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Abstract

Purpose — Building on a social-technical approach to project management, the authors aim to
examine the effect of action-centered leadership attributes on team member’s learning, knowledge
collaboration and job satisfaction during IT-related projects.

Design/methodology/approach — Structural equation modeling was utilized to assess the work
environment of team members as well as the leadership practices of their respective project team
leaders. Data were collected with a survey questionnaire from 327 team members in a variety of
organizations in 15 industry sectors including financial services, software, manufacturing, retail,
government and universities.

Findings — The identified action-centered project leadership practices (effective task management,
team efficacy cultivation, and individual autonomy support) create a project team environment that
fosters individual learning and knowledge collaboration along with individual performance and job
satisfaction, and ultimately project success.

Research limitations/implications — The action-centered leadership practices construct,
developed in this study, can be a good surrogate measure of what is required to be an effective
leader in an I'T project team environment. The main limitations of the research are those inherent in the
survey method (self-reported; subjective data).

Practical implications — In a project team environment, it is essential that all team members
collaborate effectively to increase the likelihood of project success. The implication for managers from
these findings is that concentrating more on the identified action-centered leadership practices can
positively influence the team environment.

Originality/value — Although previous studies have described attributes that influence team
performance, a clearer understanding of what team leadership practices enable a project manager to be
effective warrants further investigation. A second order construct merges these team leadership
practice attributes and validates its use.

Keywords Action-centered leadership, Knowledge collaboration, Individual learning, Job satisfaction,
Project teams

Paper type Research paper
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Introduction

Project management practices are designed to ensure that the appropriate project
metrics are developed and that projects are managed to achieve the desired project
outcome. Many studies demonstrate their positive effect on project success (Jugdev
and Muller, 2005). However, the effect of project management leadership practices
outside the immediate objectives of a project and their unanticipated impact on the
project team environment have not been explored fully (Turner and Muller, 2005). In
this study, we investigate the effect of complying with the prescribed project
management processes (Fong, 2003) on knowledge collaboration, individual learning,
performance, and job satisfaction in IT project team environments.

The objective of any project manager should be to create an environment that
provides personal incentives and motivation for individuals to cooperate and
collaborate with their team members and for the team to collectively learn to better
understand and enable to produce timely project deliverables and ultimately, the
achievement of project goals and objectives. Leveraging the appropriate management
tools, techniques, and methodologies alone may not yield complete results. A
successful project requires more than sound organizing and controlling management
skills, it requires leadership. John Kotter (2001) along with many others propose that
leadership is different than management. Traditionally, management is defined as
planning, organizing, controlling, staffing, evaluating, and monitoring (Shriberg et al,
2005). These aspects are seen as more technical in nature and focus on the engineering
of a project. Although management and leadership tend to overlap, leadership centers
on vision, change and getting results (Kouzes and Posner, 2002). In this respect, project
leadership deals more with the social aspects of the project and focuses more on the
people involved. All agree that both management and leadership practices are needed
for effective IT project management, but we make this distinction — between the
technical and social sides - for the purposes of this research.

Successful project management depends on both the leadership competence and the
management competence of the project manager (Muller and Turner, 2010). The
effective overlapping and efficient integration of these competences is essential to
nurture a project team environment that can support the team as a whole, the
individual team members, and effectively be conducive to attaining the project tasks.
The contrived separation between management (i.e. technical) and leadership (i.e.
social) considerations is problematic, may even be dysfunctional (Mintzberg, 2004).
Therefore embracing an integrated approach to project management consisting of the
social or human aspects of leadership as well as the technical or engineering aspects of
project management is essential.

Action-centered leadership

John Adair (1973) developed the notion that working groups or teams develop a
personality that like an individual, is unique and conditional to the situation. However,
the parallel continues that groups share, as do individuals, certain common “needs”.
Adair posited three areas of need in such working groups or teams. Two of these are
properties related to the group as a whole; the need to accomplish the common task and
the need to be maintained as a cohesive social unity (or team). The third area is
constituted by the amalgam of each of the individual needs of team members. Maslow’s
Hierarchy suggests some of the main needs that we have as individual human beings
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(belonging, esteem, self-actualization) can be met in full or part by participating in
working teams. Leaders personify or exemplify the qualities expected or required in
their working groups. Adair held that the effectiveness of a leader is determined by his
or her ability to help the team and the individuals to meet these three areas of need.
Adair illustrated these needs by way of a three circle Venn diagram which represents
three overlapping project needs that must be facilitated, or satisfied by a project leader.
Adair referred to managing these overlapping needs as action-centered leadership.

The integration of these three action-centered leadership dimensions covers both
the social and the technical aspects of project management practices that are employed
in IT projects. The three elements of the circle model (i.e. task, team, and individual)
form a framework for joining management and leadership in the context of IT project
management (Cadle and Yeates, 2004). The model is also aligned with the
socio-technical approach to IT project management (Marchewka, 2006) which
promotes IT project success by focusing on both the technical and human sides of
project management. In the following paragraphs we discuss each of the social and
technical aspects of project management leadership and the integration of task, team,
and individual. Again, from a rhetorical standpoint, the social practices address the
needs of the project team and of the individual teammates, and subsequently the
technical practices refer to the project engineering aspects. Next, we discuss the social
and technical practices of project management in further details.

Project manager social practices
In the context of this study, we focused on two dimensions of project manager
leadership practices; the social or human and the technical or engineering side of
project management. In order for the project manager’s leadership practices to be
successful, he or she must effectively demonstrate such attributes as: the ability to
communicate, the ability to deal with people, the ability to create and sustain
relationships, and the ability to organize (Marchewka, 2006). Interestingly, three of
these four attributes deal with the human side of project management. Clearly, people
are the most important resource on an IT project. Human resource management
practices focus on creating and developing the project team members as well as
understanding and responding appropriately to the behavior side of project
management. Two circles of Adair’s action-centered leadership model address the
social practices of a project manager which relate to the individual and to the team.
In the social context, the self-determination theory (Ryan and Deci, 2000) proposes
that the interpersonal context (such as that found in the project team environment)
influences the extent to which individuals are or can be autonomous. The concept of
autonomy support (Deci and Ryan, 1985) means that an individual in a position of
authority (e.g. a project manager) takes the other’s (i.e. a team member’s) perspective,
acknowledges the other’s feelings, and provides the other with pertinent information
and opportunities for choice, while minimizing the use of pressures and demands —
essentially an empathetic response to other team members. An autonomy-supportive
project manager might, for example, provide team members with necessary
information and insights while encouraging them to use this information in solving
problems or to achieve an objective in their own self-directed way. Furthermore the
project manager is autonomy supportive when he encourages team members to ask
questions and then responds to those questions fully and carefully along with listening
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to how team members would like to accomplish their tasks. Edward Deci (1996)
affirmed “The evidence is clear that if people in one-up positions act to facilitate a sense
of autonomy and competence in others whom they teach or supervise, those others will
remain interested and energized.”

Relating to the social context of a team, Bandura (1997) introduced the concept of
collective efficacy which is a construct that defines a group’s shared belief in its own
collective ability to organize and execute a course of action. Similar to supporting an
individual’s autonomy, an action-centered project leader must cultivate and support
the team’s (collective) efficacy. Moreover, a group’s shared perceptions influence the
attitudes and behaviors of the group and as the group’s efficacy increases, the group’s
perceptions, beliefs, and norms take precedence over an individual’s perceptions
(Kozlowski and Klein, 2000). Bandura further explained that a group’s shared belief
was reflected in the individuals’ perceptions of the group’s capabilities. Additionally,
collective efficacy beliefs across all domains such as sports and business influence
what people choose to do as a group, how much effort they put into their group
endeavors, and their persistence when collective efforts fail to produce quick results or
encounter obstacles to success (Edmonds et al., 2009). The empirical research of Jex and
Bliese (1999) positively correlated collective efficacy with performance in military
teams engaged in combat.

Furthermore, a group’s collective efficacy perception can be derived from either an
accumulation of individual members’ judgments of personal capabilities to perform
within the team or an aggregation of individual members’ judgments of the team’s
capabilities as a whole to perform. In this way, individual perceptions of collective
efficacy represent an evolving effect that originates from the team. Using an
experimental design, Hodges and Carron (1992) confirmed there was a causal impact of
perceived collective efficacy on team performance. In their study, teams whose
collective efficacy was raised improved subsequent team performance, whereas teams
whose perceptions of efficacy were lowered suffered performance decrements.
Therefore it is posited that an action-centered project leader should cultivate and
support a collective belief that the team is capable of accomplishing the tasks at hand
in order to achieve a favorable project outcome.

The third circle of Adair’s action-centered leadership model relates to the need to
organize and achieve the tasks at hand. Here the technical practices of a project
manager relating to the engineering and implementation of an overall project plan are
essential for effective task management.

Project manager technical practices

Marchewka (2006) outlined the four project manager attributes needed to be effective
(three of which are human or social oriented). The fourth essential attribute, the ability to
organize, is also identified as the main project management project engineering practice;
the activity that defines and manages the scope, schedule and budget of the project. The
project manager must make decisions and provide a sense of direction for the project
team while serving as a stable hub for project communications (Michalski, 2000). By
effectively establishing and communicating a detailed project plan to the project team,
members will understand their objectives and goals and what is needed to achieve them.
These four project dimensions create project team objectives and associated levels of the
work breakdown structure to enable effective task management. The project manager
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must therefore establish, initiate, administer, and communicate effective project team
organizational processes and control mechanisms to ensure that all defined project tasks
are completed and deliverables are achieved as expected.

The organization, planning, communication, and reporting methods developed and
utilized by the project manager appear to have a noteworthy influence on team
collectiveness and collaboration. This seems reasonable. The more orderly, organized
and well documented the project is, the more likely project team members will
cooperate, collaborate, and share knowledge among them. The organization and
reporting mechanisms utilized relate to aspects of control where the project manager
can make team members responsible for given project tasks and deliverables along
with the associated timeline to accomplish them. Defining roles and responsibilities
provides a mechanism to clearly assign accountability to those responsible for carrying
out a task at all levels of the organization. When roles and responsibilities remain
unclear, multiple untested assumptions often displace them. Clear definition of roles
and responsibilities promotes autonomy, ownership, and accountability. According to
Karl Weick, accountability is enacted and reenacted in organizations by forming
interlocking routines, mutually reinforcing interpretations, and patterns of
communication (Weick, 1995). When individuals are confident about what is in their
control and what is not, they can step forward to accept responsibility with full
knowledge of what is expected from them. Roles and responsibilities exercised out of a
sense of ownership inspire commitment. Defining roles and responsibilities identifies
the interdependencies of team members’ tasks and the specific benchmarks for
performance and creates boundaries around the project work to be done.

The most commonly used reporting and control mechanisms are work breakdown
structures, the project plan, and the Gantt chart. A Gantt chart is a graphical
illustration that communicates and compares a project’s planned tasks and activities
with actual progress of the associated individuals over time. Through the methodical
use of work breakdown structures, Gantt charts, and projects plans, the project
manager can thoroughly define and communicate the role and participation of each
team member including, their project tasks, the corresponding completion dates, team
member and task interdependencies in an overall systemic view of the project and its
deliverable objectives.

Research study conceptual design

Good project manager leadership practices are critical for the nurturing of
collaboration and commitment in project team environments. Therefore, in this
study, we operationalize project manager leadership practices as a construct which
includes both social and technical dimensions, as follows: project task management,
team development, and autonomy support. The project manager action-centered
leadership practices construct is hypothesized as a second order latent variable and is
operationalized as consisting of project task management, team efficacy, and
individual autonomy support. Subsequently, we developed the action-centered
leadership construct based on the following propositions.

The project task management reflects the extent to which a project manager has
developed and conveyed a comprehensive project plan where project team members
thoroughly understand the overall project goals and objectives along with how their
tasks are to be achieved and fit in to the project big picture. As a dimension of Adair’s
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model, it is conjectured that project task management contributes to the overall
effectiveness of action-center leadership practices. This leads to the following hypothesis:

HI.1. Project task management has a positive effect on action-centered leadership
practices.

The project team efficacy reflects the extent to which a project manager selects,
develops, and supports a team of individuals who collectively share belief in their
conjoint capabilities to organize and execute courses of action required to produce
given levels of attainment. Bandura (1997) denotes to this group phenomenon as
collective efficacy which is an extension of the social-cognitive theory of self-efficacy
(Bandura, 1986). As a dimension of Adair’s model, it is conjectured that cultivating
team efficacy contributes to the overall effectiveness of action-centered leadership
practices. This leads to the following hypothesis:

H1.2 Project team efficacy has a positive effect on action-centered leadership
practices.

The individual autonomy support reflects the extent to which a project manager is
supportive of each team member providing necessary information and choices along
with encouraging team members to ask questions and pursue self-directed tasks. As a
dimension of Adair’'s model, it is conjectured that an autonomy supportive project
manager contributes to the overall effectiveness of action-centered leadership
practices. This leads to the following hypothesis:

H1.3. Individual autonomy support has a positive effect on action-centered
leadership practices.

Figure 1 outlines in the hypothesized action-centered leadership second-order construct
model containing the project task management, team efficacy and individual autonomy
support components of good project manager action-centered leadership practices.

Project action-centered leadership practices effect
Project action-centered leadership is concerned with more than just project outcomes.
Benefits from action-centered project leadership include personal growth of individual
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project team members. In addition, action-centered project leadership practices
enhance individual team member perceived performance and also increase their
individual learning and knowledge collaboration. These factors contribute to a project
team environment where members enjoy their experiences adding to the perceived
impact and organizational value of the project.

Team member learning

Continuous individual and organizational learning is a necessary objective to build
intellectual capital if an organization expects to stay competitive in a dynamic global
economy. Individual learning and the team learning environment can be positively
influenced by certain team leadership characteristics that address aspects of the task,
team and individual (Sarin and McDermott, 2003). And factors that promote both
positive and negative learning stimuli can enhance the learning process in teams (Sessa
et al, 2011). In the context of IT projects teams, it is hypothesized that good
action-centered project leadership practices cultivate a learning project team
atmosphere by providing personal growth opportunities and by enabling a team
member to learn new things which enhances their comprehension and knowledge of a
domain of interest. This leads to the following hypothesis:

H2.  Good action-centered project leadership practices has a positive effect on team
member individual learning.

Team member knowledge collaboration

Knowledge collaboration can be understood as the behavior by which an individual
voluntarily shares their knowledge thereby providing other social actors (both within
and outside of the project team) with access to his or her unique knowledge and
experiences (Hansen and Avital, 2005). This conceptualization of knowledge
collaboration is closely related to information sharing behavior which is related to
the notion of “willingness to share” (Jarvenpaa and Staples, 2000). In the same way,
knowledge collaboration represents the voluntary act of providing others with a
certain access to one’s own knowledge and expertise. In the context of IT projects
teams, it is hypothesized that good action-centered project leadership practices will
promote a project team atmosphere that enhances knowledge sharing and
collaboration among team members. This leads to the following hypothesis:

H3.  Good action-centered project leadership practices have a positive effect on the
degree of team member knowledge collaboration.

Various theoretical conceptualizations of knowledge sharing have been discussed
extensively in the literature (i.e. Boland and Tenkasi, 1995; Cook and Brown, 1999;
Szulanski, 1996) and few have attempted to examine the intention to share knowledge
in the context of overall organizational information technology governance (Bock et al.
2005). In all, a further understanding of knowledge is a key research topic that can
yield high returns in organizational settings (Huber, 2001). The importance of
knowledge collaboration in the project team context may be even more significant
given knowledge exchange is essential for favorable information technology project
outcomes. Therefore exploring the effects of knowledge sharing behavior on
individuals within IT project teams is a worthwhile research study. It is hypothesized
that the level of knowledge collaboration within a project team environment will
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influence individual learning, individual team performance and ultimately team
member job satisfaction. This leads to the following hypotheses:

H4. The degree of team member knowledge collaboration will have a positive
effect on team member perceived individual learning.

Hb5.  The degree to which a team member shares their knowledge with others will
affect their overall disposition and job satisfaction.

Knowledge collaboration and continuous individual and organizational learning is
necessary to build intellectual capital and keep an organization competitive in a
dynamic global economy (Marquardt, 2002; Subramaniam and Youndt, 2005). Chan
et al (2003) found that team learning was significantly related to organizational
learning. Sarin and McDermott (2003) demonstrated that team learning and the
application of knowledge influences team performance. John Redding (2000) described
a fundamentally new and different form of teamwork based on collaborative learning
cycles which yields high performance or “radical teams”. And a learning and high
performing team will influence its team members overall disposition and job
satisfaction. In the context of IT projects teams it is hypothesized that when a team
member shares their knowledge and learns new things enhancing their comprehension
and knowledge of a domain of interest, the individual will perform better and enjoy
their job more. This leads to the following hypotheses:

H6.  The level of team member perceived individual learning will have a positive
effect on his or her job satisfaction.

H7. The level of team member perceived individual learning will have a positive
effect on their perceived individual performance.

HS8.  The level of team member knowledge collaboration will have a positive effect
on their perceived individual performance.

H9. The level of team member perceived individual performance will have an
effect on their overall disposition and job satisfaction.

We have posited that project manager action-centered leadership practices create a
foundation of collaborative relationships and a project team environment that
enhances individual learning, individual performance, and ultimately job satisfaction.
Building a model based on team collaboration and learning is predictive of team
performance and ultimately project success (Jackson, 2001). It is also hypothesized that
the degree of job satisfaction of each team member and the level of their individual
performance will contribute to the overall project outcome. This leads to the following
hypotheses:

H10. The degree of team member job satisfaction has a positive effect on his or her
perception of the project outcome.

HI11. The level of team member perceived individual performance has a positive
effect on his or her perception of the project outcome.

Figure 2 outlines in detail the complete hypothesized model of the causal relations for
good action-centered project leadership practices on individual learning and
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Figure 2.
Action-centered project
leadership conceptual
model

knowledge collaboration. It also depicts the hypothesized mediation effects of
individual learning and knowledge collaboration on action-centered project leadership
practices for individual learning, individual performance and job satisfaction. Finally,
the mediation effects of job satisfaction on individual learning for perceived project
outcome are illustrated.

Data collection
For an effective test of the hypotheses developed in the model, the study collected data
from a variety of environments in 15 industry sectors with the majority coming from
financial services, software, manufacturing, retail, government and universities. A
suitable sample (30-45 responses) from each of the majority industry sectors was
obtained and tested to detect any variance among these sectors. Varying types of team
members were surveyed including IT and business professionals that have participated
in a recent IT related project. The survey instrument was developed based on a
combination of literature review and the results of a preliminary qualitative study.
Wherever possible, existing scales were used and adapted for use in the context of an IT
project environment. The survey items for constructs perceived project outcome and task
management were developed from preliminary qualitative study interview responses
and items tested (Braun and Avital, 2007, 2010). Constructs were measured using either a
seven-point Likert scale or five-point gradient scale as defined by the reference literature.
See the Appendix (Table Al) for further details about the measures and their properties.
The survey instrument was tested to ensure construct validity and appropriateness
for the focal phenomenon. On completion of instrument development and refinement,
the survey was administered online. A qualified e-mail invitation was sent to
approximately 3000 referrals who indicated that they either work in the IT field or rely
on information technology in their daily work activities. Over 800 individuals
completed the survey, 378 identified themselves as a team member who had
participated in a recent IT related project (one in which they specifically named and
described and became their reference project for the survey). The other respondents
were mainly project managers, sponsors, auditors or other administrative positions.
This categorization was important so we could select team members to get the “team
member” observations of the practices of the project manager on their specific project.
The survey response rate was approximately 27 percent. Of the 327 team member
responses utilized 54 percent were male and 46 percent female. The respondent age
distribution was 4 percent under 25, 21 percent 26-35, 35 percent 36-45, 29 percent
46-55, and the remaining 11 percent 56 or older.
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Data analysis

Data collected was analyzed using descriptive statistic methods and exploratory factor
analysis (EFA) using SPSS 19 and measurement invariance testing, confirmatory
factor analysis (CFA), and structural equation modeling using AMOS 19 to determine
the validity and reliability of the model and its associated constructs. The 378 team
member respondent records were scrutinized for missing data items and limited
variation pattern responses and then trimmed to 327. A SPSS EFA procedure was
executed in which nine factors emerged from this dataset which aligned with survey
development expectations. Based on these results, a first order CFA measurement
model was developed in AMOS to further test the nine factor outcome. The model fit
statistics were good and the item loadings of all factors passed convergent and
discriminate validity tests. The concern of common method variance was assessed
satisfactorily utilizing the Harman Single-Factor test in SPSS (Podsakoff and Organ,
1986). High factor correlation was examined in AMOS using the correlation constraint
Chi Square difference test. A measurement invariance test was performed utilizing a
500 sample AMOS bootstrapping procedure to determine any excessive standard error
difference between the bootstrap distribution and the CFA first order measurement
model loading for each survey item. The correlations among the variables are provided
in Table L.

From three of the nine factors, one second order factor was constructed for
action-centered project leadership practices. It should be noted that the item loadings
on action-centered leadership were practically even, signifying the relative importance
of the measured components in all three factors as Adair (2011) discusses. All factors,
including the second order factor, exceeded the recommended Cronbach alpha
reliability threshold of 0.70. Table II lists the action-centered project leadership
practices second order construct factor loadings. Other factor item loading and
statistical information is provided in the Appendix (Table Al).

A structural equation model was built in AMOS to test the hypothesized
action-centered project leadership practices conceptual model. Paths for mediation
testing were also added to determine if the applicable direct effects were significant (i.e.
action-centered project leadership practices to the dependent variables. This second
order structural model produced fit statistics that are very good (CFI 0.947, AGFI 0.834,
RMSEA 0.059, and SRMR 0.048), clearly indicating that the structural construct
relations of the conceptual model well represent the underling 327 team member
observations of their project managers’ leadership practices and the project team
environment.

Findings

All but three of the hypothesized action-centered project leadership practices
conceptual model construct casual relations were statistically significant. It is noted
that all action-centered leadership variables to dependent variable direct paths were
highly significant (more than 0.001 level) indicating an internally consistent model.
Table III lists these hypothesized path relations and regression statistics.

The three dimensions; task management, team efficacy, and individual autonomy
support within the second order research construct (action-centered project leadership
practices) were statistically found to be a practical representative of Adair’s
action-centered leadership three circle model. Affirmed by the survey responses,
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effective task management occurs when the project team leader clearly defines project
goals and objectives, clearly communicates the project schedule and task completion
dates, uses a project tracking system or Gantt chart, conducts regular project status
meetings and holds team members individually accountable for task completion
deadlines. Team efficacy exists when the project team leader selects, develops and
supports a team of individuals who collectively share a common vision, mutual respect
and belief in their collective capabilities to organize, perform and achieve project
objectives. An autonomy supportive project team leader is one, who encourages team
members individually to ask questions, answers those questions fully and carefully,
listens to and tries to understand how the team members would like to accomplish
tasks before suggesting new ways of doing them.

Action-centered project leadership practices also has a positive influence on all
dependent variables in the model (individual learning, knowledge collaboration,
individual performance, job satisfaction, and perceived project outcome). The strongest
positive influence of action-centered project leadership practices was on team
member’s individual learning which indicates that an action-centered project leader
can have a significant influence on the project team learning environment thereby
providing individual team members increased personal knowledge and growth
opportunities. Action-centered project leadership also has a positive influence on team
member knowledge collaboration implying that an action-centered project leader also
promotes knowledge collaboration among team members. The mediation effects of
individual learning and knowledge collaboration were also confirmed. In total, this
preliminary analysis infers that an action-centered project leader can create a
knowledge sharing and learning oriented team environment which directly and
indirectly influences knowledge exchange and learning were team members offer
advice, share their expertise and provide insights to their teammates.

Action-centered project leadership practices influence team member job satisfaction
and is partially mediated by individual learning. This indicates that these project
leader practices influence team member job satisfaction and are enhanced by a learning
team environment which positively influences individual learning. The hypothesized
link between knowledge collaboration and job satisfaction was not supported and
therefore in this context is wholly mediated by team member individual learning. One
conjecture is that if a significant portion of the subject’s knowledge sharing experience
is one way, in which they give more than they receive; this may affect their disposition
and job satisfaction. Further study that explores knowledge exchange in a project team
environment is warranted.

Action-centered project leadership practices enhance individual team member
performance. It was hypothesized that individual team member learning would also
have a positive effect on their individual performance. However, this hypothesis was
not supported. One conjecture is simply that a significant portion of the subject’s

Action-centered project leadership practices

construct Item loading
Task management 0.855
Team efficacy 0.809

Individual autonomy support 0.820
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team leadership

187

Table II.
Action-centered project
leadership practices
construct second order
factor loadings




T00°0 Uey} JUBDYIUSIS 2I0W SOedIPU] , :ION

. $81°9 8600 0250 WO0INO 23(01J — dIySI9pEI] PAIAIULD-UOLOY
N GL6T 700 1260 SoueuLIOLRd [enprAIpuy — dIySI9pBa] PAIJUL-UOLOY
* 899G 6600 65€°0 uonoeyspes qof — diys1opes] pa1ejued-uonoy
(Su11Say- UOYDIPIUL 40f) SIIQVIIDA JUIPUIGIP U0 1I2Lf 19241D AdSDUDUL 192L04]
S&¥0 LvL0 L0T°0 0v0'0 aW00IN0 30901 — ouBwLI0fRd [ENPIAIPU] I[TH
G200 ¥vee 9500 6910 au0IN0 193017 — uonoeses qof OIH
2000 1€0°¢ 14480 1910 uonoesnes qof — ouruLIoyRd [EnpIAIpU] 6H
* 16L°9 0700 7070 souewwioged [enprapuy - UOHBIOqR[[00 33Pamouy] SH
6950 6950 — 9¢0'0 8600 — ouruLI0yRd [enpIAIpU] - SuIULIes] [enpLAIpU] ZH
* 1678 6500 SLV0 uonoryses qof — SuuTes] [enpLAIpU 9H
9600 L9971~ 2800 6400~ uonoejsnes qof - UONLIOCE[[00 33PI[MOUy] SH
9100 S0v'c 0600 Y10 SuruTes] [enprapu — UONLIOqR[[00 93Pa[mouy] YH
. eIe €500 2120 UOTIRIOCR[[0D 93Pa[MOUs] — dIySI9pEI] PAIR)ULD-UONIY SH
* 9€8'6 9800 7950 SuruTes] [enprapu — dIySI9pEs] PatojUsd-UoHIY cH
N 9/¥'€1 090°0 0280 J10ddns Awouone [enpraipuy — dIYSIOpEI] PaJojuad-Uuody STH
. 96Lel 900 608°0 Adeoyge wea ], — dIySI9pEs] PaIojUsd-UOHIY ¢'IH
N 286°€1 190°0 G680 JUSWISRURW SR, — dIySI9pEa] PaIAIUad-UOLOY I'TH
SHYSIom u01SSa45a4 SUOYD]aL PIZISIYJOGRY — japout $a91IDAq Jrysiapa) 122l04q paLajudd-uoyIy
818 [ea-7 REERIN 9BWILISI PIBPUR)S d[qerLiea juspuada(] d[qerrea juspuadspuy
=
.8
=4
58
= 238wy
= > o 2= 57
B o0 0 SESF
= = — SR

(1d) 2T0Z Jequieidss /z £17:80 1V PBBIS 81R[D SSIN '39V Aq papeojumod



Downloaded by ABE, Miss Claire Siegel At 08:43 27 September 2017 (PT)

project experiences may be learning environments where individuals are developing
their skills and insights instead of applying their skills and experiences as anticipated
by the research. Further study that categorizes team members by experience may
prove useful in this area.

The results show that action-centered project leadership practices contribute to a
team member’s job satisfaction and their perception of the project outcome. This
perception of project outcome is also mediated and enhanced by a team member’s job
satisfaction. Based on our measurement of job satisfaction, this implies that a team
member is more likely to enjoy coming to work while engaged in an action-center lead
project and think more favorably of the overall project and the organization as a whole.
The hypothesized link between individual performance and perceived project outcome
was not supported and therefore in this context is wholly mediated by team member
job satisfaction. In total, these results show that action-centered project team leader
practices during IT projects promote individual learning and knowledge collaboration
in the project team environment along with enhance team member individual
performance, job satisfaction, and ultimately project success.

Figure 3 depicts graphically these quantitative findings and the significance of
construct relationships. Numbers on the shown paths in Figure 3 are the best-fit
estimated standardized coefficient accounting for misspecification bias. Coefficients
are significant at p = 0.001 indicated by ***, p = 0.01 indicated by **, and p = 0.05
indicated by *

Discussion and implications

A social-technical approach to project management was explored through the
three-dimensional lens of John Adair’s action-centered leadership three circle model.
Both the social and technical aspects of project management and the integration of the
model’s associated three dimensions representing the task, team, and individual were
discussed. Project team leader social practices represented the human needs of the
team and of the individual while the technical practices focused on the project
engineering aspects of task management. Satisfying the human needs of the team are
accomplished through the cultivation of team collective efficacy where the members
share a common vision, mutual respect and belief in their collective capabilities to
organize, perform, and achieve project objectives. Satisfying the needs of the individual
team member is accomplished by the actions and gestures of an “autonomy
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supportive” team leader such as encouraging team members to ask questions and then
responding to those questions fully and carefully along with listening to how team
members would like to accomplish their tasks. Satisfying project task needs is
accomplished through effective task management via engineering and communicating
a detailed project plan to the project team so that members will understand their
objectives and goals and what is needed to achieve them, and then holding them
accountable to do so.

The results of this research study support the depiction of the three circle (task,
team, individual) conceptualization of Action-Centered Project Leadership. The data
collected show the model holds together well and the construct can be used to help
build more explanatory models. While the three-circle diagram is a simplification of the
variability of human interaction, it becomes a useful tool for thinking about what
constitutes an effective leader in the specific role of project management. Situational
and contingent elements in an I'T project team environment call for different responses
by the leader. The effective project leader carries out the practices and exhibits the
behaviors depicted by the three circles to achieve the desired project objectives. These
results show that the day-to-day practices of an effective project leader should follow a
social-technical approach to project management. The action-centered leadership
practices construct, developed in this study, can be a good surrogate measure of what
1s required to be an effective leader in an IT project team environment.

This quantitative research study also explored factors that influence individual
learning and knowledge collaboration among team members during information
technology related projects. Based on the findings in this study it is reasonable to state
that action-centered leadership practices foster a collaborative project team
environment that yields more than just favorable project outcomes. This
environment also increases the likelihood of information and idea exchange among
team members which provides stimuli for collaboration and individual learning.
Furthermore, the increased level of project team knowledge collaboration positively
influences both individual learning and performance. We were not able to measure
project team employee retention in this study; however the positive effects of job
satisfaction and employee disposition suggests that a higher retention level is probable
for skilled team members during IT projects (Boswell et al., 2005); the loss of valuable
employees during projects has plagued long-term projects.

A key point is that action-centered leadership practices — task management, team
efficacy and individual autonomy support — define the social and the technical
practices, that when followed, have a more encompassing influence than project
success alone. In the end, information technology project management leadership
practices that are “action-centered” and follow a social-technical approach will have a
noteworthy positive influence on the project team environment.

Future research

Future research can help understand further the impact of action-centered leadership.
The first area of interest lies in the results concerning the individual learning and
individual performance constructs. Here a simple relationship of learning and
performance did not hold. Understanding this lack of relationship can be of interest.
For example, does the fact that someone has to learn something “on the job” as team
members reduce their perception of their importance and value to the team and
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therefore their perception of individual performance? These findings would have wide
ranging implications on how project leader should acclimate individuals into teams.

The findings are from an amalgam of projects, representing varying team sizes,
project types, experience bases, ages, genders, etc. The results across these categories
can prove beneficial to understanding the project leader’s role. For example, larger
teams provide exponentially more channels for communication and potentially less
role ambiguity. Would the results of this model be consistent across project types? If
not, the differences can lead to a contingency set of practices for project leaders.

The model deals with the perceptions of one side of the leadership duality — team
members. Similar data can be collected from project managers. Using the same model,
a comparison can be made between project managers and team members. What
differences in any can be observed? Are there survey items that differ in importance
between team members and project leaders? If so, what are they and what management
implications could be drawn?

The final area of potential future research would be to collect more targeted
objective data. Various data items such as on-time analysis, budgets, team member
turnover, etc., would allow the analysis of more objective data. In turn, this would
allow the model’s predictions to be better validated for more practical applications.

Conclusion

Action-centered leadership is an integrated social-technical approach that can have a
positive influence on team members and the project team environment. This team
environment increases the likelihood of exchange among team members, which in turn
provides stimuli for knowledge collaboration and individual learning. The evidence
also suggests that collective knowledge exchange and learning within information
technology related projects lead to a variety of positive outcomes and can facilitate an
improvement in team member performance and job satisfaction. Future research is
required to gain a greater understanding of both the facilitator role and the
development necessary for project managers to be effective as promoters of knowledge
collaboration and learning in the project team environment. The action-centered
leadership construct dimensions of project task management, team efficacy, and
autonomy support define the social and the technical practices that when integrated
and followed, have a more encompassing influence on a project team and environment
than performance alone.
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Table Al
Action-centered team
leader model construct
items and loadings

Appendix

«a Factor loading Mean SD
Task management (Braun and Avital, 2007) 0.83
On this project, my project manager/leader: [5]
Clearly defined our project goals and objectes 0.818 3,716 1.227
Conducted regular project status meetings 0.695 3.731 1.303
Held us individually accountable for our task
completion deadlines 0.704 3819  1.198
Used a project tracking system of Gantt chart 0.758 3.651 1.258
Clearly communicated the schedule and task
completion dates 0.758 3.651 1.258
Team efficacy (adapted from Riggs et al., 1994) 0.90 [7]
Our project team collectively was skilled and capable 0.805 5728 1235
During the project, the team members felt confident
about the project’s success 0.869 5308  1.420
We all shared the same vision of where the project
was going 0.825 5.156 1.528
T had a high level of respect for the other team
members 0.832 5.559 1.323
Individual autonomy support (Ryan and Deci (2000)
Work Climate questionnaire 0.92
On this project, my project manager/leader: [5]
Encouraged me to ask questions 0.801 3.825 1.237
Answered my questions fully and carefully 0.882 3694  1.210
Listened to how I would like to do things 0913 3.642 1.255
Tried to understand how I saw things before
suggesting new ways of doing things 0.863 3554  1.242
Indiwidual learning (Ryan and Dect, 2000) Learning
Climate questionnaire 0.91 [7]
I learned many useful things by participating on this
project 0.872 5547 1424
This project proved to be a great learning
atmosphere 0.956 5.259 1.569
This project offered me many personal growth
opportunities 0.831 5.508 1.659
Knowledge collaboration (adapted from Boch et al,,
2005) 0.96 [7]
I share my expertise with other team members
because I like to 0.872 5.954 1.069
I like to offer my insights and information to other
team members 0.935 5984 0934
Tachieve a certain level of satisfaction by sharing my
knowledge 0.887 5966  0.967
I enjoy answering questions and providing advice to
other team members 0.841 5994  1.024
Job satisfaction (adapted from Tett and Meyer, 1993)  0.90 [7]
I enjoyed coming to work when I was on this project 0.888 5024 1548
It is projects like this one that makes working for this
organization worthwhile 0.924 4.837 1.686

(continued)
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a Factor loading Mean SD
Individual performance (Ryan and Dect, 2000)
Perceived Competence scale 0.88
On this project: [5]
I think I did well, compared to other team
members 0.674 3.899 0.895
I as satisfied with my performance 0.950 4119  0.807
I lived up to my owne expectations 0.939 4131 0.798
I felt confident in my ability to perform my tasks 0.700 4153  0.852
Perceived project outcome (Braun and Avital, 2010)  0.89 [7]
In my opinion this project was a great success 0.970 5.223 1.559
My other team members believed this project was a
success 0911 5.327 1.448
Executives consider this project to be one of the best 0.777 4755 1496

Notes: [5] indicated five-point gradient scale; [7] indicates seven-point Likert scale
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