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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	1. Give short answers to the following questions: 

i. What is the difference between a traditional project and an international project?
The differences between standard and international project management rely on purpose, scope, stakeholders, risk intensity, and mainly, culture understanding. The tools and techniques that apply for standard projects also apply for international ones. International projects reach beyond national boundaries. They are multicultural. Don’t mix virtual projects, which is a subgroup of an international project management.

An increase number of American companies are trying to develop and place new products or services internationally. For any international project to succeed, it’s highly recommended that the project manager has more interpersonal skills, intercultural management, and language skills. And, of course, willing to travel and spend time at the place where the product/service will be deployed. Project managers have to be aware of the nature of cultural differences, and must be trained in efficiently working in and with diversity. After all, project managers will be dealing with different cultures.

In international project management, the risk propensity and changes are very high. So, project managers and his or her team need to allow flexibility and quick responses. At the same time, they need to maintain cohesion among the multicultural stakeholders with a common project methodology. Project managers need to be willing to take risks and deal with changes to cope with the international complex environment.

Another important factor that contributes to an international project to succeed is to have a project management office (PMO) in place. In other words, an infrastructure that centrally supports projects. The main purposes of a PMO are to develop and apply reusable project management methodologies and processes, to support ongoing projects with advice as internal consultants, to increase staff productivity, to assure quality of projects, to support senior executives, and to retain knowledge.
In order to function successfully, a PMO needs to have sufficient authority and direct top management support. If your company doesn’t have one, you, as a project manager, can take the initiative to start one. Start by developing templates that can be used in your project, as well as in others.

ii. What is a virtual project?
A project in which team members are dispersed geographically and potentially on other dimensions, and are working together to accomplish a specific task under time and resource constraints.

Collaboration between people of different countries, cultures and languages is
required for international projects, sometimes with the added complexity of the locations
being spread over various time zones

iii. Briefly outline the challenges involved in managing international projects.
Here are five challenges for on international projects.

1. Language

It may seem obvious, but if you are working across borders, it is unlikely that your project team will all speak the same language. Here at Ten Six Consulting, we work with partners in England on a regular basis, and even between US and UK English there are differences that sometimes need explaining. The problem of a common language is far greater if you are working with colleagues who do not routinely work in your language.

At the beginning of a project it is worth specifying what will be the main working language of your project. In projects led from an English speaking country it does not have to be English for everything. Your enterprise project management tool may have interfaces in several languages. The team abroad can enter their timesheet data and interact with menus in their own language while keeping the ‘official’ language of project documents as English.

Be considerate to members of the team who are not working in their native language. Minimize jargon, and make your spoken and written language clear.

2. Time

Different cultures have different interpretations of time, and for some, milestones are just a guide. You may value punctuality, but other team members may not have the same view of when a meeting is supposed to start. The only way to manage this is to have frank conversations with everyone involved, spelling out what the potential challenges might be and asking for collaborative solutions to dealing with them. It is better to have these conversations early than spend a lot of time hanging around on conference calls waiting for the others to turn up.

3. Roles and Responsibilities

The role of the project manager might be very well respected in your own country, but your role may not be understood elsewhere. Colleagues in countries where companies have very hierarchical structures may not take direction from you because they may not see you (or your role) as very important. Equally, they may not have received much guidance about how their project responsibilities fit with their day job.

Unfortunately, you are more likely to uncover this challenge once you have started working on the project, so your action plan is really to deal with a problem that has already happened. Talk to your own manager, and colleagues who have experience in working with the overseas team. You could also engage the local managers who can help set expectations with their teams about the project, their role and your role in it.

4. Tools

Make the most of the software available to you. Some tools have instant messaging capabilities. One company we know works frequently with Skype. This type of technology means that you can be connected to your team members even if you aren’t working in the same room as them. However, they work best when the time difference is not more than a couple of hours. Working with someone who is 10 or 12 hours behind you can be far more of a challenge. How can you ever speak to them in the working day?

Tools like blogs and wikis that enable asynchronous working are valuable in these situations. You can also record presentations or conference calls and make these available later. Think creatively about the problems you have to solve and then use technology appropriately.

5. Virtual Teams

We’ve touched on virtual teams above, and this is probably the single greatest challenge for project managers. Managing virtual teams is difficult and it takes a lot of commitment from everyone involved. You have to be even better at documentation, knowledge sharing and team building than when you have everyone in the same room. Being alert to the challenges of virtual teams is the first step to identifying methods to help keep your team on track.

We have a lot to learn from other cultures and working with international teams can be one of the most rewarding parts of project management. If you look at the benefits of working on international projects, these challenges are all just part of the rich experience that results from a shrinking work environment.

iv. What is global leadership?
Each dimension of global projects adds a series of leadership challenges. Some of these
challenges, together with strategies that can help you to surmount the global barriers, are
listed below:

Number of different organizations – Team members working for different organizations can have competing interests and hidden agendas. Good leaders keep their eyes and minds open for the different perspectives. They aim to identify and reconcile the various factors of motivation.

Number of distant locations – As there will be fewer opportunities for informal discussions and team events, the geographical distances can be barriers to relationship building.
Leaders will need to structure the project vision in creative ways to communicate it equally across all the locations.

Different languages – Team members with different native languages may have imprecise interpretations of or may not completely understand sentences in foreign languages. Good global leaders may find local allies to translate the project vision and constantly communicate it and reinforce it to the local teams, using local languages and expressions.

Country cultures – People coming from different countries may have diverse priorities, various sources of motivation, and dissimilar values and ethics. Good leaders must consider all these factors and the cultural dimensions to motivate, align, and inspire the global team members.

Time zones – The development of motivation and relationship building without a ‘shared time’ can be extremely difficult and frustrating for project managers. Few people will feel motivated or inspired by someone they rarely meet. The team members may tend to ignore the asynchronous communication or keep it as a low priority. Global leaders must plan for shared time, travel to meet the team members during key activities, organize co-located team events, and coach key team members to function as local leaders during all project phases.

v. What is the importance of trust - building in global team management?
Not all global programs need the same level of trust, as a different set of practices may need to be deployed depending on each situation. The main variables that can impact the level of trust required by global projects are listed below. You can use them to evaluate how much
effort you need to put in place to develop trust between the key project stakeholders:

Project complexity – The project scope, budget and risk level can add to the complexity of programs and projects. Increasing the level of trust among the stakeholders may be a good contingency to reduce the likelihood of risks.

Number of different locations – The more geographical locations involved in a project, the greater the need for trust development. For team members in the same location, sharing working and leisure time, trust establishment can be a natural process. Remote team members have fewer opportunities for informal conversations and sharing activities out of the office. These activities must be stimulated in team-building exercises in order to build trust.

Project schedule – Projects that have more than one critical path and many parallel activities will require more trust among team members to attain the cooperation level needed to achieve the milestones. Global projects will have increased levels of risks when these parallel activities are performed by team members working across borders and when the dependencies among activities require communication between people in different time zones.

Number of different organizations – Differences in organizational cultures, priorities and interests may damage the trust between suppliers, partners and customers. In many cases, the rules must be clearly formalized at a very early stage and followed strictly during the execution of project activities. Companies working in partnerships need to agree at an early stage on their roles and responsibilities for control and information sharing. They must ensure that all stakeholders involved in the project understand and respect these agreements.

Number of different cultures – A natural barrier to people trusting one another is the number of different cultural values and norms. These hurdles can be reduced or eliminated through exercises and brainstorming involving teams from different cultures, and through cultural awareness training.

Number of new relations – Trust develops over time, based on successful shared experiences. When a group of people have never worked together in previous projects, the
trust development must start from the beginning, taking more time to mature




vi. Which special skills are required in global team members?
The suggestions below must be evaluated according to the situations and projects in which
you are involved, and can be a starting point when you acquire and develop your project
team:
· Set clear goals and directions at the project outset, with participation from key team members in different locations.
· Together with the key team members, develop a strategy to achieve the project objectives, and make sure that all or most team members agree on its feasibility.
This is a good opportunity to gather representatives from every country in the same location for a few days and develop a good team spirit.
· Build a vision that serves the interests of the main stakeholders and that can be translated into the achievement of the project objectives. This is done by considering the cultural dimensions of the stakeholders involved in the project and adapting the description of the vision to their trends on long-term orientation and human-nature relationships.
· Provide appropriate and timely feedback to all suggestions and remarks and align them to the project objectives. This will show your team members that you are open to their ideas.
· Communicate the goals, vision and directions equally to all project team members, local and distant. Obtain buy-in by asking for their feedback and suggestions on how to improve the project strategy and how to achieve the objectives.
· Empower the team by nominating coordinators for complex knowledge domains, by delegating the control of important work packages, and by developing leaders in distant locations. Suggest the organization of meetings to build a detailed plan and distribute work packages to these coordinators. Attend the first meetings and provide coaching on leadership to the local coordinators.
· Build trust from the beginning and maintain a high level of trust until project closure.
· Foster social interactions outside the project tasks, creating a strong personal relationship through face-to-face contacts and understanding of cultural values, communication norms and business ethics.
· Build an informal network among all project coordinators and make sure their behaviour remains consistent with the project strategies and vision during the whole project. This will facilitate the negotiations and conflict management processes and will foster innovation and cooperation.
· Create a team environment that allows the work experience to be rewarding and enjoyable. Team members should learn to respect and understand different cultures and have positive attitudes to conflict resolution.
· To reduce the feeling of isolation of global project team members located in remote offices, organize face-to-face team-building exercises.
· Consider the ‘power-distance’ cultural dimension as a starting point to understand which leadership behaviour you will apply to new team members from different countries: supportive, directive, participative or achievement-oriented.
· The availability of task-related information will increase the job satisfaction and commitment level. Foster the use of communications technologies for teamwork including people from various locations.
· During the whole project and on all occasions, act with consistency and integrity with regard to the project vision and strategy. The communication of the vision and strategy will only increase commitment when they are synchronized with the actions of the project manager. Inspire the team by providing guidance and always being available, locally or remotely. Praise team members with positive attitudes and motivate others to follow their examples.



vii. What can be the source of conflict in global projects?
The characteristics of global projects (organizations, multiple locations, languages, time zones and cultures) can contribute to the generation of conflicts. Here are some examples:

The likelihood of diverse standpoints on risk acceptance and conflicting criteria for change approval and customer satisfaction can be increased due to cultural differences among stakeholders. 

Different behaviors when coping with change can also create conflicts.

Different native languages can generate misunderstandings, and the challenge of addressing personal concerns in another language is higher.

Conflicts can be created by incompatible views from different companies and locations on the distribution of work, power and responsibilities. Some countries may fight to keep strategic job functions, while companies charging daily rates may struggle to gain ownership of the tasks requiring more resources. To influence the strategies of projects involving organizational change may be the aim of most organizational functions.

Stakeholders in different locations with asynchronous hours may have different understandings on the respect for work-life balance and on acceptable times for meetings.
In some countries, employees prefer to have a sandwich in the office during lunchtime and go home earlier, while people from other countries opt for a two-hour lunch break and stay in the office longer.

Companies working as partners during the execution of highly specialized tasks may have different views on the costs to be charged to the customer, the strategies and techniques to be deployed, and on the time required to accomplish them.

Individuals working in foreign locations may suffer from ethnocentrism. Ethnocentrism is the evaluation of their behaviours and working style according to local norms and standards. This usually tends to be unfavourable. The local team may consider the visitor naïve or impolite simply because their values are different. A large group of foreigners working in another country, on the other hand, may form the same impression of the local workers, who will not act according to the same set of beliefs and values.

The project manager will need to be aware of the situations above and always foster discussions to identify potential reasons for conflicts, obtain a common understanding on the diverging topics and motivate constructive discussions. The above list can be completed with other situations specific to each company. These must be improved during lessons learned sessions and used as a reference during risk identification exercises.





2. Discuss, in detail, the conflict management procedures for global projects. 
The risk mitigation strategy may be to manage the conflicts and obtain an agreement among all parties when the project team has identified potential conflict situations as threats to the project. The steps below are general guidelines that can be used to adapt your current conflict management practices to global projects:

Act as a Mediator – Show integrity, transparency and cultural understanding, ensuring that your main interest is to resolve the conflict in the best possible way for all parties involved.
Cultural differences among stakeholders require more openness from all parties if the reasons for conflicts are to be understood and common ground found. Foster this openness with team-building activities, mainly when face-to-face contact is possible.

Question the Situation – Obtain information about the threats, weaknesses, strengths and opportunities of the different standpoints from all parties involved. Structure the information you have collected in a format that allows easy comparisons, and be ready to use online conferencing tools to share it with people in other locations. You might organize online brainstorming sessions or send questionnaires to stakeholders distributed around the globe.

Appoint a Third-Party Arbitrator – This should be done when the program or project manager needs to defend the interests of one organization involved in the divergences, or when he/she is part of the conflict. Usually the arbitrator will come from an independent body trusted by the project sponsor and the main stakeholders with an interest in the results of the conflict negotiation.

Assess the Situation – Evaluate the conflict through the lenses of the project objectives and the business strategies, with participation from ‘neutral’ stakeholders as well as those involved in the source of the conflict. This can remove the negative emotion, depersonalize the situation, and focus on the desired outcome. Consider asking people from different countries and companies to participate in the process. Suggest that they voice their opinions and concerns privately to avoid emotional discussions or sensitive matters.

Define the Strategy – Prepare your arguments and anticipate the reactions from different participants using the information collected in the previous steps, defining the best approach for the conflict situation. 

[bookmark: _GoBack]Prepare the Discussion – Define the communication media to be used during the discussions and negotiations. You should avoid audio conferencing, as verbal agreements may generate misunderstandings after the meeting has finished. Prefer to have online meetings or even face-to-face discussions when the decision involves people with different personalities and cultures, and when it is important to the project. Decide who needs to take part in the discussion, sending the meeting invitations and organizing the logistics. Before the discussion, spend some time building rapport with the key participants.

3. Which communication techniques which are used in global projects? Discuss in detail. 
Program and project managers spend most of their time communicating. In traditional project teams, the project manager is usually recognized as the one moving from one meeting room to another, rushing to the team members’ desks to obtain information on the project activities and building informal networks around the coffee machine or during lunch breaks. Many project managers enjoy the contact with people and feel at ease performing these coordination activities. The communication flows naturally, the tasks are carried out and the projects are completed.

Stakeholders and Communication Channels
In most projects, the project manager can increase the chances of success by correctly managing the stakeholders’ expectations, needs and influence. The level of commitment of key stakeholders will determine the success or failure of certain projects and will have an important social, political, economic or environmental impact. Knowing the stakeholders’ expectations and requirements is fundamental to defining the quality standards and requirements for the project and the products or services to be delivered.
Using effective communication to improve their commitment level, project managers must know their stakeholders, understand the communication channels between them and develop a communication strategy to align the needs and expectations of the interested parties.

Identifying the Global Key Stakeholders
Depending on the project type and on the availability of information, the global project manager may refer to different sources to identify potential stakeholders. Examples of these

sources of information are as follows:
Senior management – This includes the project sponsor, the members of the steering committee, and people with a large working experience of the different organizations participating in the project. These people can identify groups of people with an interest in, or who are impacted by, the execution of the project.

Specialists – Specialized team members or external consultants usually have a deep understanding of organizations or people who may have a vested interest in the project.

Global team members with local knowledge – Team members in different locations may know about local people or organizations interested in or constrained by the project.

Organizational charts – The map of the organizational structure from the partners, customers, suppliers, and governmental entities involved in the project can serve as a checklist to ensure the completeness of the analysis.

Documentation – This includes newspapers, press releases, research papers, specialized magazines, the Internet and books, all of which may be rich sources of information for external parties affected by or interested in the project.

Lessons learned – Success stories and failures from previous projects can provide recommendations for the stakeholders to analyze and manage.
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