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CIAT # Strengthening Teams Follow-up Course

STRENGTHENING TEAM MANAGEMENT SKILLS COURSE

FOLLOW UP

Purpose

To continue to build and reinforce the skills and knowledge needed for
CIAT leaders and managers that strengthen team-based research and assist

with the transition from working in commodity teams to fluid project based
teams.

Objectives
1. To refocus attention on the skills and concepts presented in the

Strengthening Team Management course, especially with respect to
inter-team and intra-team relationships

2. To develop a shared understanding of the key messages contained in
CIAT’s vision, AND increase the communication skills required to
communicate this vision to staff, partners, clients, and donors

3. To identify how CIAT can continue to strengthen and develop teams

Training Resources Group, Inc.
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AGENDA

Tuesday

0 Introductory activities

o Review of Foundation skills - Feedback and Facilitation
0 Successes and Opportunities for Using These Skills

o Applying These Skills to a Team Challenge

Wednesday
0 Working with CIAT’s vision
- Major (key) messages in CIAT s vision
- Practice articulating this vision with key stakeholder
groups

) Furthering the Development of Teams

What helps/hinders teams at CIAT

What could be done to move our team agenda forward
Next steps

Training Resources Group, Inc.

I - What is vision and why it important



CIAT ¢ Strengthening Teams Follow-up Course

Effective Facilitation Skills

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

Effective listening skills include the following:

Paraphrasing - The listener, using his/her 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 acknowledge
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 speaker'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 "n¢" and are asked to get specific
information.

RN}

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 vaiuable in controlling the pace and
amount of time spent listening and conversing.

Training Resources Group, Inc.
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Suggested Open-Ended Questions - Clarifying And
Exploring

Background
What led up fo ?
What have you tried so far?

Can you remember how it happened?
What do yvou make of it all?

Identification of Problems

What seems to be the trouble?

What seems to be the main obstacie?

What worries you the most about ?
What do you consider the most troublesome
parf?

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?

Appraisal

How do you feel about it?
How does it ook to you?
What do you make of it all?
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 all?

Alternatives

What are the possibifities?

If you had your choice what would you do?
What are the possible sofutions?

What if you do and what if you don't?
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Exploration

How about going into that a little 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 mare you would like 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 da in a case like this?
What ptans will you need to make?

Predictions and Dutcomes

How do you suppase it will all work out?
Where will this iead?

What if you do — or what if you don't?
What are the chances of succass?

Reasons

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

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

Failures, Preparation for

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

And if that fails, what wili you do?

What are some alternate 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
yourself?

How do the two plans refate?

Evaiuation

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

Training Resources Group, Inc.
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Feedback

I Feedback is giving someone information about their behavior and its impact '

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 exciuded...")

Tell the result/consequence of behavior and its impact (i.e., I am hesitant to share my
ideas and thoughts.")

Training Resources Group, Inc. 3
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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.  ltis directed toward behavior which the receiver can do something about.
5. ltis 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 I did that," uniess asked.

6.  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 ancther's actions, not
universal truth,

Training Resources Group, Inc. 4
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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 puzzied look, said "Ah, okay."

The scene above is from a management fraining 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 results. 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
Jost.

When feedback is prcvided, 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 s/he 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.

2Ccpyright 1992 by Training Resources Group, Inc. All rights reserved. Reproduction by any means is prohibited without written

pemmission of the author. Revised December 1994, The "giving feedback” guidelines were adapted fram some of those published
by National Training Lab many years ago. Because the original NTL feedback guidelines were developed for use in personal
growth groups or in other non-organizational settings, some changes and additions were made so they fit organizational contexts.

Training Resources Group, Inc. 5
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Defining Feedback

Befare 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 shouid be skillful
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: t-=re's not enough time to do it right; the organization's culture doesn't
support people usit feedback as a management tool; good people know how they're
doing, they don't need to be told by others; and positive feedhack "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.S.) 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, leamed in childhood, stick with us as adults, and form the basis for
ineffective feedback patterns in organizations.

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

Training Resources Group, Inc. 6
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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
listen well; or they attack the messenger. All of these responses are likely to result in the
giver being less willing to give them feedback in the future.

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 well 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
uniess 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 | didn't hear them."”

2.  Use descriptive rather than judgmental language.

By avoiding judgmental language, you reduce the need for a defensive response.
For example, r=gardiess 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 ciutter.

On the other hand, describing the impact of the receiver's behavior on the perfor-
mance of another makes it easier for the receiver to 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

Training Resources Group, Inc. 7
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angry and use _Drasive language, 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.

3. 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.

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.

5. 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 people feel comfortable soliciting feedback — since that clearly increases its
effectiveness.

6. Consider the timing of feedback.

In general, feedback is most useful when communicated at the eariiest 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 aiso 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.

Training Resources Group, Inc. 8
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7. 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.

8. Make sure feedback is well planned.

It takes time to pian 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.

Helping Others Give You Feedback

Feedback from anoiher 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.

Feedback tells you how another person sees your actions and gives you the choice of
trying to 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 individfual 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.

Training Resources Group, Inc. 9
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It'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
questions in order to understand the feedback. Doing so helps the giver know that
you are indeed interested and trying hard to understand.

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?”

4. 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 turning off the feedback spigot.

5. 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 {o provide the
feedback. Focus instead on understanding the behavior and its impact.

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

Saying "thank you" or "I'm grateful for the effort you took to telil 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
"gift."

Training Resources Group, Inc. 10
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7. Inresponse to key points in the feedback, you should say what you intend to
do as a resulit.

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 walk 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 instancest).

8. Remember tha: 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 patierns of behavior. If two or three people
provide similar feedback, there may be a pattern reflected which needs to be
considered.
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 better. 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
uses 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 skilis
within organizations enhances performance and produces better resuits. We aren't
stressing the importance of feedback because it's "nice {o 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 learn how they are doing from different sources (including themseives), they will
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, sounds easier than it is. Practically speaking, how can you as a manager
increase feedback skills within your office?

Training Resources Group, Inc. 1T
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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 all 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 inciuded 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 mode! 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 followed. '

Once everyone is reasonably clear about the guidelines, you shouid then reinforce
the act of giving feedback. People should be encouraged to try, even if they feel
they will not get it "exactly right." After all, if the feedback process isn't exactly
correct, the receiver can ask questions which will 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.

In terms 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 ancther be effective with feedback.

Training Resources Group, Inc. 12
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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 work environment. f it's
rarely given, or only given at performance appraisal time, feedback becomes strained and
imbued with a sense of trauma which makes it almost impossible 1o 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 itseff,
when authentic, is a superb tool to motivate peopie. And if'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 ciear.

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 people is manifest. it's simple to do,
and it doesn't cost anything. It's a waste not to use it.

Training Resources Group, Inc. 13
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Teams 2

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

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

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

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

+ technical or functional expertise

¢ interpersonal skills

L ...committed to a common purpose, goals and approach -- Teams must be
committed to a common purpose and appropriate goals

¢ 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 invaiuable to building commitment.

¢  defining the team work product that is different from both an organization-wide

4 Adapted from J. Katzenbach and D. Smith, The Wisdom of Teams.

Training Resources Group, Inc. 14
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mission and the summation of individual job objectives. Team work products
require roughly equivalent contributions from all the people on the team.

¢ 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 piace, and
so 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.

L ...hold themselves mutually accountable -- At its core, team accountability is
about the sincere promises we make to ourseives 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.

Training Resources Group, Inc. 15
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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:

I. 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 accomplish. 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 intc account other work assignments or teams
on which individuals might aisoc be working. They have discussed the role of the
team manager/leader and agreed on the ieadership 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 team has developed specific goals - products or services that it is responsible

for 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.

Team members have worked out how they will share information and keep one
another informed, nhow 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.

Training Resources Group, Inc. 16
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Team members possess the technical skills to do their work or know how to access
this either inside or cutside the organization. The team has effective problem
solving skills and interpersonal skills.

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 supportive 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 monitoring 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 both 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 team must work well together. Team is conscious of both how it is doing the
work and how team members are working together. There js a concern 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 to 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 fulfillment 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.

Training Resources Greup, Inc. 17
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Getting Teams Started on the “Right Foot”

There are many questions that need to be addressed as a team forms itself 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 mutuai
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 should 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 wiil
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 PURPOSE 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 wifl 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. Ina
discussion on team purpose do the foliowing:

Training Resources Group, Inc. 18
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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 accountabie for. Make a
list. Use the flipchart. Reach agreement. You might want to add this to the
purpose statement.

c. 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 another 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. In a discussion on roles and
responsibilities, do the following:

a. Each team members lists their role/responsibilities as they see them. Write
these down. [t 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 wili drive the day-to-day
operations of the team. Operating guidelines are agreements on how work wilt
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 wouid 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 roie
of the team leader? '

o What kinds of conflicts or differences might we have as we work togetner?
How wili we resolve 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 handie it?

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

o0 How often will we have meetings? For what purposes? Who plans and
conducts these meetings?

Ask a couple cf 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.

4, BUILDING A TEAM WORK PLAN
The purpose of this meeting or discussion is to have the team focus on the
results 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
Training Resources Group, Inc. 20
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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 resoive
problems as a team. Engage in discussions that will do the following:

a. ldentify 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 team.

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. Or you
may want team members working on these tasks to develop a work pian and
bring it back to a team meeting.

Write 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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By Jon R. Katzenbach and Douglas K. Smith

arly in the 1980s, Bill Greenwood and a small
band of rebel railroaders took on most of the
top management of Burlington Northern and
created a multibillion-dollar business in “piggy-
backing” rail services despite widespread resis-
tance, even resentment, within the company. The
Medical Products Group at Hewlett-Packard owes
maost of its leading performance to the remarkable
efforts of Dean Morton, Lew Platt, Ben Holmes,
Dick Alberting, and a handful of their colleagues
who revitalized a health care business that most
others had written off. At Knight-Ridder, Jim Bat-
ten’s “customer obsession” vision took root at the
Tallahassee Democrat when 14 frontline enthusi-
asts turned a charter to eliminate errors into a mis-
sion of major change and took the entire paper
along with them.
Such are the stories and the work of teams — real
teams that perform, not amorphous groups that we

PHOTOS BY DAVID GATLEY © 1991 LA, TIMES SYNDICATE

call teams because we think that the label is moti-
vating and energizing. The difference between
teams that perform and other groups that don't is
a subject to which most of us pay far too little atten-
tion. Part of the problem is that team is a word and
concept so familiar to everyone.

Or at least that’s what we thought when we set
out to do research for our book The Wisdom of
Teams. We wanted to discover what differentiates
various levels of team performance, where and how
teams work best, and what top management can do
to enhance their effectiveness. We talked with hun-
dreds of people on more than 50 different teams in

Jon R. Katzenbach and Douglas K. Smith are partners
in the New York office of McKinsey & Company. They
are coauthors of The Wisdom of Teams: Creating the
High-Performance Organization (Harvard Business
School Press, 1993).

Copyright © 1993 by the President and Fellows of Harvard College. All rights reserved.



30 companies and bevond, from Motarola and
Hewlett-Packard to Operation Diesert Storm and
the Girl Scouts,

We found thart there is a basic discipline that
makes teams work. We also found that teams and
good performance are inseparable; vou cannot have
one without the other. But people use the word
team so loosely that it gets in the way ot learning
and applying the discipline that teads w good per-
formance. For managers to make better decisions
about whether, when, or how to encourage and use
reams, 1t is important to be more precise about
what a team is and what 1t isn‘t.

Most executives advocate teamwork. And they
should. Teamwork represents a set of values that
encourage listening and responding construceively
to views expressed by others, giving others the ben-
ctit of the doubt, providing support, and recogniz-
img the intereses and achievements at others. Such
values help teams pertorm, and they also promote
individual pertormance as well as the pertormance
of an entire organization. But teamwork values by
themselves are not exclusive to teams, nor are they
enough to ensure team performance.

Nor is a tearn just any group working together.
Commiitees, councils, and rask forces are not nec-
essarily teams. Groups do not become teams sim-
ply because that is what someone calls them. The
entire work torce of any large and complex organi-
zation is never a team, but think about how often
that platitude is offered up.

To understand how teams deliver extra perfor-
mance, we must distinguish between wearns and
other torms of working groups. That distincrion
turns an pertormance results, A working group’s
pertormance is a function of whart 1ts members do
as individuals. A team’s pertormance includes hoth
individual resuits and what we call “collecrive
work-products.” A collective work-product is what
two or more members must work on together, such
as INTterviews, SUrveys, or experiments. Whatever it
is, a collective work-product retiects the foint, real
contribution of team members.

Working groups are both prevalent and effective
in large organizacions where individual account-
ability is most important. The best working groups
come together 1o share information, perspectives,
and insights; to make decisions that help each per-
son do his or her job better; and to reinforce individ-
ual performance standards. But the focus is always
on individual goals and accountabilities. Working-
group members don't take responsibility for results
other than their own. Nor do they try to develop in-
cremental performance contributions requiring the
combined work of two or more members.
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Teams differ fundamentally from working groups
hecause thev reguire both individual and murtual
accountability. Teams rely on more than group dis-
cussion, debate, and decision; on more than shar-
ing information and best practice performance
standards. Teams produce discrete work-products
through the joint contributions ot their members.
This is what makes possible performance levels
greater than the sum ot all the individual bests of
team members. Simply stated, a team 1s more than
the sum of its parts.

The first step in developing a disciplined ap-
proach to team management is to think about
teams as discrete units of performance and not just
as positive sets of values. Having observed and
worked with scores of teams in action, both sue-
cesses and tailures, we offer the following. Think of
it as a working detinition or, better stll, an essen-
tial discipline that real tcams share.

Ateam 1s a smail number of people with comple-
mentary skills who are committed to a common
purpose. s¢t of performance goals. and approach
for which theyv hold themselves mutually
accountable.

he essence of a team is common commit-

ment. Without it, groups perform as individ-

uals; with it, they become a powerful unit of
collective performance. This kind of commitment
requires a purpose in which team members can be-
lieve. Wherther the purpose is to “transform the
contributions of suppliers into the satisfaction of
custemers,” 0 “make our company one we can be
proud of again,” or to “prove that all children can
learn,” credible team purposes have an element re-
fated to winning, being first, revolutionizing, or be-
ing on the cutting edge.

Teams develop direction, momentum, and com-
mitment by working to shape a meaningtul pur-
pose. Building ownership and commitment to team
purpose, however, is not incompatible with taking
initial direction trom outside the team. The often-
asserted assumption that a team cannot “own” its
purpose unless management leaves it alone actual-
ly confuses more potential teams than it helps. In
fact, it 1s the exceptional case - for example, en-
treprencurial situations — when a team creates
a purpose entirelv on its own.

Most successful teams shape their purposes in re-
sponse to a demand or opportunity pat in their
path, usually by higher management. This helps
teams xet started by broadly framing the company’s
performance expectation. Management is responsi-
ble for clarifying the charter, rationale, and perfor-
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mance challenge for the team, but management
must also leave enough flexibility for the team to
develop commitment around its own spin on that
purpose, set of specific goals, timing, and approach.

The best teams invest a tremendous amount of
time and effort exploring, shaping, and agreeing on
a purpose that belongs to them both collectively
and individually. This “purposing” activity contin-
ues throughout the life of the team. In contrast,
failed teams rarely develop a common purpose. For
whatever reason - an insufficient focus on perfor-
mance, lack of effort, poor leadership - they do not
coalesce around a challenging aspiration.

The best teams also translate their common pur-
pose into specific performance goals, such as reduc-
ing the reject rate from suppliers by 50% or increas-
ing the math scores of graduates from 40% to 95%.
Indeed, if a team fails to establish specific perfor-
mance goals or if those goals do not relate dircctly
to the team’s overall purpose, team members be-
come confused, pull apart, and revert to mediocre
performance. By contrast, when purposes and goals
build on one another and are combined with team
commitment, they become a powerful engine of
performance.

Transforming broad directives into specific and
measurable performance goals is the surest first
step for a team trying to shape a purpose meaning-
ful to its members. Specific goals, such as getting a
new product to market in less than half the normal
time, responding to all customers within 24 hours,
or achieving a zero-defect rate while simultaneous-

ly cutting costs by 40%, all provide firm footholds
for teams. There are several reasons:

B Specific team performance goals help to define a
set of work-products that are different both from an
organizationwide mission and from individual job
objectives. As a result, such work-products require
the caollective effort of team members to make
something specific happen that, in and of itself,
adds real value to results. By contrast, simply gath-
ering from time to time to make decisions will not
sustain team performance.

B The specificity of performance objectives facili-
tates clear communication and constructive con-
flict within the team. When a plant-level team, for
example, sets a goal of reducing average machine
changeover time to two hours, the clarity of the
goal forces the team to concentrate on what it
would take either to achieve or to reconsider the
goal. When such goals are clear, discussions can
focus on how to pursue them or whether to change
them; when goals are ambiguous or nonexistent,
such discussions are much less productive.

M The attainability of specific goals helps teams
maintain their focus on getting results. A product-
development team at Eli Lilly’s Peripheral Systems
Division set definite yardsticks for the market in-
troduction of an ultrasonic probe to help doctors lo-
cate deep veins and arteries. The probe had to have
an audible signal through a specified depth of tis-
sue, be capable of being manufactured at a rate of
100 per day, and have a unit cost less than a pre-
established amount. Because the team could measure
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its progress against each of these specific objec-
tives, the team knew throughout the development
process where it stood. Either it had achieved its
goals or not.
B As OQutward Bound and other team-building pro-
grams illustrate, specific objectives have a leveling
effect conducive to team behavior. When a small
group of people challenge themselves to get over
a wall or to reduce cycle time by 50%, their respec-
tive titles, perks, and other stripes fade into the
background. The teams that succeed evaluate what
and how each individual can best contribute to the
team’s goal and, more important, do so in terms of
the performance objective itself rather than a per-
s01’s status or personality.
M Specific goals allow a team to achieve small wins
as it pursues its broader purpose. These small wins
are invaluable to building commitment and over-
coming the inevitable obstacles that get in the way
of a long-term purpose. For example, the Knight-
Ridder team mentioned at the outset turned a nar-
row goal to eliminate errors into a compelling cus-
tomer-service purpose.
8 Performance goals are compelling. They are sym-
bols of accomplishment that motivate and ener-
gize. They challenge the people on a team to com-
mit themselves, as a team, to make a difierence.
Drama, urgency, and a healthy fear of failure com-
bine to drive teams who have their collective eye
on an attainable, but challenging, goal. Nobody but
the team can make it happen. It is their challenge.
The combination of purpose and specific goals is
essential to performance. Each depends on the oth-
er to remain relevant and vital. Clear performance
goals help a team keep track of progress and hold it-
self accountable; the broader, even nobler, aspira-
tions in a team’s purpose supply both meaning and
emotional energy.

irtually all etfective teams we have met,

i / read or heard about, or been members of
have ranged between 2 and 25 people. For ex-
ample, the Burlington Northern “piggybacking”
team had 7 members, the Knight-Ridder newspaper
team, 14. The majority of them have numbered less
than 10. Small size is admittedly more of a prag-
matic guide than an absolute necessity for success.
A large number of people, say 50 or more, can theo-
retically become a team. But groups of such size are
more likely to break into subteams rather than
function as a single unit. '
Why? Large numbers of people have trouble in-
teracting constructively as a group, much less do-
ing real work together. Ten people are far more like-
ly than fifty are to work through their individual,

114

functional, and hierarchical differences toward a
common plan and to hold themselves jointly ac-
countable for the results.

Large groups also face logistical issues, such as
finding enough physical space and time to meet.
And they confront more complex constraints, like
crowd or herd behaviors, which prevent the intense

Godals help ateam keep track
of progress, while a broader
purpose supplies meaning
and emoftional energy.

sharing of viewpoints needed to build a team. As
a result, when they try to develop a common pur-
pose, they usually produce only superficial “mis-
sions” and well-meaning intentions that cannot be
translated into concrete obiectives. They tend fairly
quickly to reach a point when meetings become a
chore, a clear sign that most of the people in the
group are uncertain why they have gathered, be-
yvond some notion of getting along better. Anyone
who has been through one of these exercises knows
how irustrating it can be. This kind of failure tends
to foster cynicism,which gets in the way of future
team efforts.

In addition to finding the right size, teams must
develop the right mix of skills, that is, each of the
complementary skills necessary to do the team’s
job. As obvious as it sounds, it is a common failing
in potential teams. Skill requirements fall into
three fairly self-evident categories:




Technical or functional expertise. It would make
little sense for a group of doctors to litigate an em-
ployment discrimination case in a court of law. Yet
teams of doctors and lawyers often try medical mal-
practice or personal injury cases. Similarly, prod-
uct-development groups that include only mar-
keters or engineers are less likely to succeed than
those with the complementary skills of both.

Problem-solving and decision-making skills.
Teams must be able to identify the problems and
opportunities they face, evaluate the options they
have for moving forward, and then make necessary
trade-offs and decisions about how to proceed.
Most teams need some members with these skills
to begin with, although many will develop them
best on the job.

Interpersonal skills. Common understanding
and purpose cannot arise without effective commu-
nication and constructive conflict, which in turn
depend on interpersonal skills. These include risk
taking, helpful criticism, objectivity, active listen-
ing, giving the benefit of the doubt, and recognizing
the interests and achievements of others.

Obviously, a team cannot get started without
some minimum complement of skills, especially
technical and functional ones. Still, think about
how often you've been part of a team whose mem-
bers were chosen primarily on the basis of personal
compatibility or formal position in the organiza-
tion, and in which the skill mix of its members
wasn’t given much thought.

It is equally common to overemphasize skills in
team selection. Yet in all the successful teams
we’ve encountered, not one had all the needed

skills at the outset. The Burlington Northern team,
for example, initially had no members who were
skilled marketers despite the fact that their perfor-
mance challenge was a marketing one. In fact, we
discovered that teams are powerful vehicles for de-
veloping the skills needed to meet the team'’s per-
formance challenge. Accordingly, teamm member
selection ought to ride as much on skili potential
as on skills already proven.

ffective teams develop strong commitment to

a common approach, that is, to how they will

work together to accomplish their purpose.
Team members must agree on who will do particu-
lar jobs, how schedules will be set and adhered to,
what skills need to be developed, how continuing
membership in the team is to be earned, and how
the group will make and modify decisions. This ele-
ment of commitment is as important to team per-
formance as is the team’s commitment to its pur-
pose and goals.

Agreeing on the specifics of work and how they
fit together to integrate individual skills and ad-
vance team performance lies at the heart of shaping
a commen approach. It is perhaps self-evident that
an approach that delegates all the real work to a few
members [or staff outsiders], and thus relies on re-
views and meetings for its only “work together” as-
pects, cannot sustain a real team. Every member of
a successtul team does equivalent amounts of real
work; all members, including the team leader, con-
tribute in concrete ways to the team’s work-prod-
uct. This is a very important element of the emo-
tional logic that drives team performance.




When individuals approach a team sicuation, es-
pecially in a business setting, each has preexisting
job assignments as well as strengths and weakness-
es reflecting a variety of backgrounds, talents, per-
sonalities, and preiudices. Only through the mutual
discovery and understanding of how to apply all its
hurman resources to a common purpose can a team
develop and agree on the best approach to achieve
its goals. At the hearr of such long and, at times, dif-
ticult interactions lies a commitment-building pro-
cess in which the team candidly explores who is
best suited to each task as well as how individual

Think about the difference
between “the boss holds me
accountable” and “we hold
ourselves accountable.”

roles will come together. In effect, the team estab-
lishes a social contract among members that relates
to their purpose and guides and obligates how they
must work togecher.

No group ever becomes a team until it can hold
itself accountable as a team. Like common purpose
and approach, mutual accountability is a stiff test.
Think, for example, about the subtle but critical
difference between “the boss holds me account-
able” and "we hold ourselves accountable.” The
first case can lead to the second; bur without the
second, there can be no team.

Companies like Hewlett-Packard and Motorola
have an ingrained performance ethic that enables
teams to torm “organically” whenever there is a
clear pertormance challenge reguiring collective
rather than individual effort. In these companies,
the tactor of mutual accountability is common-
place. “Being in the boat together” is how their per-
formance game is played.

At its core, tecam accountability is about the sin-
cerc promiscs we make to ourselves and others,
promises that underpin two critical aspects of effec-
tive teams: commitment and trust. Most of us enter
a potential team situation cautiously because in-
grained individualism and experience discourage us
from putting our fates in the hands of others or ac-
cepting responsibility for others. Teams do not suc-
ceed hy ignoring or wishing away such behavior.

Murtual accountability cannot be coerced any
more than people can be made to trust one another.
But when a team shares a common purpose, goals,
and approach, mutual accountability grows as
a natural counterpart. Accountability arises from
and reinforces the time, energy, and action invested
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in figuring out what the team is trving to accom-
plish and how best to get it done.

When people work together toward a common
objective, trust and commitment follow. Conse-
guently, teams enjoying a strong common purpose
and approach inevitably hold themselves responsi-
ble, both as individuals and as a team, for the team’s
performance. This sense of mutual accountability
also produces the rich rewards of mutual achieve-
ment in which all members share. What we heard
over and over from members of effective teams is
that they found the experience energizing and mo-
tivating in ways that their “normal” jobs never
could match.

On the other hand, groups established primarily
for the sake of becoming a team or for job enhance-
ment, communication, organizational effective-
ness, or excellence rarely hecome effective teams,
as demonstrated by the bad feelings left in many
companies after experimenting with quality circles
that never translated “quality” into specific goals.
Only when appropriate performance goals are set
does the process of discussing the goals and the ap-
proaches to them give team members a clearer and
clearer choice: they can disagree with a goal and the
path that the team selects and, in effect, opt out, or
they can pitch in and become accountable with and
to their teammates.

he discipline of teams we've outlined is criti-

cal to the success of all teams. Yet it is also

useful to go one step further. Most teams can
be classified in one of three ways: teams that rec-
ommend things, teams that make or do things, and
teams that run things. In our experience, each type
faces a characteristic set of challenges.

Teams that recommend things. These teams in-
clude task forces, project groups, and audit, quality,
or safety groups asked to study and solve particular
problems. Teams that recommend things almost al-
ways have predetermined completion dates. Two
critical issues are unique to such teams: getting off
to a fast and constructive start and dealing with the
ultimate handoff required to get recommendations
implemented.

The kev to the first issue lies in the clarity of the
team’s charter and the composition of its member-
ship. In addition to wanting to know why and how
their efforts are important, task forces need a clear
definition of whom management expects to partici-
pate and the time commitment required. Manage-
ment can help by ensuring that the team includes
people with the skills and influence necessary for
crafting practical recommendations that will carry
weight throughout the organization. Moreover,
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management can help the team get the necessary
cooperation by opening doors and dealing with po-
litical obstacles.

Missing the handoff is almost always the prob-
lem that styries teams that recommend things. To
avoid this, the transfer of respansibility for recom-
mendations to those who must implement them
demands top management’s time and attention.
The more top managers assume that recornmenda-
tions will “just happen,” the less likely it is that
they will. The more involvement task force mem-
bers have in implementing their recommendations,
the more likely they are to get implemented.

To the extent that peaple outside the task force
will have to carry the ball, it is critical to involve
them in the process early and often, cerrainly well
hetore recommendations are tinalized. Such in-
volvement may take many forms, including partic-
ipating in interviews, helping with analyses, con-
tributing and critiquing ideas, and conducting
experiments and trials. At a minimum, anyone re-
sponsible for implementation should receive a
briefing on the task force’s purpose, approach, and
objectives at the beginning of the etfort as well as
regular reviews of progress.

Teams that make or do things. These teams in-
clude people at or near the front lines who are re-
sponsible for doing the basic manutacturing, devel-
opment, operations, marketing, sales, service, and
other value-adding activities of a business. With
some exceptions, like new-product development or
process design teams, teams that make or do things
tend to have no set completion dates because their
activities arc ongoing.

In deciding where team pertormance might have
the greatest impact, top management should con-
centrate on what we call the company’s “critical
delivery points,” that is, places in the organization

‘Where does the team option
make sense? Where the cost
and value of the company’s

products and services are
mMost direcily determined.

where the cost and value of the company’s products
and services are most directly determined. Such
critical delivery points might include where ac-
counts get managed, customer service performed,
products designed, and productivity determined. If
performance at critical delivery points depends on
combining multiple skills, perspectives, and judg-
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ments in real time, then the team opuon is the
smartest one.

When an organization does require a significant
number of teams at these points, the sheer chal-
lenge of maximizing the performance of so many
groups will demand a carefully constructed and per-
formance-focused set of management processes.
The issue here for top management is how to build
the necessary systems and process supports with-
out falling into the trap of appearing to promote
teams for their own sake.

The imperative here, returning to our earlier dis-
cussion of the basic discipline of teams, is a relent-
less focus on performance. If management fails to
pay persistent attention to the link berween teams
and performance, the organization becomes con-
vinced that “this vear we are doing ‘teams.”” Top

Top management’s focus on
teams and performance
challenges will keep beth
"performance” and “team”
from becoming cliches.

management can help by instituting processes like
pay schemes and training tor teams responsive to
their real time needs, but maore than anything else,
top management must make ciear and compelling
demands on the teams themselves and then pay
constant attention to their progress with respect to
both team basics and performance results. This
means focusing on specific tcams and specific per-
formance challenges. Otherwise “performance,”
like “team,” will become a cliché.

Teams that run things. Despite the fact that
many leaders reter to the group reporting to them as
a team, few groups really are. And groups that he-
come real teams seldom think of themselves as a
team because they are so focused on performance
results. Yet the opportunity for such teams in-
cludes groups from the top of the enterprise down
through the divisional or functional level. Whether
it is in charge of thousands of people or 2 handful, as
long as the group oversees some business, ongoing
program, or significant functional acrivity, it is a
team that runs things.

The main issue these teams face is determining
whether a real team approach is the right one.
Many groups that run things can be more effective
as working groups than as teams. The key judgment
is whether the sum of individual bests will suffice
tor the performance challenge at hand or whether
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the group must deliver substantial incremental per-
tormance requiring real, joint work-products. Al-
though the team option promises greater perfor-
mance, it also brings more risk, and managers must
be brutally honest in assessing the trade-offs.
Members may have to overcome a natural reluc-
tance to trust their tate to others. The price of fak-
ing the team approach is high: at best, members get
diverted from their individual goals, costs outweigh
benefits, and people resent the imposition on their

Teams ot the top are
the most difficult
but also the most powerful.

time and priorities; 4t Worst, serious animosities
develap that undercut even the potential personal
bests of the working-group approach.

Working groups present tewer risks. Effective
working groups need little time to shape their pur-
pose since the leader usually establishes it. Meet-
ings are run against well-prioritized agendas. And
decisions are implemented through specific indi-
vidual assignments and accountabilities. Most of
the time, therefore, if performance aspirations can
be met through individuals doing their respective

DISCIPLINE QF TEAMS
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jobs well, the working-group approach is more
comfartable, less risky, and less disruptive than try-
ing tor more elusive team performance levels. In-
deed, if there is no performance need for the team
approach, efforts spent to improve the eifectiveness
of the working group make much more sense than
floundering around trying to become a team.

Having said that, we believe the extra level of
performance teams can achieve is becoming criti-
cal for a growing number of companies, especially
as they move through major changes during which
company performance depends on broad-based be-
havioral change. When top management uses
teams to run things, it should make sure the team
succeeds in identitying specific purposes and goals.

This is a second major issue for teams that run
things. Tuo often, such teams contuse the broad
mission of the total organization with the specific
purpose of their small group at the top. The disci-
pline of teams tells us that for a real team to form
there must be a team purpose that is distinctive and
specific to the small group and that requires its
members to roll up their sleeves and accomplish
something bevond individual ¢nd-products. If a
group of managers looks only at the economic per-
formance of the part of the organization it runs to
assess overal] effectiveness, the group will not have
any team performance goals of its own.
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= Pay paftfcrﬂar attention to first meetings and ac-

" -tions. Initial impressions always mean a great deal.
- When potential teams first gather, everyone monitors
- the signals given by others to confirm, suspend, or dis-
+. pel assumptions and concerns. They pay particular at-
tention to those in authority: the team leader and any

executives who set up, oversee, or otherwise influence
the team. And, as always, what such leaders do is more
important than what they say. If a senior executive
eaves the team kickoff to take a phone call ten min-
utes after the session has begun and he never returns,

“people get the message.

t some clear rules of behavior. Al effective teams .
develop rules of conduct at the outset to help them ..
ve their purpose and performance goals. The

“fnost critical initial rules pertain to attendance Ifo: ex-

:ple “no interruptions to take phone calls”}, discns:~
_ ["no sacred cows”); ‘confidentiality (“the only
I:ungs to leave this room are what we agree on”), ana- -
-h {“facts are friendly”), end-product ori- -
everyone gets assignments and does o
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While the basic discipline of teams does not ditfer
for them, teams at the top are certainly the most
difficuit. The complexities of long-term challenges,
heavy demands on executive time, and the deep-
seated individualism of senior people conspire
against teams at the top. At the same time, teams at
the top are the most powerful. At first we thought
such teams were nearly impossible. That is because
we were looking at the teams as defined by the for-
mal organizational structure, that is, the leader and
all his or her direct reports equals the team. Then
we discovered that real teams at the top were often
smaller and less formalized - Whitehead and Wein-
berg at Goldman, Sachs; Hewlett and Packard at
HP; Krasnoff, Pall, and Hardy at Pall Corp; Kendall,
Pearson, and Calloway at Pepsi; Haas and Haas at
Levi Strauss; Batten and Ridder at Knight-Ridder.
Thev were mostly twos and threes, with an occa-
sional fourth.

Nonetheless, real teams at the top of large, com-
plex organizations are still few and far between. Far
100 many groups at the top of large corporations
needlessly constrain themselves from achieving
real team levels of performance because they as-
sume that all direct reports must be on the team;
that team goals must be identical to corporate
goals; that the team members’ positions rather than
skills determine their respective roles; that a team

s 9 3 s T < 7y

must be a team all the time; and that the team lead-
er is above doing real work.

As understandable as these assumptions may be,
most of them are unwarranted. They do not apply
to the teams at the top we have observed, and when
replaced with more realistic and flexible assump-
tions that permit the team discipline to be applied,
real team performance at the top can and does oc-
cur. Moreaver, as more and more companies are
confronted with the need to manage major change
across their organizations, we will see more real
teams at the top.

e believe that teams will become the pri-

mary unit of performance in high-perfor-

mance organizations. But that does not
mean that teams will crowd out individual oppor-
tunity or formal hierarchy and process. Rather,
teams will enhance existing structures without re-
placing them. A team opportunity exists anywhere
hierarchy or organizational boundaries inhibit the
skills and perspectives needed for optimal results.
Thus, new-product innovation requires preserving
huncticnal excellence through structure while erad-
icating functional bias through teams. And front-
line productivity requires preserving direction and
guidance through hierarchy while drawing on ener-
gy and flexibility through self-managing teams.
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Set and seize upon a few immediate performance-
oriented tasks and goals. Most effective teams trace
their advancement to key performance-oriented
events. Such events can be set in motion by immedi-
ately establishing a few challenging goals that can be
reached early on. There is no such thing as a real teamn
without performance results, so the sooner such re-
sults occur, the sponer the team congeals.

Challenge the group regularly with fresh facts and
infoermation. New information causes a team to rede-
fine and enrich its understanding of the performance
challenge, thereby helping the team shape a common
purpose, set clearer goals, and improve its common ap-
proach. A plant quality improversent team knew the
cost of poor quality was high, but it wasn't until they
researched the different types of defects and put a price
tag on each one that they knew where to go next. Con-
versely, teams err when they assume that all the infor-
mation needed exists in the collective experience and
knowledge of their members.

Spend lots of time together. Common sense tells us
that team members must spend a lot of time together,
scheduled and unscheduled, especially in the begin-
ning. Indeed, creative insights as well as personal

bonding require impromptu and casual interactions
just as much as analyzing spreadsheets and interview-
ing customers. Busy executives and managers too of-
ter1 intentionally minimize the time they spend to-
gether, The successful teams we've obszerved all gave
themselves the time to learn to be a team. This time
need not always be spent together physically; elec-
tronic, fax, and phone time can also count as time
spent together.

Exploit the power of positive feedback, recognition.
and reward, Positive reinforcement works as well in
a teamn context as elsewhere. “Giving out gold stars”
helps to shape new behaviors critical to team perior-
mance. If peopie in the group, for example, are alert to
a shy person’'s initial efforts to speak up and con-
tribute, they can give the honest positive reinforce-
ment that encourages continued contributions. There
are many ways to recognize and reward team perfor-
mance bevond direct compensation, from having a se-
nior executive speak directly to the team about the ur-
gency of its mission to using awards to recognize
contributions. Ultimately, however, the satistaction
shared by a team in its own performance becomes the
most cherished reward.

e —
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DISCIPLINE OF TEAMS
We are convinced that every company faces spe-  a team’s unigue potential to deliver results, deploy
cific performance challenges for which teams are  teams strategically when they are the best tool
the most practical and powerful vehicle at topman-  for the job, and foster the basic discipline of teams

agement’s disposal, The critical role for seniorman-  that will make them effective. By doing sa, top
agers, therefore, is to worry about company perfor-  management creates the kind of environment that
mance and the kinds of teams that can deliver it. - enables team as well as individual and organiza-
This means that top management must recognize  tional performance

Hows Your Team!
In recent research, many executives have reported acute concern about how to build tearns and how to

work in teams. Few other skills, the data say, tap more intense interest among hundreds of managers.
That's why we want to ask the community of HBR readers to deepen our knowledge on this subject, to let
us learn from your experience.

The above article provides svstematic findings on how and why teams work, and why some fail, We'd
be grateful for g note from vou on your personal experiences with teams, Please include vour educational
and work background and indicate any portions you do not want to be quoted. The authors are pleased to
join us in studying vour ideas. responding, and perhaps in further writing on teams.

We'd like to know if economic and technical changes have made teams more important to you in re-
cent years. Do teams become critical as you move into higher management levels? Does MBA training
help an executive to be more effective an teams! Less? Does previous success lock some executives into
habits that inhibit their participation in teams or make them deaf to ideas from otherst How can HBR be
more useful in your own continuous improvement at team skills?

Please mail vour comments to Teams, Harvard Business Review, Soldiers Field Road, Boston, Ma 02163
or fax them to 617-495-9933 The Edztors

Repnm 93207
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CIAT + Strengthening Teams

Follow-up Course

Leadership and Management Functions

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

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

Both managers and leaders are responsible for the following:
Creating an agenda of what needs to be done
Creating networks for achieving the agenda

1.
2.
3. Execution of the agenda
4.

Qutcomes

Tney 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.

Alighing people is getting people to understand and believe the visicn by
communicating the vision repeatedly to all invoived.

Motivating and Inspiring 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 alil

sSuccesses.

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.

Training Resources Group, Inc.
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CIAT ¢ Strengthening Teams Follow-up Course

KEY PROJECT LEADERSHIP AND MANAGEMENT
SKILLS

Sustaining Team Performance

Serves as team leader and/or team member. Heips 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. 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 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 to 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 goais. Encourages participation of others
and listens attentively to understand their perspectives. Articulates view~ beliefs and
vaiues in compelling ways that engender support. Negotiates differen. pc. - 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 commoniy-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.

¥
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CIAT # Strengthening Teams Follow-up Course

Problem Analysis and Decision Making

Monitors, helps team monitor, work progress against the agreed-upon outputs or work
plan, 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 (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, consuits, 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 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. Abie 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 solutions whenever
possible. Able to use humor to add a sense of enjoyment to working relationships.

Accountability

Understands and is committed to buiiding 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 ail 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 ¢o
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 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

Training Resources Group, Inc. 24



CIAT ¢ Strengthening Teams Follow-up Course

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 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, particularly by demonstrating
an ability to ask questions which invoive peopie and by actively listening.

Training Resources Group, Inc. 25
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Lleading Change:

@,

DECISION.
AHEAD

bv John I Kortter

Dver the past decade. | have warched more than
100 companies try 1o reMake tnemseives 1nto siy-
niticantly hetter competiturs. Thev nave tncluded
large organizations (Fordi andg smail ones ;Land-
mark Communicationsl, companics based in the
[Jnited Stares (General Mortors! and elsewnere
‘British Airwavsl, corporations that were on their
knees iEastern Airlinesi, and companies that were
carning good monev (Bristol-Mvers squibbl. These
ettorts have gone under many panners: total quality
management, reengineering, right sizing, restruc-
turing, cultural change, and rurnaround. But, in al-
most everv case. the basic goal has been the same:
to make fundamental changes in how business 1s
conducted in order to help cope with a new, more
challenging market environment. )

A tew ot these corporare change etforts have been
very successtul. A tew have Deen urter sailures.
Most tall somewhere in berween. with a distinet

CRAWINGS BY KURT VARGO

T toward tae inwer cnd of the scale. The lessons
that can be drawn are interestung and will probably
he relevant to even more corganizations n the in-
creasingly competizive business environment of
the coming decade.

The most general lesson to be learned from the
more successrul cases i3 that the change process
soes through a series of phases that, in rotal, usual-
Iy require a considerable length ot time. Skipping
steps creates onlv the illusion or speed and never
produces a satistving resuit. A second very general

fohn P Ruotter is the Konosuke Matsushita Protessor of
Leadership at the Harvard Busmess School in Boston.
Massgenusetts. He iy the author of The New Rules: How
1o Succeed in Todav's Post-Corporate World (New York:
Free P’ress. 19950 Corporate Culrure and Performance,
cuguthored with lames L. Heskett iNew York: Free Press.
(992 und A Force ror Change: How Leadership Differs
rrom Management ( New York: Free Press, 1990).

CapVTIERD € 1995 hy the President ana Feliows or Harvara College. Al nghts reserved.
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lesson is that critical mistakes i1 anv ot the pnases
can have a devastating impact, slowing momenzum
and negating hara-won gains. Perhaps because we
have relatively little expertence in renewing organi-
zations, even very capable people otten make at
least one big error.

Error #1: Not Establishing a Great
Enough Sense of Urgency

Most successful change efforts begin when some
individuals or some groups start to look hard at a
company’s competitve situation, market posicion,
technological trends, and financial performance.
They tocus on the potential revenue drop when an
umportant patent expires, the five-vear trend in de-
clining margins in a core business. or an emerging
market that everyone seems to he ignorng. Thev
then tind wavs to communicate this intormation
broadlv and dramaucaily, especiaily with respect to
crises, potential crises, or creat opportuniies tnat
are verv tumely. This rirst step 1s vssenuial because
JUST getting a ranstormation program started re-
guires the aggressive cooperanion or many individu-
als. Without mouvation, people won't heip and che
etfort goes nowhere.

Compared with other steps 1n the change pro-
cess, phase one can sound easy. [t 15 not. Well
over 50% ot the companies [ have
watched fail in this tirst phase. Whar
are the reasons tor that tajlure?
Sometimes executives underestl-
mate how hard it can be ro drive
people autr ut their comiort —ones.
Sometimes thev grossiv overesrti-
mate how successtul thev nave al-
readv beern 1n InNCredsing Urgency

Sometimes they tack patience:
“Enpugh with the preliminarnes,
let’s get on with 1t.” In many cases. executives be-
come paralyzed by the downside possibilities. They
worry that emplovees with semonitv will become
defensive, that moraie wili drop, that events will
spin out ot control, that short-term business results
will be jeopardized, thar the stock will sink, and
that they wiil be blamed for creating a crisis.

A paralvzed senior management often comes
from having too many managers and not enough
leaders. Management’s mandate 15 to minimize risk
and to keep the current system operaung. Change,
bv definition, requires creating a new system,
which in turn aiways demands leadership. Phase
onein a renewal process rypically goes nowhere un-
tij enough real leaders are promoted or hired into
senior-level jobs.
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Transiormarions often begmn, and bemn well.
when an organization has a new head who 1s a good
leader and who sees the need for a maior change. If
the renewal targer is the entire company, the CEO
1s kev. It change 1s needed in a division, the division
general manager is key. When these individuals are
not new leaders, great leaders, or change champi-
ons, phase one can be a huge challenge.

Bad business resulits are both a blessing and a
curse 1n the tirst phase. On the positive side. losing
monev does catch peopie’s attention. But it also
gives less maneuvering recom. With good business
results, the opposite is true: convincing people of
the need for change is much harder, but you have
more resources to help make changes.

But whether the starting point 1s good perfor-
mance ar bad, in the more successtul cases | have
witnessed. an 1ndividual or a group alwavs tacili-
rates a trank discussion of petenuailv unpleasant
tacts: about new compention, shrinking margins,
decreasing marker share. ilat carmings, a lack or
revenue growth, or other refevant indices ot a de-
clining competitive position. Because there seems
t0 be an almost universal human rendencyv to shoot
the bearer of bad news, especiaily if the head ot the

organization is not a change champion, executives
1n these companies orten relv on outsiders to bring
unwanted informarion. Wall Street anaiysts, custom-

One chief executive otficer
deliberately engineered the
largest accounting loss in the

history of the company.

ers, and consuitants can all be helptul in this re-
gard. The purpose o all this activity, 1in the words of
ane tormer CEOQ of a large European company, is
"to make the status quo seem more dangerous than
launching into the unknown.”

In a tew of the most successful cases, a group has
manufactured a crisis. One CEO deliberately engi-
neered the largest accounting loss in the company's
nistory, creating huge pressures trom Wall Street in
the process. One division president comrnissioned
tirst-ever customer-satisfaction surveys, knowing

_full well that the results would be rerrible. He then

made these rindings public. On the surtace, such
moves can lock unduly risky. But there is also 1isk
in playing it too safe: when the urgency rate is not
pumped up enough, the transtormarion process
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Eight Steps. to Transforming Your Organization

Establishing a Sense of Urgency

£xamining mariket and competitive realities
Identifying and discussing crises, potential trises, or major opportunities

Forming a Powerful Guiding Coalition

Assembiing a group with enough power to lead the change effort
Encouraging the group to work together as a team

Creating a Vision

Creating a vision to help direct the change effort
Deveioping strategies far achieving that visian

' | Communicating the Vision

Using every vehicle possible to communicate the new vision and sirategies
Teaching new behaviors by the example of the guiding coalition

b

" | Empowering Others to Act on the Vision

| Getting rid of obstacles to change
. | Changing systems or structures that seriously undermine the vision
! Encouraging risk taking and nontraditional ideas, activities, and actions

7

'r?lcmning for and Creating Short-Term Wins

Planning for visible performaonce improvements
Creating those improvements

) | Recognizing agnd rewarding employees involved in the improvements

ﬁ ) - R SR

Consaclidating Improvements and Producing Still More Change
Using increased credibility te change systems, structures, and policies that don’t fit the vision
Hiring, promoting, and deveioping empioyees who can implement the vision
| | Reinvigorating the process with new projects, themes, and change agents

R e e e e R

Institutionalizing New Approaches

Articulating the connections beitween the new behaviers and corporate succass
Developing the meons 1o ensure Jeadership development and succession
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cannot succeed and the long-term future ot the or-
ganlzation 1s put in jeopardv.

When 1s the urgency rate high enough? From
what 1 have seen, the answer 15 when about 73% 1
a company’s management is honestlv convinced
that business-as-usual is rotallv unacceptable. Anv-
thing less can produce verv serious problems later
nn 1n the process.

Error #2: Not Creating a Powerful
Enough Guiding Codlition

Maior renewal programs ofren start with 1ust one
or two people. In cases of successtul transrormation
effores, the leadership coalinon grows and grows
over time. But whenever some mimmum mass 1s
not achieved earlv in the effort. norhing much
warthwhile happens.

It is orten sald tnat mawr change @~ 1Mpossibis
UNIESS THe nead of The organizarion s &l acuve sup-
morter. What @ am talking soout coes tar nevond
that. in successtul transtormanens. the chairman
or pressdenrt or division general manager. plus an-
ather 5 or 13 ar 300 people. come togecher and devel-
0D a shared commltment 1o excellent pertformance
cthrougn renewal. In mv experience, this eroup ney-
erinciudes all of the company « most sentor execu-
tives because some people st won't buvin, at least
not ag rirst. But i the most successrul cases, the
coalirion 1s alwavs pretev powertul — i1 terms ot
titles, intormation and expertise, reputations and
relationships.

In both smail and large organizacions. J sUCCESs-
i guiding team may consist of only tares wotve
neanle dunng the 0rst vear or . renewat errort. Bus
N DIE COMDANLEs. tNe Codiiing meeys 1o row mne

LEADING CHANGE

20 to 50 range before much progress can be made in
phase three and bevond. Sentor managers always
torm the core of the group. But somenmes vou find
board members. 4 representative rrom a key cus-
romer, or even a powertil union leader.

Because the guiding coalinon includes members
who are not part or senior management. it tends to
operate outside of the normal hierarchy by defini-
tion. This can be awiward, but it is ciearly neces-
sary. If the existing hierarcny were working welil.
there would be no need for a maior transrormartion.
But since the current system 1s not working, retorm
generally demands activity outside of formal bound-
anes, expectations, and protacol.

A high sense or urgency within the managerial
ranks helps enormously in puttng a guiding coali-
-1on together. But more 1s usuailv required. Some-
one needs to cet these people together. help them
sevelop a shared assessment or their companv's
rroblems and epportunties, and create a mnimum
fevef of rrust and communication. O-site retreass.
t0r TWO or three cavs. are one popular vehicle tar ac-
complishing this task. have scen manv croups ot 3
t0 35 executives attend a senes ot these retrearts
OVer a period ol montns.

Compantes that 1ail in phase two usually under-
estimate the dirticuities ot producing change and
thus the importance or a powerrul guiding coali-
1i0n. Semerimes ey have ne histery of teamwork

it the rop and theretore undervajue the importance
ot this type of coalition. Sometimes thev expect the
ream 0 be led by 2 starr execuuve rrom human re-
sources. quality, or straregic planning 1nstead of a
kev hine manarer. No martter how capable or dedi-
cated rhe star nead. croups withouo strong e
icadership never achieve the power that 15 required.

il

In failed transiormations, vou otten iind plenty of plans and programs, but no vision.

o . %
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Efforts that don't have a powertul enough gurding
coalition can make apparent progress ror a while.
But. sooner or later, the opposicion gathers rrseit to-
gether and stops the chanee.

Error #3: Lacking a Vision

In everv successtul transiormarion erfore thar |
have seen, the guiding coalition gevelops a picture
of the tuture that is relativeiv easy 1o communicate
and appeals to customers, stockholders, and em-
plovees. A vision alwayvs goes bevond the numbers
that are tvptcallv tound in tive-vear plans. A vision
says something that helps claritv the direction in
which an organization needs to move. Sometimes
the first drart comes mostly frrom a singie individu-
ab. It is usually a it blurrv, at least minally. But
after the coalition works at i1t ror 3 or 3 oreven 12
months. something much better emerges through
-heir tough analvtical thinking and a arctle dream-
ng. Eventually, a strategy tor achieving that vision
Is also devetoped.

In one midsize European company. the tirst pass
at a vision contained two-thirds of the basic ideas
that were 1n the tinal product. The concept ot
giobal rcach was in the nitial version
trom the beginning. So was the idea
of becoming preeminent in certain
businesses. But one cenrral idea in
the final verston — gerring out of low
value-added activities - came oniv
afrer a4 series ot diSCUSSI()ﬂS aover a
period ot several months.

Without a sensible vision, a rrans-
formation eitort can casiv dissoive into a [1st o1
contusing and incompatible proects that can take
the arganizacion in the wrong direcuon or nowhere
at all. Wichout a sound vision, the reengineering
prorect in the accounting department, the new 360
degree perrormance appraisai trom the human re-
sources department, the plant’s guality program,
the cultural change project in the sales torce will
not add up in a meaningrul wav.

In tailed rranstormations, vou otten tind plenty or
plans and directives and programs, but no vision. In
one case, 2 company gave out four-inch-thick note-
books describing its change etfort, In mind-numb-
ing dertail, the books spelled our procedures, goals,
methods, and deadlines. But nowhere was there a
clear and compelling statement or where all this

was leading. Not surprisingly, most of the employ-

ees with whom I talked were either conrused or
alienated. The big, thick books did nor rally rhem
together or inspire change. In facr, thev probably
had just the apposite erfect.
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[n a few ot the [ess successrul cases that [ have
»een, management had a sense ot direction, but it
was too complicated or blurry to be userul. Recent-
Iy [asked an executive in a midsize company to de-
seribe his vision and received in return a bareiy
comprehensible 30-minute {ecture. Buried in his
answer were the hasic elements ot a sound vision.
But thev were buried-deeply.

A useful rule of thumb: if you can’t cammunicate
rhe vision to spomeone in five minutes or less and
get a reactrion that signities both understanding
and interest, you are not vet done with this phase
of the rranstormation process.

Error #4: Undercommunicating the
Vision by a Factor of Ten

['ve seen three patterns with respect to commu-
iication. all verv commmoen. In the nrst. a group ac-
rually does develop a pretey good transtarmation
vision and then proceeds to communicate it by
holding a single meetung or sending out a single
communication. Having used about .0001% of the
vearly intracompany comrmunicarion, the group is
startled that tew people seem to understand the

A vision says something that
clarifies the direction in which
an organization needs to move.

new approach. In the sccond pattern. the head ot
the organization spends a considerable amount
of time making speeches to emplovee groups, bur
most people still don't get 1t |not surprising, since
vision caprures only .0005% ot the toral veariy
communicationi. In the third pattern. much mare
etfort goes into newsletrers and speeches, but some
very visible senior execustives still behave 1n ways
that are anttherical to the vision. The net result is
that cynicism among the troops goes up, while be-
!iet in the communication goes down.

Transtormation is impossible uniess hundreds or
thousands ot people are willing to help, otten to the
point of making short-term sacrifices. Employees
will not make sacrifices, even if they are unhappy
with the status quo, unless they believe that useful
change is possible. Without credible communica-
tion, and a lot of it, the hearts and minds of the
troops are never captured,

This tourth phase is particularly challenging if
the short-term sacrifices include job losses. Gain-
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ing understanding and support is tough when
downsizing 15 a part of the vision. For this reason.
successtul visions usuaily include new growth pos-
sibilities and the commuoument to trear 1arly anv-
one who 1s iaid ott.

Execurives who communicate well incorporare
messages (nto their hour-bv-hour acuvites. In a
routine discussien about a2 business problem. they
tatk abour now proposed solutions ft jor con't fit!
inta the bigger picture. Int a reqular pertormance ap-
pratsal. thev ralk about how the emplovee's behav-
ior helps ar undermines the vision. In a review of
a division's quarterly perrormance. they talk not
aniv about the numbers but also about how the
division’s executives are conirputing to rne rrans-
tormation. In a routine Q&A with emplovees a1
a companv taciliey, they tie their answers back to
renewal roals.

In more successtul transrormanon e11o0rs. execu-
sves use all exisuny communication channels to
oroadgeast the vision. Thev turn boring and unread
companv newslerters wnta lvedv articles about te
viston. Thev take rnrualhistic and redious guarteriv
management meetngs and turn them Into excitng
discussions ot the ranstormanion. They throw out
much of the companyv's generlc management edu-
catton and replace 10 with courses that tocus on
business problems and the new vision. The guiding
principie 1s sumpie: use every possible channel es-

Worst of all are bosses who
refuse to change and who make
demands that are inconsistent

with the overall etfort.

pecialiv those that are bemng wasted on nonessen-
tial intormation.

Perhaps even more important. rmost of the execu-
rives [ have known in successtul cases o1 maior
change learn to “walk the talk.” Thev consciously
attempt to become a living svmbeol of the new cor-
porate culture. This 18 otten not easv. A 60-vear-old
plant manager who has spent precious little time
over 40 vears thinking about customers will not
suddeniv behave i a customer-oriented way, But
[ have witnessed fust such a person change, and
change a great deal. In that case. a high level of ur-
gencv helped. The tact that the man was a part o1
the guiding coalition and the viston-creation ream
also helped. So did all the communication, which
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kept reminding him of the desired behavior. and all
the reedback rrom his peers and subordinates,
which heiped him se¢ when he was not engaging in
that behavior.

Communication comes in both words and deeds,
and the latter are otten the most powerful form.
~Nothing undermines change more than behavior
by important individuals that 1s inconsistent with
their words.

Error #5: Not Removing Obstacles to
the New Vision

Successtul transtormations begin to involve large
numbers or people as the process progresses. Em-
plovees are emboldened 10 trv new approaches, to
develop new wdeas, and to provide leadership. The
only constraint s that the acuons nt within the
broad parameters ot the overall vision. The more
people imvolved, the better the outcome.

To some degree, a puiding coalitien empowers
athers 1o take acnon simply by successtuily com-
municating the new direcuon. But communication
1s never surticient by selt. Renewal also requires
the removal of cbstacies. Too otten, an emplovee
understands the new vision and wants to help make
it happen. But an elephant appears ro be blocking
the path. [n some cases, the elephant 1s in the per-
son's head, and the challenge is to convince the in-
dividual that no external obstacle ex-
15ts, But in most cases, the blockers
are very real.

Somenumes the obstacle 1s the or-
camzational structure: narrow fob
Categories can seriousiv undermine
CITOTTS T0 INCTEAse Productivity ot
make 1t verv ditricult even to think
about customers. Sometlmes com-
pensation or pertormance-appraisal
svstems make people choose be-
tween tiie new vision and their own self-interest,
Perhaps worst of all are bosses wha retuse to change
and who make demands that are tnconsistent with
the overall ettort,

One companv began its transtormation process
with much publicity and actually made good
progress through the tourth phase. Then the change
ettort ground to a halt because the orficer in charge
of the company’s largest division was allowed to
underm:ne most of the new ininlatives. He paid lip
service to the process but did not change his behav-
w01 or encourage his managers to change. He did not
reward the unconventional ideas called for in the
vision. He allowed human resource svstems to re-
main intact even when they were clearly inconsis-
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Too often, an emplovee understands the new vision and wants to help make it happen.

But something appears to be blocking the path.

tent with the new ideals. I hink the omcers mo-
rives were comptex. To some degree, he did not pe-
lieve the companv needed major change. To some
degree. he feit personally rhreatened by all the
change. To some degree, he was atraid that he could
not produce both change and the expecred oper-
ating profit. But despite the fact that they backed
the renewal effort, the other otficers did virtually
nothing to stop the one blocker. Again. the reasons
were complex, The company had no history of
contronting problems like this. Some people were
atraid or the otticer. The CEQ was concerned that
he might lose a talented executive. The nert result
was disastrous. Lower level managers concluded
that senior management had lied to them about
thetr commitment to renewal. cvnicism grew, and
the whole ettort collapsed.

In the tirst half of a transtormation. no organiza-
rion has the momentum, power, or time 10 get rid of
all obstacles. But the big ones must be contronted
and removed. If the blocker is a person, it is impor-
tant that he or she be treated fairlv and in a way that
is consistent with the new vision. But action is es-
sential, both to empower others and to maintain
the credibility of the change etfort as a whole.

Error #6: Not Systematically Planning
For and Creating Short-Term Wins

Real transformation takes time. and a renewal ef-
fort risks losing momentum it there are no short-
term goals to meet and celebrate. Most people
won't go on the long march unless they see com-
pelling evidence within 12 to 24 months that the
journey 1s producing expected results. Withourt
short-term wins, too manyv people give up or active-
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v joIn the ranks ot those people who have been re-
s1sting change.

One to two vears inte a4 successtul transtorma-
tion erfort, vou find quality begtnning to go up on
certain indices or the decline :n net income stop-
oing. You tind some successrul new product intro-
Jductions or an upward shitt in market share. You
cind an impressive productivity improvement or
a statistically higher customer-satisfaction raung.
But whatever the case, the win is unambiguous.
The result is not just a judgment calf that can he
Jiscounted by those opposing change.

Creating short-term wins is different from hop-
ing for short-term wins. The latter 1s passive, the
rormer active. [n a successtul transrormation, man-
agers activelv look for wavs to obrain clear pertor-
mance improvements, establish goals 1n the vearty
nlanning system, achieve the objectives, and re-
ward the people involved with recognition, promo-
rions, and even money. For example, the guiding
coalition at a U.S. manutacturing company pro-
duced a highly visible and successful new product
introduction about 20 months after the start of its
renewal effort. The new product was selected about
six months into the effort because it met multiple
criteria: it could be designed and launched in a rela-
tively short period; it could be handled by a small
team of people who were devoted to the new vision;
it had upside potential; and the new product-devel-
opment team could operate outstde the established
departmental structure without practical problems,
Little was left to chance, and the win boosted the
credibilitv of the renewal process.

Managers often complain about being forced to
produce short-term wins, but I've found that pres-
sure can be a useful element in a change effort.
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While cetebrating 2 win is fine, declaring the war won

GO

can be catastrophic.

When it becomes clear to people that major change
will take a iong time, urgencyv levels can drop.
Commirments to produce short-term wins help
keep the urgency level up and rorce detailed analyt-
ical thinking that can ciarify or revise visions.

Error #7: Declaring Victory Too Soon

After a tew vears of hard work, managers may be
tempted to deciare victory with the tirst clear per-
formance improvement. While celebrating a win is
fine, declaning the war wan can be catastrophic.
Until changes sink deeply into a company’s cul-
ture, a process that can take five to ten years, new
approaches are rragile and subiect to regression.

In the recent past, [ have watched a dozen change
etforts operate under the reengineerg theme. In
all bur two cases. vicrorv was declared and the ex-
pensive consultants were paid and thanked when
the tirst maior project was comoplered arter two to
three vears. Within two more vears, the usetul
changes that had been introduced slowly disap-
peared. In two of the ren cases, 1t's hard 1o find any
trace of the reengineenng work rodav.

Over the past 20 vears, ['ve seen the same sort
ot thing happen to huge guality projects, organi-
zational development etftores, and more. Typically,
the probiems start eariv in the process: the urgency
level is not intense enough, the guiding coalition is

not powertul enough, and the vision is not clear
enough. But it Is the premature victory celebra-
rion that kills momentum. And then the powerfu]
forces associated with tradition take over.

[ronicallv, 1t 18 often a combination or change
Initiators and change resistors tnat creates the pre-
mature victory celebranon. in their enthusiasm over
| clear sien or progress. the n1tarars go overboard.
Thev are then 1otned by resistors. wno are quick o
SpoOt ANV OPPOTTUNILY 10 SIOp change. Atter the cele-
brauen is over. the resistors polnt o the vicrory as
a sign that the war has peen won and the troops
should be sent home. Weary troops allow them-
<elves 1o be canvinced that they won. Once home,
the foot soldiers are reluctant to climb back on the
ships. Soon thereatter. change comes to a halt, and
rradition creeps back in. . .

Instead of declaring victory. leaders of successful
cttorts use the credibitity atforded by short-term
wins to tackle even bigger problems. They go atter

s and Structures that are not cOnsistent with

SYStern
‘ ' 151 ave not been con-
nsformation vison and h ‘
the e tion to who is

rronted before. They pay great attenl tho !
promoted, who is hired. and how p.eopie are ev; t
oped. Thev include new reenglneering proiects Ifh a

are even bigger in scope than the iniuial ones. They
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undersrand that renewal efforts take not months
hut vears. [n fact, in one of the most successiul
transtormations that [ have ever seen, we quanti-
fied the amount of change that occurred each vear
over a seven-vear period. On a scale ot one jlowl to
ten |high}, year one recerved a two. year two a four,
vear three a three, vear four a seven, year five an
cight, year six a tour, and vear seven a two. The
peak came in year five, fullv 36 months arter the
tirst set ot visible wins.

Error #8: Not Anchorin? Changes
in the Corporation’s Culture

In the final analysis, change sticks when it be-
comes “the way we do things around here,” when 1t
seeps into the bloodstream ot the corpaorate body.
Until new behaviors are rooted in social norms and
shared values. they are subject o degradation as
<oon as the pressure tor change 1s removed.

Two ractors are particuiarlvy tmportant in 1nstitu-
tionalizing change in corporate culrure. The tirst 15
a conscious attempt to show peopie how the new
approaches, behaviors, and ateitudes have helped
improve performance. When people are letr on their
own to make the connections. they sometimes cre-
ate very inaccurate links. For example, because re-
sults improved while charismatic Harry was boss,
the troops link his mostly idiosvncratic style with
those results instead of seeing how their own 1m-
proved customer service and productiviry were in-
strumental. Helping people see the right connec-
tions requires communication, Indeed, one company
was relentless, and it paid off enormously, Time
was Spent at everv Major management meeting

HARVARD BUSINESS REVIEW March-April 1995

Reprint ¥5204

to discuss why pertormance was increasing. The
company newspaper ran article after article show-
ing how changes had boosted earnings.

The second factor is taking sutficient time to
make sure that the next generation of top manage-
ment reafly does personify the new approach. If the
requirements for promotion don't change, renewal
rarely lasts. One bad succession decision at the top
of an organization can undermine a decade of hard
work. Poor succession decisions are possible when
boards of directors are not an integral part of the re-
newal effort, In ar least three instances [ have seen,
the champion for change was the reuring execu-
tive, and although his successor was not a resistor,
he was not a change champion. Because the boards
did not understand the transtormations in any de-
tail, they could not see that their choices were not
good fits. The retiring executive 1n one case tried
unsuccesstutlv to talk his board into a less seasoned
candidate who better personitied the transtorma-
tton. In the other two cases. the CEOs did not resist
the boards’ choices, because they telt the transtor-
mation could nat be undone by their successors.
They were wrong. Within two vears, signs of re-
newal began to disappear at both companies.

There are still more mistakes that people make,
but these eight are the big ones. [ realize that in a
short arucle everything 1s made to sound a bit too
simpilistic. In reality, even successtul change efforts
are messy and full of surprises. But just as a relative-
ly simple vision 15 needed to gurde people through a
major change, so a vision of the change process can
reduce the error rate. And fewer errors can speli the
Jdifference between success and failure. v
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CIAT # Strengthening Teams

Follow-up Course

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.

l
l

Step 2

identify the areas of agreement or
the shared interests.

4
l

Step 3

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

4Adapted from Thomas A. Kayser’s book, Building Team Power; How to Unieash the Collaborative Genius ¢f Work Teams, Irwin
Professional Publishing, Burr Ridge, Illinois, New York, New York

Training Resources Group, Inc.
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Follow-up Course

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
together

!
i

Step 5

Take measures to 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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A COLLABORATIVE APPROACH TO MANAGING CONFLICT

Use these guidelines for engaging in a conversation with another person(s) toe resolve a
conflict in a collaborative way.

1. Set the climate

State that you believe there to be a difference of opinion or conflict between the
two of you about....., and that you want to work together to resolve that conflict.

Say that you want to resoive the conflict in a win/win way in order for you both to
get your needs met.

2. Clarify and understand one another’s point of view (position) and why (interests) it is of
importance to that person.

Invite the other person to go first. Say, “Tell me about your point of view and
why it is important to you.” Ask questions to understand. Paraphrase what you
understand. Do not get into a debate about anything at this point. Just ry to
understand and demonstrate to the other person that you understand. (Uncer-
standing the other person’s point of view does not mean vou agree with it.)

Then, present your own point of view. Help the other person understand you. Do

not argue with them or try to persuade them. Concentrate on increasing their
understanding of your position.

3. Identify the areas of agreement or shared interests.

Say, “let’s identify our shared interests and areas of agreement first.” Talk a bit
about your comimon interests.

4. Identify the differences or points of contention. Try to summarize these points into a
newly stated problem which you can both work to solve.

Say, “Let’s identify or describe our differences. One thing I see us disagreeing ont
is....” Ask their opinion. Say, “What do you see as our differences?” Use active

listening skills to keep this conversation moving forward. If there are several
areas of difference, use the flipchart to list them.

Say, “How can we turn these differences into a problem we can work together to
resolve?” Try to come up with a problem statement. (Example: How can we
meet your client’s needs and still come in under budget? Or How can we provide
support to your team after 5 p.m. without taking advantage of any one secretary?)

Training Resources Group, Inc. 28
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5. Work together to develop a solution(s) to the problem.

Sav “Let’s try to come up with a mutually satisfying solution to this problem, one
that meets your needs and mine.” Try brainstorming a list of alternative solutions.
Use the flipchart or a yellow pad. List as many possible solutions as you can

think of. Do not stop to evaluate the suggestions as they are generated. That will
lim1t your creativity.

Select the solution that does the best job of meeting both your needs. Do not try
to lobby for a solution that is better for you than for him/her. If the solution does
not satisfy the other person, do not push it. If the other person pushes for a
solution that serves him/her more than 1t does you, state clearly and firmly why
you cannot live with that solution.

Training Resources Group, Inc. 29
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Personal Notes
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