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Garth Hudson was a29
a B.S. degree in - 4 £7-year-old graduate of E; ; o
v ye;ﬁ-s ::Hnin3 Egg;iirgigttemformftion systeEr;sze:\r;tgrgill(flrllrlu\l!iec:z‘t,f (Esli} (\lvli}h
part time for an oceanogra lr:]S in Louisville, Kentucky, While at E‘SEJ‘;C:IA "y
dlatabase [ R—— eraphy professor, Ahmet Green, creatin ke 1? Wor']\?d
dl_rector of Eastern Oceapnrc?g;t ﬂe ;Mas-cond“‘:ti"g- Green was TCCSHII;LEESS;:EZEI
this prior experience was instrul:ng tnslt_‘t'-'t? (EOI), and Hudson was confident that
(IS) director at the Institute. Alth(;]uahlg . il Ih'EjOb s Infarntation Sefvioss
the opportunity to return to his almag m f  Ef s ol AL A (6, e hamnpee
very giemanding. The long hours and e:?t:r:.s? o i e e i
marriage. He was looking forward to a norm\':l: _lriévelyng Ao ips
Jenna, his wife, would be busy pursuing her MBK) il h.ours. oo
at Bluegrass, Hudson worked on a Widge range of IaSt o e b W
he gad the requisite technical expertise to excel at higrﬁéffﬁzl?e was confident that
‘Eastern Oceanography Institute was an independentl fuﬁcle ¢ acili
aligned with Easte.rn State University. Approximately Sg full- agdrf‘::tri?mfgcslt[;tf}fr
quked at the Institute. They worked on research grants funded by the National
Science Foundation (NSF) and the United Nations (UN), as well as research fi-
nanced by private industry. There were typically 7 to 9 major research projects
under way at any one time as well as 20 to 25 smaller projects. One-third of the
Institute’s scientists had part-time teaching assignments at ESU and used the

Institute to conduct their own basic research.

FIRST YEAR AT EOI

Hudson made a point of intro
upon his arrival at the Institute. Sti!
He spent most of his time becoming

ducing himself to the various groups of people
Still, his contact with the staff had been limited.
familiar with EOI’s information system,

* Prepared by Erik Larson and V. T, Raja, senior instructor at the College of Business, Oregon State University.
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368 Chapter 10  Leadership. Bemg an Effective Project Manager
aff, responding 10 unexpected pmblems. and Working op .
tered from food allergies and reframeq from inﬁ)rmvdm’“'a
lunches at nearby restaurants. He stopped re_gulgrli a;j[endlng the bi*.w:el(a}J ag
meetings in order to devote more time to_hls “_m,. 0 & € NOW only attenq Mafy
meetings when there was a specific agenda item regarding his operatioy, e
EOI consisted of two full-time assistants, Tom Jacks(m

The IS staff at " AR :
Grant Hill. They were supported by five part-time student assistantg fromd”d
- [

computer science department. Grem_t Hill was assiznad full-time tq a lai’ger.e
vear NSF grant aimed at creating a virtual library o1 oceanographic Tesearch .
worked out of the project leader’s office and had very little interaction wig, H Ll
or Jackson. Hudson's relationship with Jackson was awkward from the Sta“dmn
found out. after the fact, that Jackson thought he would get the job as dirl;:tcl i
They never talked about it. but he sensed tension L= [irst couple of months OnIOr,
job. One of the problems was that he and Jacksor were totally different perso g
ities. Jackson was gregarious and very talkative. He had a habit of afte, ]una]ﬁ
walking around the Institute talking to different scientists and researchers OgCh
this would lead to useful information. Hudson, on the other hand, prefe;red .
stay in his office working on various assignments and ventured oyt only Wh:0
called upon. While Hudson felt Jackson was not on top of the latest developmen:
as he was, he respected Jackson’s work. ’
Last month the system was corrupted by a virus introduced over the [nterne;
Hudson devoted an entire weekend to restoring the system to operation. A recyr.
ring headache was one of the servers, code-named “Poncho,” that would 0CCa-
R e oy o M
rupted by frantic calls from staff rese;:phace 'h i oo f'reguent]y et
variety of computer-related problems H: vf s \:1 oknfiefi e h?l? ng
some of the researchers were and hovulf he hzlestS s 'c? ‘;: i R o
basics of e-mail management and database i t_em through somelof o
Kl Ass conﬁg.uratlon. He did find time 10
p Assistant Professor Amanda Johnson on a project. Johnson was the onl
fsahr;her to respond to Hudson’s e-mail announcing tha't the IS staff waseazgilya;;
ona UN research grant. He looked forgwaiil tmnl}l e oy auf TIRNE
time on fun projects like that. © the day when he could spend mor

training his st
projects. Hudson su

THE BLUE SKY CONVERSION PROJECT

omng to le : C
fedugtion Iar:jI ;Er?uflga&?ingtr * ction in funding. He anticipated as much asa 25"
staff reductions and cutt%n OHt th_e next three to five years. This would lead 10
ing IT operations to the * & OPerating costs. One cost-cutting measure was M0

¢ “cloud.” Green had first proposed the idea to Hudson

after attending a meetj i
: ng with i ;
financial challenges, & With several directors of other institutes who faced simit"

eve:h;dl;gsic strategy was to move all of
araware to g “pri -
Private cloud.” Stafr would use their current PCs to sifp?

be partitioney "y ég rilfliachmes over the Interpet. These powerful machines cou

the Institute’s databases, software a“d,
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cach staff their owp

virtual servers over
| accountant on g Cost/benefit

First, the Inst

SCTVETS, Sccondwllf?e“lﬁ:tli? e o replace or upgrade aging computers and

| pay for ool lT‘resourc\ %lte would enjoy significant IT savings since they would

IT capital e di f‘s dCtually yseq They would not have to make any major
~piial expenditures, Third, cloyg computing would provide scientists greater

tHexibility by accessing desired resources

Aud tinally, o

or software from anywhere at any time. '
need the services of at least o

project *Blue Sky™” to putap

virtual m

achi ;
the Tige, ne (VM), Stafy could

NEt as needeq Hudson
analysis, From their stan

also access, use, and share
worked with the Institute’s ,
dpoint it made perfect sense. '

: . a positive spin on the conversion. ‘
AT i rst the associate directors balked at the idea. Some had a hard time con-
ceptualizing what cloud computing meant. Others were worried about security

and I'C]I'Elblllty. In the end they reluctantly signed off on the project when given ‘
aliernative cost cutting initiatives, Hudson assured them that cloud computing

was the wave of the future and setting-up or accessing virtual machines on the

an . . g p . . .

“cloud™ was as simple as Setting up or accessing their g-mail account.

The conversion project would be completed in stages. The ﬁl:sl stage was s_clecl-
ing a provider. The next stage was migrating non-mission critical information to
the cloud. The next stages would entail migrating each of the Six b_lg grar}t projects
in waves to the cloud. The final stage would focus on the remaining s:jndlllgr prpr{-
ects. Training would be an integral part of each stage. The Institute wou r‘r:;l[er
tain a back-up for all the data until 6 months after complete Comisgnt.a
that the cloud service provider would be reS]‘JQm“lble for back‘mg upt ; lg réalizc

At first Jackson was excited about the project. He was savvy enoug ol
that this was the future of computing and he was intrigued with t;(qw thl;: wt ?hz
- : : tarted thinking abou
T l{eelLr{gS_ S%OYEI?:II&ES ggiir;(?; ?nore than once what the

ial ramifications for his job. : : . .
e Ictlml([)]lfldduloook like after the conversion. Hudson replied vaguely that
. W ;
?f?elrj;rwtgrlrﬁll figure it out once the sySteme:és up ?gie‘i‘é;‘t";ﬂﬁou A servis providen
d, headed by Hudson, , tures
A task force was formed, :es there were. Plans and cost struc

- any choices ther _ ; ‘

Hudson was surprised by how qund Eberation the committee narrowed the choices |

; siderably. After much deliber: : in the industry, VMWARE I
varied considerably. ong the bigger providers in the industry hich |

hree. The first two were am = atively new company, OpenRange.W_ ik
tot ird choice was a relatively 3 oviders
and Microsoft. The thlr‘ ; Jackson argued that even though the bﬁggf{qr ﬁ{ d con

. ] ’ solution. Ja dson responded that he ha -

offered a cheaper so uch safer bet. Hudson resp ind the project
they were a mt as the primary goal behind the project.

would cost more, ting costs was the p ; Not onl
i ange and cutting : hoose OpenRange. Not only
idence in OpenRang , ommittee to ¢ : e |
tlm1 the end, Hudson Pefsu"dec,j th: I;():ut OpenRange would help in the "‘t‘]‘““fgs :l’t; '
i Id cost be significantly Che‘}p'il;:a‘ training was not his strength, and he wa '
e nnel. Hudson liked is.an ntists’ hands through the process. dson |
- porse ard to holding senlor s identify non-critical data. ll-!u 50 ‘_
looking forwar 2nd Jackson siX weeks 10 | h staff to identify non-critical in- !

It took Hudson 4 hile Jackson met with he actual migration only

tked on the back end W in doubt, leave it out.'li e atic ik i
o The mo » d to be more problematic. |1¢ # T Y

formation. Training prove llege. While enthusiastic, they ,
took a coup ared to be straight taff to accept and use new |
OpenRange appear f getting older s s for the staff instead of show- | |
p ; in the art o - sly doing things st the i
: d in mply wer outag
inexperience had the habit of sll P il came to a head when a po
; iners had v Jves. It a
Mdﬂy traine it thcmse
: ow to do
ing them h
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370 Chapter 10 Leadership: Being an Effective Project Munage
and disrupted operations at the |
DStity

own
OpenRange storage system shut d
o 31? hoiu;uﬁéld an emergency meeting. Hudson rc;)?.f'iegxthatdt_he Power Ouig
ange was expe :
A m; in North East India and that OpenRange ;] lgd.n ling their bac](‘up
occurred in N¢ | members argued that the Institute shou switch to ope ot !
systems. Several n : Hudson looked at Jackson and et TElie.,,eé

biggerh pm\n:d:::; d\trlrllf:lﬂ;:j:ienzi cl[l.pAhme‘ a mmup.ccd that it would be t0o cogl
:}h:\]xl-ilcthr;n:viders and Hudson and his :sl;ll,f. \\1':11‘1:"1:“:(:h21?;?; the conversion
work. Jackson stepped forward amd \'?Iunl;.:r: j.\... ;'“'!; tl :js[ant lm}?g. Eve]‘ygne
agreed that the Institute should hire 3 more pari-tiTic dassi: § 10 help the Stafy

with the transition.

Hudson worked behind the scenes, coordmatinig "vith nis COL'“tETpt}rts at Opep,.
Range and planning the conversion of the next scoment of 'the Project. Jacksy,
worked closely with the OpenRange trainers and retocused their attention On teach.

ing. Resistance was pretty high at first. Jackson ~1 his personal contacts Withip
the Institute to rally support for the chzmgc: He pcn\u:.uicd Hudson to change (h,
conversion schedule to begin with those projects 1 which the leads were Most syp.
portive of the change. Training improved and Jackson created some useful training
materials, including short videos on how to access thg virtual machines,

One problem that occurred early in the process ilwol\-'eq a graduate research
assistant who mistakenly hit the wrong commands and terminated her virtya| p;.
chine instead of logging off. This resulted in complete loss of that machine’s gy
in the cloud. Fortunately, the Institute still had back-up and Jackson was able
recover the work. Collaborating with some programmers at OpenRange, Jackson
wrote a program that triggered a pop-up message on the screen warning users not
to terminate their virtual machine when logging off.

CLOSING OUT THE BLUE SKY PROJECT

It took almost a year to complete the Blue Sky project. After the rocky beginning
things went relatively smoothly. Acceptance was slow, but Jackson and his staff
worked with the staff to demonstrate how the new system would make their work
easier. Two student assistants were always on call to address any problem or
question. Hudson spent most of his time interacting with the OpenRange coun-
lerpz}rts and rarely ventured out of his office. He had his student assistants col-
lect information from staff so he could configure the new virtual machines to
exactly match staff needs. He put in long hours so that customized databases
would work in the new environment. This proved to be a very difficult task and
he was quite pleased with his work. Twice OpenRange experienced momentary
power shortages at their server facility which disrupted work at the Institute
Hudson was happy to report that OpenRange was breaking ground on an alter
native server system in Ukraine.
pi 0?;251;2:;;.55““& conducted a retrospective (project review) on the Blue Sky
B o ; II( questioned the choice of OpenRange as a cloud service provider
Critic[:Jism overatch:(;ﬁcs,i(log l; 8“ hellgng the staff make the transition. De@“ﬂ}lﬁz
System was up and runnin agflnth 4 e felt B abqut % pmj?;_tl-i[ i
provided. Besides, the Inst'% : Staff.was beginning to enjoy the flexibi!y
ttute would achieve reg] savings from the new system-

n Was surprised when Ahmet walked iﬂ;‘:
the project. He ¢ hi began by thanking Hudson for his work[hc
at and said, “You know, Garth, one of
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eonsequences of Blue Sky j :
data library project. So i Y 1S reducing our IT staff. Grant Hill is needed for the

tco
agreement among the Asso mes dpwn to you or Jackson. Frankly there is general
clate Directors that Jackson is essential to the Institute.

[ know this mi
' ght come as a surpris
o e to you, and b ; - ,
10 give you a chance to change . ind}’l’ efore I make a decision I want

i. If you were Hudson, how would you respond to the director?
2. What mistakes did Hudson make? |
3

- What are the lessons to be learned from this case?

» Tom Bray

Tom Bray was mulling over today’s work schedule as he looked across the bay at
the storm that was rolling in. It was the second official day of the Pegasus project

and now the real work was about to begin.

Pegasus was a two-month renovation project for AtlantiCorp, a major finan-
cial institution headquartered in Boston, Massachusetts. Tom’s group was re-
sponsible for installing the furniture and equipment in the newly _rcnovated
accounts receivable department on the third floor. The Pegasus project was a
dedicated project team formed out of AtlantiCorp facilities department with
Tom as the project lead. _ _ _

Tom was excited because this was his first major league project and he was
looking forward to practicing a new management style—gi_B\f\a’/;, aka mz;{nagfc-
ment by wandering around. He had been exposed to MBW. 1}:1 @ business class in
college, but it wasn’t until he attended an AtlantiCorp Ieac!ers 15 tr&lmmg sg;in;m“;g
that he,decided to change how he managed people. The :Ealrll:el‘ Wi;ls evoutth i
champion (“You can’t manage people froma computerm)ﬁwlgt 'ermori, eh esti-
monies from his peers reinforced the difference that can make when it

comes to working og epf{;g;?:isés group at AtlantiCorp five years earlier after work-

Tom had joined t : [ trated technical competences and
. vickly demonstrated :

ing for EDS for six yeatr:-el::ozmged to take all the internal project management

good work habits. Fle w2 1 his last two projects he served as assistant

tiCorp. O ‘
workshops offered by A:ilgl‘; for procurement and gontract management.
project manager IO f1 side of project management and MBWA

He had read books a tools get projects done. His boss had told him
made sense—after all, pCOplTensT(tius and work on developing rapport with team

cfine his peop n.
he needed to I o s like a perfect solutio T s e
members. MEW. list of team member names; SO - ki as from Thailand
Tom reviewed the !IS ample, one of his better WOTKers was g
21 tongue twisters. FOr X oyp gonsuk. He practiced saying “Pin-ya-fd
;id her name wa ' He got up tucked in his 51“:-1" agfl xvalkqdn?:étof s
; oL . m was busy unloading equip .
Sﬂe-Fé“Som'boor:OS?&kﬂoor where his team W8 r;a]:?{;zﬁ]ﬁitncountered Jack and
office and down 10 1 " ¢ few workers 1€ L iwai

“out of a box while his
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