feedback, both verbal and non- verbal, to determine the
effectiveness of the communication process. This is not readily available in other forms of communication, and
so in other forms of communication, such as email, extra care is needed in the coding and phrasing to get the
communication right, particularly across cultures, when not in a face-to- face situation.

3.3.2: Types of communication and key issues
Organisations use a wide range of mechanisms for communicating, such as open door policies, suggestion
schemes, the appraisal system, town hall meetings, attitude surveys, email, company notice boards, skip-level
meetings, in-house newspapers, videos, and intranet, many of these involve a two-way exchange of information.
In addition, many organisations are now using blogging as a means of internal corporate communication.
Training programmes are used by some organisations as a communication process, for instance to roll out a new
business process or train employees in a new way of doing things, such as continuous quality improvement or
total quality management techniques.
Gibb (1961) cited in Huczynski & Buchanan (2001 pp. 203-204) promoted the concept of the “communication
climate” of an organisation, which he defined as the prevailing atmosphere in which ideas and information are
exchanged. He differentiated between an open climate where people feel they can communicate freely, and a
closed climate where information was withheld unless it was to the advantage of the sender.
Huczynski & Buchanan (2001, p.321-2) cite research by Bavelas and Barrett (1951) that studied five types of
communications networks on four criteria to identify the differences between them. The Criteria used were:
speed, accuracy, leader emergence and member satisfaction. The types of communication networks are:






The wheel is most efficient for simple tasks and depends on the central link as the focus of
information flows and decision making
The circle is quicker in solving complex problems and coping with change
The All-Channel is fully decentralized and is good for solving complex problems, although it can
disintegrate under pressure or reform as a wheel network
The Y Network requires little interaction among members
The Chain network also requires little interaction among the members and is appropriate for simple
tasks.

Each of the networks is characterised by the extent of interdependence and saturation, with saturation more a
feature in centralised networks dealing with complex problems where the central person can become
overloaded with information and/or tasks. Based on this research, centralised networks are superior for simple
tasks, whereas decentralized networks are favoured for more complex tasks. Overall, you should choose the
most appropriate communications network based on the task complexity.

REINNOVATE 2017-1-IE01-KA202-025689
Reinnovate | Module 3 | Managing your research project

Page 24 of 28

Figure 8 Communication networks (Mullins, Laurie J., 2002)

Barriers to effective communication
The greatest barrier to effective communication results from inconsistency between the verbal and the nonverbal communication on the part of either party. This occurs when we say one thing and do another, whether
consciously or unconsciously. This is particularly true when managers seek to communicate with their
employees. Poor listening skills also contribute to poor communication. Huczynski and Buchanan (2001, pp.
183-4) list the main barriers to effective communication as






Power differences: Management and employees have different understanding of each others’ roles,
and problems
Gender differences: Men and women use different communication styles: men talk more, women
listen more
Physical surroundings: Closed offices thwart communication, whereas open plan offices promote
communication
Language: Even within countries, different dialects can cause impediments to communication.
Cultural diversity: Different cultures communicate differently. A lack of understanding of other
cultures causes misunderstandings.

In general, you should pay attention to a number of areas in order to improve your communication skills:






Ask Open Questions
Give Feedback
Paraphrase what the other person is saying
Continuously check perceptions
Describe behaviours instead of criticising the person

3.3.3: Communicating research results
Delivering a presentation can be a daunting task for most of us, particularly if you are inexperienced. However,
with proper planning and preparation it is possible to minimise stress and increase your chances of success. The
ability to create and deliver an effective presentation in the workplace is a key skill. As with most tasks, planning
is key to a successful presentation. Understanding the goal or purpose of your presentation is the first step.

Presentation preparation
Establish a specific objective
The objective of your presentation must be audience orientated, measureable, realistic and specific, see Figure
9 for some examples.
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Figure 9 Examples of specific presentation objectives

What is the goal of your presentation?
Clearly decide on the goal of your presentation, and know whether you wish to:






inform
persuade
encourage
entertain
teach

Know your audience
One of the first steps in developing an effective communication is to identify the project audience. Audiences
can include those who are currently closely connected with the project or who might be connected to the project
in the future. Other audiences include individuals who support and promote the project within your
organisation.
You will need to think about your audience so that you can make sure that your content and delivery is
appropriate. The level of pre-existing knowledge of your audience will impact your content, the depth in which
you will explore it, and the tone of your presentation.
It is helpful to understand an audience’s interest to ensure any project communications will meet their needs.
An understanding of what the audience wishes to know about the project and how will the audience use the
information is important.
Write an outline of your presentation
Start by writing an outline of your presentation to organise your thoughts. It is useful think of your presentation
as having three elements:
1.
2.
3.

Introduction: This will set the scene and communicate your key message clearly and briefly.
Main Points: This is where you will make key points in a logical order to support the overall message,
backed up by evidence, data collected and examples.
Conclusion: This is where you will summarise and reinforce the key message.

Practice
The more you practice your presentation, the better you will know your content and the more confident you
will feel. Allow yourself time to practice your presentation. You might want to record yourself whilst practicing
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which will help you identify body language or delivery problems that you may be unaware of, such as speaking
too quickly or moving too much.
Venue and Equipment
Set some time aside to familiarise yourself with the venue, so that you are familiar with the size of the room,
the seating and the IT/projection facilities.
Presentation Tools
There are many application softwares that help you to create and display computer-based slide shows.
Powerpoint is perhaps the best known example of these but there are many alternatives. Prezi is an alternative
presentation tool, where you can place objects on a digital canvas to zoom in and out of rather than creating a
slide deck. Regardless of which presentation tool that you use there are design issues that you should bear in
mind:
Visibility
make sure that your slides will be visible to the audience by paying attention to colours and fonts. Choosing a
simple colour scheme consistently throughout the presentation is recommended, whilst using one or two
complementary fonts throughout and ensuring text is sized above 28pt.
Charts
Charts provide a powerful means of organising and representing complex data. Make sure to choose an
appropriate chart type for your data set. Pie charts are useful for showing percentages, vertical bar charts clearly
show changes in quantity over time, horizontal bar charts are useful for comparing quantities and line charts are
suitable for showing trends. It is important when using charts that legends and labels are clearly visible.
Images
Images can help to reinforce key points in your presentation.

Presentation delivery
You can learn a lot about delivery by watching skilled presenters. The website TED Talks offers many examples.
An audience whilst listening to you will also respond to your delivery, especially your verbal delivery and your
body language.
Body Language
What you communicate with your body language can be as important as what you say verbally. This includes
your posture, gestures and your facial expression. Maintain an open stance and use your hands to make natural
reinforcing gestures.
Connect with the audience
It is important that you connect with your audience, as this will maintain their interest in your presentation. You
should make eye contact with people, moving your gaze around the room. Verbally connecting with your
audience and speaking directly to them will also encourage their engagement, e.g. you might ask whether if they
can see and hear you clearly.
Use your voice
Make sure that you are loud enough be heard by everyone. Monitor your speed of delivery and that you are
speaking at an even pace – if you speak too quickly, people will have difficulty following your presentation.
Maintaining a conversational pitch to your voice, which you vary to add emphasis is another positive element.
Dealing with nervousness
Feeling nervous about delivering a presentation is normal. The key to managing any presentation related
nervousness is to plan, prepare and practice your presentation so that you feel more confident.
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Reflect on performance
After you have delivered your presentation be sure to get feedback from others. This feedback together with
your own perceptions of the event will help you to plan ways that will enhance your delivery over time.

Unit summary
At work, we are constantly interacting with other people: our colleagues, our suppliers, our customers. As
individuals, we are constantly being influenced by other individuals and groups within the workplace, and
seeking to influence them. According to Handy (1993, p. 123), “organisations can be looked at as a fine weave
of influence patterns whereby individuals or groups seek to influence others to think or act in particular ways”.
Verbal and non-verbal communications influence interpersonal relationships and thus the quality of the working
life. Hence, the importance of perception and perspectives in interpersonal communications cannot be
overlooked.

Unit activities
Activity 1: Types of communication
Task Details
What internal communication mechanisms does your organisation use? Give one advantage and one
disadvantage of each method. Post a summary to the discussion forum.
Response
Respond to at least one individual suggesting at least one way to make one of these communication
methods more effective.

Activity 2: Blogging
Task Details
In the context of your own workplace, suggest how blogging might be an effective means of
communication and post to the discussion forum.
Response
Respond to at least one individual detailing how their blogging idea might be useful in your workplace.

Unit self-assessment questions
Question 1
List some of the barriers to effective communication

Unit answers to self-assessment questions
Answer 1
Some of the main barriers to communication include:






Power Differences
Gender Differences
Physical Surroundings
Language
Cultural Diversity

REINNOVATE 2017-1-IE01-KA202-025689
Reinnovate | Module 3 | Managing your research project

Page 28 of 28

Unit supplementary resources
Link 1: How to start a speech | Conor Neil| TED Global 2010
Details
http://www.conorneill.com What are the first words of a speech? What should be the first sentence
of a speech? How can you engage an audience from the first moment? There are 3 ways to start a
speech.
The Link
https://youtu.be/w82a1FT5o88

Link 2: How to sound smart in your TEDx Talk| Will Stehpen| TEDxNewYork
Details
In a hilarious talk capping off a day of new ideas at TEDxNewYork, professional funny person Will
Stephen shows fool proof presentation skills to make you sound brilliant -- even if you are literally saying
nothing. (Full disclosure: This talk is brought to you by two TED staffers, who have watched a LOT of
TED Talks.)
The Link
https://www.youtube.com/watch?v=8S0FDjFBj8o
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