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Some aspects of project team building

and selection of the leadership style taking

into account personality types and development
levels of team members

The implementation of the project approach in the course of managing investment and construction projects is ac-
companied by a relevant problem, that is, project team building, selection of the leadership style depending on
the team members. Numerous approaches are applied to resolve this issue. This article aims to consider such
an aspect of project team building as the types of personality of the team members. The article addresses the iden-
tification of behavioural motives governing the interpersonal communication of individuals in the course of work.
The article considers the main characteristics of emotional drivers in the behaviour of an individual; volitional as-
pects of personality formation are provided. The classification of personality types is based on the Enneagram,
which allows classifying personality types by their emotional-volitional and business structure to correctly conduct
personnel policy in the course of the project team building. The article also discusses an algorithm for selecting
a project team management style depending on the level of development of its participants. The main task of a man-
ager, selecting an effective team management style, is to correctly assess potential capabilities and needs of em-
ployees, their involvement and responsibility for the results of their work. Appropriate motivation of team members
leads to job satisfaction and ensures its effectiveness.
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project team is a group of specialists who
Ajointly work on common goals and tasks,

such as the implementation of an investment
and construction project. The project team is headed
by the project manager. Each member of the team
performs his or her function. Each team member is
motivated to work on the project together with
the others and achieve results. A notable example of
teamwork is the fairy tale about the turnip tree.

The organization of processes in a team de-
pends on the management style, skill level, person-
ality types of its team members, etc.

One of the project manager's tasks when mak-
ing a team is to build a relationship with its mem-
bers, find the “keys” to the subordinates' minds to
influence them to achieve the project team goals.

To properly influence people, it is necessary to
understand, first of all, what goals motivate a person
and how you can competently manage people by
managing these goals.

D. Carnegie believed that the only way to man-
age a person and get him to do something was to
offer him what he wanted [1].

Studies have shown that almost all normal
adults have the same needs: health and safety,
food, sleep, money and other material goods, sexu-
al satisfaction, confidence in their future, the well-
being of their children, and a sense of their worth [2].

What is characteristic is that almost all desires
are satisfactory, all except one. Freud called it
“the desire to be great”, and Dewey called it “the de-
sire to be significant”. William James said: “The deep-
est property of human nature is the passionate desire
of men to be appreciated”. Many psychologists be-
lieve that it is this feeling that determines the devel-
opment of an individual personality [3].

Being faced with the problem of misunder-
standing the behaviour of the people around us,

one has to understand that at its core lies, above all,
a different goal-setting. When building relationships
with the people around us, we should remember
that each of us pursues certain goals, which he is
more or less clearly aware of [1].

Achieving a goal is associated with overcoming
difficulties and obstacles. They are of two kinds: ex-
ternal and internal.

External obstacles are objective obstacles that
do not depend on a person. Internal ones depend
on the person himself, and, first of all, it is the unwill-
ingness to do what is to be done.

A person's ability to overcome obstacles and
difficulties on the way to the goal, the ability to con-
trol his or her behaviour, to subordinate activity to
certain tasks, is expressed in his or her will. Accord-
ing to psychologists, this ability determines the po-
sition and nature of human behaviour in the work
process and teamwork [3].

Will (from Latin “voluntas”) is a mental process
of conscious control over one's thoughts, feelings,
desires, behaviour, activities, communication, ex-
pressed in the ability to overcome external and in-
ternal difficulties, to make decisions and stick to
a certain course in purposeful actions. Will is one of
the most important conditions of labour activity [3].

Consequently, we can make an assumption that
volitional regulation is the highest level of regulation
of human actions, needed to overcome external and
internal difficulties, obstacles to achieve the goal.

As volitional qualities are mental properties, re-
flecting features of volitional regulation of a person
and formed in the course of gaining life experience,
then, being relatively stable properties (characteris-
tics) of a person, they nevertheless can change and
develop during life [3].

When building a project team, it is certainly im-
portant to pay attention to work experience and
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skills, but it is also important to understand who works in your team
and what kind of people are missing in it to successfully achieve
project goals.

In an effort to classify and define the personality types we en-
counter in the work process, let's turn to the Enneagram below
(the figure).

The Enneagram (from the Greek ennea, nine, and gramma,
the outline) is a psychological model that describes the 9 underly-
ing motives that drive us. Each of the 9 motives generates a very
specific character with inherent thinking strategies, emotional and
volitional reactions, as well as life attitudes [4-6].

The Enneagram model is a synthesis of ancient spiritual sourc-
es and modern psychoanalytic psychology. For a long time this
knowledge remained unavailable and was passed down as part of
the oral tradition. The Enneagram was first discovered to the West-
ern world by the famous philosopher and mystic G.I. Gurdijieff. It is
believed that he became acquainted with this knowledge in Central
Asia [4-9].

The Enneagram of Personality, as we study it today, was devel-
oped in the 1970s by Bolivian Oscar Ichazo [4-6].

Starting from the 1970s of the 20th century, knowledge of
the Enneagram began to spread rapidly, first in America and
then around the world. This classification was adopted by
the CIA, where it was used to evaluate the behaviour of foreign
leaders.

The general rule of the Enneagram: When you are in
a peaceful state of mind, you combine the features of the types that
are indicated by the vectors coming from you; when you are dis-
tressed, you get the features of those people from whom the arrows
point at you [4-9].

Let’s consider the characteristics of personality types present-
ed on the Enneagram [4-9].

1. The perfectionist strives for perfection, he is conscientious,

diligent, a rational and strict critical thinker.

2. The giver is exalted, eager to be in the limelight, at times

pushy, eager to impose his will on others.

3. The doer has a competitive spirit with high work efficiency,

concerned about his image.

4. The romantic person has creative personality, prone to mel-

ancholy, drawn to the unattainable.

5. The observer is emotionally withdrawn, aloof from people,
holding back feelings, turned inward, intelligent.

6. The questioner is eaten up by doubits, faithful, fearful, always
fearful of signs of trouble to come.

7. The epicurean is sensual, cheerful, falling into childishness,
unwilling to take responsibility.

8. The boss is a dictator, a fighter, a protector, taking responsi-
bility, adoring a good fight.

9. The mediator is patient, constant, able to comfort, but some-
times running away from reality and finding oblivion in alco-
hol, gluttony, or television (spectacle).

The Enneagram describes nine personality types arranged on

a circle at equal distances from each other. It symbolizes the equal
contribution of each personality type to the creation of a holistic
world. The types are connected not only by the circle, but also by
the so-called “connections”, a complex internal figure inscribed in
the circle.

Unlike other typologies, the Enneagram is a dynamic model.
Not only does it describe static personality traits, but it also re-
flects very precisely what happens to a person when he or she is
stressed or comfortable. When we are in a familiar, calm environ-
ment, with people close enough to us, we behave differently than
when we find ourselves in an unfamiliar tense or stressful situation.
The Enneagram model describes these changes by means of
connections.

Many authors of the Enneagram find it particularly valuable be-
cause it allows us to determine a person's current level of function-
ing, zone of closest development and destabilizing factors.

Using the knowledge of a team's personality types allows for
the competent selection of the leadership style of that team as well.
The most interesting model of leadership style for use in project
team management is the Hersey-Blanchard situational leadership
model, which appeared in 1960 and was called the “Hersey-Blan-
chard Lifecycle Theory”.

As a criterion for selecting a style, it proposes the life cycle “ma-
turity” of subordinates. The maturity of personnel is determined by
their desire to achieve the set goal, the ability to be responsible for
their own and collective actions, education and experience in solving
problems of the appropriate type. In their theory, the authors distin-
guish four levels of maturity: low, moderately low, moderately high,
and high. Depending on the maturity of the managed team, the man-
ager should apply appropriate management styles [10-14].

The situational leadership model suggests four basic leader-
ship styles.

S1. Directing

The directing leadership style is associated with authoritarian
leadership.

When applying this style, the leader will make all decisions
without consulting his subordinates. He will inform the team of his
decision and expect the team to follow his instructions. The opinion
of the team is not considered, the leader decides for himself who,
what, how, why and where.

S2. Coaching

In a coaching style of management, the leader still defines
functions and tasks. However, unlike the directing one, he is more
receptive to the participation and opinions of his subordinates.
Such leaders “sell” their ideas and plans to subordinates.

This management style is closely related to the democratic
leadership style. Sports coaches are often associated with this
style of leadership. They put players in positions and then train and
coach the team to achieve the best results.
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S3. Supporting

A supporting leader will be involved in creating ideas and mak-
ing decisions, but most decisions will be made by the team.

This type of leadership may seem “quiet” because the leader is
positioned as an equal member of the team, not a leader.

S4. Delegating

This style of leadership is based on non-interference and is
similar to the liberal management style, where the group makes al-
most all decisions itself.

This type of leadership tends to be more focused on shaping
the picture of the future than on day-to-day management. The lead-
er works on strategy and vision, but the decision of how to achieve
it is left to the subordinates.

According to the situational model of leadership, the choice of
one of the four styles depends on the level of professionalism
of your subordinates and their level of motivation.

The model defines four levels of employee development.

D1: Rookie Enthusiast (can't do it, but wants to)

Level of professionalism: low.

Level of motivation: high.

Your subordinate has low competence but high commitment.
He is inexperienced but enthusiastic. In this case, your subordinate
may show a desire to work, but he will lack the specific skills need-
ed to complete the task. For example, a university graduate. Figu-
ratively speaking, this is a “rookie enthusiast”.

D2: A frustrated student (can't and won't)

Level of professionalism: slightly higher than low.

Motivation level: low.

Your subordinate has been on the team for some time and now
has some competence, but the enthusiasm has faded and with it
the motivation. This can happen if the newcomer was abandoned
at the beginning and no one dealt with him. For example, the ex-
pectations of the work were not met, the ideas did not meet the re-
sponse from the leader, and he stopped believing in the company.

D3: Capable, but cautious performer (can, but won't)

Level of professionalism: high.

Level of motivation: changeable.

Your subordinate is highly competent but volatile in motivation.
Your subordinate has the ability to perform better and achieve
more, but for some reason he is unwilling to do so. Perhaps he lacks
confidence. For example, the employee needs to be made to un-
derstand that he is trusted; the employee needs to realize that he is
allowed to be independent.

D4: An independent professional (wants to and can)

Level of professionalism: high.

Motivation level: high.

Management styles in the Hersey and Blanchard model

Subordinates Management styles

Can’t - don’t want to Directives and supervision

Can’t - but want to Support and mentoring

Can - but don’t want to Engagement and support

Can - want to Delegation

Your subordinate is highly competent and motivated. Your
subordinate is confident in his abilities to complete the task and
willingly accepts responsibility for completing it.

According to the situational model, a manager should
change his management style depending on the type of subor-
dinate (the table) [10-14].

Each level of development of an employee in relation to
the task corresponds to a different management style.

P1-S1: motivated but unprofessional — need directives.

For an employee at the P1 level (“Incapable, but willing”) we
set the task clearly and give instructions. The employee needs
supervision.

P2-C2: Not motivated and non-professional — needs coaching.

A P2-level employee (“Incapable and not willing”) needs both
directives and support from the leader, so a coaching style (C2) is
optimal. You coach the employee, increasing his professionalism.

P3-C3: Professional, but not motivated and, thus in need of
support.

A P3 employee is capable of solving the task, but not moti-
vated. He has enough knowledge and skills; the only problem is
motivation and self-confidence. Accordingly, the leader chooses
a supportive style (C3) so that the employee realizes that he is
allowed to be independent — his ideas find the response and
are converted into work successes.

P4-C4: Motivated and Professional — Need Delegation.

A motivated, skilled and capable P4 (“Capable and Willing”)
employee can lead and apply developmental leadership styles
to less experienced employees.

When selecting an effective team management style, the main
task of the manager is to competently assess the potential capa-
bilities and needs of employees, their involvement and responsibil-
ity for the results of their work. Proper motivation of team members
entails job satisfaction and ensures its effectiveness.
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HekoTopble acnekTbl hopMupoBaHus
KOMaHAbl NpoeKTa U BbIGOp CTUNSA
pykoBOACTBa C y4€TOM TUMNOB JINYHOCTU
W YPOBHS pa3BUTUS €€ Y4aCTHUKOB

AKTyanbHOM npo6aemown npu peanusaumm NPOEKTHOro nogxoda
B YNpaBneHN MHBECTULIMOHHO-CTPOUTENbHBIMU NPOEKTAMU AB-
nseTca hopMmnpoBaHMe KOMaHabl MPoeKTa, BbIGOP CTUNS PYKO-
BOACTBA B 3aBMCUMMOCTU OT COCTaBa ee y4acTHuKoB. CyLecT-
BYeT MHOXECTBO MOAXOA0B K PELLEHNto 3Toro Bonpoca. [laHHas
cTaTba HaueneHa Ha paccMOTPEHVEe Takoro acnekrta npu cop-
MUPOBaHWN KOMaHAbl MPOEKTa, Kak TUM JIMYHOCTN €e YHacCTHU-
koB. CTaTbsi NOCBSLLEHA BbISBNEHNIO NOBEAEHYECKNX MOTMBOB
NPy NOCTPOEHUN MEXNNYHOCTHOIO O6LLIEHUS UHOMBMAOB B pa-
604eM npouecce. B cTtaTbe paccMOTpeHbl OCHOBHbIE xapakTe-
PUCTMKUN NOBYANTENBbHBIX MOTUBOB B MOBEAEHUW MHAMBUAA, NPW-
BefAeHbl BONEBbIE acrnekTbl DOPMUPOBaHUS NNYHOCTU. B ocHoBy
KnaccuguKaumm TMNoB NINYHOCTU NoJSIoXeHa DHHearpamma, aa-
oLana BO3MOXHOCTb KJ'IaCCI/I(*)I/ILl,VIpOBaTb TUNbl JIMYHOCTU MO UX
3MOLMOHaNbHO-BONEBOMY U [efI0BOMY Ccknagy, no3sonsioLyas
rpaMoTHO NPOBOAWTL KaApOBYIO MONUTUKY NPy hopMUpOBaHUN
KOMaHfbl NpoekTa. Takxe B CTaTbe pacCMaTpPUBaETCA anroputMm
Bbl60pa CTUNA ynpaeneHnsa KOMaHﬂOVI NpoeKTa B 3aBMCUMOCTU
OT YPOBHS pa3BUTUS €€ Y4aCTHUKOB. lMockonbky npu Bbibope
3(PHEKTMBHOIrO CTUNS ynpaBneHUss KOMaHOoOW OCHOBHOW 3apja-
Yel pyKoBOAMTENs ABNSAETCH rPaMoTHas OLEeHKa MoTeHunanb-
HbIX BO3MOXHOCTEW U NOTpebHOCTEN pabOTHMKOB, NX BOBIEYEH-
HOCTM N OTBETCTBEHHOCTW 3a pe3ynbratbl Tpyaa. [MpasunbHas
MOTMBaLWA y4aCTHUKOB KOMaHfpl Bie4eT 3a CO601 yAoBNeTBO-
PEHHOCTb paboTon n obecneymnBaeT ee 3PPEKTUBHOCTb.

Knro4yeBble cnoBa: MoTuB, o6LyeHNe, BOJISA, KaapoBasi MosinTu-
Ka, TUMbl IMYHOCTY, CTUITb PYKOBOACTBA, TUIM JINYHOCTU
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