Emotional Intelligence

/l ost of us are familiar with the IQ, or intelligence quotient.
People who have high IQs usually do well in school—at least if
they apply themselves. Certainly their high IQ gives them the abil-
ity to do well in school.

For leaders, IQ would help them master the technology and
tools they need to handle various aspects of the job. However,
Daniel Goleman and his associates have found that a far greater
determinant of leadership success is emotional intelligence: how
leaders handle themselves and their relationships (Goleman, et al,
2002). These findings do not refer to “soft” criteria only, such as
how people feel in their jobs. They include financial results as well.
For example, they found in a study of a large accounting firm that
there was a direct link between profits and the emotional intelli-
gence (EI) of partners.
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If the partner had significant strengths in the self-management
competencies, he or she added 78 percent more incremental profit
than did a partner without those strengths. Likewise, the added
profits for partners with strengths in social skills were 110 percent
greater, and those with strengths in the self-management compe-
tencies added a whopping 390 percent incremental profit—in this
case, $1,465,000 more per year.

By contrast, significant strengths in analytic reasoning abilities
added just 50 percent more profit. Thus, purely cognitive abilities
help—but the EI competencies help far more (Goleman, et al,
2002, p. 251).

The soft criteria do count, but even when they appear to be
“soft,” there is usually a bottom-line impact when people are not
happy with their leaders. For example, Goleman discusses the ef-
fect that the SOB boss has on people, and cites research that
found that such bosses drive away talent. Study after study has
found that people leave jobs primarily because of dissatisfaction
with their boss. The Gallup Organization analyzed data obtained
in interviews with over two million employees at 700 American
companies and found that what determines how long employees
stay in a job—and how productive they are—is the quality of
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160  Working Together

were driven to achieve grand results, and they expended consid-
erable energy doing so. It may very well be that passion is the in-
gredient without which an organization is dying but just doesn’t
know it yet!

EI COMPETENCIES AND LEADERSHIP

Prior to 1973, the conventional wisdom was that if you wanted to
select the right person for a job, you should find those who had
high IQ, technical skills, or personality. David McClelland pro-
posed a truly radical alternative. He proposed that an organiza-
tion first study employees who were already outstanding
performers in a given position, then compare them with those
employees who were just average at it. This approach yields not
just the threshold abilities for a position—those basic skills that
everyone must have to do the job—but most importantly, the dis-
tinguishing competencies. Once these are known, suggested
McClelland, you can either choose individuals who already pos-
sess the required competencies or develop them. This practice is
now standard in world-class organizations that have developed
a leadership competency model to identify, train, and promote
likely stars.

An example of such a leadership competence model is one de-
veloped by a division of Siemens under the guidance of Lyle
Spencer. They identified a pool of star leaders, whose growth in
revenues and return on sales placed their performance in the top
10 to 15 percent. These branch managers had annual sales that
were 75 percent higher than those of the average managers: nearly
30 million dollars, compared to 17 million, and a 106 percent
higher return on sales (Spencer, 2001).

When the stars were compared with the managers whose
performance was only average, four EI competencies—but not a
single technical or purely cognitive competency—emerged as
the unique strengths of the stars. These were the drive to
achieve results, the ability to take initiative, skills in collabora-
tion and teamwork, and the ability to lead teams (Goleman, et
al, 2002, p. 36).
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and are candid and authentic, able to speak openly
about their emotions or with conviction about their
guiding vision.

Accurate self-assessment. Leaders need to know their
strengths and limitations. These individuals usually have
a sense of humor about themselves and welcome con-
structive feedback.

Self-confidence. When they have an accurate assessment
of their abilities, leaders can play to their strengths.
They often have a presence that makes them stand out
in a group.

Self-Management

a

Self-control. Leaders with emotional self-control manage
their disturbing emotions, even channeling them in use-
ful ways. This is exemplified by the leader who stays
calm and clear-headed during a crisis or high-stress situ-
ation. This was the hallmark of Churchill and Giuliani
during their frying situations.

Transparency. Leaders who are transparent live their
values. They are open and candid with others about
their feelings, beliefs, and actions. They readily admit
their mistakes or faults and confront unethical behav-
ior in others.

Adaptability. Such leaders are able to juggle multiple de-
mands without losing focus or energy, and are able to
“roll with the punches.”

Achievement. Leaders with this strength have high per-
sonal standards that drive them to continually seek ways
to improve—both for themselves and their followers.
They are constantly learning and teaching others ways to
do things better.

Initiative. Individuals who have this quality don’t wait to
be told. They take control and cut through red tape when
they see an opportunity.
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a Optimism. Leaders with optimism are characterized by
seeing the glass as “half-full” instead of “half-empty.”
Their optimism is genuine, however, and they tend to see
others positively, expecting the best of them.

Social Awareness

a Empathy. Empathic leaders are able to sense a wide range
of emotional signals in an individual or group. They are
able to get along well with people of diverse back-
grounds or cultures. And they are able to respond to the
signals they pick up in ways that let people know they
really understand them.

a Organizational awareness. Leaders with high social aware-
ness are able to read the political climate of the organiza-
tion, to detect critical social networks, and to read key
power relationships.

a Service. Individuals with this competence are service-
minded and monitor customer satisfaction to ensure that
customers are getting what they need.

Relationship Managementl

a Inspiration. Leaders who can inspire others with a com-
pelling vision tend to “walk the talk,” and offer a sense
of common purpose beyond the day-to-day tasks, thus
making work exciting.

a Influence. Leaders adept in influence are persuasive and
engaging when they address a group. They are able to
find just the right appeal for a given listener as well, and
build support for their initiatives.

a Developing others. This is the central trait of the natural
coach. They show a genuine interest in those they are
helping, understanding their goals, strengths, and

weaknesses.
a Change catalyst. Leaders who act as catalysts recognize
when change is needed. They challenge the status quo
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and act as champions for a new order. You will remem-
ber that this was one of the practices discovered by
Kouzes and Posner in their research on leadership.

a Conflict management. The difference between contflict man-
agement and conflict resolution is that one manages con-
flict by actually drawing out different perspectives while
preventing such differences from becoming interpersonal
and divisive. In conflict resolution, you listen to differ-
ences that exist, and then you help the parties reach com-
mon ground and develop a mutually acceptable solution.
Good leaders need to be able to do both.

o Teamwork and collaboration. Leaders who are good team
players are able to draw others into active, enthusiastic
commitment to a collective effort. They spend time devel-
oping and cementing close relationships beyond mere
work obligations.

As you can see, 18 subcomponents combine to make up EL
Does this mean that an effective leader will be equally proficient
at all of them? Hardly. No individual is likely to be that broadly
competent. However, Goleman argues that they must have some
degree of skill in many of them, and empathy tends to be very
high on the list of competencies that one needs. The “clueless”
Jeader is unlikely to build close relationships, inspire a compelling
vision, or understand his or her impact on others.

LEADERSHIP STYLES—AGAIN!

There seem to be more leadership styles than there are people who
write on the topic, and that is a lot! However, on close scrutiny, you
begin to see that there is considerable overlap, which there should
be if the research is valid. It is just that each author chooses differ-
ent labels to convey his or her idea of the research findings.
Goleman and his partners have identified six styles of leader-
ship that have clear relationships to others that you have seen ear-
lier in this book. Before introducing them, I should mention that
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Goleman has said that effective leaders create resonance with their
followers, whereas those who are ineffective create dissonance. Ob-
viously, resonance is a state in which people are energized by a
leader, while dissonance would be the opposite.

Four of Goleman’s styles create the kind of resonance that
boosts performance. These are visionary, coaching, affiliative, and
democratic. Two other styles can be useful, but if the leader is
not careful, they create dissonance. These are pacesetting and
commanding.

Again, these conclusions are based on a study of 3,871 execu-
tives. “Results showed that, all other things being equal, leaders
who used styles with a positive emotional impact saw decidedly
better financial returns than those who did not” (Goleman, et al,
2002, p. 54). In addition, the findings showed that effective leaders
practiced several of these styles, rather than just a single one. In
fact, the style chosen depended on the situation.

The Visionary Leader

The visionary leader moves people toward shared dreams. This
is, in fact, what many of us think of when we think of true lead-
ership—the individual who inspires us to pursue some lofty fu-
ture outcome. It is Mulally’s compelling vision—the 777 that
goes from “Denver to Honolulu on a hot day.” It is Martin Lu-
ther King’s “I Have a Dream” speech, which may be one of the
most famous delivered in the 20th century. The visionary leader
has the most strongly positive effect on the climate of an organi-
zation. This style is most appropriate when a clear direction is
needed or when changes in the environment require a company
to develop a new vision.

Goleman and his colleagues caution that the style doesn’t work
in every situation, however. It fails when a leader is working with
a team of experts who are more experienced than he. In such a sit-
uation, a leader who expounds a grand vision may be viewed as
pompous or simply out of step with the agenda.

Nevertheless, the visionary approach should be used more of-
ten than not.
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The Coaching Style

Although most people believe that every leader should be a good
coach, leaders actually tend to adopt this approach least often. The
excuse is that they simply don’t have time to work one-on-one
with followers. In failing to adopt this style, however, they miss a
great opportunity.

Coaching conveys a genuine interest in people, as opposed to
just seeing them as tools. It generates a very positive climate, and
ultimately affects the bottom line positively, even though its thrust
is on personal development.

The coaching style succeeds in part by helping individuals
identify their strengths and weaknesses, and then tying those to
their personal and career aspirations. This ultimately causes em-
ployees to gravitate toward the aspects of the job that they like
most, which keeps them motivated, which, in turn, yields high
performance. As a part of this, coaches are good at delegating—
giving employees challenging assignments that stretch them,
rather than tasks that simply get the job done.

Coaching doesn’t work with all employees, of course. It
works best with those who show initiative and want more pro-
fessional development. It will fail with those who lack motiva-
tion or who need excessive hand-holding, or when the leader
does not have the expertise needed to help the person along.
When executed poorly, it smacks of micro-managing, which
many employees resent.

The Affiliative Style: Relationship Building

Leaders who practice the affiliative style tend to value people and
their feelings. They place less emphasis on goals and tasks and
more on employees’ emotional needs. This style is limited as a
driver of performance, but it has a very positive impact on a
group’s climate, which indirectly pushes performance upward.
Most importantly, affiliative leaders build extremely high loyalty
to the organization. This means that they are likely to retain talent
even when other organizations may be losing it.
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The Blake and Mouton Grid®.

This style is the one to use when you need to build team cohe-
siveness, increase morale, improve communication, or repair bro-
ken trust in an organization. It is also an important style to use
when dealing with Asian or Latin American individuals or
groups, for whom building strong relationships is a prerequisite
for doing business.

The caveat here is that the affiliative style cannot be the only
style a leader adopts or nothing will get done. This is the “country
club” style discussed by Robert Blake and Jane Mouton in their
book, Managerial Grid (1964). In this book, they map several styles
of leadership on a grid that indicates a manager’s concern for task
and concern for relationship with followers, with the axes being
graduated from 1 to 9 points. A 9-9 style is high concern for task
and high concern for relationship, which Blake and Mouton sug-
gested is optimal for a leader (see Figure 12.1). A 1-9 style would
be low concern for task and high concern for relationships, which
is the country club style. As they suggested, a group run exclu-
sively in this manner will report very high degrees of satisfaction
with relationships but probably won’t get much done.
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The Democratic Style

This style works best when the leader is unsure what direction to
take and needs input from competent employees. However, if such
input never results in any kind of action, the democratic style
backfires. Notice also that you seek the advice of employees when
they are informed and competent. The democratic style is not ap-
propriate in times of crisis, when the situation demands immediate
decisions.

Pacesetting: Use Sparingly

This style is more likely to create dissonance than resonance, so it
should be used with caution. Still, there are times that call for it.
During the entrepreneurial phase of a company’s life, it is appro-
priate. It also works for a group when members are highly moti-
vated, competent, and need little direction. Pacesetting is very goal
directed, driving employees to achieve high levels of performance.
However, it may be the 1 to 9 style of Blake and Mouton'’s grid, in
which the only concern of the leader is for task and there is little or
no concern for relationships.

A pacesetting leader may push so hard for results that employ-
ees are left feeling like pawns, resulting in dissonance. More often
than not, pacesetting creates a bad work climate. While moderate
pressure to achieve a deadline (for instance) can motivate, too
much pressure may be debilitating. People lose sight of vision—
which is energizing—and focus only on survival. At best, paceset-
ting should be a short-term style, used during crisis or situations
that need a quick spurt of energy.

The Command Style

Commonly called the command-and-control style, once employed
by the military, this style is seldom appropriate. The disaster situ-
ation is one time when it works. But even then it comes up short.
Giuliani may have adopted some command-and-control stances
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EMOTIONAL INTELLIGENCE AND THE HBDI

You will remember that the HBDI measures one’s preference for
thinking in certain ways, and that the C quadrant deals with
thinking emotionally and interpersonally. Having a low score in
this quadrant would suggest that a person has little preference for
thinking about such issues. This would imply that the person may
not show a high degree of empathy for others, may not spend
much time building relationships, and might therefore show signs
of low emotional intelligence in these areas.

What is important to remember, though, is that the measure is
of preference, not ability. Through practice, a person can develop
thinking skills in each of the four quadrants, and this is definitely
in line with Goleman’s claim that leaders can increase their EIL In
fact, he says that most of us improve with age, though that does
not always follow.

So, if you happen to score low in this quadrant, don’t shoot
yourself. Just put together a self-development plan to build your
ability in the C quadrant.

I also believe that a high score in the D quadrant would sug-
gest that you tend to be visionary, which is the most important
and powerful of the resonance-building styles. However, if you
have a high D-quadrant score and a low C-quadrant score, it may
suggest that you are not able to sell your vision to your followers,
due to a lack of empathy with them. Nevertheless, you can again
compensate if you understand the area that must be addressed.
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Credibility and Trust

Y 0 one will follow a person who is not trusted, and to be
trusted, the leader must be credible in the eyes of a follower.
When the designated leader lacks credibility, people may turn for
guidance to someone else in the group whom they trust and re-
spect. This means that the official leader may not be able to actu-
ally lead the team at all. To sum up, the leader must be viewed as
having the right to lead, the qualifications to lead, and to be going
in a direction that followers want to go in themselves.

You may think that one’s position in the organization would be
enough, but it is not. I have discussed the different kinds of power
in Chapter 11. Position power is the power granted to an individ-
ual by the organization. Such power gives a manager the right to
exercise sanctions over employees and to reward them monetarily
(if the position is that of a department manager, for example), but
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CREDIBILITY & TRUST

No one will
follow a
person who
is not
trusted.

it does not confer status on the individual leader. Leadership is
only granted by followers.

COMPONENTS OF CREDIBILITY

Many years ago, a young woman who had just graduated from
college attended my seminar on project management. Shortly af-
terward, she was given a project to manage for which most of her
team were located in another city, about 800 miles away. The team
members were mostly very senior engineers, and she knew almost
immediately that she had a problem. She had two strikes against
her. She was young. And she was a woman. In addition, the dis-
tance presented a major obstacle because she was not present
most of the time and was therefore not visible as a leader.

It was very clear to her that these older, more experienced en-
gineers resented her, even though she herself was an engineer and
a very competent one at that. So she told me that she made it very
clear to them that she was not there to guide them technically. She
was there to help them get the resources they needed to do their
jobs. She would guide them in achieving the project mission, and
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an essential behavior for an effective leader). And there is some
truth in this.

In fact, I recently met an individual who is heading a group of
Information systems people, and credibility with them has been
almost impossible for him to develop because he has an under-
graduate degree in physics and a master’s in a liberal arts disci-
pline. His technical undergraduate degree carries a small amount
of weight with his group, but not much. Furthermore, he fired
their beloved leader—who had a programming background—a
move that certainly has won him no points with them.

It may be that he can position himself as the keeper of the vi-
sion, supplier of resources, and champion for their work, and
thereby win them over, but he definitely can’t do it based on tech-
nical expertise.

TRUST

Trust is another factor that requires that people see you as either
similar to them or as understanding their needs and being will-
ing to help them meet those needs. They must see a person as
having integrity, as being honest, and as not being out to “get
them.” The person who is totally narcissistic, who only cares
about achieving his own objectives, will be seen as untrustwor-
thy. The person who lies, manipulates, who feigns interest in
others while trying to simply further his own objectives will not
be trusted.

Trust can take a long time to build and can be destroyed in a
split second. Playing back-stabbing politics, for example, causes
others to distrust a person who engages in this practice. They figure
that they will be next, if they get in the way of the back-stabber.

Knowing that another person has cheated someone else, has
committed a crime, or has questionable character leads to dis-
trust. I have heard that “there is honor among thieves,” meaning
that a thief may steal from others but not a fellow thief. I just
wonder if there is any thief who really believes that a “col-
league” can be trusted.
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EMOTIONAL INTELLIGENCE,
CREDIBILITY, AND TRUST

One of the self-management components is transparency, which is
an authentic openness to others about one’s feelings, beliefs, and
actions. Transparency allows a leader to be seen as having integ-
rity, which means she can be trusted. Integrity keeps a person
from acting on impulse—something she might later regret. It also
means a leader lives her values; in the eyes of followers, she
uwalks the talk.” One of the quickest ways for a leader to lose
credibility is to say one thing and do another.

Relationship management is very important to a leader’s credi-
bility. Managing relationships boils down to handling other peo-
ple’s emotions. This requires that leaders be aware of their own
emotions and have empathy for their followers. If a leader behaves
manipulatively or feigns interest in people, they will sense this
falseness and distrust the leader. This means that managing rela-
tionships successfully requires authenticity—acting from one’s
genuine feelings.

As I stated in Chapter 12, coaching is also a style that helps build
trust in followers. By showing a personal interest in them, express-
ing a desire to help them further their own goals and career aspira-
tions, a leader can gain trust and credibility. It may well be that the
leader of the IS group mentioned above could gain trust through
more one-on-one meetings with his followers, even though he is in
no position to coach them technically. He is, however, able to coach
them around career development, and this itself may be enough.

BUILDING CREDIBILITY

Every time I teach a seminar, my first task is to build credibility
with my group. Recently I taught for a group that bordered on be-
ing openly hostile. When I got up in front of them and said, “Good
morning,” not a single person replied. I believe it was the first time
in my 20 years of teaching that this has happened. Needless to say,
I thought I was in for a horrible three days.
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So I started talking about the course and what we were going
to do. I told them that there would be parts of it that some would

how to apply the methods in their own projects might be hard,
and I promised to help in whatever way I could.

Then I told them about my background as an engineer (since
these were technical people, that mattered). I told them that I had
managed projects by the seat of the pants for about 10 years be-
fore receiving any formal training in the discipline, and that I

approach.
I told them some survey data about the percentage of projects
in their discipline that fail because of poor project management,

Then I asked them to introduce themselves. I asked that they
tell me who they were, the job they did, and what objective they
had for the class. “If you were sentenced to be here,” 1 said,
you still may as well try to get something from the class.” My

did, even from this group. It lets them know that I understand
the reality of their situation, but that I am willing to have a little
fun with it.

said that they could use some help. A few said they were willing
prisoners. Overall, everyone had a laugh about the situation.

The laughter alone helped. Goleman and his colleagues have
said that laughter is contagious. It offers a uniquely trustworthy

I next asked them to talk about their projects. I asked what was
working and what was not. As they told me about these aspects of
their jobs, I offered comments to validate what they were saying,

By the time I started teaching, there was a marked change in
the climate of the group, and when I ended on the third day,
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people were shaking my hand and telling me how good the pro-
gram had been. Not everyone was equally satisfied, I'm sure, be-
cause you can’t win over everyone. But the majority of them
were with me.

I believe that several components of emotional intelligence
help me do this. One is empathy. I do understand that people are
busy and that being required to attend a seminar of questionable
merit is an imposition some can hardly afford. Furthermore, there
is an implication that if they need to attend this seminar, there is
something wrong with them. They are broken in some way, and
the boss intends to fix them. I even play on that with them and
have some fun with it.

Overall, I try to frame the class as something that is going to
make their lives better. I state my role as one of supporting them
and helping them. I position the experience in as positive a light
as is possible and go on from there. Like Jaime Escalante did with
his students, I try to address their needs and show how we will
meet them. All of this helps me win over a group that is less than
enthusiastic about being there.

One interesting aspect of credibility for me is that my engineer-
ing background gives me credibility with technical people when I
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am talking about psychological factors. I am sure that, if I only
had a degree in psychology, they would see me as a touchy-feely
“shrink,” and would be unconvinced about the validity of what [
am saying. However, I am “one of them,” and I paid my dues “in
the trenches,” so they believe me. I tell them about problems I had
dealing with my own followers—problems that they themselves
are having, and they know that I know what they are facing. Then
when I offer suggestions, they listen.

It is a fascinating subject, and one that a leader ignores to his or
her own detriment.
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Building of Memory:
Managing Creativity Through Action

by Alexander Laufer, Zvi Ziklik, and Jeffrey Russell

Initial Stages: Making Progress by
Splitting

Yad Vashem is a memorial site to the six million Jews killed by
the Nazis. The 45-acre site located near Jerusalem contains several
museums and various research and educational centers. The largest
museum on site is the new Holocaust History Museum, which opened
in March 2005. The architect of this museum, Moshe Safdie, who is a
leading international designer, concludes his book Yad Vashem—The
Architecture of Memory as follows:

“No design I have ever undertaken was so charged with sym-
bolic associations. It seemed that every move, form, shape, and
sequence elicited multiple interpretations and endless debate.
Now that the public has possessed the complex, I am amazed at
the diversity of interpretations and reactions. When I am there,
I often become a voyeur and watch visitors reactions and listen
to their conversations. I have always wondered if architecture
is capable of evoking the same emotions that we experience lis-
tening to music. At Yad Vashem, I am constantly aware of how
intensely personal the feelings provoked are and how individual
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and particular. It is at these moments that I feel architecture
can, however rarely, move us as deeply as music can.”

Shimon Kornfeld, the project manager of the Holocaust His-
tory Museum, recalls another kind of music that prevailed when he
Wwas appointed to lead the project from the early stages of the design.
Loud voices and even shouting were known to accompany the pas-
sionate and intense debates about the fundamental concepts of the
design that constantly took place between the chief curator of the
museum, Avner Shalev, and the architect Moshe Safdie.

Shimon was already an experienced project manager at the time
and was used to internal conflicts in his project teams. Over the years,
he had learned to appreciate such conflicts because of their eventual
positive impact on the quality of the team’s decisions. But this time
was different. These conflicts often sounded more like a competition
between two fierce opponents rather than a healthy debate between
two members of the same team. Shimon was worried that such rivalry
would hurt collaboration between the other members of the project

team and that it would eventually hamper project progress. It was also
difficult to reconcile diverging opinions in an analytical way because at
this creative stage of the project, most decisions were based more on
ideas and less on facts. Shimon realized that navigating between these
two strong personalities and their respective teams would require a
great deal of creativity on his own part as well.

It should be noted that both the chief curator and the architect
enjoyed a unique and powerful status in the project. Avner, the chief
curator, also served as chairman of the Yad Vashem Directorate of the
Holocaust Martyrs’ and Heroes’ Remembrance Authority. That is, he
was a member of the project team and head of the client organiza-
tion at the same time. Safdie, who is regarded as a world renowned
architect, had been awarded this project through an international
competition, and his proposal had been selected by an independent
committee composed of highly esteemed experts and public figures.
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render the execution more feasible, but only a few of his recommen-
dations were accepted by Safdie.

Safdie reiterated his opinion that the project must be imparted
with a unique character and that he himself, as well as other leading
architects around the world, had designed buildings of similar char-
acter that had been successfully executed and that served as a source
of inspiration and a place of pilgrimage. In an attempt to convince
Shimon, Safdie suggested that they visit a few of these sites abroad.
Undertaking this tour, however, did not alleviate Shimon’s concerns:
“On the tour, we saw structures that were amazing in their complex-
ity, but the structure designed for Yad Vashem seemed to me to be
more problematic than they were. I really did not know how one can
build the external envelope of this unique building.”

Even the director general of Yad Vashem, Ishai Amrami, was not
fully satisfied with the design of the building: “During the project, I
had some harsh arguments with Shimon and with Shimon’s predeces-
sor about the management of the design and particularly about our
proceedings vis-4-vis Safdie. I felt that they avoided confrontations
with the famous architect and in several cases, chose to ‘sacrifice’
the functionality of a certain area for the ‘benefit’ of an ‘architectural
whim.” Still, despite some discomfort on the part of the client, the
curators, and the project manager with some aspects of the design,
the architect seemed to have the power and the determination to stick
to his design.

Although the new Holocaust History museum was the heart of
the new development at Yad Vashem, it was only one component
of it. The project that Shimon was managing was much larger and
covered additional buildings and infrastructure work throughout the
Yad Vashem site. The cost of the entire project was estimated at 100
million dollars, but at that time only 45 million dollars had already
been procured. Given that the estimated cost of the museum build-
ing was about 40 million dollars, Ishai requested that Shimon split the
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56 MASTERING THE LEADERSHIP ROLE IN PROJECT MANAGEMENT

was exactly what bothered Shimon. He was worried that for such an
extremely complicated project, selecting the least expensive contrac-
tor rather than the most suitable one would not only severely compro-
mise the quality of the product, but would lead to disastrous financial
results:

“It was very clear to me that not every contractor would be able
to cope with the ambitious and intricate design of the building
and its stringent and ‘quality-based’ requirements. As a mat-
ter of fact, I was sure that only a few contractors could meet
these extremely radical demands. Moreover, I envisioned that
the contractor would have to cope with endless changes dur-
ing construction—changes because more than a few compo-
nents in the architectural design were simply not feasible, and
the architect refused to change them and changes because the
design of the building systems was far from ready and would
inevitably call for changes in the current design of the building.
Also, the curators were still debating fundamental conceptual
ideas regarding the design of the exhibitions, and it was clear
that the late submission of their detail requirements would lead
to additional changes in the design of the building. The chances
that a contractor selected on the basis of cost alone would be
able and willing to stay responsive to such a stream of changes
and still maintain high-quality requirements would certainly be
extremely low.”

Shimon recommended that the client embrace an unconventional
approach for selecting the contractor. According to this approach,
various criteria for prequalifying the bidders would have to be met,
and the winning contractor would be selected on the basis of mul-
tiple factors, not only the total cost of construction. He presented his
ideas to the client, explained his rationale, and shared his successful
past experience with unconventional approaches to selecting a con-
tractor. Yet, the client preferred to stick to the traditional approach,
primarily to avoid taking any risks. Shimon was fully aware that this
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58 MASTERING THE LEADERSHIP ROLE IN PROJECT MANAGEMENT

I was therefore determined not to err in this selection process, and I
was prepared to invest every effort necessary to make it work.”

Thus, Shimon carefully designated a three-stage selection process:

* Preliminary screening: Criteria included the bidders’ finan-
cial robustness, experience with similar projects, recommenda-
tions from former clients, and a presentation by their proposed
management team. Only those bidders who met the criteria
continued on to the next stage.

* Implementation test: The bidders were required to present
their proposed methodology for construction and to execute a
sample mockup of the special concrete elements of the struc-
ture (a small model that included an exposed concrete wall,
door, and window details).

* Monetary bid: Only those contractors who successfully passed
the first two stages were granted the right to continue to the
final stage and to submit their monetary bids.

Both the client and many of the competing contractors did not
fully understand the purpose of the second stage, which is exactly why
Shimon included it:

“It was important to me to see whether the contractor was
treating the project and the mockup as an important engineer-
ing challenge or just as a folly of the client’s which could be
changed later on. I knew that for this challenging project to
be successful, the contractor would have to demonstrate an
extremely high degree of competence, commitment, and flex-
ibility. I also knew that the best way to learn about these atti-
tudes and capabilities would be by observing the contractor in
action.”

Based on these criteria and after reviewing all of the proposals
received, Shimon selected the company most likely to be awarded the
job as contractor. However, beyond the selection of the contractor, it




SI0SIA S[qEUa 0} moY :wivlqoxd Loy 1eyjoue snooj dreys ojut 1y8noxq
H0M 343 JO Jesuo oty 1o suoneredard eys-uo s 10j0exU0D oy,
' UIEd] JUaWaFeuew § 10J0BIU0D
o jo Buygess o adeys o3 SHOjJo SI Ul puey 901y & wiy oAed
[ pue ‘Wl ysna jou prp [ ‘uowyg pajsny ATy 1 . "Bupjrom dogs
3.Use0p Jey} peay, & yym uosiad e oq jsnw 10jorIUOD ot Jo
Jeysq uo xeBeueur yoafoxd oy, prurerdd a3 jo peay o Je sxade
-uew 303foxd s[qeymsun uSisse 03 asoyp yey serwedwoo Sunoeny
-u0d Surstwoad pue ofrey s 3sed oty ut payre; Apeoue pey 1,
:uonUaAIS}UL
s.uowyg payoddns pue uresy JusweSeuew: §,1030e13U00 Aty Suygyess
JO 9NSSI 81} INOGE PIUISOUOD OS[E SeM ‘[e18USE) 1030RII(] oy ‘reysy
. 109[o1d a1y popreme sem ay
se 3uof se simo Jo 3sanbaz Lue 03 9018¢ 0y Bumm sem oY ‘oFeys
sty e ‘Apuateddy ‘Auedwoo oy} woyy asuodsar eanisod e 308
I 1Y31ep Awt 0, 108euew 1sfoxd se ures; 1oy} U1 papnout aq
O3 9I9M [9BIS] J1 9SBIIOUI P[NOM SOUBYD ST JeU} WITY pauLiojur
pue Auedwoo o3 Jo 1030811p 8y uo anssaxd peqdde T ‘ewp
SUIES 913} 1Y "ISUULM 9} 8 0} Powaas yeup Auedwoo oy urof
03 13 p[noys oy jeyy WY 0} pajedtput | ‘[aers] jo suorssaxdur
JuaLnd pue Apres Lw uo peseg -Ljugejur pue ‘$S9U[NJR0IN0Sa1
‘wisreuotssajord siy uo A[o1 pmoo 1 Jey 39J [ ‘Ayanearo ST
[ se [rom se Aouajeduiod siy tpmm possaxdur L1094 sem T jerp
Pa[Eoar 1 sqejuswsjdwr arow 3 Iopuai o} udisep oy u
seBueyp 10§ seapr se [[om se ugisap oy} uo orqpaesy sn aae3 oy
‘odeys Ajreo snp 3y ‘uBisop [ernyoeyyore o Jo Aiqisesy oy 03
se uoruido [euoissajord e 103 aford o} Jo sadess [eniur oty ut
payoeoxdde pey am oym jsieroads e3o1ou00 sures oY} Sem [orIS,,
:1oeuew 1oafoxd oq 03 peims
1sowr uosiad oy se (suosear [eloueuy 10§ pepsfer usaq pey Iogjo
950yMm) s18PPIq IoTIes a1y Jo suo £q pasodoxd 1efeueur 100loxd oy
“YPIAS[RYSEYD) [0BIST PSIOS[OS O] ‘[[oM SE WiEs] JusweSeurul § 1030813
~U0d 313} Jo uoneurULIL}Ap a1y ur ojedonued oy wry 03 yueprodurr sem

68 NOILOY HONOHH| ALIAILYTHD ONIDYNY)A ‘AHOWIN 40 ONICTING o 2 H3aldvH)

e

J “I0J0BI3UOD 91} JO UONDS[SS B} PUOAS] ‘TOAIMO] "1030BIU0D Sk qof
o1} pepIeme aq 03 A[oyT] 3s0ut Auedwiod a1 poIds[es UOWITYS ‘POAISISI

sresodoxd a1y jo [pe Sumeraar 1eyy8 puE BLISILIO 9S9Y) UO paseq
uonoe
ur 1030e13U00 31} BulAIesqo Aq 9q ppnom saniqedeo pue sapny
-T}je 951} INOqe WIEa] 0} Aem 359q O} 1By} MWy OS[e [ "Aiqr
-Xo[j pue ‘JusuniuIuiod ‘9ousjedurod jo 9a13ap Y3y A[owaiixe
UE 9]BIISUOWISP 0} 9ABY P[NOM I0JDBIUOCO dY} ‘[Nyssaoons aq
03 309foxd ZuiBuapeyo STy 107 Jey} MaWy ] ‘UO Io3e[ padueld
9q p[noo Yoty sJust oy} Jo AT[oj & se isn[ 1o susyrerp 3ur
-190urdus jueprodurt ue se dmjpow a1y pue jofoxd oy Sunesn
Sem I0J0BIUOD 9} I9ISYM 995 0} awl 0} jueprodurr sem 3,

:J1 pepnjour UOWITYS
Aym Apoexa st yorym ‘aFe)s puooas ap Jo asodind et pueisiopun Any

jou pIp si0penuod Junedurod ayy jo Auewr pue jusyo Y} Ylog

'Spiq Arejouow 1oy} JIuIqns 0} pue afe)s [euy

o1} 03 aNuRUOD 03 3L S pojuesd o1om sagels om) ISIIy o
poassed Anyssaoons oym §1030813U00 3501} A[UQ) :Piq A1eJOUON o
.Ammﬁmﬁ MOpUIm pue ‘100p

‘Iem 93910u00 pasodxe ue papnpour jeiy} [opow [[ews &) a1ny
-OILI}S 9} JO SjuawIS[e a}a1ouod [ewads oty Jo dryjoour sydures
8 9Jn09X0 0} pue uononIsuod 10j A3ojopoypeur pasodord arap
juasaid o3 paxmbar a1om s1appiq oy, 11591 uonejudwadury
*29835 1XaU S} 03 UO PANURUOD

BLISILIO 9} JOUI OYM SI9pPIq 9SOy} A[uQ ‘wes) juswedeuew
pasodoud 1oty Aq uonejuasaid € pue ‘sjusrpo ISULIO] WOIJ SUOR
-epuauiodas ‘spafoid rejruts yym soustradxs ‘ssougsnqor [ero
-ueuy SISPpPIq Sy} POpn[oUl BLISILY) {Furuaa s ATeurunjosg e

:s50001d U0R0a[as 93e3s-90I1]} & pajeudisap A[njored uowys ‘snyJ,

g

ANIWIOVNVIA LOIrOHH NI 310Y dIHSHIAY3T] JHL ONIHILSYIA

J10Mm 31 9B 0} ATESS309U 110J30 A19A9 350AUT 03 paredard sem
I pue ‘ss9001d uON0a[as S UT 119 0} JOU PAUTULISISP SI0JOISY) SeM |
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to continue touring the Yad VaShem site without affecting or being
affected during the intensive construction activity. The original solu-
tion called for a step-wise execution of the museum complex, with
relocation of the visitor access roads accordingly. Yet, realizing how
taxing this solution would be on site management time and focus, a
second solution was adopted. Two temporary overhead pedestrian
entrance bridges were built, enabling visitors to come in ‘above the
construction.” Ishai explained that “this solution not only prevented
safety hazards; it eventually saved the project a great deal of money
and endless headaches.”

Yet, Shimon’s headaches were only just beginning:

“Now that I was able to select a contractor and a project man-
ager that fit the unique challenges of the project, I was sup-
posed to be relaxed. However, I was not. With the ambitious
architectural design, many building details remained unclear
or were especially expensive to execute, and some were even
impossible to execute. I did not have any doubt that we would
have to cope with a stream of design changes during construc-
tion. I realized that we would be unable to provide the con-
tractor with execution drawings for all the project areas, and
I knew that entering into the execution stage in such a state
would open the door to monetary claims by the contractor. But
I was counting on Israel to refrain from abusing the situation.”

For his part, Israel observed:

“Shimon was in great distress due to the extensive design
changes that the architects could not seem to stop introduc-
ing. I knew that I could easily confront Shimon and demand
supplements to the contract for all those changes. Yet I decided
not to do it, at least not for the moment. I tried to persuade the
architect to change some especially complex and problematic
execution details, but did not succeed. The architect suspected
that I was trying, from the very beginning, to ‘pull’ the project
in directions that were undesirable for the client and refused
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62 MASTERING THE LEADERSHIP ROLE IN PROJECT MANAGEMENT

ready to fight if my demands were rejected. After much ex-
ploration, I decided to request that the architect move from a
conventional execution of the prism walls by on-site casting to
a pre-cast execution. I proposed that the pre-cast elements be
made separately at a makeshift factory and be assembled using
joining bolts.

“In order to enable the architect to experience the proposed
solution, I built a mockup of the proposed pre-cast solution.
The joining bolts that protruded from the pre-cast panels
initially bothered the architect. After a week of deliberation,
however, the bolts started to grow on him and he even became
‘enamored’ with the solution. Finally, my proposed solution
was unanimously approved by the architect, the client, and the
project manager.

“We all benefited from the change. The client benefited from
a shorter execution time; the project manager benefited from
easier on-site supervision made possible by the simple pre-cast
execution; the architect benefited professionally from adopting
the solution (several months later, he presented this solution at
an international architecture conference); and we all benefited
from saving a great deal on expenses.”

The contractor’s success in persuading the architect, at this early
stage of the project, to agree to such a fundamental change in the
execution details of the prism walls was a kind of “decisive event” in
the project in terms of developing a trust-based relationship between
the contractor, the architect, and the client. Israel took this success
and ran with it:

“The successful solution for the execution of the prism’s archi-
tectural concrete elements made me try and dare again, this
time with respect to the synagogue building. The circum-
ferential concrete wall of the main prayer hall was originally
designed to be executed in a unique conic manner. Despite our
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64 MASTERING THE LEADERSHIP ROLE IN PROJECT MANAGEMENT

However, Israel again anticipated problems with executing the
design:

“In my opinion, it was impossible to execute the concrete walls
at the depth of the conic well according to the architect’s design.
Even had we gone to extreme lengths, we would not have
achieved the required accuracy. I proposed an original solution:
to carefully excavate the conic well in the rock and leave it in
its natural form, without the concrete cladding. The proposed
solution initially led to serious arguments with the architect, but
the final result, after the peripheral lighting was completed, was
so impressive that the client and architect not only approved
the solution, but also thanked us for our initiative.”

If at the beginning of the journey, the architect and client had
been reserved and suspected that the contractor’s primary purpose
was to find shortcuts and cut costs, Israel managed to win their favor
after proving himself to be part of the solution rather than part of the
problem. Cooperation and mutual trust continued to increase as work
on the project progressed.

Shimon was thrilled with Israel’s contribution to the project:

“Early on, I worked tirelessly to ensure that the prequalifica-
tion process would help us to select a contractor high in com-
petence, commitment, and flexibility. We were very lucky and
got them all. Israel excelled in that he managed to identify the
architectural design problems and, in parallel, present us with
proposals for their solution. He invested time and money in
finding practical solutions, which were often crucial for trans-
forming challenging design concepts into reality. I felt that
the brilliant solutions Israel proposed were considerate of the
architect’s extreme sensitivity about the unique design and at
the same time met the client’s expectations regarding the qual-
ity of the final product.”
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66 MASTERING THE LEADERSHIP ROLE IN PROJECT MANAGEMENT

the personal stories of 90 Holocaust victims and survivors and would
include approximately 2,500 personal items, such as artwork and
letters.

The curators focused on preparations of the various exhibits, and
only on them. They behaved as if there were two different and quite
independent projects: the building and the exhibitions. As a result,
they treated the exhibitions as a ‘once in a lifetime project’ without
any regard for time constraints in their decision-making process. It
did not take Shimon long to realize that the curators did not care
much about the project schedule, even though he needed their timely
input in order to maintain construction progress:

“Infrastructure preparations for the exhibitions and displays
required joint teamwork between the exhibition curators and
the construction designers, since various kinds of piping (elec-
tricity, lighting, communications, computers, security, etc.) had
to be passed through the structure’s floors and walls. The pip-
ing had to be positioned in its final locations in the forms before
the walls and floors were cast; otherwise, excavation or sawing
of the concrete would be required. But the curators wished to
maintain as much flexibility as possiBle in light of the fact that
the exhibition program was still being worked on.”

However, as the project advanced, the flexibility and degree of
freedom remaining for the curators gradually declined. Before each
of the critical stages (casting of walls and floor, closing of roof open-
ings, tiling of floor, and so on), the struggle between the curators and
the project manager flared up anew. As Shimon recalls:

“I tried to leave the curators enough time to make decisions
right up until close to casting time of'the various concrete ele-
ments, when I had to get the data and force a decision.”

Just leaving the curators enough time, however, was not always
enough. When Israel, the contractor, realized that some of the cura-
tors had difficulty in reading architectural drawings, he took the
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However, this time, Israel decided that the best way to expedite
progress would be to wait: '

“The issue of the skylights troubled me greatly. T had in my pos-
session supposedly approved execution plans, and I could have
gone ahead and ordered all of the special glass components.
I was witness to the vigorous and incessant confrontations
between the architect and the curators regarding the desired
amount of light, and it was clear to me that if I progressed with
my approved plans, I might ‘trip up’ the client. I preferred to
wait with the execution, and this ended up saving the client a lot
of money since the design of the skylights changed drastically

later on.”

Ishai noted that: “One can’t overemphasize the extreme impor-
tance of the teamwork between Shimon, Israel, and me for overcoming
or eliminating problems, and eventually for the success of the entire
project.” However, when it was time to begin the finishing work in
the exhibition areas (including multimedia, construction of displays,
acoustic ceilings, and other special infrastructure elements), the cura-
tors persuaded Ishai to entrust this activity to their exclusive care,
releasing the project manager from any involvement. Under pressure
from the curators, the client informed Shimon that he would be tak-
ing this issue upon himself and did not require Shimon’s services.

This time, due to the unique stage of the project, Shimon did not
Put up any resistance and respected the client’s decision. The utmost
commitment and intensive involvement of the curators was required
for the finishing work, and Shimon felt that without the client’s sup-
port, he was not in a position to impose his own participation on them:

“It was clear that at this stage, Ishai could not overcome the
curators. Thus, I did not object to Ishai’s suggestion to leave
the responsibility for the finishing work in the exhibition areas
in their hands.”
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along, when in fact this transformation was accomplished only
through the constant dance between ideas and action. It was
the ingenuity, and indeed the creativity, of the implementers,
who enabled each creative entity to flourish and nurtured the
fusion of the two separate disciplines into a united and eternal
cradle of memory.”



