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 SEQ CHAPTER \h \r 1ASSIGNMENT:

UNKNOWN


 SEQ CHAPTER \h \r 1A Group Planning Experience


 SEQ CHAPTER \h \r 1You have just been selected as a member of a top secret task force. In order to minimize the danger of security leaks, the nature of the Assignment is being withheld, even from you, until the last possible moment.

You and the other task force members have accepted these conditions, along with the responsibility and authority to first devise a plan for managing 


the  SEQ CHAPTER \h \r 1Assignment and then, after your plan has been reviewed and approved, to carry out the Assignment.

Your task force has been deliberately formed of people with experience in a number of areas. There are two reasons for this: to confound speculation on the nature of your Assignment; and to provide the task force as broad   a   range   as   SEQ CHAPTER \h \r 1possible  of




knowledge and skill to ensure that you'll arrive at the best possible plans.

None of you has been told anything else about the Assignment, except that it will be complex and will require the services of additional people at the implementation stage.

 SEQ CHAPTER \h \r 1ASSIGNMENT UNKNOWN


 SEQ CHAPTER \h \r 1Your Task:
Even though your Assignment is unknown, your task force must now complete a preliminary plan for managing it. On this page is a list of 13 activities, arranged in random order. Your task is to rank these activities according to the sequence you propose to follow in managing the Assignment. This sequence must be approved by the people at the top before your task force will be given the nature of the Assignment and the go ahead to begin work on it.

 SEQ CHAPTER \h \r 1Step One:
You have a little time left before your task force is scheduled for its first meeting.  Look over the list of activities without discussing it with anyone.

Then, rank the items on your own, according to the sequence that makes the best sense to you for managing the Assignment.  Give the first activity an “l”, on down through “13” for the last activity.

 SEQ CHAPTER \h \r 1Step Two:
Now, as a team, meet with your fellow task force members to agree on the sequence of activities that should be followed.

You will have until ____________ 'clock to decide.

 SEQ CHAPTER \h \r 1Guidelines For Reaching Consensus:
You must arrive at substantial agreement (not necessarily unanimity) on the rank assigned each team.  This is seldom easy.  Nevertheless, a group simply brings more firepower to problem-solving than could any of its members working alone.

Open and accurate communication is essential to reaching the best possible decision.

Some suggestions:

1.
No averaging, majority-rule voting, or horse-trading.

2.
Avoid arguing to win as an individual.  What’s “right” is the best collective judgment of the group.

3.
Avoid changing your mind only to reach agreement or avoid conflict.

4.
Accept responsibility for both hearing and being heard.

5.
View differences of opinion as helpful rather than as a hindrance.

6. Make value judgments about what is best on the basis of the information, logic, and feelings of the members.

 SEQ CHAPTER \h \r 1A Word of Caution

Group decision-making is not always the best, or the most practical, way to solve problems.  It is time-consuming.  Members must be able to work together effectively; they must each have an important stake in the outcome.  And in amicable groups, especially, there is the clear and present danger of narrow “groupthink.”

With the exception of brainstorming, most creative tasks are best left to talented individuals.  Neither is group work advisable in other cases where individual tasks can be performed well independently.

Groups are most useful in:

(1) goal setting, 

(2) when the problem requires that information must be brought together from several sources to produce a solution, or 

(3) when effective implementation of the decision will require the commitment of others.

	 SEQ CHAPTER \h \r 1Team Activities
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	 SEQ CHAPTER \h \r 1Step 4

STS Preferred

Ranking
	 SEQ CHAPTER \h \r 1Step 5
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	 SEQ CHAPTER \h \r 1A.
Identify the major areas of responsibility.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1B.
Measure progress against plan.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1C.
Decide on a basic course of action.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1D.
Take corrective action, as appropriate.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1E.
Develop possible alternative courses of action.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1F.
Collect and analyze relevant facts of the situation.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1G.
Assign responsibilities and authority levels.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1H.
Identify and evaluate the possible consequences of each course of action.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1I.
Establish measurable progress-evaluation criteria (timing, sequencing, etc.)


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1J.
Determine desired end results (set objectives).


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1K.
Identify and analyze under-lying assumptions about the project.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1L.
Define the specific tasks or activities involved.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1M.
Execute the plan.


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1TOTALS
	
	
	

	
	 SEQ CHAPTER \h \r 1Individual Score
	 SEQ CHAPTER \h \r 1Team

Score
	 SEQ CHAPTER \h \r 1Individual Score


 SEQ CHAPTER \h \r 1Group Process Questions

	 SEQ CHAPTER \h \r 1Circle your response
	 SEQ CHAPTER \h \r 1Very

Little
	Little
	Some
	Quite 

a bit
	Very much

	 SEQ CHAPTER \h \r 11.
To what extent did others pay attention to your ideas?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 12.
To what extent did you listen and pay attention to others?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 13.
How frustrated did you become while reaching the Team decisions?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 14.
To what extent did you actively seek contributions from others?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 15.
How responsible and committed are you to the final decision that was made?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 16.
How much do you think the Team’s ranking will resemble that of the experts?
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 17.
What percent of the time did you lead the Group by:

· contributing information

· helping the Group work together
	0

0
	25

25
	50

50
	75

75
	100

100



Group Performance Survey

	Group
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Score

(a-c)

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	



 SEQ CHAPTER \h \r 1Help For Planners
This exercise is one of a series used in workshops for managers and professionals involved in organizational planning.

“Assignment: Unknown,” “Backsighting,” and the group planning workbook, “Get S.M.A.R.T.”, and additional materials on High Performance Work Systems may be ordered from:


Whitewater Strategies, Inc.
996 S 650 W

Salem, UT 84653
Telephone:  (801) 423-0198
e-mail:  kimbsimmons@whitewaterst.com
www.whitewaterst.com
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