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Managing Team Fireworks
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Watching fireworks light up a summer sky awakens the wonder in us all. When
fireworks light up a conference room and team members are ready to explode, it
can be the true test of your Project Management and leadership skills.

Healthy vs. Destructive Conflict

The first thing to identify is whether the conflict is healthy or destructive. When
team conflict is enthusiastic, challenging and results in a better outcome, it’s
healthy and a sign of a team that trusts each other enough to engage in debate
and discourse. When the conflict is mean-spirited, personal and results in
communication shutting down or barriers to success, it’s destructive, and the
team needs to get to the true root of the conflict and solve it.

Getting to the Root of the Conflict
If conflict is destructive and slowing your team down, here are some areas to
focus on:

Expectations. |s the conflict or disagreement because team members had
different expectations? This is where a Project Agreement is like the Holy Grail.
When a Project Agreement is developed and when the entire team buys into it,
everyone has a document that outlines expectations, roles and responsibilities,
and deadlines.

Communication. How is the team communicating? Is there a regular time
when they meet, have a conference call or go over the project status? Many
times, conflict is caused by a lack of communication or silo communication where
communication isn’t making its way to all members of the team. If there’s a silo,
break it down and create a communication chain that connects all team
members.

Understanding personality types. If your team has never worked with the
Myers-Briggs Type Indicator®, it can be an illuminating exercise and can give
team members insight and understanding about each other. As a team leader, it
can give you ideas about managing your team and communicating with them.

Here is a simplified personality assessment based on the four key personality
dimensions.

E or 1 — Are You an Extrovert (E) or an Introvert (I)
How are you energized? Do you get excited or animated around others (E) or do
you prefer to be on your own? (l)



N or S — Are You Intuitive (N) or Sensory (S)?

What do you focus on in your environment? Do you look at what could be (N)?
Or do you see “what is” (S)? People who fit the N classification are “ldea”
people, and the people who fit the “S” classification are driven by “real” facts and
data.

T or F — Are You a Thinker (T) or a Feeler (F)?

How do you make decisions? Do you make them impersonally with comments
such as “I think...” (T)? Or do you make decisions based on your own values,
prefacing comments with “I feel...” (F)?

J or P — Are You Judging (J) or Perceiving (P)?

How do you choose to live? Do you keep your desk neat and tidy (J)? Or do you
prefer to keep it more spontaneously organized and flexible (P)? People who fit
the J classification prefer an orderly life and are happiest when matters are
settled. People who fit the P classification prefer to be spontaneous and are
happiest when their lives are more flexible.

Tips for Reading People’s Personality Types

1. Notice their behavior around others. Do they get excited and draw
energy from others (E), or do they prefer to be on their own (I)?

2. Where do they place their focus? Do they look at what could be (N) or
at what is (S)?

3. How do they make decisions? Do they preface their opinions with “|
think” (T) or “I feel”? (F)

4. Do the desk test. Is their desk neat, tidy and structured (J)? Or is it more
spontaneously organized and flexible (P)?

Communication Approaches

After you identify a personality type, then you need to know how to communicate
with that person. Here are a few examples:

INTJ: Be brief and to the point. Acknowledge their work and thank them —
especially in front of others.

ISTJ: They like details, so make sure you give them enough information to be
comfortable. Be logical and clear, letting them know you understand their current
challenges, and can help them find solutions.

ENTP: Let them share ideas and participate in the process. Be clear about the
deliverable and what you need.

ESTJ: Engage them in discussion. Let them talk about personal matters. Ask
them how they can help you with your problem.



Ground rules. If you see a pattern that keeps rearing its ugly head, such as a
team member who is always negative about an idea versus building on it, break
the pattern by establishing ground rules that make it unacceptable.

Both sides now. When you walk a mile in another person’s shoes, you often
get a different perspective. When team members who are opposed argue the
opposite side, they are forced to see the other person’s perspective, and it also
may generate ideas that no one had thought of before.

Humor. When was the last time your team had a good laugh together? A real
belly buster? Humor is one of the world’s best tension breakers; if your team is
too serious, it may be time to prescribe some laughter. A quick team-building
exercise that can bring some laughs into the room is the “nickname” roundtable.
Everyone goes around the room or takes a turn on a conference call and
discloses their funniest nickname. It's a good way to bring some laughter into the
room before you tackle a tough subject.

Serving up Success
Here’s to a great Fourth of July for our readers in the United States, and to
everyone around the world, may your projects explode only with success!

Learn More: To learn more about personality types and negotiation techniques,
read Cheetah Negotiations.
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