CIAT + Strengthening Teams

Strengthening Team Management
Skills Course

Purpose

To build the knowledge and skills needed for CIAT leaders and managers that
strengthen team-based research and assist with the transition from working in
commoadity teams to fluid project based teams.

Objectives

At the end of this training, participants will be able to:

1. Use information gained from Leadership and Management Skills
Assessment inventory to strengthen leadership and managerial
effectiveness.

2. Use essential communication skills - feedback and facilitating the

involvement of others - to enhance the effectiveness of project teams.

3. Build and sustain effective project team performance.

4, Constructively manage conflict among team members or among project
teams.

5. Develop strategies to influence and build alliances both inside CIAT and
externally.

8. Apply course skills, knowledge, and tools to real work challenges.
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Strengthening Team Management
CIAT Skills Training Course

Novamberil 8 1996

Opening & Welcome | Role of Project lntroduction to Team Feedback Team Performance
Manager Teams & Feedback
Getting Started
* Leadership * What is a team? Case Situation:
Sharing What We ‘Ma . Wh 2 Multitasked Team
Heard nagement y teams Assignment
—r Self Assessment Starting &
Goals, Objactives, ‘e
Schedule Results Sustaining Teams
T ’, -
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Days begin at 8:30 and end at 5:30
Lunch will be 1 hour
There will be breaks in the morning and afternoon
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Training Resources Group, Inc.
Corporate Profile

General Background

Founded in 1973, Training Resources Group, Inc., (TRG) is an employee-owned business
that provides management consulting, training, organization development, team building, and
project planning services to clients in the U.S. and throughout the world. The firm has
provided these services to public and private sector clients in the U.S. and over 60 countries
throughout Asia, Africa, the Middle East, Latin America, the Caribbean, Europe, and the NIS,
Many of TRG’s full-time staff routinely provide services in French and Spanish.

Experience

With 20 years of experience designing management development activities in the public,
private, and intermnational sectors, TRG brings to each new job vast experience and an in-
depth understanding of what makes a successful program. We take pride in the fact that our
products achieve practical results. Qur goal is always to provide services which will have an
impact, and make a positive difference for our clients.

TRG is working with CGIAR on several initiatives. We design and deliver the 7-day Women's
Leadership and Management course. This course was given in Mexico for staff from
CIMMYT, CIAT and CIP in 1986 and will be given again in 1997, at CIFOR. We worked with
the CIMMYT 30th Anniversary NARS/Donor Consultative Forum and the CIMMYT Change
Catalyst Committee Retreat. For IFFRI and IMi we have planned and facilitated several
problem soiving and planning meetings.

We work for a number of non-profit organizations throughout the world: World Bank, U.S.
Agency for International Development, Asian Davelopment Bank, U.S. Department of
Agriculture, UNDP, PLAN International and the International Monetary Fund. Qurwork is
often within these organizations themselves and with development projects they fund.
Examples of projects we are involved with are a privatization project in Cairo, a worldwide
environmental heaith project, a conflict resolution project in the Middle East, and a worldwide
project to provide environment and urban development technical assistance to municipal
govemments.

The TRG headquarters is located in Alexandria, Virginia. We are a small company - there
are 26 of us. TRG uses its own organization as a laboratory for experimenting with various
organizational assessment and improvement efforts, working hard to use the approaches,
tools, and techniques about which we advise others. Both Wilma Gormley and Linda Spink
have a number of years of experience managing and leading others as well as working as
facilitators and trainers in various human resources development activities.
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Reading/Homework Assignments for the Week

Sunday

. Review the prework articles, “What Leaders Really Do” and “Leading Change: Why
Transformation Efforts Fail
° Total your assessment inventories and write on score sheets

Monday
L Feedback article behind Tab 2
Tuesday

. Read pages 32 through 42 on teams behind Tab 3
. Collaborative Work Organization: A Key to Achieving Empowerment and
Accountability, page 76 behind Tab 7 (optional)

Wednesday

. WhatTeam Leaders Do and Don't Do, page 63 behindTab 7

3 Using Teams Effectively: Making Meetings Work Beiter, page 62 behind Tab 7
(optional)

* Using the Flipchart as an Effective Facilitation Tool, page 66 behind Tab 7 (optional}

. Building Consensus, page 70 behind Tab 7 {optional)

Thursday

] Review the Feedback article behind Tab 2

. Making Performance Appraisals Work For Teams (handout to be distributed)
. The Power of Peer Review (handout to be distributed)

. Other readings you have not yet had time to complete
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Understanding the
Four Phases of Transition:

Phase One: Denial

The first response to a significant or unexpected change is often shock - a general refusal to
recognize the information. In this way we protect ourselves from being overwhelmed.
Common responses include:

Denying: “This can't be happening.”
Ignoring: “Wait till it blows over.”
Minimizing: "It just needs a few minor adjustments.”

The stage of Denial can be prolonged if employees are not encouraged to register their
reaction, or if management acts like employees should just move directly into the new ways.
Denial is hanmful because it impedes the natural progression of healing from loss to moving
forward. Employees stay focused on the way things were, thus not exploring how they can
or need to change.

Actions that help during this phase are: giving people information, letting them know what to
expect, give them time to let things sink in, and then move to pianning.

Phase Two: Resistance

Resistance occurs when people move through the numbrniess of denial and begin to
experience self-doubt, anger, depression, anxiety, frustrations, fear or uncertainty. In this
phase things often seem to get worse, productivity dips drastically and personal distress
levels rise. People may get physically ill, feel depressed, or be absent more in this phase. In
this phase people are mourning loss at many levels;

* security * sense of competence
relationships * sense of direction
* territory

Allowing people to express their feelings and share their experience makes this phase pass
faster. People need a way 1o say goodbye before moving forward.

Actions that help in this phase are: listening to people, acknowledging feelings, encouraging
support, accepting people's feelings without trying to talk them out of their feelings, being
empathic.

Yadapted from Managipg Ps al Chan :
m&xmmummmtyc Scoﬁandl“) Jaffe
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Phase Three: Exploration

After a period of struggle, individuals and organizations usually emerge from their negativity
and shift into more positive future-focused phase. New directions do not emerge all at once,
rather what emerges is a search to look at options. During this phase people are exploring
"how do | fit in,” they want to clarify goals, directions, resources and may learn new skills
needed for the future.

Actions that help in this phase are: focusing on priorities, set short-term goais, brainstorm
options for doing things, providing needed training.

Phase Four: Commitment

Finally, peopie break through the probiems, discover new ways of doing things and/or adapt
to the new situation. The commitment phase begins when people focus on a plan of action.
They are prepared to learn new ways to work together, and have re-negotiated roles and
expectations. The values and actions needed to commit to a new phase of productivity are
in place. Employees are willing to solidly identify with a set of goals and be clear about how
to reach them. There is a shared vision, increased teamwork, cooperation and balance.

Actions that help in this phase are: setting long-term goals, concentrating on team building,
validating and rewarding people's accomplishments, looking ahead.
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‘ PHASES OF TRANSITION Iz

EXTERNAL/
ENVIRONMENT

DENY COMMIT

PAST FUTURE

RESIST EXPLORE

INTERNAL /
SELF

's World by Cynthia Scott, PH.D., M.P.H, and Dennis Jaife, PHD.
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Leadership and Management Functions

Leadership Function: to produce
adaptive change - move people to a place
in which they are genuinely better off.

Management Function: to keep a complex
organization accurate, on time, and on
budget.

Both managers and leaders are responsible for the following:

1. Creating an agenda of what needs to be done
2. Creating networks for achieving the agenda

3 Execution of the agenda

4, QOutcomes

They use different processes for addressing these responsibilities.

Leadership Processes:
Establishing Direction
Aligning People
Motivating and Inspiring

Management Processes:
Planning and Budgeting
Organizing and Staffing
Controlling and Problem- Solving

Leadership

Setting Direction is commonly done through the development and communication of a
vision of what the desired future could be - something that points toward where people

ought to go in the future.

Aligning people is getting peopie to understand and believe the vision by communicating
the vision repeatedly to all involved.

Motivating and Ingpiring is to energize people to overcome major obstacles toward
achieving a vision and producing the change by a} communicating, b) involving others in
how to achieve the vision, ¢) supporting through feedback, coaching, modeling and
enthusiasm, and d) recognizing and rewarding ail successes.

Management

Planning and Budgeting sets targets or goals for the future, establishes detailed steps
for achieving the targets, and then allocates resources to accomplish the plans.
Organizing and Staffing establishes structure and jobs necessary to accomplish the
plans, staffs the jobs, communicates the plan, delegates, and monitors.

Controlling and Problem Solving monitors results against plans and analyzes problems
preventing the achievement of the plans. ‘
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KEY PROJECT LEADERSHIP AND
MANAGEMENT SKILLS

Sustaining Team Performance

Serves as team leader and/or team member, Helps develop and sustain effective, high
performing teams where individuals work productively together. Ensures team members
understand and agree on the overall purpose/mandate of the team and are active in
developing vision and direction for the future. Makes certain that individual team member are
clear about their roles and responsibilities. Helps team develop a work plan and monitor the
quality and progress of team activities against this work plan. Heips the team build and
sustain a sense of mutual accountability for results. Helps make meetings work; optimizes
participation while getting job done without wasting time. Helps team see how their results
connect to the larger CIAT goals and objectives. Makes sure team values the importance of
not only what they are trying to achieve, but also how they are working together to achieve
results. Encourages systematic learning within the team on how to work together effectively.

Aligning People

Works with others {o create a vision and set direction for the future. Communicates this
vision and direction to those whose cooperation is needed to achieve results. Provides on-
going help in focusing attention on strategy and goals. Encourages participation of others
and listens attentively to understand their perspectives. Articulates views, beliefs and values
in compelling ways that engender support. Negotiates different points of view to reach
mutually acceptable agreements. Demonstrates appropriate level of persistence in
persuading and influencing others. Creates an environment where people feel empowered
and committed to CIAT and project team goals and strategy.

Motivating and Inspiring

Understands that the organization is “grieving” over recent losses, listens and expresses
empathy; however, is able to demonstrate a positive attitude and keep people moving in the
right direction despite resource constraints, downsizing, and uncertainty. Within this
environment works with team to create a commonly-shared vision and direction. Speaks
about the value of the work the Center is doing and the significant contribution the team and
individual team members are making. Focuses the team on getting work accomplished and
celebrates and encourages this achievement. Demonstrates fairness and transparency in
dealing with others and insists that team members do the same.

Problem Analysis and Decision Making
Monitors, heips team monitor, work progress against the agreed-upon outputs or work plan,

recognizes emerging problems and/or deviations from work pian, marshals appropriate
people and resources to address difficulties and explore potential solutions. Due to the
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interconnectedness of CIAT project teams (multitasking of staff), takes a systemic approach
when analyzing problems, involves other people appropriately, asks questions about broader
implications. Exhibits skill in synthesizing information and developing options from which to
make decisions. Involves team members appropriately in decisions - listens, consults, and
either makes decisions or sees that decisions are made in a timely manner. Responds to
both successes and mistakes as learning opportunities to increase skill in analysis and future
decision making.

Demonstrating Iinterpersonal Competence

Understands that interpersonal competence is critical for success in team based
organizations. Works to develop productive relations with team members, other CIAT staff,
beneficiaries, donors, and partners based on trust, support, and mutual respect. Mobilizes
the full participation of people of diverse backgrounds disciplines, and perspectives. Able to
give and receive feedback both positive and corrective. Listens to others and considers their
thoughts and feelings. Able to express own points of view without dominating other team
members, is flexible and open to different approaches. Able to express his/her own
emotions productively. Demonstrates a commitment to working coliaboratively to resolve
conflicts, confronts areas of disagreement openly, and finds win-win solutions whenever
possible. Able to use humor to add a sense of enjoyment to working relationships.

Accountability

Understands and is committed to building a team environment of mutual accountability.
Helps team define structure, gain agreement on tasks to be done, create work plans, and set
performance standards so that ali staff know what is expected of them. Delivers on his/her
own promises and commitments and expects others to do the same. Offers help to others
when they are experiencing problems. Takes responsibility when things go wrong. Gives
clear and direct feedback when others have not delivered on their promises and
commitments.

External Relations

Takes initiative to represent the team to the external world. Finds ways to authenticaily
speak of current CIAT operations in positive ways. Develops productive relationships with
beneficiaries, partners, and donors - seeks their opinions and feedback. Works with team to
develop an outreach approach or strategy that effectively presents project purpose,
accomplishments, and value added. Able to articulate this - “tell the project's story” - in
interesting and compelling ways. Energetic about finding resources. Represents the team
effectively within the Center, including other project teams and the senior management team.

Communicating

Recognizes that access to needed information enables team members to do their work more
productively. Supports patterns of communication that emphasizes participation, trust, and
openness. Creates a climate where information is shared widely and in a timely way, and
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where people feel free to state views which are different from each others’. Effectively
facilitates information sharing forums including staff meetings, one-on-one meetings, and
written communication. Builds networks of people who are eager to share information.
Practices good individual communication skills, particuiarly by demoenstrating an ability to ask
questions which involve people and by actively listening.
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Sustaining
Team
- Performance

25

20

10

|
|
|

Aligning

il
S—————
B

|

Motivating &
inspiring

!

Probiem Analysis
&
Decision Making

i
|
’

i

3

30

25

Pl

15

A

L1

N RN RN

—
o ]
——

&K

]

15

10

%

X

%

|

Demonstrat
Interpersonal
-

3

25

15

10

my!

25

20

15

10

AEERER

1

0
i
5 =
N —

15 e

i
5

Training Resources Group, Inc

Page 12



CIAT # Strengthening Teams

Sustaining Team Performance

Serves as team leader and/or team member. Helps develop and sustain effective, high
performing teams where individuais work productively together. Ensures team members
understand and agree on the overall purpose/mandate of the team and are active in
developing vision and direction for the future. Makes certain that individual team members
are clear about their roles and responsibilities. Helps team develop a work plan and monitor
the quality and progress of team activities against this work plan. Helps the team build and
sustain a sense of mutual accountability for results. Helps make meetings work; optimizes
participation while getting job done without wasting time. Helps team see how their results
connect to the larger CIAT goals and objectives. Makes sure team values the importance of
not only what they are trying to achieve, but alsc how they are working together to achieve
results. Encourages systematic learning within the team on how to work together
effectively.

Self

1. Creating a commonly-understood and
agreed-upon project team
purpose/mandate and work agenda.

g. Making certain that individual team
members are clear and in agreement
with their roles and responsibilities.

17.  Helping set team and individual
performance goals or outputs.

25. Holding team and yourself mutually
accountable for perfarmance.

33. Helping team monitor the quality and
progress of team's work against the
work plans.

41. Heiping the team define and agree on
norms for how team members will
work together to accomplish goals.

48. (Creating the environment for
systematic iearning within the team on
how to work together effectively.

Training Resources Group, Inc page 13



CIAT ¢ Strengthening Teams

Aligning People

Works with others to create a vision and set direction for the future. Communicates this
vision and direction {o those whose cooperation is needed to achieve results. Provides on-
going help in focusing attention on strategy and goals. Encourages participation of others
and listens attentively to understand their perspectives. Articulates views, beliefs and values
in compelling ways that engender support. Negotiates different points of view to reach
mutually acceptable agreements. Demonstrates appropriate level of persistence in
persuading and influencing others. Creates an environment where people feel empowered
and committed to CIAT and project team goais and strategy.

seif |

2. Working with others to create vision
and direction for the project.

10.  Building alliances with others (both
CIAT staff and appropriate
beneficiaries and partners) to get
work results.

18.  Carrying out planning processes so
that others are committed to
implementing the plans.

26. Listening attentively to understand the
perspectives of others.

34. Articulating your views, beliefs, and
values in compelling ways that
engender support..

42. Negotiating different points of view to
reach mutually acceptable
agreements.

50. Establishing collegial working
relationships with individuals across
the entire organization.

Training Resources Group, Inc page 14
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Motivating and Inspiring

Understands that the organization is “grieving” over recent losses, listens and expresses
empathy; however, is able to demonstrate a positive attitude and keep people moving in the
right direction despite resource constraints, downsizing, and uncertainty. Within this
environment works with team to create a commonly-shared vision and direction. Speaks
about the value of the work the Center is doing and the significant contribution the team and
individual team members are making. Focuses the team on gefting work accomplished and
celebrates and encourages this achievement. Demonstrates fairess and transparency in
dealing with others and insists that team members do the same.

aelf

3. Working collaboratively to establish a
vision and work agenda that inspires
staff commitment.

11.  Demonstrating a positive attitude and
keeping people moving in the right
direction despite resource constraints
and uncertainty.

19.  Buiiding confidence, skills, and self
esteem of team members to function
productively within a new CIAT reality.

27. Demonstrating enthusiasm by taking
actions which convey a high level of
energy and determination over time in
order to accomplish results.

35. Acknowledging and showing
appreciation for others’ contributions
and accomplishments.

43. Demonstrating faimess and
transparency in dealing with others.

51.  Helping team members focus on the
value of the work they are doing so
they can gain energy and sense of
accomplishment from their work.
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Monitors, helps team monitor, work progress against the agreed-upon outputs or work plan,

Problem Analysis and Decision Making

recognizes emerging problems and/or deviations from work plan, marshals appropriate
people and resources to address difficulties and explore potential solutions. Due to the

interconnectedness of CIAT project teams (muiltitasking of staff), takes a systemic approach
when analyzing problems, involves other people appropriately, asks questions about broader
implications. Exhibits skill in synthesizing information and developing options from which to
make decisions. invoilves team members appropriately in decisions - listens, consults, and

either makes decisions or sees that decisions are made in a timely manner. Responds to

both successes and mistakes as learning opportunities to increase skill in analysis and future

decision making.

12.

20.

28.

36.

52.

Looking for and recognizing emerging
problems before they become
insurmountable.

Creating ways for the team to work
together to identify and resolve
probiems hindering team
performance.

Asking questions and stimulating
discussions to foster greater
understanding and analysis of the
probiem.

Getting appropriate people to develop
and evaluate aiternative solutions.

Helping decide which problems are
most important to solve to reach
agreed upon outcomes,

Getting appropriate input and then
deciding or seeing that decisions are
made in a timely manner.

Heiping team members reflect on
work processes in order to leamn from
mistakes and maximize successes.

Training Resources Group, Inc
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Demonstrating Interpersonal Competence

Understands that interpersonal competence is critical for success in team-based

organizations. Works to develop productive relations with team members, other CIAT staff,
beneficiaries, donors, and partners based on trust, support, and mutual respect. Mobilizes
the full participation of people of diverse backgrounds disciplines, and perspectives. Able to
give and receive feedback both positive and corrective. Listens to others and considers their

thoughts and feelings. Able to express own points of view without dominating other team
members, is flexible and open to different approaches. Able to express his/her own
emotions productively. Demonstrates a commitment to working collaboratively to resolve
conflicts, confronts areas of disagreement openly, and finds win-win soilutions whenever
possible. Able to use humor to add a sense of enjoyment to working relationships.

13.

21,

29,

37.

45,

53.

Identifying and resolving conflicts
among team members or across
teams.

Responding to criticism without getting
defensive,

Treating others fairly.

Expressing yourself without irritating
others.

Giving timely and specific feedback,
positive or corrective, when
appropriate.

Willing to give and take; don't have to
have your own way all the time.

Mobilizing the full participation of
people of diverse backgrounds,
disciplines, and perspectives

Training Resources Group, Inc
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Accountability

Understands and is committed to building a team environment of mutual accountabitity.

Helps team define structure, gain agreement on tasks to be done, create work plans, and set
performance standards so that all staff know what is expected of them. Delivers on his/her
own promises and commiiments and expects others to do the same. Offers help to others

when they are experiencing problems, Takes responsibility when things go wrong. Gives
clear and direct feedback when others have not delivered on their promises and
commitments.

14,

22,

30.

38.

46.

Helping to define clear team member
roles and responsibilities so each
team member knows his‘her area of
responsibility.

Coliaborating with others to set
standards of expected performance
and time frames.

Gaining agreement on tasks to be
done and steps to be taken.

Delivering on promises and
commitments.

Motivating others to deliver on
promises and commitments and
finding constructive ways to address
the issue when they do not.

Offering help o others when they are
axperiencing problems.

Taking responsibility when things go
wrong and not blaming others.

seit |l
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External Relations

Takes initiative to represent the team to the external world. Finds ways to authentically speak of
current CIAT operations in positive ways. Develops productive relationships with beneficiaries,
partners, and donors - seeks their opinions and feedback. Works with team to develop an outreach
approach or strategy that effectively presents project purpose, accomplishments, and value-added.
Able to articulate this - “tell the project’s story” - in interesting and compeliing ways. Energetic about
finding resources. Represents the team effectively within the Center, including other project teams
and the senior management team.

15.

23.

31.

38.

47.

55.

Actively developing productive
relationships with donors, partners,
and beneficiaries, seeking their
opinions and feedback.

Working with team members to
devaiop outreach approach or
strategy that ensures the team
purpose, accomplishments, and value
added are communicated to
appropriate internal and external
constituents,

Articulating the team’s work to others
in interesting and compelling ways -
creative and energetic about finding
opportunities to telf the team’s story.

Working with and using all available
CIAT resources to be certain the team
is being innovative in communicating
the positive messages about its work.

Energetic and innovative about finding
resources, including funding.

Representing the team’s best
interests to the senior management
team and communicating senior
management position and reactions to
the project team,

Representing the team's best
interests to other project teams within
CIAT and working with them in
collaborative and synergistic ways.

Training Resources Group, Inc
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Communicating

Recognizes that access to needed information enables team members to do their work more
productively. Supports patterns of communication that emphasizes participation, trust, and
openness. Creates a climate where information is shared widely and in a timely way, and where

people feel free to state views which are different from each others’. Effectively facilitates information
sharing forums including staff meetings, one-on-one meetings, and written communication. Builds

networks of peopie who are eager to share information. Practices good individual communication

skills, particularly by demonstrating an ability to ask questions which invoive people and by actively

listening.

16.

24,

32,

40.

48.

56.

Communicating to others a clear
vision and direction for the project.

Creating a work environment where
people trust each other and share
information openly.

Ensuring that team members are
informed of all information relevant fo
their work.

Regularly taking time to seek out and
listen to others' ideas, reactions and
opinions.

Creating an atmosphere where
people feel free to state views which
are different from yours.

Encouraging participation by asking
good questions and listening more
than talking.

Conducting meetings where
participants feel that their ideas are
being considered.

Self

Training Resources Group, Inc
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Effective Facilitation Skills

Effective listening skills are basic facilitation skills required of ail leaders and
managers.

Effective listening skills include the following:

Paraphrasing - The iistener, using his/fher own words, reflects what the speaker is saying
and how the speaker is feeling. The purpose of paraphrasing is to determine if the listener
understands what the speaker is trying to get across, and also, the affective (emotional)
aspect of what is being shared. This gives the speaker the opportunity to acknowiedge the
listener's understanding, or to correct it.  This skill is extremely useful when clarifying and
understanding a problem or situation.

Questioning - The listener asks open-ended, clarifying and, occasionally, closed questions
to expand both the listener's and the speaket's understanding of the situation. Open-ended
questions usually begin with “what,” "how,” "when,” "where," and are posed in a way in which
the speaker cannot answer "yes" or "no,” but must expand the base of information.

Clarifying questions are posed in order for the listener to become more clear about the
situation and often begin with "which,” "why,” "do you mean to say....” etc. Closed questions
can be answered with a "yes" or "no” and are asked to get specific information.

Encouraging - The listener, through facial expressions, body language, and comments,
encourages the speaker to say more about the situation. When encouraging another to
speak, the listener should be aware of behaviors which are actually encouraging to the
other, as well as those which may be discouraging.

Summarizing - The listener, when appropriate during the course of the conversation,
identifies and verbalizes the key elements or details of the conversation up to that point.

The purpose of summarizing is to end one phase of the conversation and either terminate or
move on to the next phase. Summarizing is valuable in controlling the pace and amount of
time spent listening and conversing.

Training Resources Group, Inc page 21



CIAT ¢ Strengthening Teams

Suggested Open-Ended Questions - Clarifying
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Background

What led up to ?

What have you tried so far?

Can you remember how it happened?
What do you make of it ail?

{dentification of Problems

What seems to be the trouble?

What seems to be the main obstacle’
What worries you the most about
?

What do you consider the most
troubiesome part?

Example

Can you give an example?

For instance?

Like what?

Will you give me an illustration?

Description

What was it like?

Tell me about it.

What happened?

Can you describe it in your own words?

Appralsal

How do you feei about #t?
How doas itiook to you?
What do you make of it alf?
What do you think is best?

Clarification

What if this doesn't make sense to you?
What seems to confuse you?

Can you explain what you mean by ?
What do you make of it ali?

Alternatives

What are the possibilities?

If you had your choice what would you
do?

What are the possible solutions?
What if you do and what if you don't?

»

-

Exploration

How about going into that a fittie deeper?
Are there any other angles you can think
of?

What were your reactions to these things?

Extension

Can you tell me more about it?
Anything else?

is there anything more you would liks to
discuss?

What other ideas do you have about it?

Planning

How could you improve the situation?
What do you plan to do about it?
What could you do in a case fike this?
What plans will vou need to make?

Predictions and Qutcomes

How do you suppose it will all work out?
Where will this lead?

What if you do - or what if you don't?
What are the chances of success?

Reasons

Why do you suppose you feel this way?
How do you account for this?

What reasons have you come up with?
What is the logical solution to this?

Faltures, Praparation for

What if it doesn't work out the way you
wish?

What if that doesn't work?

And if that fails, what will you do?
What are some aiternate plans?

Relation

How does this fit in with your plans?

How does this affect your work?

How does this stack up with your picture of
yourseif? .

How do the two plans relate?

Evaluation

Is this good or bad or in-between?
According to your own standards, how
does it look?
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Feedback

Feedback is giving someone information about their behavior and its impact

on you - both positive and corrective.

Describe the action/behavior — what the person did (i.e., "When you ignored my
idea...")

Explain the impact it had on you —~ how you felt (i.e., "l felt excluded...")

Tell the result’‘consequence of behavior and its impact {i.e., "l am hesitant to
share my ideas and thoughts.”)
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How to Use Feedback to Improve

Performance and Enhance Motivation:
by James A. McCaffery

"You know, you have to take the bones with the gravy,” said the manager.

"Ah, I'm not sure ... ah ... the bones with the gravy?" stammered the assistant in this simulated
feedback situation, during a management training workshop.

"Oh yes," said the manager with finality, "You just have to take the bones with the gravy "

The assistant, with furrowed brow and puzzled look, said "Ah, okay."

The scene above is from a management training workshop facilitated by the author. At
first, when asked what the feedback meant, workshop participants watching the role play
said that if this were a real situation, the "assistant" would have "gotten the message."
When pressed, however, they couldn't define the meaning of the feedback and decided
that maybe it wasn't that effective after all. The “assistant” admitted he had no idea what
action to take as a result of the conversation.

Although the words were interesting because of their somewhat mystical tone, the "feed-
back" had little practical value. Our experience working with managers in our workshops
and in their workplace suggests that this is not an unusual situation. We find managers
are often not very effective at telling their people on a continuing basis how well or poorly
they are doing.

This paucity of effective feedback has serious negative resulls. People often don't know
how others in their organization regard their work. People unknowingly perform their
tasks in ways that colleagues regard as "bad.” Staff development suffers, positive
performance and negative habits are not identified, and the motivational power of positive
feedback is lost.

When feedback is provided, it's often done under stress, in a crisis, or after a mistake,
and sometimes delivered in abrasive and less than helpful ways. In a worst case
scenario, an employee is demoted or even fired for something that no one has ever
seriously discussed. And sfhe quite legitimately asks, "Why wasn't | ever told this before.”
These are important results that affect every corner of organizational life. They seriously
inhibit production, and they have a powerful — if sometimes indirect — impact on morale
and turnover.

2Copyright 1892 by Training Rescurces Group, Inc. All rights reserved. Reproduction by any means is prohibited without written

permission of the author. Revisad December 1984. The “giving feedback” guidelines wer adapted from some of those published
by Natignal Training Lab many years agn. Because the original NTL festhack guideiines were developed for uss in personal
growth groups or in other non-organizational settings, some changes and additions wers made so they fit organizational contexts.
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Defining Feedback

Before looking in depth at feedback as a management tool, we need to be clear about the
way we use the term feedback in this article. Feedback means letting someone know
on a timely and ongoing basis how they are performing, and it includes both positive
and corrective observations. This feedback is meant to be given independent of any
formal performance review process.

A manager who limits feedback to performance appraisal time is seriously under-utilizing
this management tool. The premise of this article is that managers should be skiliful
enough to make feedback a normal, natural, non-threatening part of everyday
organizational life. And the climate should be such that the feedback isn't just between
managers and subordinates, but between peers on a work team, or between people who
must work together even though they work for different divisions,

Feedback - An Unnatural Act

When managers are asked about the lack of feedback effectiveness, they provide certain
typical responses: there's not encugh time to do it right; the organization's culture doesn't
support people using feedback as a management tool, good people know how they're
doing, they don't need to be told by others; and positive feedback "will be seen as
insincere.”

Comments like these are interesting, but they don't fully explain why many managers
choose not to give feedback. We think there are two general reasons for this tendency.
First, giving feedback is almost an unnatural act and, related closely to the first, most
people lack the skills to give feedback effectively.

Feedback is unnatural because (at least in the U.5.) our culture teaches us some rather
ineffective ways to give feedback. When people don't perform up to our expectations, we
learn to either yell at them or scold them, or we learn to suffer in silence and complain
behind their backs to others. When someone does something good, we often don't tell
them because "they might get a big head," or because it would embarrass them. These
cultural patterns, learned in childhood, stick with us as adults, and form the basis for
ineffective feadback patterns in organizations.

As a corollary to this "unnaturalness,” most peopie don't have the skills to give feedback
to others effectively. Effective feedback skills aren’t learned in college or business
school, and although many management training events inciude some feedback training,
it appears to be insufficient to change behavior. '

it's also clear that most people aren't good at receiving feedback. They'll get defensive
and try to "explain away" their behavior by stating the reasons behind their actions; they
don't listenn well; or they attack the messenger. All of these responses are likely to resuit
in the giver being less willing to give them feedback in the future.
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This situation can be changed by modifying the company's cultural climate around
feedback. We have adapted and developed some guidelines for giving and receiving
feedback which are simple and practical, and what's more, they work.

Guidelines For Giving Feedback

1.

Make specific statements; support general statements with specific
examples,

Precise and specific statements are valuable to the receiver for both positive
behavior ("Exactly what did | do right?" or "What should | be sure to continue
doing?"} and negative behavior ("What precisely should | change?™). To be told
that "you did weil on that project” may be satisfying to both parties, but it's not
nearly as effective as saying "you came in on time and under budget on that
project.” The latter clearly describes exactly what the feedback giver sees as
positive in the receiver's performance. To be told that "you dominate meetings”
won't be useful unless it's followed up by specifics: "For example, in yesterday's
meeting, you talked so much | stopped listening; you may have said some good
things toward the end, but I didn't hear them.”

Use descriptive rather than judgmental language.

By avoiding judgmental language, you reduce the need for a defensive response.
For example, regardless of merit, saying that some action was "terrible” or "stupid"
or "utterly inappropriate” generally evokes anger, return accusations or passive-
aggressive behavior in the listener. The feedback message rarely gets through this
kind of verbal clutter.

On the other hand, describing the impact of the receiver's behavior on the perfor-
mance of another makes it easier for the receiver t¢ understand the meaning and
importance of the feedback. Also, it tends to focus the discussion on behavior and
not personal characteristics.

People are more open to listening about the results of their behavior than
they are about the worth of their person. An example is the following: "When
you get angry and use abrasive ianguage, I'm afraid to tell you the truth — so | just
tell you what | think you want to hear." In this example, the results of the person’s
behavior are made clear.

Be direct, clear and to the point.

No matter how well motivated one might be, certain actions ("beating around the
bush," using lots of modifiers, talking in general terms in hopes that the person will
"get the message") create misunderstanding and discomfort. The objective is to
communicate directly, not leave someone guessing.
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4.

Direct feedback toward behavior that the receiver can control.

Frustration is only increased when a person is reminded of shortcomings over which
s/he has no control.

Encourage others to solicit feedback, rather than imposing it on them.

Feedback is most useful when the receiver has asked for it. If someone's
performance is having a negative impact, others are responsible for providing that
person with feedback. The ideal is for the organization to create an environment in
which peaple feel comfortable soliciting feedback — since that clearly increases its
effectiveness.

Consider the timing of feedback.

In general, feedback is most useful when communicated at the earliest opportunity
after the given behavior (depending, of course, on the person's readiness to hear
it, the support available from others, etc.). We are talking here about reasonable
time periods — the same day, a day later, within a week, maybe even within a
month.

However, when it goes longer than a month, people generally end up arguing about
history, about what really happened. Moreover, badly- timed feedback also lends
itself to the comment, "Well, if that was so important, then why did you wait all this
time to tell me?"

Feedback that's given in small pieces, in a timely manner, is much easier and more
effective than saving things up for the “right time."” The more natural and ongoing
the process, the better it will be for all.

Make sure feedback takes into account the needs of both the receiver and
giver.

Feedback can be destructive when it serves only one's own needs and fails to
consider the needs of the person on the receiving end. This is especially true when
the giver is angry and wants to "unload” on the receiver. There may be a certain
psychological satisfaction for one of the parties in this instance, but it generally
results in ineffective feedback and a strained relationship.

Make sure feedback is well planned.

It takes time to plan for a feedback conference. What to say, in what order, how
much — all these need careful thought. If, however, feedback is given on a more
regular basis, then feedback conferences will grow to be much easier.

Training Resources Group, Inc page 27



CIAT ¢ Strengthening Teams
Helping Others Give You Feedback

Feedback from another person is important information about how your actions are
affecting others. Even if you disagree with the feedback, it's important to hear it clearly
and understand it. m

Feedback tells you how another person sees your actions and gives you the choice of
trying fo change behavior. People act on their perceptions of your actions; you may be
coming across in unintended ways and not know it — there is probably nothing worse
than being ineffective in ways that are clear to others but not clear or apparent to you.
Feedback gives you information about your impact on others. Such knowledge is
invaluable for individual performance in organizations. People who are interested in
enhancing their performance should do everything possible to make it easier for others
to give them feedback.

Getting the feedback is sometimes difficult; it's especially difficult if you are trying to get
feedback from a subordinate. The following guidelines make it easier for others to give
you useful feedback. Keep in mind that these guidelines are meant to be used for both
positive and negative feedback. It's often as hard (or harder) for people to hear positive
feedback as it is for them to hear negative feedback.

Guidelines for Receiving Feedback:

1. Solicit feedback in clear and specific areas.
H's always easier to give feedback if one is asked. It's made even easier when a
specific question is asked — "Could you let me know what you think of my current

speed and quality of turning out widgets?"

2. Make it a point to understand the feedback; paraphrase major points; ask
clarifying questions.

Active listening helps insure that real understanding has happened. Ask clarifying
guestions in order to understand the feedback. Doing so helps the giver know that
you are indeed interested and trying hard to understand.
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3'

Help the giver use the criteria for giving useful feedback.

For example, if the feedback is too general, ask "Could you give me a specific
example of what you mean?"

Avoid making it more difficult for the giver of feedback than it already is.

Reacting defensively or angrily, or arguing with negative feedback, or saying, "Oh it
was nothing, anyone could have done as well.” in response to positive feedback are
all ways of tumning off the feedback spigot.

Don't give explanations.

This particular guideline is perhaps the most important, yet it's the one that most
people have trouble with. It's natural to want an explanation for the immediate
feedback you're receiving. Unfortunately, in almost all cases, explanations can seem
defensive and often end up in an argument. As a result, the giver backs off, thinking,
“Hey, this is simply not worth the trouble,” and is discouraged from giving effective
feedback in the future. The giver isn't discouraged from seeing negative behavior or
assessing your performance; the person simply becomes unwilling to provide the
feedback. Focus instead on understanding the behavior and its impact.

Show appreciation for the person’'s effort to give you feedback.

Saying “thank you" or "I'm grateful for the effort you took to tell me" is a clear message
that you appreciate receiving feedback, whether or not agreement is reached. This
action invites feedback in the future. In some ways, feedback is like a gift, because
one has to care enough to give it; if the signals are wrong, one simply will not give the
!lgiﬁ.l!

In response to key points in the feedback, you should say what you intend to
do as a result.

A response may be "Thanks, | need to think about it" or "Let me check it out with
others” or "That makes sense, I'll try in the future to..." If you just listen — even
politely — and waik away, it may give a message that you don't take what the giver
said very seriously (of course, that may be the case in some instances!).

Remember that feedback is one person’s perceptions of another’s actions, not
universal truth.

Keeping this in mind helps one be less defensive about feedback. Check it out with
others to determine the presence of patterns of behavior. If two or three people
provide similar feedback, there may be a pattern reflected which needs to be
considered.
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These guidelines for giving and receiving feedback work. If all people in a particular work
setting understand and use the guidelines, the feedback will be extremely useful and
become an integral part of everyday activities. The more people who are skilled in giving
feedback the befter. This, of course, is why we recommend that the guidelines be
"installed” on a system-wide basis. If, however, even one person in a feedback situation
uges the guidelines, the effectiveness of the feedback will still be very high.

it's vital for general managers to understand that increasing the level of feedback skills
within organizations enhances performance and produces betfer results. We aren't
stressing the importance of feedback because it's "nice to do,” or because it will make the
workplace more humane — although it may indeed have those effects. Getting people
to talk routinely about performance in a more acceptable, clear and precise way
simply increases work output.

if people fearn how they are doing from different sources (including themselves), they wiil
work to correct their deficiencies and capitalize on their strengths. Everyone will reduce
the amount of unproductive time they spend complaining to others about the performance
of a third party. Individuals will feel that managers value high-quality performance and
communicate about it in ways that give everyone a chance to perform at their optimum
levels. Everyone wins.

This, of course, scunds easier than it is. Practically speaking, how can you as a manager
increase feedback skills within your office?

Making Feedback a More Effective Tool in Your Organization
There are several specific actions that you can take:

*  You can publish the feedback guidelines throughout your organization or office at
all levels so that everyone is aware of the "rules of the game." This will also indicate
that feedback is a two-way process, and that everybody bears responsibility for the
success or failure of the feedback process. It establishes standards for everyday
talk about performance to which ali have access.

*  You can run (or arrange for) focused training sessions so people can get practice
at both giving and receiving feedback. Everyone should be included in the sessions.
They can be short (2 or 3 hours) and be totally skill-focused. A trainer or skilled
manager can explain the guidelines and perhaps model an effective feedback
conversation. Then, people can be divided into groups of three to practice giving
and receiving feedback given typical situations that might exist in your work context.
The third person is an observer, and gives feedback about how well the guidelines
are foliowed.
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»  Once everyone is reasonably clear about the guidelines, you should then reinforce
the act of giving feedback. People shouid be encouraged to try, even if they feel
they will not get it "exactly right." After ail, if the feedback process isn't exactly
correct, the receiver can ask questions which willi get the conversation back on
target.

»  If you're a manager, you're very visible. You can serve as a role model for using
feedback effectively by showing you understand and use the guidelines.

*  Take some time to give unsolicited, "no-strings-attached,"” clear, specific, positive
feedback. This will have a powerful impact on people. It will also help set a clear
and well-listened to example of how to give feedback.

«  Interms of receiving feedback, you can make a visible contribution by asking for it,
and expressing appreciation when it's received.

Each one of these suggestions for action is seemingly small; yet they will create
incremental — but significant — change. This will have the effect of changing the norms
about feedback in your organization. Since everybody "knows the rules,” they can help
one another be effective with feedback.

This will make feedback more a part of everyday life. As was mentioned earlier, the
impact of feedback is optimized when it is a normal, routine part of the worik environment,
If it's rarely given, or only given at performance appraisal time, feedback becomes
strained and imbued with a sense of frauma which makes it almost impossible to do well.
When given in small, "chewable chunks" in a timely fashion, it's much easier to do and
much more effective.

Motivating Power of Authentic Positive Feedback

There is one aspect of feedback that deserves a special note. Positive feedback by
itself, when authentic, is a superb tool to motivate people. And it's a tool that is grossly
under-used. People don't provide sufficient positive feedback; it's often used to soften
the blow of negative feedback, as a way to pave the way for the "bad news.”
Organizational life has conditioned us to see positive feedback that way. Yet, when
no-strings-attached positive feedback is given, the results are immediately clear.

There's much that goes on every day that's positive. We all should make it a point to
give one or two people some positive feedback each day — without any negative
feedback attached to it. That's not to say we should ignore the negative; rather it's to
point out that a great number of positive things often get no verbal notice.

In an age when we're trying to locate the magic formula for motivation, the power that
communicating positive feedback has for motivating peopie is manifest, It's simple to do,
and it doesn't cost anything. It's a waste not to use it.
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Teams

Team A small number of people with
complementary skills who are committed to a
commaon purpose, goals, and approach for
which they hold themselves mutually
accountable.

Expanding on each part of the team definition.....

e ..small number of people — Most successful teams are small in size...between two
and twenty but mostly centering at six to ten.

e ..complementary skills — Teams must have or develop the right mix of skills, and
they include the following categories:

¢ technical or functional expertise
¢ problem-solving and decision-making skills
¢+ interpersonal skills

e ..committed fo a common purpose, goals and approach — Teams must be
committed to a common purpose and appropriate goals

4+ acommon, meaningful purpose sets the tone and helps develop and maintain
aspirations.

+ specific goals are an integral part of the purpose...this means transforming
broad directives into specific and measurable goals. The specificity of the goals
facilitates clear communication about team direction. Goals should allow small
wins which are invaluable to building commitment.

4+  defining the team work product that is different from both an organization-wide
mission and the summation of individual job objectives. Team work products
require roughly equivalent contributions from all the people on the team.

4 Adapied from J. Kelzentsch ard 0. Smigs The Wisdom of Teams.
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¢+ in terms of common approach, teams must agree on who will do particular
jobs, how schedules will be set and adhered to, what skills need to be added
or developed, how the team will make decisions, how new members will be
added, how and when modification of approach to the job will take place, and
$0 on. Agreeing on an approach to the specifics of the work, how it all fits, and
how people are integrated lies at the heart of building a common approach.

e ..hold themseives mutually accountable - Atits core, team accountability is
about the sincere promises we make to ourselves and others, promises that
underpin two critical aspects of teams: commitment and trust. These tend to grow
as a natural counterpart to the development of team purpose, performance goals,
and approach. When people do real work together toward a common objective,
trust and commitment follow.
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Characteristics of Effective Teams

A team is a small number of individuals with complementary skills who are committed
to a common purpose, performance goals, and approach for which they hold
themselves mutually accountable. Effective teams tend to have the following
characteristics:

. Clear, commonly-agreed upon, and meaningful purpose.

There is a clear understanding and agreement among team members about why this
team exists and what it is expected to accomgplish. This purpose and mandate is
also understood throughout the rest of the organization.

2. Roles and responsibilities of team members, including the team leader or
manager are clear.

The team has taken the time to sort out the roles and responsibilities of each team
member - understanding and taking into account other work assignments or teams
on which individuals might also be working. They have discussed the role of the
team managet/leader and agreed on the leadership approach that will work best for
the team. The leader or manager carries out this role as the team has defined it.

3. Specific performance goals and work plan or approach to accomplishing these
goals.

The teamn has developed specific goals - products or services that it is responsible
faor producing. There is an agreed-upon approach to completing this work and a
work plan for doing so.

4. Formal or informal agreement on how the team will work together.

Teamn members have worked out how they will share information and keep one
another informed; how they will resolve conflicts; how they will handle performance
problems; when and how often they will have meetings, etc. When there are
"issues” between team members, it gets addressed and dealt with, and the team
moves on. Team members seem to accept one another's strengths and
weaknesses and there is not much talking or complaining behind one another's
backs.

5. Team has or can access the right mix of skills and knowledge to do their work.
Team members possess the technical skills to do their work or know how to access

this either inside or outside the organization. The team has effective probiem
solving skills and interpersonal skills.
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6. Appropriate participation in decision making.

There is an appropriate level of team member participation in decision making - not
so much that decisions take too long to make but enough so there is sufficient team
member input to insure the quality of decisions and the commitment of team
members to implementing the decision that is made. Team members tend to be
very suppartive of decisions that were made by others on the team; however, they
are quick to voice their opinion if they feel a serious error is being made.

7. Team leadership/management is more facilitative than it is directive.

Team leaders focus on providing leadership that helps the team get its work done
rather than directing or menitoring individual team member performance. Examples
of this are: working to remove obstacles that block getting the work done, getting
resources needed, resolving priority conflicts with other teams, coaching or training
team members, helping solve problems, and doing real work.

8. Team is concerned with hoth task accomplishment and how team works
together.

Team members know that in order for the work to get done over the long run, that
the tearn must work well together. Team is conscious of both how it is doing the
work and how team members are working together. There is a concem for both
team accomplishment and individual accomplishment.

9. Powerful sense of mutual accountability.

There is a well-developed sense of mutuality - team members know that for the team
to succeed everyone has fo succeed. Team members are quick to help one another
if someone has problems. At the same time the team does not tolerate poor
performance or individuals who don't carry their share of the load.

10.Team has fun doing their work.
There is a sense of enjoyment and fulfiliment coming from being a part of a team.

Team members enjoy and have fun with one another. This creates energy and
motivation that is important for sustained high performance.
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Building and Maintaining Effective Teams:

Piease consider these six basic elements of teams when you assess your group’s
current situation:

1.

2.

Are you small enough in number?

Do you have adequate levels of complementary skills and skill potential in all three
categories necessary for team performance?

Do you have a broader, meaningful purpose that all members aspire to?
Do you have a specific set of performance goals agreed upon by all?
Is the working approach clearly understood and commonly agreed upon?

Do you hold yourselves individually and mutually accountable for the group's
resuits?

While these questions are relatively straightforward, it is probably worthwhile to probe
each one further to obtain practical and actionable insights for improvement.
Specifically:

1.

Small enough in number;

Can you convene easily and frequently?

Can you communicate with all members easily and frequently?
Are your discussions open and interactive for all members?
Does each member understand the others’ roles and skills?
Do you need more people to achieve your ends?

Are sub-teams possible or necessary?

X NN NS

Adequate levels of complementary skills:

a. Are all three categories of skills either actually or potentially represented
across the membership (functionalftechnical, problem-solving/decision-
making, and interpersonal)?

b. Are any skill areas that are critical to team performance missing or under-
represented?

¢. Are the members, individually and collectively, willing to spend the time to help
themselves and others learn and develop skills?

d. Can you introduce new or supplemental skills as needed?

SAdapted from J. Katzenbach and 1. Smith, The Wisdom of Teams.
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3. Truly meaningful purpose:

o

@9 a

a. Does it constitute a broader, deeper aspiration than just near-term goals?
b.

is it a team purpose as opposed to a broader organizational purpose or just
one individual's purpose (e.g., the leader's)? :

Do all members understand and articulate it the same way? And do they do
so without relying on ambiguous abstractions?

Do members define it vigorously in discussions with outsiders?

Do members frequentiy refer to it and explore its implications?

Does it contain themes that are particularly meaningful and memorable?
Do members feel it is important, if not exciting?

4. Specific goal or goals:

a.

b.

14

o B

@

Are they team goals versus broader organizational goals or just one
individuals' goals (e.g., the leader’s)?

Are they clear, simple, and measurable? If not measurable, can their
achievement be determined?

Are they realistic as well as ambitious? Do they allow small wins along the
way?

Do they call for a concrete set of team work-products?

Is their relative importance and priority clear to all members?

Do members agree with the goals, their relative imporiance, and the way in
which their achievement will be measured?

Do all members articulate the goals in the same way?

5. Clear working approach:

b.

>0

Is the approach concreie, clear and really understood and agreed to by
everybody? WIll it resulf in achievement of the objectives?

Will it capitalize on and enhance the skills of all members? is it consistent with
other demands on the members?

Does it require all members to contribute reasonably equivalent amounts of
real work?

. Does it provide for open interaction, fact-based problem solving, and results-

based evaluation?

. Do all members articulate the approach in the same way?

Does it provide for modification and improvement over time?

. Are fresh input and perspectives systemically sought and added, for example,

through information and analysis, new members, and senior sponsors?
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6. Sense of mutual accountability:

a. Are you individually and jointly accountable for the team's purpose, goals,
approach and work products?

b. Can you and do you measure progress against specific goals?

¢. Do all members feel responsible for all measures?

d. How well do the members keep their “promises” to each other in terms of
doing what they say they will do?

@. Is there a sense that “only the team can fail?”

Answering the preceding questions can establish the degree to which your group
functions as a real team, as well as help pinpoint how you can strengthen your efforts to
increase performance. They set tough standards, and answering them candidiy may
reveal a harder challenge than you may have expected. At the same time, facing up to
the answers can accelerate your progress in achieving the full potential of your team.
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The Team Performance Curve
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Getting Teams Started on the “Right Foot”

There are many questions that need to be addressed as a team forms itseif and begins
its operations —~ What is our purpose? What are we supposed to do? Who will do what?
What is my role? How will we work together? What do we mean by mutual
accountability? The list goes on. TRG believes that teams will be more successful if
they address these issues as they form themselves before they begin “doing their work.”

The following is intended to provide guidance for teams to help them engage in planning
and agenda setting discussions that will build a strong foundation from which the team
can move toward performing their work successfully.

We believe teams that are getting started shouid have meetings in which they,
1. Review their mandate, discuss and agree upon the purpose of the team

2. Clarify and agree upon the role and responsibilities of each team member,
including the team leader

3. Develop operating guidelines or norms which describe how the team will work
together

4. Develop specific team goals or outputs and a work plan for how the team will
meet these goals

Below are guidelines for how the team might have a series of meetings or discussions to
reach agreement on the above four points.

1. REACHING AGREEMENT AND COMMON UNDERSTANDING ON THE
MANDATE OR PURPQSE OF THE TEAM

The intent of this meeting or discussion is for the team members to develop a
common understanding of the purpose of the team and how it fits into the broader
picture of the entire organization. If team members already share a common
understanding of their purpose, then this discussion will only take a few minutes;
however, if there are differences, the discussions will take longer.

A team purpose makes clear why the team exists, the boundaries within which it
operates, and its principal role and responsibilities within the larger context. In a
discussion on feam purpose do the following: '
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a. Each team member should share what they believe the purpose of the team
to be. Look for commonality. Explore differences. Talk it through until
sufficient agreement is reached. You might want to ask a team member to
draft a purpose statement for the team that reflects the agreements reached in
these discussions.

b. Team members should describe what the team is accountable for. Make a
list. Use the flipchart. Reach agreement. You might want to add this to the
purpose statement.

¢. Team should identify any boundary issues it feels are not clear. For example,
one team's work may integrate or exist side-by-side with ancther team. Are
the boundaries - who is responsible for what - clear? If something needs
clarifying, the team should take steps to talk this through with appropriate
“others” so the boundary issue does not become a problem.

2. CLARIFYING INDIVIDUAL ROLES AND RESPONSIBILITIES

The purpose of these discussions is to help the team members develop a
common understanding of individual team member roles and responsibilities,
including that of the team leader/manager. |n a discussion on roles and
responsibilities, do the following:

a. Each team members lists their role/responsibilities as they see them. Write
these down. It is especially effective if each member writes on a piece of
flipchart paper so it can be posted around the room. Then take each team
member, one at a time, and ask the group to respond to how that person
described their role/responsibilities. Check for agreement, When there are
differences of opinion, talk about it. Seek agreement.

b. Engage in discussions about the role of the team leader. One way to do this
would be, using the flipchart, have the team generate a list of responsibilities
of the team leader. Put each contribution on the flipchart as it is given. Then
go back to each item and discuss. Work to reach agreement. Discuss
differences. Involve the team leader, but s/he should not dominate. Try for
general agreement on the principle responsibilities.

Some teams have found it useful to write up these team leader responsibilities
as a kind of “informal” agreement between the team and its leader about what
is expected from the leadership role.
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3.

CREATING TEAM OPERATING GUIDELINES (NORMS} FOR HOW MEMBERS
WILL WORK TOGETHER

The purpose of this effort is to work out the agreements or norms that the team
wants to use in working together. These agreements will drive the day-to-day
operations of the team. Operating guidelines are agreements on how work will
be done and how the team will work together. These guidelines should cover
issues such as how decisions will be made, how work assignments are
determined, what the team means by mutual accountability, how differences or
conflicts will be resolved, attendance at meetings, how to deal with disappointing
performance from a team members, etc.

One way to organize discussions around these agreements would be to ask the
team to discuss and reach agreement on these questions:

o What are the kinds of decisions that ought to involve all or most of the team
members? How do we want to make these decisions? What will be the role
of the team leader?

o What kinds of conflicts or differences might we have as we work together?
How will we resoive conflicts among the team members? With other teams?

o If or when we are disappointed with or concerned about a team member's
performance, how will we handle it?

o What do we mean by mutual accountability? What does this mean
operationally?

o How often will we have meetings? For what purposes? Who plans and
conducts these meetings?

Ask a couple of team members to write up these agreements. It will be important
to review them in 4 to 6 months to see how you are doing and to see if there are
additions or changes that should be made.

BUILDING A TEAM WORK PLAN

The purpose of this meeting or discussion is to have the team focus on the
resulits or outputs for which it is accountable over the next several months. Some
teams in their initial stages of working together prefer to plan for the next 3
months and others prefer a longer time frame, 6 or 9 months. Don’t make the
time frame too long. If you want to build a team that tracks progress, offers help
to one another when there are problems, and works in a team culture of mutual
responsibility, it will be important that they plan, monitor progress and resolve
problems as a team. Engage in discussions that will do the foliowing:
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a. Identify the things that need to get done within the time frame you have
chosen. Concentrate on the major tasks. Remember it is a team work plan,
not a work plan for each individual on the {eam.

b. Clarify who will be working on each of these major tasks. You may want to do
some specific planning for how each major task will be accomplished. Oryou
may want team members working on these tasks o develop a work plan and
bring it back to a team meeting.

Wirite up the plans. Be brief - this is just a record of your agreed upon plan.
You can refer back to it as you monitor progress.

¢. Plan how and when you will monitor progress. Schedule the first progress
review meeting. Clarify the role and responsibility of the team leader in this
monitoring and tracking process.

Remember, by creating a team work plan and laying the ground work for the
team to monitor progress against this plan, you are building the foundation for
teamwork and full team accountability for delivering the products, outputs, or
commitments the team has promised.
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The Nature Of Conflict

+# Conflict is neither positive nor negative; it is a normal element of life.
+ Conflict is a collusion of energy patterns.

+ Nature uses conflict as its primary motivator for change creating beaches,
canyons, mountains, and pearls through the interaction of opposing forces.

+ The fact that you have conflict in your life matters less than what you do with
that conflict.

+ Conflict is not a contest.
+ Winning and losing are goals for games, not conflict.

+ To resolve conflict one must have the goals of learning, growing and
cooperating.

+ Conflict can be seen as a gift of energy in which neither side loses and a new
dance is created.

+ Resolving conflicts effectively rarely invoives a determination of who is "right,”
instead it emphasizes appreciation of differences.

+ Conflict begins from within. As we unhitch the burden of belief systems and
heighten our perceptions, however, we begin to operate more fully and more
freely.
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Skills for Managing Conflict

Assertiveness Skills

*

Be clear to others about what you need and want.
Organize and present facts and logic.
Make forceful proposals.

Analyze and evaluate positions of others...be prepared to give reasons why
their position wor't work as well as yours.

Present positive incentives and negative pressure to influence others.

Be prepared to repeat your position and the reasons why it is the correct one -
- several times if necessary.

Cooperative Skills

*

Actively listen to others' position.

Clarify and paraphrase others' position and feelings.
Ask open-ended questions to get information.
Acknowiedge one's own vulnerability.

Get involved in others' problem and "give” freely.

Lock for ways to "give in,” places to say "Il cooperate,” "I agree.”
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The Five Conflict Handling Modes:

Conflict situations are situations in which the concerns of two people appear to be
incompatible. In such situations, we can describe a person’s behavior along two basic
dimensions: (1) assertiveness, the extent to which the individual attempts to satisfy his
of her own concerns, and (2) cooperativeness, the extent to which the individual
attempts to satisfy the other person’s concerns. These two basic dimensions of
behavior can be used to define five specific methods of dealing with conflict. These five
“conflict handling modes” are shown below:

Competing is assertive and uncooperative -- an individual pursues her or his own
concerns at the other person’s expense. This is a power-ariented mode, in which cne
uses whatever power seems appropriate to win one's own position — one’s ability to
argue, one's rank, economic sanctions. Competing might mean “standing up for one's
rights,” defending a position which you believe is correct, or simply trying to win.

Accommodating is unassertive and cooperative -- the opposite of competing. When
accommodating, an individual neglects his or her own concerns to satisfy the concerns
of the other person; there is an element of self sacrifice in this mode. Accommodating
might take the form of selfless generosity or charity, obeying another person’s order
when you would prefer not to, or yielding to another's point of view.

Avoiding is unassertive and uncooperative -- the individual does not immediately
pursue his or her own concerns or those of the other person. The conflict is not
addressed. Avoiding might take the form of diplomatically sidestepping an issue,
postpeoning an issue until a better time, or simply withdrawing from a threatening
situation.

Collaborating is both assertive and cooperative -- the opposite of avoiding.
Collaborating involves an attempt to work with the other person to find some solution
which fully satisfies the concerns of both persons. It means digging into an issue to
identify the underlying concerns of the two individuals and to find any alternative which
meets both sets of concems.

® This two dimensional mode! of conflict handling behavior is adapted from “Confiict and Conflict

Management” by Kenneth Thomas in Volume Il of the Handbook of Industrial and Organizational Psychology,
edited by Marvin Dunnette (Chicago: Rand McNally, 1975), [1:27 7/86
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Collaborating between two persons might take the form of exploring a disagreement to
learn from each other's insights, concluding to resolve some conditions which would
otherwise have them competing for resources, or confronting and trying to find a
creative solution to an interpersonal problem.

Compromising is intermediate to both assertiveness and cooperativeness. The
objective is to find some expedient, mutually acceptable solution which partially satisfied
both pariies. It falls on a middle ground between competing and accommodating.
Compromising gives up more than competing, but less than accommodating. Likewise,
it addresses an issue more directly than avoiding, but doesn’t explore it in as much
depth as collaborating. Compromising might mean “splitting the difference,” exchanging
concessions, or seeking a quick middle-ground position.

Choosing A Mode

In case of conflict handling behavior, there are no universal right answers. All five
modes are useful in some situations; each represents a set of useful social skills.
Caonventional wisdom recognizes, for example, that often “two heads are better than
one” (coliaborating). But it also says, “kill your enemies with kindness” (accommeodating),
“split the difference” (compromising) *leave well enough alone” (avoiding), and “might
makes right® (competing). The effectiveness of a given conflict handling mode depends
upon the requirements of the specific conflict situation and the skills with which the
mode is used.

Each of us is capable of using all five confilct handling modes; none of us can be
characterized as having a single, rigid style of dealing with conflict. However, any given
individual uses some modes better than others, either because of temperament or
practice.
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Conflict in Perspectiver

Properly managing conflict requires that you never lose sight of a fundamental point:
conflict itself is neither good nor bad. Whether conflict enhances critical thinking and
productivity or undercuts it will depend on how you facilitate the differences at hand.

Conflict occurs when two or more parties discover that what each wants is incompatible
with what the other wants. A want that is incompatible with another is one that interferes
with, or in some manner hinders the achievement of, the second.

Conflict fails into two categories:

Substantive conflict ocours when pariicipants are in opposition relative to the
content, or substance, of the issues under discussion.

Personal conflict derives from the emotional clashes that occur during the
struggle to resolve the issues at hand.

Constructive Conflict is present when

* there is high team spirit and a commitment to the desired outcomes,

* task behaviors of testing comprehension and summarizing are used {o ensure
that each other's view points are understood - even though they may not be
supported,

* participants respond to what others are saying, not to what they think others
are saying,

* discussion stays on the topic and contributes to the attainment of the desired
outcome(s}, and

* members see the time and energy spent discussing and meodifying differing
ideas and alternatives as worthwhile because it produces a resuit that is better
than any one individual’s initial proposal.

Destructive Conflict is present when

*  members start resorting to perscnal attacks instead of keeping a focus on the
facts and issues,

* generation of attack/defend/counter-attack spirals by group members,

* same negative statements being presented again and again by the same
people,

*  members not listening to what others are saying but reacting to what they

think others are saying,

member dig in with unyielding attachment {o their own ideas, and

there is emotionally charged one-upmanship.

7&éaps:adﬁum‘l’homasﬁ Kayser's book, Building Power, How to Unleash the ghoraiive Genius k, Teams, brwin
Professional Publishing, Burr Ridge, lllinois, New York, Ncw ‘&’oﬁi
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Collaborative Approach to Managing
Conflict: Five Steps to Success:

Phase 1- Differentiation: Understand the Nature of the Conflict

Parties in conflict describe the issues that divide them and ventilate their feelings
about the issues and each other. Each person is allowed to state his or her views

and receive some indication that these views are understood by the other

principals.

Step 1

Clarify and understand the existing
positions and identify the interests
associated with the position e.g.,
what people would like to have
happen and why.

i
l

Step 2

ldentify the areas of agreement or
the shared interests.

}
3

Step 3

Identify the differences or points of
contention. Summarize these points
into a newly stated problem.

8 Adapted from Thomas A. Kayser'

Professional Publishing, Burr Ridge, inois, New York, New Yor&

s book, Build
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Phase 2 - Integration: Orient the Group and Resolve

In this phase, the parties need to acknowledge their common goals, own up to
positive aspects of the ambivalences, express warmth and respect, or engage in

other positive actions

to manage their conflict.

Step 4

Orient the group to view areas of
differences and points of contention
as a shared problem that can be
solved by working fogether

f
i

Step 5

Take measures 1o resolve the areas
of difference

* brainstorm alternative solutions

*  develop criteria of successful
outcome

*  review options against criteria
and select one acceptable to all
parties.

Training Resources Group, Inc
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Guidelines for Collaboratively Managing
Conflict

To successfully manage conflict all parties involved need to:

1. Agree on a desired outcome(s) linked to the resolution of the dispute. State what
the result will be of resolving the dispute.

2, Recognize that all feelings are to be accepted as legitimate and reai; they need to
be understood, rather than evaluated. |dentify the feelings and state them.

3. State issues and problems as facts not judgements.
4, Seek information and opinions to increase understanding.
5. Test for comprehension by using paraphrasing and summarizing skills.

6. Use maintenance skills such as encouraging, harmonizing, and relieving of
tension.

7. Address disagreements swifily to prevent escalation of the issues.

8. Identify which common area of conflict the current issue fits into and how best to
approach it:

* Goals: the end results or what you are trying to accomplish
* Raoles: who can and or should do what

*  Procedures: methods, strategies or tactics

* Relationships: how people will relate to each other

* Limits: what is or is not possible or what is the authority

*  Timing: when things should be done

* Information: fact, figures, data

*  Values: right, wrong, fair, ethical, moral
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Performance Feedback

Guidelines for Giving:
1. Make specific statements; support general statements with specific examples.
2. Use descriptive rather than judgmental language.

3 It is direct, clear and to the point.

4, It is directed toward behavior which the receiver can do something about.
5. it is well-timed.

6. It takes into account the needs of both the receiver and giver of feedback.
7. It is well-planned,

Guidelines for Receiving:
1. Solicit feedback in clear and specific areas.

2. Make it a point to understand the feedback; paraphrase major points; ask
clarifying questions.

3. Help the giver use the guidelines for giving useful feedback.

4, Avoid making it more difficult for the giver of feedback than it already is.

5. Avoid explanations of "why | did that," unless asked.

8. Show appreciation for the effort it took for the other person to give you feedback.

7. Remember that feedback is one person's perceptions of another's actions, not
universal truth.
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Steps for Planning and Conducting a
Performance Feedback Discussion

Before the Discussion

1. Review agreements that have been made with this person in the earlier work
planning conversations.

2. Identify and list specific examples of where agreements have been kept and
where they have not been kept. Make sure that you consider both “positive” and
“negative” feedback. Be clear in your own mind about any performance issues
you want to address.

3. Plan what you want to say, for example, what will you say first? Will you discuss
positive feedback first or negative? Make notes if necessary.

During the Feedback Discussion

1. Set the climate,

2. Review agreement(s) that have been made in the earlier work planning
conversations about work to be done.

3. Give specific examples - how performance looked when compared to what was
agreed to.

4, Check for understanding.
5, Develop new agreements for how work should be done in the future, if necessary.

6. Summarize key points.
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Strategic Considerations

Agreement and Trust

When trying to gain agreement from different categories of people consider the two
dimensions of influence-- agreement and trust. Two variables are important when we
define our relationship to others and when we influence them:

¥ Level of agreement:
v Goals
v Direction
v (Big) issues

¥* Level of vrust (Behavior)
v Credibility (do they do what they say they will do?)
v Predictability (will they behave the same way?)
v Reliability (can they be counted on to do what they say?}

Careqories of people

0 Ally: Hi Agreement/ Hi Trust O Fence sitter: ? Agreement ? Trust
> Satisfied clients, colleagues, staff > Never sure where she/he stands
> Supportive * Riddled with doubt
» Trust them to talk honestly about > No evident agenda-vyet they won't
vision, goals etc. commit
» Can get advice from them to guide
your decisions O Opponent: Lo Agreement / Hi Trust
> Can do for you what you can't do » Brings out the best in us
for yourself—deal with an » Help provide honesty to problem
adversary. solving
> What we need to do to build
Q Bedfellow: Hi Agreement/ Lo Trust support
> Hidden agenda > Dialogue with those who trust us
> Will agree with you, but may not but are dissatisfied
be able to commit for political
reasons Q Adversary: Lo Agreement/ Lo Trust
> Never sure if shefhe will follow > Not to be confused with opponents
through > When negotiations and attempts to

influence them have failed.
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Strategic INFluencing
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Skills for Strategic Influencing®

Allies
Use them as sounding boards, ask for advice.
Seek their support in dealing with adversaries, either by helping you approach
or intervien themseives .
Acknowledge your good relationship and the trust that exists between you,
Be open...share your plans, doubts, fears, and needs.

Opponents
Tell them that the reason you value them is you know they will tell you the
truth.
Be clear about your position and what you want; state your understanding of
their position and what they want, recognize where you disagree.
State your intention to work together to resolve problems, reach agreements.
Work together to look at alternatives, their consequences, and attemptto
negotiate a resolution.
Ask what it would take for them to agree/support your goals.

Bedfellows
Identify shared goals.
Acknowledge the strain in your relationship and the lack of trust without
getting into specifics.
Tell your hopes for an improved working relationship and any changes you
plan to make in your behavior/actions.
Ask them what they think would establish a better working relationship.

Fencesitters
Tell them your position and ask where they stand.
State what you want in the way of support from them,

if they continue {o be non-committal, express your disappointment about m@
knowing where they stand.

Ask what it would take for them to support your ideas.

Adversaries
Acknowledge the strain in the relationship and the lack of trust.
Teli your concern about what is going on and invite them to do the same.
Teil them if you have contributed to the problem.
Express your hopes for an improved relationship.
Make no demands on them; do not try to change them.
If you have plans to pursue your agenda despite their opposition, say so.

¥ Adapted from Peter Block, The Empowered Manager
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Types of Support

A key step in building a powerful support network is knowing what you want. Your
priorities for support will, of course, vary widely depending on the challenges you are
currently facing. A list of types of support is offered below to stimulate your

thinking.

Information: facts needed for decision making; technical expertise from
those experienced in the challenge area.

Creative stimuli: opportunity to brainstorm with others on alternative
courses of action

Mentoring: counsel from others who've been down a similar road

Space: quiet, uninterrupted reflection time

Sounding board: skillful listeners who ask questions that help me clarify my
thinking

Feedback: non-judgmental assessment of the impact of my actions

Skill development: opportunity to learn and practice skills

Positive expectations: contact with people who understand my goals and
share my standards for myself

Encouragement/affirmation: reminders of my competence and vaiue
Perspective: people, places, activities that help me see a larger picture
and put my challenges in perspective

Humor: people who take me seriously, but help me laugh at myself
Spiritual touchstones: sources of spiritual grounding and connection with
my values

Rest/respite: time and ways to relax

Release: chance to complain, blow off steam

Play: sources of lighthearted fun and laughter

Physical nourishment: exercise, message, good food, etc.

Love: acceptance, affection, contact

Recognition: acknowledgment of my effort and achievements
Celebration: shared celebration of my successes

SO0 P00 0 20 46 400 S0 ¢+ o
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Using Teams Effectively: Making Meetings

Work Better

Prior to the meeting, remember {o...

. Make sure the meeting is really needed, and that the appropriate people are
coming. Reduce unnecessary meetings whenever possible.

+ Check desired outcomes; make sure they are specific rather than vague.

] Develop an agenda — involve cthers appropriately (e.g., circulate the draft agenda
beforehand, and track it); prioritize the agenda items.

Once the meeting begins...

+ Start the meeting by quickly sharing the desired outcomes and agenda; allow for
any final input.

¢ Run the meeting in order of priority of agenda items — unless there is a
compelling reason to start with a less important item (you want to tackle an easy
item first to get going, such as announcing a special event).

L Decide how long the meeting should be — monitor the time — keep moving — begin
and end on time, uniess you work out new agreements with the group.

L 2 Lead the group appropriately between creative, expansive efforts, focused
discussions and decisions. Effective groups tap all resources to be creative and
non-judgmental at times in order {o evoke extraordinary thinking. At other times,
they focus, judge, make decisions, agree on decisions, and move on.

¢ Summarize decisions and outcomes at points during the mesting when they are
reached. Keep a running record of decisions and outcomes, either in your notes
or on a piece of flipchart paper that everyone can see.

+ At the end of the meeting, review decisions, outcomes, and agreements. As
appropriate, designate time frames and people responsible for carrying out tasks.

+ Finally, check to see if everyone thought the meeting was productive. If not,

check to see what could be done next time to make it better.
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3.

What Team Leaders Do and Don’t Do

Keep the purpose, goals, and approach relevant and meaningful.

All teams must shape their own common purpose, performance goals, and
approach. While a ieader must be a full working member of the team who can
and should contribute to these, he or she also stands apart from the team by
virtue of his or her selection as leader. Teams expect their leaders {0 use that
perspective and distance to help the teams clarify and commit to their mission,
goals, and approach.

Teams usually do not want leaders to go beyond this. As one of the regular
members of the team, of course, a leader can make any and all specific
suggestions. But when he or she wears the “leader's” mantle, comments
intended as suggestions may be interpreted as mandates. This is especially
likely to happen in business contexts where most people are conditioned to hear
“orders” when their managers speak. But if leaders specify too much about
purpose, goals, and approach, they will, in effect, have used their distance from
the team in a normal hierarchical as opposed to team fashion. By doing so, they
may gain compliance to “their” purpose. But they are likely to lose commitment to
a team purpose. This is especially true at the beginning of a potential team's
efforts when all eyes and ears are so keenly tuned to how the leader will use
authority to build a team.

Build commitment and confidence.

Team leaders should work to build the commitment and confidence of each
individual as well as the team as a whole, As we discussed earlier, there is an
important difference between individual commitment and accountability versus
mutual accountability. Both are needed for any group to become a real team.
Thus, the leader must keep both the individual and the team in mind as he or she
tries to provide positive, constructive reinforcement while avoiding intimidation.

Unfortunately, it is all too easy to coerce people in organizational setlings,
including small groups. People overtime will lose their enthusiasm and initiative
when dealing with an intimidating leader. Certainly, they do not coalesce into a
team. Either they never take the risks needed to build mutual trust and
interdependence, or, if they do, they are not rewarded for it. Executives who rely
on intimidation can get things done better in a hierarchy than in teams. Positive
and constructive reinforcement fuels the mutual accountability and confidence so
critical to team performance.

Strengthen the mix and level of skills.

Training Resources Group, Inc page 60



CIAT ¢ Strengthening Teams

Effective team leaders are vigitant about skills. Their goal is clear: uitimately, the
most flexible and top-performing teams consist of people with all the technical,
functional, problem-solving, decision-making, interpersonal, and teamwork skills
the team needs to perform. To get there, team leaders encourage people to take
the risks needed for growth and development. They also continually challenge
team members by shifting assignment and role patterns.

This effort can involve tough choices. No team reaches its goal with a chronic
skill gap relative fo its performance objective,

4. Manage relationships with outsiders, including removing obstacles.

Team leaders are expected, by people outside as well as inside the team, to
manage much of the team’s contacts and relationships with the rest of the
organization. This calls on team leaders to communicate effectively the team's
purpose, goals, and approach to anyone who might help or hinder it. They also
must have the courage to intercede on the team's behalf when obstacles that
might cripple or demoralize the team get placed in their way.

Almost always the mutual trust so critical to a team begins with the leader who
must show that the team can depend on him or her to promote team
performance.

5. Create opportunities for others.

Team perforrnance is not possible if the leader grabs all the best opportunities,
assignments, and credit for himself or herself. Indeed, the crux of the leader’s
challenge is to provide performance opportunities to the team and the people on
it,

6. Do real work.

Everyone on a real team, including the leader, does real work in roughly
equivalent amounts. Team leaders do have a certain distance from the team by
virtue of their position, but they do not use that distance “just to sit back and make
decisions.” Team leaders must contribute in whatever way the team needs, just
like any other member. Moreover, team leaders do not delegate the nasty jobs to
others. Where personal risks are high or “dirty work” is required, the team leader
should step forward.

There are, however, two critical things real team leaders never do: they do not
blame or allow specific individuals to fail, and they never excuse away shortfalls
in team performance. This, again, is behavior that most of us admire and can
practice. But organizations built on individual instead of mutual accountability
often foster the reverse. Too often, when expected results do not materialize,
individuals get singled out for blame, or cutside forces fike the economy, the
government, or the weather get identified as the cause. By contrast, real team
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leaders honestly believe that success or failure is a team event. No outside
obstacle is an excuse for team failure, and no individuals fail. Only the team can
fail. The leader assumes that the team’s task inciudes overcoming whatever
obstacles get in its way.

Adapted from J. Katzenbach and D. Smith, The Wisdom of Teams.
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Using the Flipchart as an Effective
Facilitation Tool

by Steve Joyce

Why Use the Flipchart?

The flipchart is an important facilitator tool, not only for making presentations, but also
for recording relevant information as it is generated. The most important advantage that
flipcharts have over chalkboards and overhead projectors is that flipcharts facilitate
group memory.

The concept of group memory involves two elements:

1. Retention and Reference: When participants are able to see a presentation's
key points listed on a flipchart, and then have visual access to these flipcharts
throughout the meeting or discussion, the repeated exposure ensures greater
retention of the information.

Taping flipcharts to the walls allows participants to refer back to key points -
reinforcing these points with their own examples, and building them with new
ideas. Participants become more engaged, and there is greater group synergy
and interaction.

2. Visual Record of Outcomes: When the facilitator records ideas and suggestions
on a flipchart as they are generated, participants have a visual "memory" of key
points as the session progresses. Communication is clearer, because of the
visual record that the flipcharts provide. And, at the meeting's conclusion,
participanis have a collective memory of agreements and outcomes, whether
these are decisions, next steps, or new ideas.

Chalkboards, overhead projectors, and even the new electronic recording books with
photocopy capability cannot match the flipchart for generating group memory. You can
leave flipcharts hanging on the walls for days, allowing participants a chance to stay
after a session - or to return early the next day - to review them. Chalkboards, on the
other hand, are erased as the session continues, and overheads flashed onto the wall
quickly disappear into the darkness.

What You Should Chart

Flipcharts can serve as a useful tool in most situations, but not everything that goes on
in a session must be charted. Outlined below are components that in most cases should
be charted.

1. The Agenda
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Whether the agenda is predetermined or developed at the beginning of a session,
it should be recorded on a flipchart, Doing so encourages shared responsibility in
achieving the agenda, as well as ongoing assessment of progress.

2. Key Presentation Points

Preparing flipcharts to accompany a presentation, as noted earlier, increases the
likelihcod that participants will retain more, and build on the information as a
group. The flipcharts, which can be prepared in advance, should only highlight
key points as clearly and succinctly as possible. In determining key points, the
session leader should ask himself or herself, “What are the most important
messages that | want people to grasp?”

3. Proposais/New ldeas

Record on the flipchart new ideas and proposals that are generated during
brainstorming sessions or participant presentations. This visual record captures
the ideas and proposals so that they are not lost, and it also lets people know that
their ideas have been heard.

Meetings often end up stalled (or, worse yet, result in confiict) when participants
repeat suggestions and proposails they think haven’t been heard or accepted.
Recording ideas on flipcharts acknowledges them, without necessarily requiring
any further action.

4. Alternate issues

Issues often surface that are not part of the planned agenda. It is beneficial to
capture these issues on the flipchart to acknowledge them (for the same reasons
stated before), and, if appropriate, to develop strategies for resolving them.

5. Action ltems/Next Steps

Although participants may leave sessions agreeing on what needs to be done,
they often are not sure about who will do what, by when. Flipcharis help
consolidate a group's agreement on next steps. It is also helpful to type all action
items and next steps from the flipcharts and hand them out as a written reminder
to participants.

Tips for Charting

Using flipcharts as an effective facilitation tool is not always as easy as it might seem.
How you prepare flipcharts and how you record ideas and important points can have an
impact upon effective communication. Listed below are some tips for producing
flipcharts that enhance communication.
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¢  Words recorded on a flipchart should be large enough for all participants to read
comfortably. Use the flat edge of the marker, as opposed to the tip, so that letters
have some thickness to them.

+ Use words sparingly on a flipchart. Only record major points and key phrases. Ask
yourself when preparing flipcharts, “What is essential for participants to
remember?”

+  When recording participant responses and ideas on a flipchart during a meeting,
capture the essence of what the speaker is saying in as few words as possible.
Use the speaker’s own words if they are clear and appropriate. If not, paraphrase
back what you believe the speaker intended to say, and, if you are correct, then
record those phrases.

¢  After chatting, read information back to the group, and ask if any clarification is
necessary. It is important that the words recorded on the flipchart reflect what the
participants intended to say.

4  When preparing flipcharts before a session, use different colored markers to write
and highlight words (however, don’t use more than three colors on any one
flipchart). Flipcharts thus become more attractive visuai aids. Color also helps draw
attention to a particular keyword or phrase.

+ Don't use light-colored markers (red, yeilow, pink, etc.). Although these colors
highlight words well, participants who are more than a few feet away will have
difficulty reading words written on them.

¢  Be creative with your flipcharts. Box in key words, use arrows, and draw figures
that illustrate important points.

The Flipchart and Facilitator Style

Finally, a few words should be mentioned about the flipchart and facilitator style. The
flipchart is a facilitation tool, not a crutch. it's not intended to take the place of your
lecture notes. The “talking points” on your flipchart serve to focus the group’s attention,
and assist you in keeping your thoughts organized. When referring to points on the
flipchart, don't hide behind the flipchart stand. Move to the side or off to the front as you
speak. Touch key words on the flipchart once in a while to give them emphasis.

One way to keep people from reading ahead and losing focus is to place a small strip of
masking tape at the bottom center of the page, and bring the bottom of the page up to
cover the flipchart to the point on which the current discussion is based.

Organize multiple flipcharts on a given topic from right to left on easels or across a wall.
If you hang your flipcharts up on the wall prior to the session, keep them covered, and
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rehearse their location to avoid a frantic search in the middle of your presentation. For
flipcharts layered on one easel, a small piece of masking tape makes a good tab.

Keep any task instructions displayed on a flipchart throughout the task so participants
can refer to them as needed. If you are using flipcharts to help the group record its
thoughts or actions, you can display the charts on the wall as they are developed.
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Building Consensus

"Someone else has decided that something needs to be done — I've received a
"mandate” that a particular requirement neads to be met by my team. How do we
meel that mandate in the best possible way?"

"My team has considered a range of ideas and agreed on a larger vision. They are
feeling very positive about this longer-term direction. The team needs fo decide
how we want to carry that vision out. How do we make thaf vision a realify?”

“There's an organizational problermn which could be solved in a number of ways.
What's the best solution to this problem? How do we make sure that people will be
committed to carnying out necessary actions?"

Each of these situations are examples of where it may be important to build consensus
among team members. Consensus building is a process that:

= resuits in true agreement about a plan, approach or steps to be taken

»  actively engages people in the process

«  results in people saying "my view has been accurately heard” and "l will support the
decision even though it may not be my first preference.”

The ability to build group consensus is essential in situations when other people's active
commitment is necessary to implement a decision or plan, when people have strong
differences about an issue, or when you need a core of support for an approach or position
you want to advocate to a larger group like the entire office or a community.

To help groups achieve consensus, you will need basic facilitation skills like paraphrasing,
summarizing and question asking, and some more refined facilitation skills. In this article,
we will describe these skills and discuss how you can prepare for and effectively use these
skills to help build group consensus.

CONSIDERATIONS BEFORE THE GROUP MEETS

Are the right people going to be at the mesting? - When preparing for a meeting where
building consensus is important, one question to ask is "who should be involved in this
discussion?” One way of answering this question is to examine the impact of the decisions
to be made by the group, and to include in discussions participants who represent those
affected by the decision, those implementing the decision and those whose support is
necessary for implementation.
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Is everyone prepared to achieve the purpose of the meeting? — Everyone coming to
the meeting should have a clear idea why this group is coming together. What are we frying
fo get done? This does not mean that the exact solutions or agreements are determined
in advance, but it does mean that the person facilitating the discussion and other
participants need to be clear about the issues the group is facing and the outcomes that
you and the group want to achieve. Group members may need to prepare by thinking
through the issues and preparing their own alternatives or suggestions based on available
information.

During the meeting, a clear understanding of the issues will enable the person facilitating
the meeting to check whether the group’s discussion is generally on target or whether it is
focused too much on less important issues. When you see something important, it is critical
to push the group to make certain they have truly examined all aspects of the issue, and
to test rigorously for agreement. When something is less important, you will need to help
the group move on. Your ability to make these choices about how to facilitate rests on how
well you have thought through the issues and the key decisions which must be made.

BUILDING CONSENSUS DURING THE MEETING

Follow a plan for how the discussion will be organized — Typically discussions that fruly
involve people, give them an opportunity to share their views, and build commitment to a
particular approach include eight steps:

: _ it i i 2" When working toward consensus,
the ﬁrst requwemeni is to keep the common pvmose clearly in front of the group. Start
the meeting by stating or reaffirming the purpose of the meeting. Give people a
chance to ask questions so that they can be clear about it. Verify agreement that "this
is what we are trying to get done." Give people an opportunity to share their
perspective on the problem or issues and to ask questions like:

. What are the key elements of the mandate? Why do we need to take action?

. How did this vision come about? Who was involved? Does it reflect where
peopie are today?

v What are the elements of the problem? Here's how | see it. How do others
see it?

ride ' ) : Iressed - Use open-ended
ques'aons to get ;deas out. In some s;tﬂatlons peopie raay have altemative proposals
prepared before the meeting. Sometimes a single proposal will be the focus of
discussion, but quite often ideas and thoughts building on eariier ideas come out
quickly and spontaneously. It is very important to keep track of the different proposals.
Use a flipchart or white board. Use summarizing skills to go over the different ideas.
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3.

Provide an opportunity for glarification — After there are a number of approaches in
front of tha group, give the group an opportunity to ask clarifying questions before

"arguing" about any particular proposal. "Is there anything that anyone does not
understand about any of the proposals?” This is not a time to debate, but to make
sure that all are clear about what each person's ideas are. This is a good time for the
facilitator to summarize each of the proposals and for all participants to use
paraphrasing skills.

) SE g psals — Review the purpose
of the meettng, and ask “Are thare any of the proposais we all agree on?” If you all
agree at this point, summarize the agreement and adjourn the meeting. Usually
consensus will not come this easily and people will want to air their concerns about
different proposais!

Identify and discuss concerns with proposals -- Give the group an opportunity to
discuss "Why | have trouble agreeing with or selecting this proposal as the one I'm
willing to go with." As the person facilitating the discussion, you will need to actively
summarize points, help clarify differences, and keep all of the proposals in front of
the group. You may want to list concerns on a flipchart or whiteboard and focus
discussion on each.

You will also need to make judgments about when to ask the group "Are we at a
point where we can make a decision about this issue (or recommendation, or
action item)?" If so, record a clear statement of that decision. If not, ask, "Keeping
aware of our time limits, what do we have to do to arrive at a decision?"

This can bethe most creativapar!: of tha discusszon "Gwen our concems what
combination of ideas will best achieve the cutcome we're looking for?" "Are there
changes in any of the proposals which will address your concerng?”

s -- As the discussion proceeds,

look for piaces to test for agreement

. Summarize what you see as the "evolving” decision. "Here is the decision
I hear us moving towards. Correct me if I've misstated it or left something
out." Ask the group members if they all agree with this decision. Look
around to see if every person has nodded or said yes.

, When reaching consensus is getting a little tougher, take actions to help
people move their position enough to achieve what might be called a “real
world” consensus. Here are some examples of what you might say in
these instances:
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’ "Do you agree that this is the best solution that we can develop
collectively?” Or...

. "Based on this discussion and our need to take action, can you
agree to this as a pracfical solution - perhaps one that is not ideal
and not exactly what you want, but nonetheless achievable.” Or...

. "Remembering that we all have to keep our common purposes in
mind, do you agree that this is the best action we can jointly take?”

There will be times when you will need to work to resolve disagreements. If people
simply disagree, what can you do? As a facilitator, you need to manage
disagreement openly and positively. Out of disagreement will often emerge
creative solutions, and agreements that people will carry out with energy. However,
this cannot happen if disagreements are pushed under the table or if they get out
of hand and dominate the group proceedings. Here are some things you as a
facilitator can do to be a positive force in facilitating disagreements.

. Summarize major points of disagreement or key alternatives. Ask if
everyone has been able to contribute his or her views and query the group
1o see if all major points have been discussed.

. Go around and ask each person to state what decision they would
recommend if it were up to them alone. If five or eight people agree,
address the three who did not agree and ask them questions like the

following:

. "What would it take to change your mind?"

. "What are the areas of disagreement and are they resoivable?”

, "Now that we have clearly heard each of our positions, what wouid

it take to get consensus on this problem?"

Whatever questions you use, you may then need to facilitate a discussion
to sort out the answer.

. Another approach is to ask people o consider the main reason that's
keeping them from agreeing. Allow some discussion and then ask these
participants what can be done. Then test for consensus again.
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, At a certain point, you may decide fo have the group vote. Ask how many
people would vote for something, and how many would vote against it. If it
is not a clear-cut vote, you can simply go with the majority, or you can
table the issue and agree not to decide. As a facilitator, when do you
decide to push for consensus as opposed to going with a simple (and
quick) vote? This is a judgement call, and it is made based on three

factors:

. the importance of the issue,

. the degree to which each person's or each unit’s support is really
needed for success, and

. whether a decision has to be made about a particular issue during
the meeting.

When making this kind of judgement, you are trying to strike a balance
between pushing participants to make a decision by voting, which doesn't
insure everyone's commitment {o the action, and taking foo much time to
reach consensus, which risks developing a sense of wasted time,
heightened disagreement, and failure to achieve resuilts.

8. Make sure you summarize agreements - These steps will help the group achieve
consensus. When you get agreement, acknowledge it, summarize key points,
identify actions, record the results, and move on. In many cases, it is important that
this agreement is written and distributed after the conclusion of the meeting.

As you go through these steps, keep discussion focused on the common purpose
-When you see the group drift off target, bring them back to the central purpose. {For
example, say "What we are talking about now is [x] and our purpose here today is [y];
let's make sure [x] is related to [y], or move back to the main topic.") Relate key points
and summaries to the purpose. (For example, you could say, "We have explored these
two aspects of the problem. If we can agree on an approach to dealing with these
aspects, we'll achieve one of the purposes here today - [x].") Restate the purpose to
help two individuals who are having a prolonged disagreement. (For exampie, you could
say, "Let me interrupt here for a second - we all need to remember that we are here fo
address [this purpose], which is affecting all of us.”)

Gauge when the group has talked about something “just enough.” -— Too much
discussion causes the group to lose interest, and feel that they are not using their time
productively. With too little, the solution may be inadequate, or the group may lack the
necessary commitment to carry out the solution successfully.

Determining when a group has reached the "just enough” point is not an exact science.

However, there are some signs that will indicate to you that it's time to push the group
towards a decision.
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«  Points or arguments begin to get repeated without any new knowledge or ideas
being developed. You get the sense that people are trying to convince each other
by talking louder or being repetitive. Often summarizing points that have been
made will help people realize that they have been heard and will allow the group to
move on.

*  Individuals in the groups have all had the opportunity to give a “reasonable”
amount of input into the discussion. If you have any doubts, ask someone who has
been silent if they have anything to add.

»  While discussing an issue with good participation from all at the outset, you notice
that only two or three people appear to be siill interested in the point under
discussion. The best way fo find out what's happening is to ask, "Have we finished
examining this issue?" Or, you could ask, "It seems like most of us are ready to
move on. Does anyone have a concluding point before we do so?"

Any of the actions suggested above will work well, no matter what happens. If the group
is ready to move on, they will breathe a sigh of relief and plunge ahead. If the group is
not, they will recognize it, and make a conscious decision to continue deliberating about
an issue.
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Collaborative Work Organization:
A Key to Achieving Empowerment and
Accountability®

Results Orientation, and Empowerment and Accountability. Results Orientation means
managing for the achievement of results by setting clear objectives and targets,
collecting adequate information to judge progress and adjusting strategies and tactics
as required. Empowerment involves investing others with authority to make and
implement decisions, and implies accountability for decisions which are made.

These values are important because they provide guidance for the development of new
agency systems and the impetus for institutional change. Perhaps more importantly, by
articulating these values the Agency is saying that it expects its managers and staff fo
behave in certain ways. This raises a number of questions - what are the everyday
behaviors that managers and staff should engage in that support a “results orientation?”
What can an individual manager, team leader or staff member do that will bring about
“empowerment and accountability?” What does someone need to do to invest others
with appropriate authority, to set clear work objectives and targets, to judge individual
and team progress, and to ensure accountability for results?

Over the past several years, there has been a growing interest in these kinds of
questions. Both public and private sector organizations are seeking to involve a wider
range of people in problem solving. In many organizations, there is a lessened reliance
on hierarchy and greater interest in teams. Participation and collaboration are being
emphasized and, at the same time, resources are shrinking and staff need to get work
tasks done “right” more quickly. All these factors are placing a renewed emphasis con
getting work done through and with others, and on the everyday process of how work
gets assighed.

Stories abound in many organizations about the work assignment process gone awry -
from both directions, the person giving the assignment, and the person receiving the
work. For example, one persen described the process of receiving an assignment from
her boss:

"I go into the office, we have a discussion about a topic, and | think there is an
assignment in there somewhere. But | only know it was there when, some days
later, my boss asks me how | am coming with such-and-such.”

1 Copyright, 1985 Training Resources Group, Inc.
Model excerpted from Coaching For Perforrmance, by John Whitemore
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From a manager's perspective, the following anecdote is not atypical:

"I am having trouble with [X]. Just the other day, we had a discussion about a
specific piece of work, and I thought we agreed on what he would do, and when he
would finish. 1didn't get the assignment when he promised, so | asked him about
it. He said, 'Oh, | didn't know that you really wanied me lo do that, and | wasn't
clear that it was important -- and | do have a number of other high prionity things on
my plate’. | was frankly astounded by this — I mean, | thought we had a clear
agreement.”

Although these are two separate examples, it is ironic to note that they could have been
describing the same incident. The point is that there are many opportunities for things to
go wrong in the work assignment process.

What happens when the work assignment process doesn’t work?

When the work assignment process is not done effectively, the negative results are real,
concrete, and they often become apparent quickly. Some examples of the more serious
problems which can occur include the following: tasks are simply not done or products are
not produced, the quality of work is inferior, time is lost as tasks have fo be redone or bad
work is thrown out, deadlines are missed, and the work often has to be "done over." All of
this costs time and money. Everyone who has worked in an organization for any period of
time has seen problems created by ineffective work assignments such as:

e ‘“reverse delegation” where the task is actually redelegated to the manager
o  work is delegated merely to avoid unpleasant tasks

¢ responsibilities are delegated to the same people which can lead to resentment by
those not chosen for greater responsibility, and to over-work for those who are
selected

Ineffective work assignments can cause problems for both parties involved, and reflect on
the competency of the person giving the work assignment as well as the person who is
receiving it. It is clear that there are many pitfalls to the work assignment process — what
is an apparently simple process is much more difficult than it originally seems.

What makes assigning work such a troublesome process?

There are a variety of things that can make the work assignment process work badly. A
common problem is that some people believe that only they can do a particular job well;
they have a "desire for perfectionism," or a belief in the "superiority of one's own work." A
variation of this problem is that some people believe they can simply do it faster than others
and do not want to take the time to "get the other person up to speed just yet.”
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Others simply like to do the work they did before they were promoted. Ironically, in some
cases, managers see their staff as being deficient or not competent to do the task, while
in others, they fear that the staff may be foo competent and do the job too weil. In either
instance, the person is reluctant to give the job to someone else.

Finally, getting clear agreements about work that is to be done requires that all parties are
skillful communicators, and sometimes this skill is not as finely honed as it might bel

The Benefits

After considering all the problems that can take place with the work assignment process,
it is helpful to recall the benefits that can happen when people do it effectively. Most
important, it gets the job done well, by the person who is closest to the work, the one who
knows the most about it and who should be doing it. In supervisory situations, it frees the
supervisor up to do the work that is appropriate for that role, and serves as a very practical
and effective path for employee motivation and development. In situations like the one
which USAID is facing ~- doing more things with fewer people — getting agreement and
clarity around work assignments means that people’s time, their scarcest resource, will get
used wisely, and that there is a greater likelihood that "right” tasks will be done in a high

quality way.
What will make it work — an approach to collaborative work organization

Traditionally, the term "delegation” has been used to describe the situation where one
person assigns work to another. However, in addition to the issues depicted above with
the work assignment process, we have come 1o believe that the word "delegation” is in fact
problematic. Both in concept and in practice, it all too often seems to imply to people a
sense of "dumping” tasks on others through some kind of one-way communication. Even
the very term "delegate” reinforces this image -- it derives from the Latin word delegare,
which means "to send away.".

As a precursor to improving the actual practice of assigning work, we thought it was
absolutely critical to transform the concept, so we changed the name to "collaborative work
organization” (CWQ). By this, we mean a recognizable conversation about a work assign-
ment between two or more parties. Although the term "collaborative work organization” is
a mouthful, we think it captures the two-way, active, participative nature that needs to char-
acterize work assignment conversations now.

On a general level, most everyone agrees that doing CWO is a good thing. However, what
we have found is that it is one of those simple concepts that is hard to carry out in practice.
The specifics often elude people involved in the process. Therefore, we offer a number of
explicit suggestions below that will help people improve their skills at CWO and make it into
a very powerful tool that can be used to insure increased work quality and productivity.
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What happens before the CWO conversation....

There are certain planning decisions one needs to make before engaging in a CWO
conversation. It does not necessarily take a great amount of time to think about the CWO
effort and to do the required planning, but it does call for rigorous thought. Here are some
of the decision points:

1.

What is the task?

This is a good place to start. The manager/team leader needs to reflect on what is it
that is to be done or to be accomplished? What is the goal? How does it fit in to the
larger agenda for the unit? Or is this in response to a crisis or a problem? If this is
the case, then the problem needs to be clearly thought out. In general, the key
questions here are the following: What is the task? How does this fit into broader
strategies? Why is it important?

Who should do the task?

Questions to consider here are the following: What are the strengths and weak-
nesses of various people that might do this task? Who is the most appropriate person
o do it? How does the workload look? Are there any staff development consider-
ations in deciding who should get this particular task? Is this a task that could be
more productively done by pairing people up, or putting together a team to work on
it? Would this multi-person approach increase quality?

When does the task need to be done?

About how much time will this task take? Over what period? What are important
deadlines? What might be some contingencies in this situation, things that could go
wrong, or delay meeting deadlines? How might these be handled? What is the priority
of this task relative to other things the individual or team is working on?

How do | involve this person in the discussion of the task?

In taking a collaborative approach to assigning work, the manager/team leader must
consider how to create a climate for a two-way discussion. What questions should be
explored? How should the manager overcome any tendency to do most of the talking?
What should be done ahead of time to allow the other person to prepare their
thoughts for the discussion? It may be important to make explicit the expectation that
they will contribute their ideas and views, especially if the person is not used to giving
input into work assignments.
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in addition to thinking about how to make the conversation interactive, the
manager/team leader has three other factors to consider in planning how to involve
this person in the discussion of the task. In order to support productive work,
managers "have to make sure that participation is worthwhile and will make a
difference to employees (the motivation), that people's knowledge and skills are
assessed and upgraded (the ability), and that people have sufficient resources and
authority to participate (the permission).”

As a manager/team leader approaches a CWO conversation with particular individual,
he or she will want to consider how to discuss:

¢ Motivation - As people do work, they need to feel that their efforts are making
an important contribution, that they are appreciated and that there is "something
in it for them.” What should be said about benefits of this person doing this task?
How should someone who is not highly motivated be approached around this
task?

¢ Ability — Managers/ieam leaders need 1o help employees gain the knowledge
and skills necessary to do a particular task. What assumptions are being made
about this person'’s ability to do this task? A person who is new, or lacks skills
may require more structure and support than someone who has demonstrated
in the past that they are abie to carry out a particular task. How should issues
like needs for coaching or other support be raised during this discussion?

e Permission -- If someone is given a job to do without the authority to do it,
motivation dies and knowledge and skills are not put to use for the good of the
organization. Employees must be given the support and resources o participate
in a meaningful way. For many tasks, the difficult part for the manager is
determining what it means to "share” decision making. Am | seeking input, but
reserving the right to make final decisions? Are we agreeing that decisions will
be made only after we both agree? Is this person expected to make certain kinds
of decisions about this task without consulting me?

To a certain extent, exactly how much the managerfieam leader needs to think through and
answer these questions depends on the person who is being given the work assignment
and the task involved. In any case, the manager needs to give some conscious thought as
to how to make this conversation one where listening, asking questions, coaching, shared
goal setting, and consensus building are primary elements.

This kind of planning doesn't need to take an extraordinary amount of time, and it can be
done informally, (e.g., in the shower, driving to work). However, it is critical that thought
be given to these issues at some point, or the manager runs the risk of having a sloppy,
ambiguous and unproductive CWO session. Now what about the CWO session itself?
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Six Elements of a Collaborative Work Organization Conversation

In order to carry out an effective CWO conversation, the following elements must be
included. They are numbered, but we are not suggesting that they need to be carried out
in any particular sequence. The key to a successful CWO conversation is ensuring that this
is a two-way conversation throughout.

1.

Set a climate for two way conversation

To set the tone for participation, be explicit about the desire to engage in a two-way
conversation. Often, this is an assumption held but never articulated, saying, "l want
to talk with you about this task, and I'd like to get your input as much as possible so
we can work together and get agreement on how you will proceed.” It is also
imporiant to state what is expected in the way of input. "l want you to share your
ideas and ask questions so we are both clear about the work to be done and the
necessary support and resources to make it happen.”

Ensure that your actions are consistent with your stated desire to have input and
participation. As you go through each of the steps, allow or solicit questions. Make
it a two-way conversation. Provide an apportunity for the individual to share ideas
about the task, to discuss altemnative approaches, and to consider the impact of this
new task on other assigned work.

State what the task is

After the normai opening pleasantries, the manager should begin by clearly
describing what the task is and what you expect the person to do "l want you to...".
Make sure you let the person know what you have already decided and what is
open for discussion. Depending on the particular person and the task, it might in-
volve saying the following: "l want you to do this particular task — let me begin by
describing exactly what we need as a written product, and than | will suggest how
| want you to start....". On the other hand, it might begin as follows: "Here is this
task, | know you have done something like this with high quality many times in the
past, and | want you to run with this one...we can discuss together some of the new

"

aspects....”.
Background, reasons for the task, and its priority

Share any important background information you think would help the person under-
stand the task so that he or she could do it more completely and accurately. In
cases where the task comes as a result of a front office decision or mandate from
AlD/MWashington, say so. Be clear about the amount of control at the local level over
the implementation of the task. Put the task in the perspective of overall unit goals,
priorities, and other work being done by this individual.
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4. Benefits of this individual doing this task

Share what you perceive to be the benefits of this person doing this task. These
could be benefits in terms of extra quality the person could bring to a particularly
important task for the unit; it could involve a benefit in terms of staff development for
that person, or something that is an important part of the employees work plan for
this year. It could simpiy be a benefit for the unit if this person does the work.
Avoid overselling — spending a lot of time trying to convince the person that he or
she ought to do this particular task, Above all, do not try to falsify the importance
of a task, or inflate something, or create a substantive reason when none exists.
Finally, avoid talking about the benefits of the job before you have clearly stated
what the task is.

5. Reaching Agreement on quality, level of effort and timeline

It is essential in this conversation to reach clear understanding and agreement about
the quality of the service or product expected. For example, what would be an
acceptable product? What would be an extraordinary product? What are we
shooting for in this instance? What level of effort will it take to achieve the quality
we're aiming for? Are we all committed to that standard of quality and level of
effort? What's the real timeline you're aiming for?

6. Clarity on next steps and agreement on an approach to monitoring

Confirm agreement on steps to be taken to accomplish the task. These could be
intermediate steps - "so could you have a draft pian describing how you wouid
approach this project to me by next Tuesday," or they might be all the steps
necessary to complete the task — "OK, you'll check with Bill in the Controller's Office,
and get the figures back to me by COB tomorrow.” Insure that the individual
understands the task and that there is agreement about what is expected in the way
of an output - intermediate and final. Confirm the extent of authority and decision
rmaking that will be carried out by the employee.

Finally, discuss how and when monitoring will occur. Make a distinction here
between the kind of monitoring you need to feel comfortable about levels of prog-
ress and quality, and the information you may want in order to deal with queries from
others ahout progress on this task.

How to have a CWO Conversation -- CWO from the perspective of the other party

So far we've looked at these six elements from the standpoint of the person who has
something that needs to be done, but as we said it's critical to make this interaction a two
way street. It's not simply a matter of the supervisor "giving" the staff member something
to do. Both bring a lot to the conversation and it's critical to be able to take advantage of
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what both bring. With this model, the emphasis is on the interests of both people. We are
talking about an approach that requires both parties to respond to each other in ways that
are different from what we might see in a more "traditional” interaction where work is
"assigned.” When you look at a CWO conversation from the perspective of the “other”
person, it is again important to think about two elements — preparation and the work plan
conversation itself.

Preparation - Quite often we do not think of the "other" person needing too much time to
prepare for a work plan conversation, and assume that it is up to the perseon initiating the
conversation to have thought through what should happen. If you know ahead of time that
you will be taking part in a work planning conversation, it can be very helpful to take a few
minutes to think through several questions:

. What do | know about the task we will be discussing? What additional information
should | seek about the task before the conversation? What do | want to make sure
| ask about during the conversation?

. What ideas do | have about how to approach doing this task?

. Who do | need to help me with the task? What support or authority do | need from
the person initiating this conversation?

. What other work am | doing now and how does this new task fit into current
deadiines? How interested am 1 in this task? How much ownership do | feei?

. What do | need to be doing with this person in this conversation to be making it a
two way interaction?

Typically those on the receiving end of CWO conversations see themselves as playing a
passive role. For most people, being a “partner” in a CWO conversation requires a change
in view of how they are supposed to behave in these kind of conversations. Thinking
through these kinds of questions helps to prepare the "other person” to play a more active
role in this interaction.

Work Plan Conversation - Once you have given some thought to preparing, you're ready
to have the conversation itself. Some of the actions you might want to take include:

1. Be part of a two-way conversation. Let the other person know that you are
interested and ready to contribute to the discussion about this task. Look for
opportunities to demonstrate that you can actively contribute.

2. Confirm your understanding of the task and what you are supposed to do.
Repeat your understanding of the task in your own words. Share your ideas about

the task and how it might be approached. Be prepared to falk about how you wouid
see the task being accomplished.

Training Resources Group, Inc page 80



CIAT ¢ Strengthening Teams

3.

As the conversation proceeds, ask questions, give input and summarize
agreements. Ask questions to clarify your own understanding of the task. If you
don't understand something that is being said, paraphrase what you do understand.
Contribute your ideas to make the result of this conversation even better. Look for
places to summarize agreements that have been made as the conversation
continues.

Be sure you understand the background and priority of this task. Ask
questions that would give you information fo do the task more completely and
accurately. Think about the other work that you are currently doing. If necessary,
ask "how does this task fit into other priorities?" If you have concerns about your
interest in or ability to do the job (e.g., Is it possible to meet this deadline? Are the
necessary resources avaitabie? Do | have the skills that are needed? Do | feel
committed to doing this task?), you should express them clearly to the other person.

Reach agreement on quality, level of effort and timeline. You may need to take
the initiative to clarify - what are we aiming for in this instance, an "acceptable”
product or an "extraordinary product?”

Get clarity on next steps and reach an agreement on how your performance
of this task will be monitored. Confirm what steps you both have agreed to take
to accomplish the task. Discuss how you will be monitored. When will you takk to this
person again about this task? What is expected at that time? Don't let the
conversation end if the next steps that you and the other person will be taking are
not clear to you!
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Having trouble devising an appraisal system that measures
both team and individual performance?

Here’s help.

------------

MAKING

PERFORMANCE
APPRAISAL WORK
FOR TEAMS

Do you hear comments jike these in
your organization?

“Our performance-appraisal system
gets in the way of using teams more effec-
tively. We still reward only individuals, and
that's undermining teamwork.”

“1 know we're supposed to pay for team
performance, but | can’t figure out how to
measure that It's too subjective. And if
you can't measure it, you can't manage it,
right?”

“These 380" peer reviews are just popu-
larity contests. What I want to know is,
how weell is this team performing?”

“Why aren't | busting my butt for the
tearn objectives? Well, let's see. First, my
raise depends entirely on meeting my per-
sonal objectives. Second, my supervisor
doesn't really know what I'm doing on the
team, let alone how well T'm doing it. Any
more guestions?™

These are some of the symptoms of a
problem that has grown in direct propor
tion to the spread of the team concept
throughout the American workplace: the
teamm-hostile performance-appraisal svs-
[e1mn.

Teams are becoming an ntegral way of
life for American companies. In the Au-
tumsnt 1992 issue of the American Com-
pensation Journal, Edward Lawter and
Susan Cohen summarized surveys that
showed that teams of various types are in
use in nearly all of the Fortune 1,000 com-

BY JACK ZIGON

pates:

+ Eighty-seven percent of these large
companies are using parailel teams——
groups of individuals working outside and
parallel to the existing organizational
structure, usually with the purpose of im-
proving quality. Quality circles and alt
sorts of temporary problem-solving teams
fall into this catepory.

+ Almost all large companies are us-
ing project teams—usually cross-func-
tinnial teams brought together to com-
plete a project lasting several months to
several years. After the project is com-
pleted, the team disbands. Examples in-
clude product-development teams or
teams charged with opening a new
plant,

s Nearly half of these companies now
are using permanent work feams to ac-
complish their everyday business. These
teams are not outside the organizational
structure, they are the organizational
structure.,

If we're going to use teans to do a great
deal of the thinking, the planning and the
working that goes on in our organizations,
it stands fo reason that our human-re-
source systems---performance appraisal
in particufar—ought to support team per-
formance, But they generzlly don't. And if
those commenis above sounded dis-
turbingly familiar, vou've got problems at
VOUT COmpany.

WHAT'S THE TROUBLE?

An appraisal system is supposed o be
useful for communicating expectations,
for providing feedback that helps people
improve their performance, and for dis-
pensing pay and other rewards. Why don't
our iradifonal appraisal systems support
teams as well as they need to? There are
several reasons.

s Most performance-appraisal systems
were devetoped with only individual per-
formers in mind. The ideas of self manag-
ing. crossfunctional and other work-team
structures were too new or were used too
infrequently to take into account when to
day’s systeins were designed.

s Mezasuring team performance is dif
ficult. Crogs-functional teams are often
made up of well-educated, creative and
specialized “knowledge workers.” It's
hard enough to measure the perfor-
mance of research scientists, graphic
artists and design engineers as individu-
als, Put them on a cross-functional team 1o
develop a new product, and the difficuity
soars. In addition to the problem of devis-
ing objective performance measures for
white-coltar work, it is often difficult to de-
cide where the team leaves off and the in-
dividuals begin.

s Different types of teams require di&
ferent approaches to measurement. Many
appraisat systems use one commmon set of
evajuation factors. One obvious problem is

Jack Zigon is president of the Zigon Performance Group, g management consulling firm
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It’s hard enough to measure the performance of research scientists as individuals.
Put them on a crossfunctional team, and the difficulty soars.

that a “peeds improvement” rating on the
“tearn player” scale just doesn't give a per-
son the sart of specific feedback needed
to improve performance. Another problem
is that a protect team that comes together
for 2 one-shot product Tollout needs o be
measured differently than a permanent
work team assigned to troubleshoot and
install computer systems. The project
teamn will derive its measures entirely
from the quality of its deliverables (for in-
stance, the product specifications, packag-
ing and training materfals it produces) and
from the eventual suceess of the product
ot the market. For the permanent work
team, on the other hand, performance
measures will spring at teast in part from
the ongoing work processes the team uses
to meet its customers’ needs.

Further complicating the matter is that
crossfunctional teams are much harder to
measure than homogeneous teams. A ho
megeneous team is made up of many peo-
ple doing the same job—10 customer-ser-
vice reps in 10 regions, for instance, Once
you've developed measures for one rep,
the other reps will be able to use them une
changed. This sharing of individual mea-
sures won't apply to a cross-functional
team that is made up of five players with
different jobs and expertise.

+ The guality mevement has down-
played the potential contribution of ap-
praisal systerms. The Iate guality guru W.
Edwards Deming went so far as to declare
that appraisals should be abolished a3
they are inherently destructive systems
that actually defeat the purpose of improv-
ing performance.

But American companies have not
abandoned performance appraisals, and
for good reason. Deming was only partly
right: Foorly designed systems should be
thrown out, Gﬂmeﬁthexhand,thepawff
from a well-designed appraisal system can
be enormous. For instance, Yellow Freight
System Inc., a trucking company based in
Overland Park. K5, documented 820.8
million in performance improvements al-
ter installing a new appraisal systemn.

FIVE KEYS

Appraisal systems don’t have o be hos
tile to teams. Here are five keys to design-
ing a system that supports and improves
the performance of teams—and aiso the
individuals whe compose them.

1. Tie the team's resulls io the organize-
tion’s goals. To appraise the performance
of teams, we need o find measurements
that apply to important goals that the tean
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is supposed to accoraplish. The results we
want o measure share two characteris-
tics: The team must control the thing, and
the thing nmust contribute to the organiza-
tion's suecess.

To do this, obviously, we first have to
understand exactly what it is that the tearn
is supposed 10 do, and how that fits with
what the organization as a whole is trying
to do. A helpful place to begin is to look at
the organizational level on which the team
Is operating,

The way yvou measure performance
should vary with the different jobs and lev-
ls in your organization. Measures that
make sense in the executive suite can
cause all sorts of dysfunctional behavior if
applied indiscriminately at lower levels. A
performance-pyramid model devised by
Cambridge, MA, constltant Kelvin Cross
{see Figure 1) is useful for identifying the
right kind of measures for different levels
of an organization.

At the highest level of the prramig,
Cross proposes, strategy is key, To rate the

performance of executives {or an execu-
tive team), therefore, the measures that
most concern us should be those that eval
uate the success of the overall business
strategy: How many sales dollars have we
generated from our entrv into the mater-
nity-fashions market? How many new out-
lets have we opened this year?

A business unit {division, profit center,
etc) is inferested in two general kinds of
measures—financial and market-reiated.
Financial measures of 4 business unit’s
performance include things like sales dok-
lars, ROT and stock value, Market mea.
sures inciude growth in market share,
changes in market share relative 1o the
nearest competitor and soon, f a team is
responsible for guiding a business unit—
ard has substantial control over the whole
unit—those are the kinds of measures by
which we want to judge its performance.

Moving down the pyramid, the work
has to get done inside the business units
using some operating system or business
process—some sequence of steps that

FIGURE 1
CROSS’ MODEL FOR IDENTIFYING PERFORMANCE MEASURES
AT VARIOUS LEVELS OF THE ORGANIZATION
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Deming was only partly right:
Poorly designed appraisal systems should be thrown out.

starts with, say, a customer order and
ends up with a satisfied customer. In most
companies, this sequence of steps cuts
across the organization's hierarchical
structure. To achieve the financial and
market goals, the business operating sys-
tem must improve performance in three
general areas: customer satistaction {mea-
sured, perhaps, via surveys, focus groups
and repeat business}; flexibility/innova-
tion (number of new products introduced,
reductions in product cycle times); and
productivity (measured in terms of vol-
ume, cost reduction and so on).

For a team working at the department or
work-unit level, customer satisfaction boils
down to questions of quality and delivery:
meeting the customer’s quality require-
ments and delivering when you say you
will. Measuring these factors might include
counting customer complaints and track-
ing delivery dates or the milestones in a
product-development process. Other major
concerns at the work-unit level include cy-
cle time and waste. Waste might be mea-
sured, for example, by counting the num-

------------

ber of production delavs due to botched
“handoffs” from one unit to another.

Those are the kinds of goals and mea-
surements we ought to be looking for
when we set out to appraise the perfor-
mance of teams.

2. Begin with the team’s customers and
the work process the team follows to satisfy
their needs. Creating team measures pro-
gresses more quickly if you start with the
team's customers. Using process map-
ping, a technique from the “re-engineer-
ing” tool kit, you can create a graphic pic-
ture of the work process the team uses to
meet its customers’ requirements: all of
the steps and handoffs that cccur on the
way to producing the team’s final product.
The technigque works especially well if the
teamn is responsible for an ongoing pro-
cess such as order fulfillment.

A process map will show you three po-
tential measuring points. First, the final
product the customer receives can be
evaluated in terms of the customer’s re-
quirements. Second, the handoffs be-
tween teams can be evaluated based on

delivery and quality. Third. the process
steps can be evaluated based on waste and
cycle time.

If the team is responsible for a one-time
project such as developing and launching
a new product, a better starting point than
the process map may be the final product
and the list of project "deliverables"—the
concrete tasks or accomplishments that
have to be completed on the way to the fi-
nal product. A project team at Louisville,
KY-based Kentucky Fried Chicken Corp.
that is responsibie for a new rotisserie-
chicken product has its final results mea-
sured using sales, operations and financial
metrics. As part of the project, the same
team produced nine deliverables, each of
which also could be measured: restaurant
modifications, product specifications, a
marketing plan, a training package, com-
puter-systern modifications and so on.

3. Measure both team and individual per-
formance. Understanding the team’s objec-
tives is only the first step toward building
an effective appraisal systern. Each team
member also needs a clear understanding

TABLE 1

PARTIAL ROLE-RESULT MATRIX FOR AN OIL EXPLORATION TEAM

Tasks— 1. Geological Mapping 2. Reservoir Analysis 3. Well History and
+ Players Performance
Exploitation ¢ Subsurface interpretation * Log analysis * Log correlation
Geologist * Volumetric maps + Zone identification
Geophysicist ¢ Seismic interpretation » Amplitude and attribute
« New exploitation and studies
exploration prospects » Volumetric maps
* Subsurface interpretation
Exploration » New trends * Recognition of depositional ¢ lLog correlation
Geologist = New exploration prospects environment « Zone identification
* Log analysis
¢ Volumetric maps

Reservoir * Reservoir parameters which * Reservoir characterization * Production and
Engjneer affect mapping * Material balance evaluation performance anomalies

» Volume forecasts -

* Analogies identified
Pro(.iuction * Descriptions of well mechanics
Engineer + Production and performance

anomalies
e Volume forecasts
¢ Analogies identified
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Some work can’t be meaningfully measured with numbers.
This is often mistaken for an enormous problem.

of the individual obiectives he must meet
to support the team’s common objectives,
One way to clarify these individual objec-
tives is to define the roles of each team
member in terms of accomplishments
that support the team's work process.

A convenient way to do this is to create
a matrix like the one shown in Table 1.
Along the top of the matrix, list the key
tasks the team must accomplish—the
ones you identified while mapping the
team’s work process. Down the left side,
list the players on the team. Inside each
cell are the valuable accomplishments
each member contributes 1o the team.

The roleresuit matrix shown in Table §
is a piece of & larger matrix {the original
had 12 process steps and 10 team mem-
bers) developed for a crossfunctional oil
exploration team at the American Expio-
rationn Co. in Houston. As you can see,

vvvvvv LR N2

a chartand be reminded of the kev things
she is supposed to contribute. And the
manager or appraisal-system designer
cotdd look at the chart and find plenty of
opporfunities for measuring performance.

4. Shoot for venifiability, Dot try to wmva-
siere evervtning using numbers. Some work
can’t be meaningfully measured with
nambers. This is often mistaken for an
enormous problem. Wark can always be
described using words. The key is verifia
bility: Can we verify that the performance
standard has been met or exceeded? If so,
the standard will be usefui as a tool for
communicating expectations, offering
feedback and dispensing rewards.

While numbers are easy 1o verify, de-
scriptive performance standards can be
just as useful if they have three compo
nents: 4 judge, faciors the judge looks for,
and a verifiable description of what repre-

each member of a team coudd Took at such  sents meeting expectations.
TABLE 2
VERIFIABLE PERFORMANCE STANDARDS
FOR A GRAPHIC ARTIST
Accomplishment Performance Measures & Standards
Product logos 1. All agreed-upon deadlines are met.

budget.

versions,

text,

2. Vendor costs are within the agreed-upon budget.
3. Designer’s hours are within + 10% of the agreed-upon

4. Supervisor is satisfied that the logo:

a. Reproduces well in various sizes and in three
dimensions.

b, Can be used as one color, line art and halftone

¢. Conveys the function of the product.
d. Has a strong identity and resds well.
e. Uses type in a unique manner.
{. Has high-quality art
5. Clientis satisfied that the:
a. Image conwveyed to the public is the image the
client wants {0 convey,
b. Message is clear.
¢. Logo is easily recognizable.
d. Typeface matches the personality of
product/program.
6. Exceeding expectations = The logo design wins an
award; customers say they are excited about using

the logo; the loga is used for 10 vears; the logo graph-
ic grets public recognition without the accompanying
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RL. Polk & Co,, a direct-mail publisher
based in Detroit, employs graphic artists
who create logos for new products, Table
2 shows an exampie of the verifiable per-
formance measures Polk has created, us
ing both numbers and descriptions ta de-
fine what a good job of logo design looks
[ike at this company.

While each factor in the table requires a
subjective judgment, the graphic artist
knows who is making the judgment and
what the judge will see if the logo is a good
one. Alogo that can't be read at both half
ineh and 12foot sizes doesn’t meet Stan-
dard 4-2. One that can't work in black and
white as well as in four colors doesy’t meet
Standard 4-b. And note that Standard 6 de-
scribes what would have to ocour for the
{ogo 10 be considered exceptionally good.

5. Train the team to cregie its own mea-
sures, The process of defining common
team objectives plus individual roles and
objectives accomplishes two things. First,
it helps the team develop into a more co-
hesive unit. Second, it gives the team the
measurement system it needs to be self-
managing.

The skiils and knowledge needed to
create such a measurement system can
be tzught using selfpaced training materi-
als, sample performance obiectives, and a
trained facilitator to answer questions and
give feedback. While the first draft of the
tearn’s chjectives can be created very ear
Iy in the team-development process, the
team nieeds to know how to refine the ob-
jectives as time passes and changes occur.

UPGRADING YOUR SYSTEM

You dont necessarily need to junk your
present appraisal system and start anew in
order to apply the above principles. You
may be able to upgrade the one you've al-
ready got, Here's how to go about it

1. Review the system’s objectives. Does
the system still fit the organtzation’s busi
ness needs? What are the system’s goals?
How do executives, managers and work-
ers rate the system in terms of usefulness,
fairness and accuracy? Goals that aren't
being met or low ratings of usefulness,
fairness and accuracy may point to the
need for a more extensive redesign,

2. Decide the link to the pay system. Do
vou want to pay for individual as well as
team performance? What will be the rels-
tive weights of the two? How will the dof
lars be allocated across business units that
perform at different levels? How much
will pay decisions depend on the supervi-
sors judgment vs. a defined pay scale?



Instead of arbitrarily assigning weights to team and individual objectives,
consider allowing the supervisor and employee fo negotiate.

3. Build the link to teams into the systen:.
H your appraisal form depends on written
explanations of objectives and actual
progress, leave space on it for teamn objec-
tives. If categories are used {such as
“quality” or "customer service™, add one
or more for team performance and add a
page that defines the team’s common ob-

jectives.

Instead of arbitrarily assigning weights
to team and individual objectives, consider
allowing the supervisor and employee to
negotiate and agree on the relative priork
ties of the different objectives. Define
ways to gather feedback from multiple
sources, including customers inside and
outside the team,

4. Create examples of team and individu-
ai objectives. Nothing helps employees
write useful performance objectives more
than examples of good measures from ac
tual company positions. Choose 4 success
ful teamn as a model and develop perfor-
mance measures and objectives for the
team and each individual member.

Consider inchiding exarmples of 100r 15
other jobs that are either difficult to mea
sure or that turn up frequently throughout
the company in similar or identical guises
{secretary, supervisor, sales rep). Provide
this collection of examples to everyone
who creates performance sbiectives, Cre-
ate a similar collection of end-ofvear ap-
praisal examples to improve the quality of
the feedback given to the employees.

5. Tratn everybody 1o use the system. Cre-
ate 2 job aid that provides step-by-step in-
structions for how to create performance
measures. Write a selépaced module that
explains how to do each step, and provides
examples, work sheets and feedback. Teach
local trainers to provide feedback and an
swer questions while the teamn is working
through the setfpaced traming module.

6. Evalugte and refine the syiem, No ap-
praisal systern works perfectly the first
time, Fvaluate it to determine how well it
is achieving its poals and where it needs to
improve, Monitor emplovee and supervi-
sor opinions 1o track the usual dip in satis-
faction and ensure that the new system is
indeed better than the previous one.

TEAM-FRIENDLY

Team-hostile appraisal systems are usu-
ally the result of poor design and 2 jack of
effective measurement modeis. We can
make appraisal systems more teamriend-
ly by revising them to align organizational
goals with team goals early in the team-de-
velopment process. Deciding how pay will
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link to both individual and team perfor-
mance will help us figure out the kinds of
information we'll need to make these pay
decisions.

Concentrating on verifiability rather
than exclusively numeric measures allows
us to set performance objectives for many
more teams and individual team mem-
bers. Providing examples and step-by-step

instructions will help new and old teams
create the tailored performance measures
they'll need 10 communicate clear expec-
tations and to provide themselves with otz
of useful feedback.

Measuring team performance is diffi-
cult but not impossible, And it can pay off
in better quafity, shorter cycle times, and
improved customer satisfaction. i
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The Power of
Peer Review

By Martiy L. Rarsay axD HOWARD LEHTO

Peer reviews are a way for teams to support each member in improving both individual
and organization performance. The team jacilitator plavs a crucial role.

ur organization wis coming
Oto the end of another peer-
performance review session.

A team of engineers had just
reviewed a team member's perfor-
mance, A vereran engineer known
for his gruff outiook said. *I thought
that peer reviews were a way for
managers 1o shirk their durty. But I'm
inpressed. This has great potental.”

What makes peer-performance
reviews so powerful? In our case. the
answer goes back 10 1987, when
Clark Matenai Handling Company—
then headquartered in Lexington.
Kentucky—ifaced 2 tough market-
place. CMH had closed two plants.
At the same ume. it was building a
new factory in Lexington to produce
electne forklift rucks.

The new factory would operate in
z new wav—inrough self-directed
work teams. CMH's preemployment
assessment center would focys on
peopie's abilities to work in teams.
Training programs would be
designed to create group competen-
cies. And 3 performance-review svs-
iem would be deveioped o reinforce
the competencies and other stan-
dards of excelience.

From the outset. 3 major goal was

1o move from supervisor-led perfor-
mance reviews 10 peer-based perfor-
INANCE EVIEWS.

By 1992, that gpoal seemed feasible.
Work 1eams were funcuomng well in
the Lexington factory and in a newer
plant in Danville. Kentucky. Team
members were expected (0 manage
therr own work scheduies. to engage
in group problem solving. and to
interact effecuvely with each other
and other teams. To those ends. the
company had provided traiming in
imerpersanal skills, effecuve meet-
ings, problem solving, and business
DIOCesses.

Now. the teams seemed mature
enough to start conducting peer-per-
formance appraisais. But first, thev
needed the appropnate traming,

Advisory communiess were estab.
lished ar each of the Kentucky
plants and at corporate offices. The
commiiess—composed of mana-
gers at each facilin—were responsi-
ble for assessing their iocauons
training needs and for ensuring
saming delivery. Manv of the denti-
fied training needs were technical:
others were behavioral. One need
was to correct and improve cihérs
performance.

Getting started

The first order of husiness was i«
select 1 model for peer-performance
reviews. In one model. teams couid
provide input into supervisors
reviews, An alternauve was for the
teams ¢ conduct reviews withou
imvolving supen wsurs. The advisorn
commuttee a1 the Danvilie plan!
chose o model in which reviews are
conducted both by 2n employee's
work-team members and his or he
supervisar. In many instances.
empioyees’ supervisors or manzagers
are members of their work teams.

A facilitator would provide wain-
ing to teams on conducting peet-
based reviews. guide team members
through the appraisal process. and
facilitate the actual reviews.

Next. the plants teams were
trained in conducung an actual peer-
performance appraisal. Managers
insisted on being first to be réviewed
by their peers. Plant manager David
Rhocdius said. “We cant expect other
teams to submit 1o peer reviews if
the management eam doesn’t.”

Overall. the resuits of the trial run
were positive. Managers gained an
increased appreciaton of their col
jeagues |ohs. Said one manager 10
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anotiter. ~1 had no idea that s what vou
(did.” Another manager pointed oul
it the team had a responsibiliy ©
hwlp mmprove the pertormance of team
membeers who got low raungs on therr
ceviews, [n effect. the team took own-
~rship of its members mungs and ther
acdndual improvement.

The managers decided to impie-
ment peer-performance reviews
riroughout the Danwille piant. The
Lexington plant followed suit. And a
department at corporate headguar-
rers 2lso began implementing peer
reviews,

The naw system

The new appraisal svstem consists of
re-0 phases: review and feedback.
During the review phase, the team-—
in the absence of the member being
reviewed—discusses the teammaie ~
PEFTONTINCE, JEress On 2 raing. und
produces a written review. In the
regdback session. tewm members dis-
cuss the rating with the review sub-
iect and encourage him or her to
respond. The facilitator participaies
in each phase.

Each work team recenves iraning
immediateiv before it is about 1o con-
duct its first peer-based review. When
severa] people leave a team, the wn-
inge is repeated for the new members.
Most of the raning focuses on the
review phase. in which ream mem-
hers examine the critena for ratng,
thewr peers. Tvpically. team members
are already famuhar sk giving ane
recerving feedback and with group
dypamics. because of past work-team
mnning in inrerpersonal and other rel
evane skiils.

Some of the training takes the form
of a simulated peer review. Dunng
training. 1 temporary empiovee
Jgrees to be the review subject. to
make the traming as expertenual as
possible Pamaipans have the advan.
iage of tramung with 3 “live” subject
whom they know. Genenilv. tempo-
rary empliovees a1 CMH arent re-
viewed on g regular basis. The train-
ing 15 thought of as an Jdctual reviewn
that doesn t count. About <0 percent
of CMH's workforce s made up of
temporary emplovees, so finding
reviewy subjects for the mnnung hasny
heen a problem.

In the first step in the actual
Jppraisal process, (gam members

farruitarze themseives with the com-
pany s 10 standards o1 excellence:
v guality of work
ob knowledge and skills
work performance
adaprabilite and flexibilicy
customer rejauons
safety and housekeeping
dependabilitv and rehabiliey
mrauve
stewardship
interpersonal reizuons and 1eam-
WOrk.

Team members also ook over the
sCoring systenu
» O0—Needs much improvement.
Performance does not meet reguire-
ments: substantai progress s needed.
» |—Needs improvement. Perfor-
mance often does not meet reguire-
mers: visible room for improvement
LXISLS.
¥ 2—Good and competent. Pertor-

W W W W W W W W

ONE PERSON GAVE
A TEAMMATE A LOW
RATING BECAUSE HE
“DIDN'T LIKE THE
$.0.B." THE RATING

WAS RAISED
—

marnce normaily meets hasic requre-
ments and mav exceed expected lev-
eis 1n some cases,

¥ 3—Highly effective. Performance
usually exceeds requirements and
mayv far exceed expected levels in
Some areas,

¢ Oustanding. Performance con-
sistently far exceeds requirermnents
and is visibly superior 1o that of most
others.

The maximum 1otal possible is +0
pownts. At thiy stage. team members
generally inmate a discussion about
expectations. What are the ream s
expectations of the team member
being reviewed? Whart are the reams
expectatons of uselft In terms of the
peer review. exch team member has
1o have the same expectauons of oth-
ers and him- or herself. Otnerwise,
the 10 standards of exceilence arent
equutable. Through the actusi up-

praisal process. the expecranons are
commurucated in specific terms (o the
review subject and 1o the team.

Some team members mav realize
that thev aren't knowledgeable about
each other's jobs. Thar is especiallv

* true among emplovees with diverse

responsibilities. The facilitator in-
structs any team member who is
unsure abour 1 review subject’s job
to give average rarings at first. and
then 1o adjust the ratings as other
team members provide observauons
and documentstion.

A critical aspect of the pesr-
review process is abservable behav-
ior. The facilitator's toughest task is
to make team members undersiand
that evaluations must be based on
actuat observauons. Opinions and
feelings don't count. Féer reviews
cant wirmn into team hugs or opporu-
nities for revenge.

Consider the case of a team mem-
ber who gave vne of his wammates
a wotal rating of 10 (out of a possible
40) because he -didn't like the
5.0.B.” The facilitator asked for
observable behavior to support the
rating, and the rater couldn’t provide
it. The rating was raised. And the
rater ieamed that figures have to be
backed by facts.

The observations must be made
throughout the 12 months before the
review, 1o eliminate the “halo
effect’—the tendency to ailow an
emptovee s recent behavior o color
a rater s opinion of the employee’s
actions over a longer period. in addi-
tion. ratings should be based on
behavior that is the norm, not the
exception—whether the behavior is
good or bad.

Team members are required to
provide specific information on a
peer's performance. “She does good
work™ or "He jets us down a jot” is
not an acceptable starement O sup-
port a rating. Team members must
give actuai examples or stalistics—-
such as. "Quality assurance has
logged oniv rwvo defects against her
all vear.” or "He has been absent 12
davs this vear.”

People mav find that managers on
the team have more specific input
than do other members. For exam-
pie. an engineering manager. who
asked 10 be last 1o give a raung. gave
the review subject a much lower
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Points for the Facilitator/
Trainer

Here are several impormant fac-
tors in building an effecuve,
team-based peer-performance
review system:

» Select and review 2 model of a
peer-performance review system.
» Review vour organization's
standards of excellence,

» Review the rating system and
criteria for each score.

¥ Establish expectations for
teams as a2 whole and for each
member,

3 Ensure that ratings are based
on observable behavior.

y Define good documentation
and how 1o produce it

¥ Heip pamicipanis overcome i
lack of knowledge about other
tearn members’ jobs.

» Incorporale supervisors and
managers Nput as peer mput.

¥ Determine the meaning of
consensus and ways (o achieve it
¢ Commil {0 “no surpnses.”
Require team members to be con-
tinuousty supportive of each other,

score than had nonmanageral eam
members. In discussing the disparny.
the team found that the manager had
sole access 1o dawn that indicared the
emplovee wasn't performing well. In
response (o the managers documen-
muon. the team lowered its muang. In
the process. ream members became
aware of the manager's expectanons
and realized that their tezmmate
needed their help 10 improve.

One role of the facilitator 15 10
help 1eam members reach consensus.
Despite traiming in that area. eams
can have difficulty agreeing on the
rafling given to a team member.
Sometmes. team members wil quab-
bie over tenths of a poal vven
when the final total score wont be
affected. The facilitator shows the
tgam that consensus meuans Coming
to a decision exch member can sup-
pori. even when the finul decision
may not be evervone's first chowce.
What 15 unponant is that eucn team
member has a sufficient opporuniy
o wyluence the final outcome.

Last. the facilitaror empnasizes
that there should be no surprives

during a review. Teams shouldnt
collect negauve data all vear and
then dump criticism on an emplovee
at review time. Instead. eam mem-
hers have a responsibility to heip
gach other perform well. once they
know the performance expectanions.
Unfortunately. some people reson o
finger pointing in peer reviews,
Instead of accusing the review sub-
ject, the ream should examine its
own failure to communicate expecta-
tions clearly and (o help ream mem-
bers meet goals.

Peer reviews in action

Once teams are rained in conduce-
g peer reviews. the actual reviews
can begin, typically around the
vearly anniversary of an emplovee's
first dav on the job.

The emplovee prepares documen-
ranon on his or her performance dur-
ing the past year. to remind the team
of strengths and accomplishments.
The employee may present the doc-
umentation to the team before the
review. Manv emplovees prefer o
hand over the documentarion and
leave. letting it speak for itself. The
teamn compares the emplovee's own
documentation with the company's
standards of excellence. Team mem-
bers discuss and agree on 3 rating
for the emplovee on each standard.
{One member records salient com-
ments. The enure process can take
from 90 muntes o four hours.

After the review session. the
recorder’s notes are transcribed o
produce 1 writtén review, Team
members look over the notes. make
corrections. and sign the review.
That can 3ke up 10 2 week. Then
team members ask their teammare 1o
join them for the feedback session.

During feedback. the ream wies w
make the eam member feel comion-
Jbde, It doesn’t force the review sub-

Ceet 1o sitoar the head of the wble or

across from the rest of the group. A
designated team member reads the
comments and rating for exch stan-
dard. Team members encourage
their teammare to ask for clarifica-
uon. and they frequently intenect 1o
explun the team's thinking on each
ranng.

Despite the best mienuons. feed-
back sesstons can be difficult. But
they also can clanfy the team's per-

formance expectations and lesd
greater commitment from eant 1
bers 10 help each other work be

In one instance, a team diy
one member's housekeeping b
at his workstation on the asse
line. The team’s expectation W
the area should be kept near. Ye
sioppy emplovee received 2 hig
ing on productivity, The team
him that &t admired his ability 10
plete tasks efficiendy, but it exp
him 10 keep his work area tidy.

A team member said. °1 koo
don't like the criticism. bus it's
We all agree. You'll have to
work 15 minutes before the e
the shift to clean up. Or. we'll
down the assembly line to help

in such situations. rthe facilic
b 1s critical. If he or she has
tered a supportive atmospiers
ensured that review comment
based on observable behavio
review subject can benefit from
ative feedback. rather than fe
amacked.

“There are no negatives it
feedback session,” says one fa
tor. “There are only opporunit
improve.”

Interestingly, teams ofien hav
ficulty evaluating new emplo
who are first reviewed afte

"] KNOW YOU DO:
LIKE THE CRITICIS
BUT IT'S TRUE.

WE ALL AGREE"
]

months on the job. New emplove
CMH tend 10 be self-motvated
plavers. due mainly 10 2 highly
mve preemployment assessmen!
tem. Consequenty, teams tend
new emplovees as ~highly effec
based largely on the new emplo
apparent eagermness o Jean. Bur
emptovees aren’t likely to
exceeded i by the tr
their first reviews, It falls to the |
tator to help ream members re
that high raungs may not be apps
ate for new empioyees.
Many of CMH's managers.

in
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three Keys to Peer Review

» >creen job appiicants fgr team
compatibility and desire 1o
INPROTE. ‘

)} Support & team culture, which
mciudes the belief that everyone
wants to improve, the commit-
ment of teams to helping mem-
fwers improve. and management’s
suppor of self-directed teams.

» Ensure that teams are ready
for peer reviews, by doing
extensive training in team skills
and by allowing reams the time
o develop.

showedd their commitment (O peer
reviews eardy by heing “guinea pigs.”
now serve as facilitators. The seams’
performunce expectations have
hecome part of the company's cul-
ture. Careful implementation of the
reviews has created a work environ-
ment that is supportive but demand-
ing of high performance. And team
expeciations are continuously im-
proving. This vear’s expectations
won't he good enough nexr vear.
Emplovees who continue to perform
at the sume levels can exped 10 see
their ratngs erode.

As un oifshoot of the new system.
CMH decided (o let the Kentucky
plants produce a product that previ-
oushy was being built overseas, The
zev factors in that decision were the
wams productvity. skills. and dedi-
cation [0 qualiny,

At the last review session with the
engineenng leam. the manager said,
“All of my people are happy, germung
atong. and coming up with ideas. |
don’t know what happened. but |
Tihae at.” M
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Personal Learning Journal

This course is an opportunity for you to learn about leadership, management, change,
and most of all about yourself. Throughout the week we will be giving you time to
reflect on your own personal leaming and how you can apply the course materials to
your work situation.

This journal has been designed to give you a way of capturing the insights you are
gaining about yourself as a leader and manager; the feedback you get from others; and
the new ideas and strategies you discover about how to be an effective leader and
manager in CIAT.

We have structured questions that will focus your thoughts on the course content, and
we have included a number of blank pages in the journal for your use if you want to
take some quiet time at the end of each day to reflect on what you have learned.

Use this journal in whatever way will enhance your learning this week and enjoy getting
to know yourself better. .

Strengthening Teams - Personal Journal p. |
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Your Experience as a Leader/Manager

Think for a moment about the last couple of weeks as you have gone about your work
in the Center or wherever you were. How would you describe your experience.

What's it like to work in your organization?

What are your thoughts and feelings as you go through the day?

Strengthening Teams - Personal Journal p, 2
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Building a Learning Community

If these five days are to go extraordinarily well, what do the...

TRAINERS need to do?

PARTICIPANTS need to do?

Strengthening Teams - Personal Journal p. 3
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Impact of Change

1. After our conversations on the impact of change, what do you want to
remember?

2. Specifically, what actions could you take to heip others with the transitions
through change?

Strengthening Teams - Personal Journal p. 4

womewex & § §§ § 5 EEE——————————




Personal Learning Goals for Leadership and
Managerial Effectiveness

1. Looking over your inventory graphs, what are the areas of your greatest
strength?

2. Which area(s) did you want to focus on improving?

3. This week will be a chance for you to practice new skills, take some risks with
different behaviors and receive feedback on your participation and contribution to
team work and the course. With this in mind what is one personal learning goal
to which you are committing yourself this week?

4, Who, in the course, could you enlist to support you in your learning goai?

Strengthening Teams - Personal Journal p. 5
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Conversations with Others: Thanks for the
Inventory

People who completed your inventories really invested time, energy, and trust in you.
Hopefully you've gained some new insights about your self-perception and others
perception of you as a leader and manager.

When you return they will be interested and possibly anxious about your reactions and
what you learned. So you need to be thoughtful and reciprocate their goodwill by doing

the following:
* show appreciation for their help in leaming about your effectiveness
* share overall patterns and tell how the information was helpful to you
* don’t ask for explanations like “why did you give me a 2 on this one”

talk about the messages you took from the inventories “I'm doing well in
these areas and can improve in these areas...and am curious to know
more about how you see me......

Now think about and plan the conversations you want to have with people when you
return.

1. Who do you want to talk with? Alone or in a group?

2. What are the key messages you want to communicate to them?

3. What specifically did you learn from the information and what are you planning to
do as a result of this learning?

Strengthening Teams - Personal Journal p. 6
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Effective Facilitation Skills

Using the range of facilitation skills you have just practiced will enable you to become a
very effective listener. As Stephen Covey said in his book, Seven Habits of Highly
Effective People, “First, seek to understand”.

Think about our facilitation practice rounds and answer the following:

1. Which of the facilitation skills is easiest for you? Paraphrasing, Summarizing,

Asking Questions, or Encouraging?

2. Which of these skills are you the least comfortable with or use the least?

3. What did you learn as you watched others facilitate the discussions?

4, Specifically what do you want to practice during this week?

Strengthening Teams - Personal Journal p. 7
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Giving Feedback

In our discussions we said that feedback is giving someone information about
her/his behavior and its impact on you - both positive and negative.

The way to give feedback is to:

1. Describe action/behavior -- what the person did (i.e. "When you ignored my

idea...")

2. Tell the impact this had on you — how it made you feel {(i.e."lt made me feel
excluded...")

3. Describe the result/consequence of the behavior and its impact (i.e. "l am

hesitant to share my ideas and thoughts.”)
Using these guidelines prepare a positive feedback message you will give someone in
the course. Look around the room and identify a person to whom you could give
positive feedback. Write your feedback to her in the spaces below.

What did he/she do?

How did you feel when he/she did it?

What was the resulf or consequence of his/her action?

Now, find the time to share this feedback with the person before the end of the day
tomorrow.

After you have given the feedback answer the following:

1. How did you feel giving the feedback? Afterwards?

2. What was the reaction of the person to whom you gave the feedback?

{continue on next page) 5
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Asking for Feedback

Lastly, think about how your own behavior since the beginning of this course. Select
and write down something about which you would like more information. Pick two
people from whom you will seek feedback before the end of the course.

Area in which | would like to receive feedback:

People I'm Going to Ask:
1.

2.

After receiving the feedback answer the following:

1. What were your thoughts and feelings while receiving the feedback?

2 What was the message you received?

Strengthening Teams - Personal Journal p. 9
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Team Challenges

Think about your participation in the Blind Pentagon and answer the following:

1. What are your thoughts and feelings concerning your participation and
contribution to the team'’s performance?

2. What did you do that you felt good about?

3. What do you wish you had done {but didn't} during the activity?

4. What prevented you from doing whatever you wrote under #37

Review your inventory results under Sustaining Team Performance. Then consider
what you've written above regarding your participation today and complete the following
gquestions:

1. What are your strengths?
2. Where could you improve?

3. What do you want to do differently or practice tomorrow and during the rest of
the course?

Strengthening Teams - Personal Journal p. 10
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Reflecting on Team Challenges

1. What do you see as your major contributions to today's challenges and how do
you feel about them?

2. What have you learned about what it takes to be a productive team?

3. What parallels can you draw from these experiences to your team situations at
the Center?

4. ldentify two actions you want to take to improve your team’s performance back at
work?

Strengthening Teams - Personal Journal p. 11
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Reflection on Collaboratively Managing Conflict

1..  What do you like and dislike about using the Collaborative Model for Managing
Conflict?

2..  What was most difficult about using the model?

3. As you think about the discussions, practice and models and skills covered, what
will you do differently regarding conflicts you face back at the office?

Strengthening Teams - Personal Journal p. 12
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Team Performance and Feedback

What do you want to remember for the next time you have to give or participate in
giving team performance feedback?

Strengthening Teams - Personal Journal p. 13
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Strategic Influencing

Using the descriptions of the different categories, identify several key individuals in your
center/system/external organizations who have a “stake” in the outcomes of your work.
Concentrate on people who can potentially support or block your achievements. Write
their names in the appropriate category.

Allies

Opponents

Bedfellows

Fence sifters

Adversaries
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Pracricing Strategic InFluencing
Individually, review your strategic influencing inventory and pick one person from one of

the categories; someone you are curious about, someone you find difficult to deal with,
or someone with whom you want to improve or change the relationship.

Think about outstanding issues and particuiarly your own "vision” of your work situation.

Consider the category in which you placed this person and review skills for Strategic
Influencing. Pay particutar attention to the issues of trust and agreement.

Plan a conversation with this person.

You have 10 minutes.

1. Who is this person?

2. How did you categorize the person?

3 Ally (0 Opponent {1 Bedfeliow (3 Fence sitter {1 Adversary

3. What is your desired outcome from the conversation?

4. How will you approach it? How will you say it? What will you ask the other
person?
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Reflections on Strategic Influencing

After practicing influencing skills and watching others, what stands out for you as
important to remember?
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Introduction to Creating a Development and
Application Plan

Before creating your Development and Application Plan (DAP) review the following:

journal entries you have made throughout the course.
course readings and conversations you have had.

feedback you received during the course and the feedback you received
from others on the inventories.

v’ your strengths and areas needing improvement,

With this in mind complete the next pages.
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Development and Application Plan (DAP)
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Development and Application Plan (DAP)
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Development and Application Plan (DAP)
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Personal Notes
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Personal Notes
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Personal Notes
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