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 SEQ CHAPTER \h \r 1“Effective leaders share leadership.”









D. F. Felten
INTRODUCTION
Leadership in today’s dynamic global environment demands new capabilities from all organization members.  Leadership is not a static event allowing us to rest comfortably in the past, utilizing outdated methods and tactics.  Today’s leaders must utilize dynamic processes centered on involvement, feedback and openness.  Through the process of being involved, we create energy, awareness, growth and results.

Personal Leadership™ creates the understanding and competencies required for successful team leadership in today’s environment.  It is a model based on purpose fulfillment, individual learning and accountability.  Attaining competence in the use of this model will prepare you to meet the challenges of today’s organizational life.

PURPOSE
This workshop provides an opportunity to assess and develop team members, coaches and facilitators in the critical knowledge, skills and competencies required for leadership in high performance organizations.  It prepares organization members for their new roles through feedback and personal development.

OBJECTIVES

As a result of your active participation in this workshop you will:

· Identify your personal strengths and developmental needs in fulfilling essential team leadership requirements.

· Share leadership within a team and assess your abilities in various roles.

· Learn and manage the paradigm shifts required to fulfill the leadership roles of high performance organizations and teams.

· Receive direct, active and live feedback to help you set new goals for personal development.
	 SEQ CHAPTER \h \r 1WORKSHOP DESIGN


T
 SEQ CHAPTER \h \r 1his workshop is designed and conducted to meet the organization’s and participant’s needs in the areas of self-development, high performance systems understanding and team development.  The workshop provides participants an opportunity to uncover possible developmental needs in an objective, non-threatening manner.  Feedback will be provided during the workshop through self-rating, peer rating, peer feedback and facilitator feedback.   From this information, participants will be able to more accurately select future developmental experiences.

The workshop does not involve role-playing situations.  It is designed to provide you with developmental and assessment opportunities.  The exercises and assignments used in the workshop are to be approached, handled and completed on a real-time basis just the way you would back home.  Approach the workshop assignments using your own style, ideas and methods.

This is a “be yourself” workshop.  Be the best you can be.  Let the real you show as you work through the demanding schedule this week.  

FEEDBACK
Self and Peers
Most of the exercises completed on a sub-group basis involve self-ratings and/or feedback and peer ratings.  You will, in other words, at the end of each exercise receive feedback from sub-group members regarding your performance in that exercise.  These ratings and feedback should be frequently and carefully contrasted, compared and studied.  These ratings, and any observations, are for use by you in your personal developmental planning and implementation.  No other distribution of these ratings is to be made.  The ratings are for your own use only.  A rating or feedback format will be provided for your use in the case of each exercise.

WORKSHOP FACILITATION
You and your sub-groups are essentially on your own in the completion of any exercise process; i.e., exercise, peer rating and feedback.  The workshop facilitator will see to the logistics and the operation of the overall workshop.

Facilitators, when working with a sub-group, will assist you in clarifying the tasks, providing feedback, supporting process and group development.  Their role is not to dominate the group or do the thinking for individuals.  They will create an environment to encourage individual and team growth in relationship to the workshop objectives.

 SEQ CHAPTER \h \r 1CONSTRUCTIVE FEEDBACK
In order for the workshop to really be effective, the feedback from peers must be candid and frank but, above all, constructive.  Hints to aid in the area of constructive feedback include the following:

· Describe behavior in a non-evaluative way; i.e., non-judgmental.

· Do not present feedback as the only possible interpretation.

· Describe how you were affected by the behavior in question.

· Leave the choice for change with the other person.

· Be constructively specific and supportive.

· Give the feedback from the viewpoint of helpful help.

· Provide feedback regularly and frequently enough so that the ideas can be absorbed and dealt with; i.e., help awareness grow.

· Give the feedback directly to the person involved.

· Consider that everyone is in a process of becoming; i.e., growing into a more competent person.

· Provide feedback on your reaction to behavior and not on the individual himself/herself.

· The behaviors can be directly tied into the core competencies.

TIPS FOR SUB-GROUPS
· Create and maintain a congenial atmosphere.  We are all here to learn from each other.

· Be a good listener.  Give “equal time” to all viewpoints.

· Aid the group in exploring gray areas or complicated issues by giving your opinion and asking for the opinion of others in your group by name.

· Give everyone a chance to express themselves.

· There is nothing wrong with disagreeing in a non-disagreeable way.

· Use periodic summaries to see where you are as a group in handling the exercise or situation.

· Profit from opposing positions and new information.
	 SEQ CHAPTER \h \r 1HOW TO LEARN
From Your Own Experience


W
 SEQ CHAPTER \h \r 1hat is it to be an open person, or to have an open relationship?  The Johari Window provides a graphic way of looking at personal and interpersonal openness.
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The window represents your whole person.

The “open” area includes that part of you — your behavior, feelings and thoughts — which you share freely with others.  When you form a new relationship, this area tends to be small.  What you share with a new acquaintance is governed largely by social convention and limited to things that are public knowledge anyway.  As you get to know and trust another, you are both willing to share more of yourselves and the open areas grow in size.

The “blind” area includes behavior you are not aware of, although another may be.  “Would that God the gift would give us, to see ourselves as others see us.”  You find out about your blind area through feedback from others.

The “hidden” area includes thoughts and feelings that you have not yet revealed to others through your behavior.  You share your hidden area by self-disclosure.

The “unknown” area is that part of you which you once knew and have forgotten, or which you have not yet discovered.  What helps you to probe into your unknown is experiment and play.  Small children are experts at self-discovery, simply because they are experts at play.  As people grow older, they often tend to lose their capacity to play, to test, to experiment, to fool around.

In this context, being “open” focuses on behavior (words and actions) and reactions to behavior (understanding and feelings).  When you communicate freely with another about your behavior, perceptions and feelings, you are being open.  When you are evasive, defensive, reserved or silent about them, you are not being open.

 SEQ CHAPTER \h \r 1You can use the window to look at yourself, to help you to understand how open you are and what growth in openness means.  You can also use it to look at different kinds of relationships one to one, one to group and group to group.

For example, assume that the window describes the relationship between you and someone else in the group with which you are now working.  The four quadrants represent the total relationship.  The relationship is defined by two points of view, your own and that of the other person.  The quadrant of the window that describes which is actually shared in your relationship is the “open.”  Your relationship develops and grows beyond what it now is when you both move into the “blind,” the “hidden” and the “unknown,” and become more open within yourselves and to each other.  The broken line in the diagram represents potential growth in openness.

Enlarging your area of openness by reducing the hidden, the blind and the unknown, is always a little risky.  There is risk to you and risk to the other.  Will you hurt him?  Will you make him angry?  Will he reject you?  What will he think about you?  What will you find out about yourself?  The risk, the pain and the fear of being open can be strong deterrents.  When is openness worth it?  When is it possible?  When is it constructive?

Attention to the following points increases the probability that openness will improve a relationship rather than harm it.

· There must be a good reason for being open.  Openness must have a purpose beyond itself.  You are open because you care enough about improving a relationship to make it worth the effort.  If a certain measure of caring does not come across in your attempts to be open, you may well be perceived as meddling, manipulative, threatening, aggressive or even hostile.

· Openness is not an absolute value.  It is not always possible or even desirable.  It must be put into a context of sensitive responsiveness to the other.  It must serve not only your needs, but the needs of others.

· Openness involves risk-taking.  There is always the possibility of rejection, anger, new and frightening knowledge, being hurt.  The risk is on both sides.  It is important to remember that when you risk and initiate openness, the other person may be running an even greater risk by being open in return.  He has many safer options:  to evade, to flee, to be defensive, to attack, to be silent.  When you offer your openness, he can back off.  When he accepts your openness, you are both committed.

· Realize that openness is sharing and that it is a contradiction to thrust openness on another.  The other has to be willing to be open with you.  Otherwise, openness becomes coercive.

·  SEQ CHAPTER \h \r 1Defenses are not all bad.  We need them from time to time.  Being open should never be an excuse to strip another of his defenses.  Openness should build trust to the point where another feels safe enough to be able to drop his defenses of his own accord.

· Openness means facing and accepting yourself.  It means owning your thoughts, feelings and behavior and being responsible for them and responsible for changing them or not.

· Openness means accepting the thoughts, feelings and behavior of the other as facts, and letting him be responsible for them and responsible for changing them or not.

· The aim of openness is not to change the other, but to share an understanding of your relationship.  It helps you to know how you perceive each other’s intentions and behavior, and how you feel about each other’s actions.  This awareness of each other should open up new behavioral alternatives.  The change that grows out of openness should be self-determined.

· Being open is not the same as being “personal.”  Revealing a lot of personal details about your past can be a defensive substitute for dealing with here and now behavior, thoughts and feelings.

· There are a number of simple communication skills that are useful in trying to be open.  These skills can be acquired by attention and practice.  It is usually more helpful if you...

· separate behavior from feelings.

Less helpful:
“You jerk!” (an accusation)

More helpful:
“What you just said (your behavior) made me very angry (my feeling reaction).”

· are descriptive of behavior rather than evaluative or judgmental of the person.

· are specific rather than general.

· separate thoughts from feelings.

“I think that this is a good idea, but I feel very threatened by it.”

· let the other draw his own conclusions.

· state the other’s idea in your own words to check out if you have properly understood.  This is called paraphrasing.

· are provisional rather than absolute.

·  SEQ CHAPTER \h \r 1Giving and getting feedback plays a key role in being open.  Feedback is a way of seeing the impact on another of what you say or do.  Feedback on your behavior, on how you come across, can help you to consider some alternative ways of behaving.  If it is not given constructively, it can just encourage defensiveness, or simply be destructive.

Feedback is constructive if...

•
it is asked for rather than imposed.

•
it is well timed.  Feedback is most often useful when it is given immediately after the behavior in question.  Sometimes it is better to wait, especially if the recipient is angry, confused, upset, or defensive, and not inclined to listen.

•
it is not saved up and dumped all at once.  This is usually accompanied by a build-up of feelings which are hard to sort out from the message.

•
it is checked to insure accurate, clear communication.

•
it is checked for validity against the perceptions of others.

•
it is intended to be helpful to the recipient.  It meets his or her needs, rather than the needs of the one giving the feedback.

•
it leaves the recipient free to do with it what he wants, to change or not as he chooses.

•
it is specific rather than general.  Examples of exact statements and behavior are most useful.

•
it simply describes the recipient’s behavior and its impact on others, without making any judgments about what he or she is as a person.

•
it is given in a climate of trust, with a feeling of caring and support.

•
it focuses on things the recipient can do something about.

•
negative feedback is preceded by positive feedback.  This helps give support.

•
it is received non-defensively.  A good rule of thumb is to ask only clarifying questions when receiving feedback.

•
the recipient has a chance to say what he thinks and feels about the feedback when it is all over.  This can lead to a better understanding of why the person behaves the way he or she does

	 SEQ CHAPTER \h \r 1TEAM AWARENESS
A Process For Creating A Learning Climate


 SEQ CHAPTER \h \r 1Product 1
THEORY INPUT
Effective teams are not born or mandated, they develop.  In order for individuals to become a team, members must identify and agree on a common purpose.  This will involve self-disclosure, thinking and energy.

TEAM OUTPUTS
· As individuals, prepare an autobiography that fully describes who you are.  You may choose 
to use the format of “Nine Squares.” (See Page 11)  Plan to speak for 10 minutes to the other members of your sub-group about such things as:



(
Who you are



(
Accomplishments



(
What you do



(
Personal qualities/skills



(
Where you are



(
Interests, values



(
Where you are going


(
Strengths



(
How you want to be 


(
Developmental needs




remembered



(
Objectives/goals



(
Pet irritants/peeves


(
Aspirations



(
Workshop expectations


(
Workshop fears

· As a group process the Lifescripts information (prework).

· As a sub-group, prepare a consensus listing of workshop expectations and workshop fears.

· Based on this listing, write a purpose statement for your sub-group that attains the expectations and overcomes the fears.

· Develop a name and logo for your sub-group that depicts who you are and what your team 
hopes to attain by the end of the workshop.

· Develop a process to share your learnings with the other workshop sub-groups.

 SEQ CHAPTER \h \r 1DESIRED TEAM PROCESS
· An understanding of who the individuals are that make up your team.

· Agreement and understanding of what is needed for the individuals and team to be successful this week.

· A unique way to share your learnings with other workshop teams.  Up to 15 minutes will be provided each team for this task at the beginning of the next general session.
GETTING STARTED

· Make sure everyone has read the material in this section.

· Have everyone develop and deliver an autobiography presentation.

· Complete the other tasks.

	 SEQ CHAPTER \h \r 1NINE SQUARES
An Exercise for Getting Acquainted


 SEQ CHAPTER \h \r 1Instructions:  Have each team member take a page of flipchart paper and fill the nine squares with graphics (pictures, charts, lines, etc.) that describe three things that turn me on, three things that turn me off, and three things I need/want to learn.

	 SEQ CHAPTER \h \r 1
What turns me on


	
	
	

	What turns me off


	
	
	

	What I need/want to learn


	
	
	


 SEQ CHAPTER \h \r 1When everyone is finished, have each member post their chart on the wall and explain the meaning of their pictures.

Ask any clarifying questions you need to ask.  Be sure you understand and get to know your new members.
	 SEQ CHAPTER \h \r 1LEARNING/BEHAVIOR 

STYLE EXERCISE


 SEQ CHAPTER \h \r 1INSTRUCTIONS
Each of you will now have the opportunity to complete a self report, self scoring personality inventory called Lifescripts.  The profile is a non-judgmental instrument which allows people to gain an understanding of their preferences, particularly with respect to energy source, information gathering, decision making and lifestyle/work patterns.  

Once everyone has completed Lifescripts, your facilitator will provide initial interpretation information so you can complete the following tasks.

· Identify your personal Lifescripts type.

· Develop a listing and understanding of this type’s strengths and weaknesses as it relates to working with others, solving problems, accepting change, etc.

· Compare your Lifescripts type results with peers’ perceptions.  Do the results support the perceptions, or do you see marked differences?

· What challenges or opportunities does your personal type have in relationship to the growth values of empathy, authenticity, spontaneity, courage, open-mindedness and intuition?

· Prepare a 15 minute presentation to share your findings with the other team members covering these items.
	 SEQ CHAPTER \h \r 1GROWING & TEAMING


 SEQ CHAPTER \h \r 1
Product 2
THEORY INPUT

Individuals who effectively work with others continually seek to better understand their own learning processes, growth values and team skills.  In this section, each individual will be given the opportunity to assess themselves and be assessed by others in two areas critical to personal growth and individual effectiveness within the group.  These areas are:

· Growth Values

· Teaming Skills

This pre-assessment will provide a baseline you may refer to during the rest of the session as well as a way to build understanding in the three areas of individual effectiveness.

TEAM OUTPUTS

· Read and discuss the learning material in this section.

· Gain an understanding of the Growth Values and Teaming Strengths.

· As individuals, complete the assessments on yourself and on each member of the team.

· As individuals, review the feedback you have received from each member of your team.  Compare the information with your self-assessment noting similarities and disparities.

· As a team, discuss any particular points of interest or concern.

· Develop a process to share your learnings with the other workshop sub-groups.

DESIRED TEAM PROCESS

· Understanding and agreement on how to measure each other against the Growth Values and Teaming Strengths.
	 SEQ CHAPTER \h \r 1LEARNING MODEL

The Four Stages of Adult Learning
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 SEQ CHAPTER \h \r 1
THE MAP — UNDERSTANDING HOW WE LEARN
Learning is a continuous process.  When we are young, the new excites us.  The challenge of doing something we see others do is a part of our natural existence.

Tying shoes is a simple example of this process.  A young child may have watched his mother tie his shoes for him dozens of times during his first few years.  Then suddenly, awareness creeps into his mind — the awareness that he can tie the shoes himself.  So, grabbing the laces and winding them together, he tries to simply combine the laces together to look like what his mother did.  But futilely, they won’t stay together.

 SEQ CHAPTER \h \r 1With some instruction, the child begins to go through steps with the mother’s help.  Suddenly, the shoe is tied.  With some more coaching, it is tied again, not too well but successfully.  And again, and again, and at once, it seems, the child is capable and no longer needs coaching to tie the shoe properly.  This pattern continues until the child can literally tie the shoe unconsciously, without thinking.  The Child is becoming the master of the shoe lace.  Later, he will have to rethink how he ties the shoe in order to teach the next generation

This diagram may be helpful in understanding this learning process.


Each of us are currently in Quadrant 1 in one or more areas of our life.  We are Unaware of a new technology, a new philosophy, a new tool or method for accomplishing a task.  We are comfortable with that state and may even feel that “the King is in the castle and all’s right with the world.”  This is a safe place, a secure place, but it is blind to the “new,” the exciting, even the devastating which may be around the next corner.  When we realize a new idea, or talent, or methodology, we find ourselves in Quadrant 2.

Quadrant 2 is an uneasy place.  We are now aware of something new, but we are entrenched in habits which were comfortable in Quadrant 1.  We have seen something different, exciting, scary, important, or maybe essential to the survival of our company, and we don’t have the new habits, skills, abilities, or knowledge to take advantage of it.  This is the result of many “Benchmarking” activities.  We have found a way to see something new, a different way to do something, a desirable set of benefits which might be derived from using this method.  But we have not built the path which would integrate this into our lives or our company.

This uncomfortableness leads us to Quadrant 3.  Here we must make the knowledge and awareness practical.  Here we identify specific goals to seek, habits to break, habits to learn, and new patterns of living and working to incorporate.  Here we face discouragement.  We try, but fail.  We may even decide to take a haven back in Quadrant 1 since it is too painful to change.  This is where we concentrate and build the new skills necessary to be “competent and capable” in the new methods or habits.

 SEQ CHAPTER \h \r 1Our continued efforts begin to pay off as we begin to be, act, perform in accord with the new  SEQ CHAPTER \h \r 1methodology than to the past.  We begin to do it without thinking.  We tie the shoes without a thought for the steps in the process.  We are quickly becoming master of the “new” way.  We are at Quadrant 4 and doing well.  Quadrant 4 feels good again... and THAT is the next danger.

 SEQ CHAPTER \h \r 1PERSONAL LEARNING — TAKING THE JOURNEY YOURSELF
Being a learner is “child’s play” for the young.  They have less fear of the unknown, less responsibility, less at stake if they make a mistake.  As we grow older, we cling to the “tried and true” methods of our past.  Being a learner for an adult requires giving up some security and moving outside the “box,” outside the comfortable, outside the familiar, outside of Quadrant 1.

There seems to be a high wall between Quadrant 1 and Quadrant 2.  As high, it seems, as we have been willing to build it.  It’s made of brick, muck like the house of the third little pig, and ready to protect us from the outside.

Learners don’t have to tear down the wall, but they have to be willing to climb up on it, to look beyond and to “see” what lies on the other side.  Learners move themselves from Quadrant 1 to Quadrant 2 by exploring, and opening their minds to something new.  They do not betray their box but do not need to defend it either.  They recognize that their Quadrant 1 point of view may not be entirely accurate, current, or, at least, is not the only point of view and they are willing to see the new view.  Once they’ve seen it, they are no longer completely comfortable in their box.

Learners who have moved from Quadrant 1 to Quadrant 2 now have a quandary.  Is it better to keep what I was doing, or to incorporate some or all of this new information into my life and activities?  They ask specific questions.  What does this new paradigm look like?  Why is this new habit better?  Why should I change?  What results can I expect?

After the questions, they choose, take a stand, set their hand to the plow, and try to make it work.  There is no brick wall between Quadrant 2 and Quadrant 3.  But there are hazards.  The ground is unstable and may tip as you step across.  It may rise up suddenly and roll you back to the protection of Quadrant 1.  A wave of discouragement may strike without warning from the side and you retreat.  Gusts of wind may make it hard to see your way clearly.

If you persist, concentrate, practice, fail, err, and try again, you build the skills.  If you recognize that you are not “perfect,” you may avoid the hazard of hypocrisy.  If you associate yourself with others who are making the same journey, you will find support and strength in numbers.  This is where the challenge is.  The victory and rewards go to the persistent and new skills to the disciplined.  Integrity is renewed through aligning how you act with how you have decided to be.

Learners master their new habits.  They move consciously from Quadrant 3 to Quadrant 4 through this alignment of skills and abilities to desires and beliefs.  There is no wall here, no hazardous terrain, but the slope is upward.  The learner can always roll backward and have to repeat the struggle, the uncertainty, and the pain.  Not the struggle of learning the skills, but the struggle of leaving the old patterns.

 SEQ CHAPTER \h \r 1The learner meets this challenge by looking quickly toward the next awareness.  Quadrant 4 becomes Quadrant 1 without a struggle, without a wall, without even an upward grade.  It becomes Quadrant 1 when we have built our new box, and “rest” within it.  The new becomes our present, it becomes comfortable.  As William Wordsworth put it:

“The glory and the dream fade, the prison-house closes in after childhood, and custom lies on us ‘heavy as frost’.” 

We have grown, we have struggled and how easy is it for us to feel we’ve made it.  Eugene O’Neill struck hard at this cord with the following challenge:

“Those who succeed and do not push on to greater failure are the spiritual middle classers.  Their stopping at success is the proof of their compromising insignificance.  How petty their dreams must have been!  Only through the unattainable does man achieve a hope worth living and dying for and so attain himself.”

LEADERS AND THE LEARNING PROCESS
Leaders are always moving from Quadrant 1 to Quadrant 2.  They are challenging themselves to look at things in new and different ways.  They want to see both the new inventions and the new de-ventions (the things that have always been done, but we have found ways to do more with less).  They don’t have to create the new paradigm, but they are always searching to understand how it applies to themselves, their company, family, and community.

Once they are aware of the new paradigm, they plan ways to incorporate it into their activities.  More than that they push themselves to move into Quadrant 3 and “DO IT.”  

Leaders move from Quadrant 3 to Quadrant 4 and become Masters over and over again.  By taking their awareness, moving it to action, and then practicing it they integrate it in their style and being.  They strengthen their understanding and grasp of it by learning to see the new paradigm and their fit within the paradigm through the eyes of their followers.  They get feedback and continue to fine tune.  The way of mastery is continual self-improvement, building deeper integrity between actions and beliefs, between what they say and what they do.  

Inexperienced or ineffective leaders may try to “sell” everyone on the new paradigm before trying to live it themselves.  They are still acting in the old paradigm and can only be seen as hypocritical in the eyes of their followers.  They function like “Sheepherders” who push their followers into the unknown.  They hide their struggle from others, wanting to seem adept, capable — even perfect — in the new paradigm.  

 SEQ CHAPTER \h \r 1Better leaders know that they must begin to try and demonstrate the new before they attempt to convince others.  They function like a “Shepherd” who leads the way and experiences the unknown with the followers.  They trust their own instincts before they ask others to trust them.  They recognize and reveal their own struggle to change.  They talk openly about the struggle and encourage others to struggle and win.  They enlist others in helping them change and allow themselves to be coached.

LEADERS MASTER THE PRINCIPLES OF LEARNING

Masters demonstrate patience with their followers but do not sanction incompetence.  They realize that they cannot improve in themselves what they do not see, and they depend on others to help them see it.  They provide this service to their followers by giving them direct, clear, supportive, and honest feedback.  They all share responsibility with their follower for understanding and learning to function in the new paradigm.  

To the leader, there are no problem people. There are teams with problems and people with problems.  Leaders build an open environment which supports both the team and the individual to resolve their problems if they choose to do so.  When they choose not to solve the problems, the leaders allow them to face the consequences of such decisions.  They do not solve the problems for them and they do not overlook the problems.  

SUMMARY POINTS IN LEADING LEARNING

Leading Learning is:

here are no final answers.





All solutions are provisional.





That worked well — how can we do better?






That failed, how can we repair the damage and move on?





That was a great mistake!!  We sure learned a lot from it.





Let’s try it together?





We will win in the long haul, if we continue to try and change.





Green and growing.  Vital and changing.
Leading Learning is not:
I’ve got it!!!





When will they get it?





We had it, how did we loose it?





You try it.





If you succeed — we will share the glory; if you fail — you are accountable.





Ripe and Rotting.  Stale and stalled.
	 SEQ CHAPTER \h \r 1LEARNING
A Process for Continued Growth & Development


 SEQ CHAPTER \h \r 1This section is designed to help participants build a solid understanding of key learning theories and concepts.  In today’s global economy, we can no longer allow ourselves or others to view learning from a static event-focused perspective.  Learning is a dynamic process focused on building awareness and understanding through involvement.  It will require that we become vulnerable and take risks in order to gain growth.


 SEQ CHAPTER \h \r 1EXPERIENCING

Learning begins with experiencing.  Become involved in an activity; acting, behaving, performing, observing, seeing.  Take action — do something.  Experience is the basis for learning.

SHARING

Following the experience itself, it is vital for individuals to share their reaction and observations with others who have either experienced or observed the same activity.

DISCUSSING

Individuals often share, yet the critical and often neglected part of the cycle is processing the experience.  Working through the dynamics and the learning that emerges in the activity, through integration of sharing, we can explore, discuss, and evaluate the experience with others, determining what happened and why.

ADAPTING

Flowing naturally from the discussing step is the need to develop principles or extract generalizations from the experience.  Here, we state learning in a way that helps all of us further define, clarify and elaborate them.

APPLYING

The final step in the cycle is the application of the principles and learnings derived from the experience.  The process is not complete until the new learning or discovery is used and tested behaviorally.  Applying, of course, becomes an “experience” in itself, and with new experiences, the cycle begins again.

 SEQ CHAPTER \h \r 1LEARNING NEW ROLES AND BEHAVIORS
Learning new skills can be difficult.  The first task is unlearning, not necessarily learning anew.  Being taught by experience means to live in the past.  We must initiate and do new things in new ways.  Practice is required before becoming good at it, and practice means one probably won’t do it so well the first several times.  People may even retreat to the old, familiar comfortable ways of behaving, without even being aware.  It’s what they have always done or the way they have always done it — it’s second nature — and people don’t feel too good about making mistakes while they practice.  They’re expected to be good at what they do.

The following model may be helpful in understanding this learning process.  This adult learning process (origin unknown) has been a useful tool used in the human resource development field for over 15 years.

	 SEQ CHAPTER \h \r 1EXPERIENCING LEARNING


 SEQ CHAPTER \h \r 1Up until now, we have focused on understanding the values and competencies necessary for team growth and development.  Now we have the opportunity to experience and assess these characteristics through a series of assignments.

The format for these assignments follows the experiential learning model.

(
 SEQ CHAPTER \h \r 1Experience: 
Review and complete assigned exercise.

(
 SEQ CHAPTER \h \r 1Share: 
Self and peer evaluations of individual performance.

(
 SEQ CHAPTER \h \r 1Discuss: 
Capture learnings–share implications and opportunities.

(
 SEQ CHAPTER \h \r 1Apply: 
Create a presentation to share our learning with other teams.

(
 SEQ CHAPTER \h \r 1Adapt: 

Review personal and team feedback and adjust to improve in next assignment.

	 SEQ CHAPTER \h \r 1GROWTH VALUES
The Six Dimensions of Inner Development


 SEQ CHAPTER \h \r 1TIME 1 ASSESSMENT

	 SEQ CHAPTER \h \r 1EMPATHY

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1Actively participating in the feelings and ideas of others.  Embracing differing views and opinions, knowing they are essential to understanding and synergy.  The acceptance of others as they are, unique and marvelous creations in their own right.

	
	

	 SEQ CHAPTER \h \r 1AUTHENTICITY

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1The capacity to be at peace with yourself, know who you are, what you feel—to simply be yourself.  You’ll only be as good as you are capable of being real.  Owning up to your own weaknesses, failures, and mistakes lets others know you’re human.  Playing a game or hanging on to old pre-assigned roles and responsibilities in a changing environment only inhibits growth and authenticity.

	
	

	 SEQ CHAPTER \h \r 1SPONTANEITY

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1The capacity to think out loud and act naturally without external constraints or being held within established lines.  It’s the ability to self-act or react in a real and natural way as events occur.

	
	

	 SEQ CHAPTER \h \r 1COURAGE

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1The ability to do what is right for the larger whole, knowing at times it is not a popular choice.  Confronting others when it’s needed and being able to withstand the backlash.  Having the moral strength to venture where angels fear to tread while resisting opposition, strain, or threat.

	
	

	 SEQ CHAPTER \h \r 1OPEN-MINDEDNESS

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1The ability to act and make decisions provisionally, recognizing there may be a better way introduced tomorrow.  This flexibility and open-mindedness allows us to deal with individuals and teams as they are, and at their own pace.  This increases our receptivity to others’ arguments, ideas, and thoughts.

	
	

	 SEQ CHAPTER \h \r 1INTUITION

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1The ability to react with confidence on limited data or information.  Willingness to trust your gut, knowing something is different but not being able to put a finger on it.  At times it can be those immediate insights gained that need to be shared, regardless of how hard they could be to substantiate.


	 SEQ CHAPTER \h \r 1TEAMING SKILLS

Personal Skill Promoting Group Effectiveness


 SEQ CHAPTER \h \r 1TIME 1 ASSESSMENT

	 SEQ CHAPTER \h \r 1MEETING

EFFECTIVENESS

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to help a group come together, focus on the issues or purpose, establish meaningful roles and ground rules, use time effectively, involve and engage each member, measure their results, and meet their objectives.

	
	

	 SEQ CHAPTER \h \r 1BRAINSTORMING
Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to help the group listen to all ideas openly, seek unusual possibilities, be creative, refrain from judging the merits of the ideas, build onto previous ideas, and think beyond previous boundaries and constraints.

	
	

	 SEQ CHAPTER \h \r 1PROBLEM SOLVING

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to work within the group to identify and clarify the problem, investigate root causes, analyze possible alternatives, weigh benefits and costs, compare against the stated objectives, collect meaningful data, and agree on solutions.

	
	

	 SEQ CHAPTER \h \r 1PLANNING/

ORGANIZING
Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to help identify what needs to be done, establish priorities, set a timetable for accomplishing the tasks, make assignments, review progress, and follow through to meet the objectives.

	
	

	 SEQ CHAPTER \h \r 1DECISION MAKING

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to work with the group to review all pertinent information, listen to clearly understand each point of view, openly share biases and concerns, value personal and group needs, decide together and fully support that decision.

	
	

	 SEQ CHAPTER \h \r 1ASSESSING RESULTS

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to help get clear on what has to be accomplished, set goals that are both objective and subjective, establish a scale for measurement, benchmark their current state, and regularly review results and progress.

	 SEQ CHAPTER \h \r 1CONFLICT

RESOLUTION

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to help sort through differences that are getting in the way of the group’s ability to accomplish tasks synergistically and collaboratively.

	 SEQ CHAPTER \h \r 1GIVING FEEDBACK

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to provide straightforward, honest, and helpful feedback to other members of the group in a respectful and developmental manner and to confront difficult issues with integrity and share responsibility for results.


	 SEQ CHAPTER \h \r 1RECEIVING

FEEDBACK

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to hear and receive feedback from members of the group openly and non-defensively, seek to understand the key elements of the feedback, and respond to the feedback through responsible actions and commitments.

	 SEQ CHAPTER \h \r 1DECISIVENESS

Self Rating

1     2     3     4     5
	 SEQ CHAPTER \h \r 1My ability to take action and help the group move forward by listening to itself, agreeing on key elements, selecting a path, deciding and moving on.  Helping to avoid waffling, false starts, and gridlock while allowing for constant field adjustments.


 SEQ CHAPTER \h \r 1SELF RATING SHEET
Instructions:


· Rate your own performance during this exercise.  

· Rate the performance of your team in the accomplishment of this exercise.

· Obtain the ratings on your performance from the other members of your team and complete the feedback.  

A five (5) is the most favorable rating, a four (4) less favorable, etc.

	Growth Values
	Self Rating
	Ratings Rec’d From Other Team Members



	
	
	1        2        3        4      5

	
	
	

	EMPATHY
	________
	____  ____  ____  ____ ____

	AUTHENTICITY
	________
	____  ____  ____  ____ ____

	SPONTANEITY
	________
	____  ____  ____  ____ ____

	COURAGE
	________
	____  ____  ____  ____ ____

	OPEN-MINDEDNESS
	________
	____  ____  ____  ____ ____

	INTUITION
	________
	____  ____  ____  ____ ____

	
	
	


Feedback Comments and Observations:
 SEQ CHAPTER \h \r 1PEER RATING SHEET
Product or exercise number:  _________________

Workshop Participant Rated:  ____________________________

	Growth Values
	Rating of Participant



	
	

	
	LOW    1       2       3       4       5    HIGH

	
	

	EMPATHY
	____ ____ ____ ____ ____

	AUTHENTICITY
	____ ____ ____ ____ ____

	SPONTANEITY
	____ ____ ____ ____ ____

	COURAGE
	____ ____ ____ ____ ____

	OPEN-MINDEDNESS
	____ ____ ____ ____ ____

	INTUITION
	____ ____ ____ ____ ____

	
	


Feedback Comments and Observations:
 SEQ CHAPTER \h \r 1SELF RATING SHEET
Instructions:


· Rate your own performance during this exercise.  

· Rate the performance of your team in the accomplishment of this exercise.

· Obtain the ratings on your performance from the other members of your team and complete the feedback.  

A five (5) is the most favorable rating, a four (4) less favorable, etc.

	 SEQ CHAPTER \h \r 1Teaming Skills
	Self Rating
	Ratings Rec’d From Other Team Members



	
	
	1        2        3        4      5

	
	
	

	MEETING EFFECTIVENESS
	________
	____  ____  ____  ____ ____

	BRAINSTORMING
	________
	____  ____  ____  ____ ____

	PROBLEM SOLVING
	________
	____  ____  ____  ____ ____

	PLANNING/

ORGANIZING
	________
	____  ____  ____  ____ ____

	DECISION MAKING
	________
	____  ____  ____  ____ ____

	ASSESSING RESULTS
	________
	____  ____  ____  ____ ____

	CONFLICT RESOLUTION
	________
	____  ____  ____  ____ ____

	GIVING FEEDBACK
	________
	____  ____  ____  ____ ____

	RECEIVING FEEDBACK
	________
	____  ____  ____  ____ ____

	DECISIVENESS

	________
	____  ____  ____  ____ ____


Feedback Comments and Observations:
 SEQ CHAPTER \h \r 1PEER RATING SHEET
Product or exercise number:  _________________

Workshop Participant Rated:  ____________________________

	Teaming Skills
	Rating of Participant



	
	

	
	LOW    1       2       3       4       5    HIGH

	
	

	 SEQ CHAPTER \h \r 1MEETING EFFECTIVENESS
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1BRAINSTORMING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1PROBLEM SOLVING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1PLANNING/

ORGANIZING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1DECISION MAKING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1ASSESSING RESULTS
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1CONFLICT RESOLUTION
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1GIVING FEEDBACK
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1RECEIVING FEEDBACK
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1DECISIVENESS


	____ ____ ____ ____ ____


Feedback Comments and Observations:
	
 SEQ CHAPTER \h \r 1PERSONAL SKILLS


 SEQ CHAPTER \h \r 1
Product 3

 SEQ CHAPTER \h \r 1THEORY INPUT
A

s we discovered earlier in the Learning Section, change and growth are dependent on a number of elements.  Although several elements are key, feedback is unique.  Feedback is what provides us with the reality check each of us needs in order to change and grow.  Without some form of feedback to illuminate our blind spots and reinforce our strengths, we can lose sight of what our personal skills are.

Feedback can and often is a double-edged sword.  When it swings one way and we hear about our gifts and strengths, we appreciate it.  When it swings the other way and we hear about our faults and developmental needs, we dislike it.  What changes our perception of feedback?

Each of us has a mental picture of who we are (self).  It’s our perception of what abilities, achievements, attractiveness and value we contain as a person.  It is also our internal evaluation of whether these are presently good or bad, right or wrong, worthy or unworthy.  Hence, an important part of one’s self is one’s learning experiences.  And feedback has often played an important and possibly negative role in this self-evaluation process over the years.

In addition to this self, we also carry around a mental picture of ideal self.  This is the picture of who we would like to be!  This ideal self does not deal with failure, as it focuses only on positive actions and success.  Feedback, if done in a negative, destructive way, attacks our ideal self which causes pain.

If we and others can change our perception of feedback to one of being a helpful process, designed to support rather than destroy, progress can be attained in the area of personal growth.  Feedback can and does help individuals move toward and achieve their ideal self by helping them be congruent between what they think and then do.  Feedback can help identify the gaps between what we feel and want to be, and how we behave and presently are.

Feedback, both given and received, is an excellent tool to help people with their inner development.  This section and the tools provided throughout this workshop are designed to provide feedback in a supportive and positive way to increase your inner development and effectiveness.

 SEQ CHAPTER \h \r 1PRIMARY TASK
This section of the workshop is designed to help each individual identify both strengths and developmental needs, construct a developmental plan and support others through giving and receiving feedback.

INDIVIDUAL/TEAM OUTPUTS

As individuals and teams, you will be involved in a series of questionnaires, exercises and evaluations in order to support your individual and team development.  In this section, you will need to accomplish the following tasks:

· Review and discuss the core competencies.

· Complete your personal Core Competency — Time 1 Assessment.

· Complete peer rating sheets.

· Review and discuss questions or comments you have regarding the “Peer Rating Sheets” (pink).

-
Summarize your self ratings and peer ratings on the Self Rating Sheet.

· Build a Personal Learning Plan for the rest of the workshop (see “Building a Learning Plan”)

DESIRED TEAM PROCESS
· Share your personal learnings with your other team members.

· Compare and relate your “LifeScripts” assessment with the “Core Competencies.”

· Develop a means to share your unique learnings with the other workshop teams.  Up to 10 minutes will be provided for this purpose prior to the next general session.

 SEQ CHAPTER \h \r 1KEY LEARNINGS
When properly completed, this section should provide the following key learnings:

· How I see myself versus how others see me.

· The unique gifts and blind spots different “LifeScripts” categories contain.

· Awareness of what my team has and doesn’t have.

· Understanding and application of the coaching core processes.

	
 SEQ CHAPTER \h \r 1CORE COMPETENCIES
The Essential Elements of Team Leadership


 SEQ CHAPTER \h \r 1VISIONING
Visioning is the ability to build a positive description of what the future can become.  Exploring the possibilities while “raising the rope.”  The ability to balance success with the need and desire to move forward, continually improve — the “Kaisen” of tomorrow.  Competency areas for visioning include:

· Exploring possibilities and alternatives.

· Creating common understandings.

· Recognizing & defining consequences.

· Establishing meaningful and stretchable targets.

· Creating/demonstrating a sense of urgency & a bias for action — The willingness to “Just Do It.”

· Staying in constant touch and harmony with those outside your team and organization.

· Encouraging innovation and creativity while demonstrating it.

ENABLING
Creating a learning environment that encourages thinking and enables individual team members to become the master of their own lives as opposed to dependent, non-thinking robots.  Core competencies include:

· Providing the conceptual and theoretical knowledge that enables thinking to occur.

· Allowing and supporting the development of the seven core processes essential to open systems thinking.

· Building relationships and trust between people and teams.

·  SEQ CHAPTER \h \r 1Establishing team norms and standards congruent with organizational and growth values.

· Fostering trust and confidence by relating to others in an open and honest manner.

LEADING
Your ability to lead is directly related to how you construe your role.  View yourself as a leader, not a manager; concern yourself with the team’s basic purpose and general direction — be vision oriented.  A message published in The Wall Street Journal by United Technologies put it well.

“Let’s Get Rid of Management”
“People don’t want to be managed.  They want to be led.  Whoever heard of a world manager?  World leader, yes.  Educational leader, political leader, labor leader, business leader, religious leader, scout leader.  They lead.  They don’t manage.  The carrot always wins over the stick.  Ask your horse.  You can lead your horse to water, but you can’t manage him to drink.”
If you want to manage somebody, manage yourself.  Do that well and you’ll be ready to stop managing and start leading.  Competency areas for leading include:

· Leading based on principle and integrity.

· Creating new ideas.

· Directing the new trends.

· Being vision-oriented.

· Influencing, guiding in direction, course and action.

· Spending little time on the “how-tos” or the proverbial “nuts and bolts,” but rather with the paradigms of action, with “doing the right things.”

· Having as many questions as you do answers.

· Demonstrating courage and persisting despite opposition.

· Being real and vulnerable.

· Embracing mistakes and error without casting blame.

 SEQ CHAPTER \h \r 1COUNSELING/CONFRONTING
The ability to respond to others appropriately, with sensitivity to their needs, feelings and capabilities; to deal effectively with others in both favorable and unfavorable situations, regardless of status or position.  The ability to bring differences and conflict out into the open and model collaborative problem-solving and consensus-seeking behaviors.  Competencies in this skill area include:

· Demonstrating an acceptance of divergent views and behaviors.

· Initiating, developing and nurturing relationships with others.

· Knowing what or which battles to fight.

· Willingness to address difficult issues in a straightforward manner.

· Listening for understanding before prescribing or judging.

· Keeping the ownership and responsibility with the individual or team, where it belongs.

· Striving for win/win solutions or outcomes.

· Looking for developmental areas versus corrective discipline/action.

· Bringing closure to issues.

COMMUNICATING

The ability to effectively and clearly present and express information both orally/verbally and in writing.  Competency areas include:

· Using appropriate eye contact, gestures, body language.

· Being concise, neither too terse nor too wordy.

· Using appropriate vocabulary, grammar and punctuation.

· Using appropriate voice inflection, modulation, volume, etc.

 SEQ CHAPTER \h \r 1REASONING/LOGIC
The ability to identify, incorporate and organize or comprehend the critical elements of a situation; to interpret implication of alternative courses of action and to evaluate factors essential to organizing, planning and administrative type activities.  Competency areas would include:

· Identifying obstacles or potential problems.

· Delineating problem definition — deviation from norm or standard.

· Assimilating the critical factors of a given situation.

· Reasoning.

· Handling ambiguity and constraints.

· Organizing information in logical and rational formats.

· Identifying major milestones and planning appropriate action.

· Making sure processes are in place that take care of such administrative tasks as:

· Record-keeping

· Scheduling of events

· Ordering supplies/materials

· Producing periodic progress reviews & reports

 SEQ CHAPTER \h \r 1SELF RATING SHEET
Instructions:


· Rate your own performance during this exercise.  

· Rate the performance of your team in the accomplishment of this exercise.

· Obtain the ratings on your performance from the other members of your team and complete the feedback.  

A five (5) is the most favorable rating, a four (4) less favorable, etc.

	 SEQ CHAPTER \h \r 1Teaming Skills
	Self Rating
	Ratings Rec’d From Other Team Members



	
	
	1        2        3        4      5

	
	
	

	 SEQ CHAPTER \h \r 1VISIONING
	________
	____  ____  ____  ____ ____

	 SEQ CHAPTER \h \r 1ENABLING
	________
	____  ____  ____  ____ ____

	 SEQ CHAPTER \h \r 1LEADING
	________
	____  ____  ____  ____ ____

	 SEQ CHAPTER \h \r 1COUNSELING/

CONFRONTING
	________
	____  ____  ____  ____ ____

	 SEQ CHAPTER \h \r 1COMMUNICATING
	________
	____  ____  ____  ____ ____

	 SEQ CHAPTER \h \r 1LOGIC
	________
	____  ____  ____  ____ ____


Feedback Comments and Observations:
 SEQ CHAPTER \h \r 1PEER RATING SHEET
Product or exercise number:  _________________

Workshop Participant Rated:  ____________________________

	Core Competence
	Rating of Participant



	
	

	
	LOW    1       2       3       4       5    HIGH

	
	

	 SEQ CHAPTER \h \r 1VISIONING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1ENABLING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1LEADING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1COUNSELING/

CONFRONTING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1COMMUNICATING
	____ ____ ____ ____ ____

	 SEQ CHAPTER \h \r 1LOGIC
	____ ____ ____ ____ ____


Feedback Comments and Observations:

	
 SEQ CHAPTER \h \r 1CORE COMPETENCIES
The Essential Elements of Team Leadership


	 SEQ CHAPTER \h \r 1
	Empathy
	Authenticity
	Spontaneity
	Courage
	Open-

Mindedness
	Intuition

	Visioning
	L
	L
	L
	M
	M
	M

	Enabling
	M
	L
	L
	M
	M
	M

	Leading
	M
	M
	M
	M
	M
	M

	Counseling/

Confronting
	M
	M
	L
	M
	M
	M

	Communicating
	M
	M
	L
	L
	L
	L

	Logic
	L
	L
	L
	L
	M
	L


 SEQ CHAPTER \h \r 1L = Less Need
M = More Need

	
 SEQ CHAPTER \h \r 1BUILDING A

LEARNING PLAN
A Process For Self-Development


 SEQ CHAPTER \h \r 1
· Review and discuss the core competencies with your team and build a common understanding of each skill level.

· Assess yourself against each of the core competencies by completing T1 (Self Assessment)

· Build a personal, individual learning plan for yourself that includes:

· Your developmental needs
· Your areas of strength which contribute to team growth
· The areas where you need support from other team members
· The risks and actions you are willing to take this week to attain and provide this learning
· A list of obstacles and limitations you are concerned with, why they concern you, and how you plan to move beyond them.

· Prepare a presentation, not to exceed ten (10) minutes, to share your individual learning plan with the rest of the team.

· Share you individual learning plan with the rest of the team and have them assess you against the six (6) growth values.

· Modify, adjust, add-to or otherwise improve your individual learning plan based on the feedback and team sharing.

· Build, together with the other members of your team, a TEAM learning plan for the week and develop a presentation to share this plan and your key learnings with the other teams.

· Develop a process for and get feedback from each of the other teams on your team presentation.
	
 SEQ CHAPTER \h \r 1

 SEQ CHAPTER \h \r 1INDIVIDUAL

CHANGE PROCESS


C
 SEQ CHAPTER \h \r 1ontinual Improvement requires continual change.  Leading the change requires changing the leader.  Initiating, implementing, accomplishing, and sustaining change requires individuals who are continually looking at themselves to improve, change, and grow and have developed, either purposefully or inherently, an Individual Change Process with the following key elements:

FELT NEED
People will change if they really feel the need to change.  The need can be felt or experienced either:


Externally — Imposed on the individual by:



Fear/Threat



Punishment



Crisis



Guilt



Coercion


Internally — Generated and owned internally with:



Clear Data



Feedback



Information



Vision of what you want to achieve



Involvement



Reward

Most felt need starts from externalized sources but must be internalized in order to have lasting effects.  Change because of external sources is usually compliance rather than change.  True change is driven from within, not without.

 SEQ CHAPTER \h \r 1THIRD PARTY FEEDBACK
People need the involvement of a significant other person to get a clear view of their progress in achieving the change desired.


We can’t go it alone


We are interdependent with the individuals around us


We cannot see ourselves clearly in our own mirror

A process which involves others will allow us to seek a balanced, 360 degree, three dimensional, historical and visionary perspective.  We may then choose our responses and take the necessary course corrections to move forward in our changes.

RECOMMITMENT AND RENEWAL
People can sustain change over the long haul if they establish processes that help them:




Move from the general to the specific




Move to new connections and ties




Move from either/or to both/and




Differentiate and distinguish improvement




Move toward self-esteem and self-confidence




Build on interdependent relationships




Move from external to internal commitment
	 SEQ CHAPTER \h \r 1DESIGN SYSTEMS, INC.


 SEQ CHAPTER \h \r 1Team Exercise 1
Y

ou and the other members of your sub-group are the design team responsible for developing a high performance organization.  Each was selected because of your individual specialties and willingness to look at organizations in new ways.

Your task is to develop a master plan for designing a high performance organization.  A system that achieves whole system fit, rather than traditional designs that focus only on technology.  You are convinced that consistently high performing organizations are those that seek to actualize and extend the potential of the system as a whole and the system’s individual members.

Finally, you are committed to building an organization that excels in every way:  in quality, quantity, adaptability, employee satisfaction, learning, commitment and customer satisfaction.

The team has no appointed leader or assigned roles.  The way you organize yourself to accomplish this task is entirely up to the team as a whole.

The following 17 items listed in random order provide the framework to guide the analysis, design and implementation of a high performance organization based on sociotechnical systems.  Your team must rank these 17 items in the order you believe the most effective in order to build a high performance organization.  When completed, this will provide the framework for your master plan.

STEP ONE
· You have some time for individual preparation before the design team is scheduled to meet.

· 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.

· Give the first activity a “1,” the second a “2,” and so on, through “17” for the final activity.
 SEQ CHAPTER \h \r 1STEP TWO
Now meet with your fellow design team members to agree on the sequence of activities that should be followed.

GUIDELINES FOR REACHING CONSENSUS
You must arrive at substantial agreement (not necessarily unanimity) on the rank assigned each item.  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:

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

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

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

· Accept responsibility for both hearing and being heard.

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

· Make value judgments about what is best on the basis of the information, logic and feelings of the members.
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	Step 1
Individual

Ranking
	Step 2
Team Ranking
	Step 3
Post Ind.

Ranking
	Step 4
Expert

Ranking
	Step 5
(1 - 4)
	Step 6
(2 - 4)

	A.
Identify major steps in the basic transformation process
	
	
	
	
	
	

	B.
Monitor and evaluate performance
	
	
	
	
	
	

	C.
Identify alternatives for controlling key variances
	
	
	
	
	
	

	D.
Develop a provisional design for joint optimization
	
	
	
	
	
	

	E.
Identify the system’s primary input
	
	
	
	
	
	

	F.
Analyze role content vs member satisfaction and system performance criteria
	
	
	
	
	
	

	G.
Specify core mission and operating philosophy
	
	
	
	
	
	

	H.
Identify key variances that can occur in the process
	
	
	
	
	
	

	I.
Execute the plan
	
	
	
	
	
	

	J.
Identify output boundary
	
	
	
	
	
	

	K.
Identify and analyze relevant environments
	
	
	
	
	
	

	L.
Adapt or fine-tune the system design
	
	
	
	
	
	

	M.
Identify input boundary
	
	
	
	
	
	

	N.
Develop a detailed implementation plan
	
	
	
	
	
	

	O.
Specify the system’s primary output
	
	
	
	
	
	

	P.
Identify focal roles in key variance control
	
	
	
	
	
	

	Q.
Identify the organization’s distinctive competencies and central values
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	Individ.

Score
	Team

Score

	The facilitator will provide the preferred ranking and scoring support when the team is ready.


	 SEQ CHAPTER \h \r 1MANAGEMENT PROBLEMS EXERCISES


 SEQ CHAPTER \h \r 1Team Exercise 2
INSTRUCTIONS
· This exercise consists of six typical team problems.  You will be assigned, through the use of a group conducted random draw, one of these six problems.  Do not discuss your assignment with other group members at that time.  Conduct the assignment drawing now.

· You are to read the team problem assigned to you, analyze the situation, determine what facts are present in the problem and prepare a 15 minute persuasive presentation to be given to the other members of your assessment sub-group.  The presentations will be given in order beginning with Team Problem (1), Team Problem (2), etc.

· No questions from your sub-group members will be allowed during your presentation.  A question and answer period will follow your presentation.  Be prepared to answer any and all questions regarding your presentation.

· Complete the peer rating sheet immediately after the completion of each presentation.  One-on-one feedback will begin after the completion of the last presentation.

 SEQ CHAPTER \h \r 1Team Problem (1)
EMPLOYEE APPEAL/EMPLOYEE ASSESSMENT
You are the reviewing authority in the case of an employee who is appealing the performance ratings assigned to him by his immediate team leader.  Such an appeal is permitted by the salaried personnel policy.  The appeal has been submitted to you in writing.  The team leader reports directly to you and was recently promoted by you in his current job.  The employee and his immediate team leader are at an impasse on the matter.

The written appeal of the employee reads in part as follows:

“Objectives previously established and approved were exceeded thus meriting the corresponding performance summary and salary/incentive awards.  Vague, generalized, largely unobservable accountabilities and standards of an activity nature were received by me one month prior to the assessment interview and assignment of ratings.  These accountabilities and standards did not agree with the previously established and approved objectives.”

“Result centered attainments were ignored in the ratings assigned, the ratings could not be explained and no substantiating evidence for the one month rating period was provided to me.  Instead, I was informed that he (the team leader) had been on the job only five months, that he (the team leader) didn't understand the established objectives agreed to four months earlier, and that the ratings assigned represented his ‘opinion’.”

“For these and other reasons, I am appealing the ratings as assigned.  These truly subjective ratings directly negatively affect my earning potential under the incentive as well as merit compensation systems and should not be allowed to stand.  To say anything different is to say these programs are not pay for performance programs.”

Prepare a 15 minute verbal presentation for sharing with your assessment sub-group members.  You will have 30 minutes to prepare your 15 minute presentation.  Your presentation must:  describe the situation as you view it; deal with the appeal of the employee, i.e., clearly indicate how you, the reviewing authority, plan to resolve the appeal and impasse in question.  Begin your presentation preparation now.  Your presentation must convince the other members of your assessment sub-group that your approach to handling this problem is the single best possible solution to the team problem.

 SEQ CHAPTER \h \r 1Team Problem (2)
SELECTION STANDARDS
You are the team leader in your area.   You have three members on your team.  One of these employees has just resigned creating a vacancy.  You are required under the personnel system at your location to complete an employee requisition.  This employee requisition requires that you identify the specific job related selection standards you plan to use in filling the vacancy.

Assume that the vacancy in question is identical to the role you now hold.  List in order of priority in Column A the six most critical or frequently performed INDIVIDUAL and TEAM duties.  Show, in Column B, what selection standards you plan to use for each of these elements.  Pay close attention to job related requirements.


A (Individual and Team Duties)


B (Selection Standards)
Prepare a 15 minute verbal presentation for sharing with your assessment sub-group members.  You will have 30 minutes to prepare your 15 minute presentation.  Your presentation must answer two questions:  

· What are the critical or frequently performed role duties?

· What are the selection standards for each role duty, i.e., the know-how area, role  related training and experience, etc.?

Begin your presentation preparation now.  Your presentation must persuade the other members of your assessment sub-group that the duties you list are the critical role duties and the selection standards are legal and job related from an EEO viewpoint.
 SEQ CHAPTER \h \r 1Team Problem (3)
SETTING OBJECTIVE SALE (S.O.S.)
Your real world boss has asked that you present a 15 minute verbal presentation on setting objectives to his staff, i.e., his direct reports and your peers, in 30 minutes.  Begin your preparation now.  The presentation must answer at least the following:

· Why objectives are needed

· What a good objective looks like when properly written

· Why those in attendance at your presentation should use objectives as part of the management system

· Benefits of a management by objectives approach to the business

· The specific areas you believe teams need objectives in

The other members of your assessment sub-group are the staff in question.  Your boss just told you that he will not be able to attend your presentation.  Begin your preparation now.  Your presentation must persuade all the other members of your assessment sub-group that they should utilize specific standards involving time and quantity measurements in their real world team.   You are expected to use some of the specific duties of your assessment sub-group members in your presentation, i.e., illustrations in writing standards, etc., and in convincing all of them to utilize specific standards involving time and quantity measurements in assessing their own team performance.

 SEQ CHAPTER \h \r 1Team Problem (4)
VERTICAL COMMUNICATION
You have been asked by your group Vice President to complete the “Let’s Rate The Team Leader” vertical communication technique.  You are not at all certain that your  team leader, the person to be rated by you, is in favor of this method of vertical communication.  You do know that everyone in your team seems to have received the “Let’s Rate The Team Leader” form and been asked to complete it.

Some of your options apparently include refusing to complete the form, completing the form but “slanting” your ratings, or, of course, going ahead and honestly completing the form.  Your presentation must:  Discover how these people feel about vertical communication as well as the “Let’s Rate The Team Leader” idea; convince these people to honestly complete the “Let’s Rate The Team Leader” form on their real world team leader  or agree to an even more appropriate vertical communication program.  Begin your presentation preparation now.

 SEQ CHAPTER \h \r 1Team Problem (5)
PROBLEM IDENTIFICATION
You have drawn the assignment of independently identifying a management or team problem of importance to the company.  You are to name the problem, describe the problem in great detail, indicate how the problem impacts on the company, provide alternative answers to the problem, and give the best answer to the problem in your opinion.  Be prepared to, of course, defend your answer in the question and answer period which will follow your presentation.

You have 30 minutes to prepare a 15 minute verbal presentation to be given to the members of your assessment sub-group.  Begin your presentation preparation now.  Your presentation must persuade those in attendance to take appropriate action on the problem you have identified when they return to their jobs back home.
 SEQ CHAPTER \h \r 1Team Problem (6)
GROUP PERFORMANCE REVIEW REPORT
You have randomly drawn the assignment of critically evaluating the performance of your assessment sub-group in the workshop exercises completed to date.  You are to review the way your group, including you, has performed to date and not how any one group member has performed.  You have 30 minutes to prepare a 15 minute presentation to be given to the members of your assessment sub-group.  Your group performance review report must include, but is not restricted to:

· How the feedback mechanism is being used

· Use of time

· Honesty and trust levels present in the group

· How the group can, through its own efforts, gain still more from the workshop, the workshop exercises and the experience and know-how of the individual members of the group

Begin your presentation preparation now.

Your presentation must persuade the other members of your assessment sub-group that you are correct in your analysis of the performance of the assessment sub-group to date, and what needs to be done about that performance to make it still better.
	 SEQ CHAPTER \h \r 1COACHING PLUS/MINUS EXERCISE


 SEQ CHAPTER \h \r 1Team Exercise 3
Instructions:   You are to develop a list of the most significant benefits that the Core Competencies can provide and identify the two biggest problems associated with the Core Competencies.  Team members are to volunteer benefits they listed, one at a time.  Write each on the flipchart.  When all the benefits have been listed, team members are to exchange the problems they listed with another member of the team.  Working in pairs, team members determine ways of overcoming or minimizing the problems.

TEAM OUTPUTS
· Identify benefits of each Core Competency.

· Identify at least two problems associated with the Core Competencies.

· Learn and apply the strategies necessary to overcome the problems you have identified. 

· Combine your learnings with those from the previous exercise “management problems” and develop a 10 minute presentation that demonstrates the leadership capability necessary for The New Enterprise.

	 SEQ CHAPTER \h \r 1ORGANIZATIONAL CLIMATE

Assessment Exercise


 SEQ CHAPTER \h \r 1
Team Exercise 4
Review the information found in the attached document Organizational Climate:  Factors Included In a Climate Survey.  Become thoroughly familiar with the eight (8) climate factors and their definitions:

Organizational Clarity

Decision Making

Organizational Integration

Leadership Style

Performance Orientation

Organizational Vitality

Compensation

Human Resource Development

After becoming thoroughly familiar with the eight climate factors and their definitions independently, complete the Climate Rating Form.  First, rate the company as a whole and not just any one part of it.  Next, develop your ideal rating for the company and area in which you work.

Prepare a 10 minute presentation outlining the key changes needed and what the management team for your area must do to make your rating a reality.  Consider the challenges the current company’s overall rating will present in accomplishing this change.  Specifically address areas that will be difficult for you personally.
 SEQ CHAPTER \h \r 1ORGANIZATIONAL CLIMATE:

FACTORS INCLUDED IN A CLIMATE SURVEY
ORGANIZATIONAL CLARITY
The degree to which the goals and plans of the organization are clearly perceived by its members.
Organizational clarity is present when people perceive the missions, objectives, processes and activities of the enterprise as purposeful, fully communicated and rational.  In such a setting, people experience these characteristics as unifying influences which can enhance cooperation and collaboration.  Clarity is further influenced by the extent to which planning and goal-setting processes impact the organization.

Planning and goal-setting processes are important to the organization and its future success, since they represent systematic efforts to plan for the future rather than remaining reactive to it.  When effective, they provide clarity and broad perspective of the mission of the enterprise.  This provides a framework within which people can relate their personal objectives to those of the enterprise, and around which to experience feelings of belonging and identification.  Therefore, the key factor in creating a rational and challenging climate is not only the existence of the goals, but also the effective communication of clear, complete, realistic goals and plans.  This concept emphasizes the important role of explicit strategies, plus the awareness and acceptance of them by all employees, as major factors in establishing the basis and nature of organizational climate.

In companies scoring high on this dimension, people feel that the organization has clear goals and relatively complete and well-defined plans to meet them.  Moreover, the goals not only provide a useful context for day-to-day operating, but both the planning and decision-making processes are accomplished with a view toward these organizational goals.  People understand what the organization intends to accomplish, how the objectives impact on their own roles, and what they must do to effectively contribute to organizational performance.

It is likely that people in low scoring companies or low scoring units of high scoring companies are unsure of the purposes of the company.  They may be unclear about their own role, the effectiveness of planning, the future of their unit or similar factors.

Low scores on organizational clarity suggest uncertainty about the aims, objectives and future directions of an enterprise which can be the result of either a lack of adequate goal orientation or a failure to effectively communicate organizational objectives.  Also, low scores frequently reflect the effects of real change in the enterprise, such as a recent or anticipated merger, acquisition or divestiture; major reorganization announced without participative planning and preparation; a real or feared change in management style; or, sometimes, a change in top management personnel.  In any case, low scores require careful consideration by management.  The causes should be understood, if possible, and appropriate corrective action taken.  This may be as simple as planned  SEQ CHAPTER \h \r 1explicit communication of correct information or it may require developing planned group processes or, perhaps, group problem solving actions to isolate and correct the causes of the low clarity.
 SEQ CHAPTER \h \r 1DECISION MAKING
The extent to which decisions are made in a rational manner, effectively implemented and systematically evaluated in terms of their effects.
Decision-making is the process of choosing a course of action or selecting one from a group of alternatives.  Climate Survey results reflect employees’ perceptions of the extent to which decisions are based on appropriate input, effectively implemented and systematically evaluated.

From one point of view, a manager’s primary function and challenge is decision-making.  This encompasses both the decisions the manager himself makes, and assuring the quality, timeliness, accuracy and effectiveness of decisions made by employees.  If it were possible to identify and collect all decisions by all managers, one could assess the overall decision-making effectiveness of an enterprise.

The difficulty, if not impossibility, of collecting such information is not usually an issue because results, such as growth, profit and new products, provide indirect measures of the effectiveness of decision-making.  Such measures, since they are related to business performance, suffice for most purposes.  However, they are broad, general and not very useful in assessing decision-making as a business process or as one of the variables that reflects the health and strength of an organization.

Perceptions of the decision-making process can be measured since managers at all levels have a sense of the information available for decision-making and the extent to which that information is used in the process.  They can also provide judgments of the extent to which decisions are effectively translated into action and the degree to which consequences of decisions are systematically evaluated.  It is the expression of these kinds of perceptions that is reflected in the Climate Survey.

High ratings on this factor reflect employee perceptions that the decision-making process is rational and effective.  That is, decisions are perceived as being relevant, made at appropriate levels, effectively translated into action and systematically monitored in terms of their effects.  Basically, high ratings include confidence in the fact that the company is well able to make effective decisions, implement those decisions and then evaluate their impact.

Low ratings can stem from a number of sources.  For one, the company may not be succeeding in harnessing the information necessary to affect wise decisions.  Such perceptions result when information systems are poorly conceived or ineffectively used.  It may be that decision-makers do not recognize or accept the need for more information or more accurate pertinent information,

 SEQ CHAPTER \h \r 1even when it is available.  Further decision-making may not be taking place at the appropriate levels.

 SEQ CHAPTER \h \r 1A second reason for low ratings might lie in an organization structure that is unclear insofar as different parts of the organization feel accountable for the same areas, or feel some important area is not clearly assigned.  This lack of clarity in the structure will naturally lead to problems in the process of decision-making.  Also, where structures are unclear, appropriate performance information is often not available as an input to decision-making.

Low ratings also result when higher level management is seen as not taking actions necessary to implement and/or evaluate decisions.  At the core of such situations may be a communication problem.  That is, the prescribed actions for effectuating decisions may not be adequately communicated to people at the level of implementation.  Similarly, senior management may be systematically evaluating the consequences of decisions, but neglecting to communicate the results to appropriate parties.  On the other hand, a failure to translate decisions into action plans may be the real problem.  Greater insight into this situation can be provided by examining the results of the integration and organizational clarity factors.

ORGANIZATIONAL INTEGRATION
The extent to which various sub-units cooperate and communicate effectively toward the achievement of overall organization objectives.
Each of the units of a complex organization exists to achieve results which are essential to the success of the enterprise; and management must plan the activities of the various units in such a way that they integrate into an effective total effort.  The total results are usually accumulated for measurement into sales volume, products manufactured, customers served or similar numerical results.  The results provide a common base for the various units to tie their results together.  However, the process of achieving total sales and the other results is dependent upon communication and cooperation over many formal and informal channels.  These must take place as time and events dictate in patterns so complex as to be rarely recorded.  The participants themselves, however, develop perceptions of these complex practices in which their own unit is the central “star” and other units, with which they interact, are supporting actors.  The Climate Survey reflects the expression of these perceptions in the factor named Organizational Integration.

High scores on this factor indicate that people believe that units understand each other’s objectives, needs and problems.  Units are seen as communicating freely in establishing modes for interunit functioning.  High scores are likely when cooperation and collaboration are at high levels.  Such scores tend to accompany a participative management style if the latter is reflected downward from top management.

 SEQ CHAPTER \h \r 1Proper evaluation of the results on this factor must consider the degree of interunit functioning that is required and encouraged by the organization structure, the process for allocating resources and the nature  of the business itself.  For example, it is typical to find rather low integration in a professional organization, such as a law firm or an accounting firm, where people function more or less as individual contributors.  It is typical to find higher integration in a manufacturer producing multiple products within a single product line than is found in the professional firm.  The point is that organizations differ in the degree of integration required for effective overall performance.  Judgments and decisions about the amount of integration required and the appropriateness and methods for change are tasks of those involved in producing the product.

Low scores indicate low interunit cooperation and lack of understanding between units of each other’s goals or difficulties.  People in an enterprise with moderately low scores may imply that they do not require high integration to operate effectively.  However, such ratings can also point to inadequate integration for the best interests of the enterprise.  In such an organization, communications may be poor, interrelationships unclear, or people unwilling to expend effort in support of other units.

It should be clear, then, that ratings on integration must be viewed in the framework of the organization’s mission, structure and processes.  However, this should not automatically provide a rationalization for low ratings without very careful examination.  Very low ratings in any type of organization will be indicative of basic unresolved conflicts affecting the effectiveness and processes of managing the company.

LEADERSHIP STYLE
The extent to which people perceive encouragement to use their own initiative in performing their roles, feel free to question constraints and sense support from higher levels of management when needed.
Leaders must assure that organizational objectives are achieved.  This is not an easy task, and to do so efficiently requires that a large part of the effort be passed along to those at lower levels.  Leadership style is a whole complex of behaviors and procedures by which this delegation is accomplished.  One way to measure this style is by asking subordinates how they perceive the latitude afforded and the constraints imposed on them by higher levels of management.

The leadership style dimension is therefore indicative of the extent and pattern of delegated authority in the organization as seen through the eyes of those to whom it is delegated.  In this context, delegation is more than the process of informing an employee that he is responsible for a given end result; it is the setting of boundaries within which he is able to impact on that result.

In organizations scoring high on this dimension, employees have a considerable freedom to determine and take the actions they deem necessary to best perform their roles.  They are encouraged to think innovatively, to take reasonable risks and to speak up about problems or  SEQ CHAPTER \h \r 1constraints.  What is described here is generally termed a delegative or participative style.  This is opposed to a centralized, more directive, leadership style which is indicated by low ratings on this dimension.
 SEQ CHAPTER \h \r 1This is another area where one cannot correctly assume that the highest score is the best.  One of the key issues which should be considered is the basic mission of the organization.  For example, in a research and development type of organization, a highly delegative environment is apt to promote the freest flow of ideas and greatest creativity, and therefore be “best.”

This same level of delegation in a mature and highly capital intensive industry would probably be quite inefficient.  Also, because different types of environments require differing management practices, it is not uncommon to find differences in leadership styles in various functional departments of an organization (what is right for accounting is not necessarily right for marketing).

Thus, in leadership style, the goal is to have an amount of delegation appropriate to the roles which must be accomplished.  When properly balanced, the organization receives the greatest amount of individual input while maintaining a measure of control over what and how things get done.

When delegation is very high, it is doubly important that the aspects of climate which relate to individual and organizational goal clarity are likewise strong in order to provide the framework within which individuals can channel their efforts most effectively.

When scores are low on this dimension, it can be a signal that people are frustrated and feel that they do not have sufficient say in how end results are achieved.  It is appropriate to question here whether management is, in fact, more directive that is necessary to provide for efficient operations.

PERFORMANCE ORIENTATION
The extent of emphasis placed upon individual accountability for clearly defined end results and high levels of performance.
Organizations differ in the nature of demands they place upon their members.  In some, the focus is upon how a job is done, while in others it is upon the results that are produced by the job.  An end results orientation has several characteristics.  People know what end results are expected of them, know the basis upon which their performance will be evaluated and feel that they will be held accountable for their success or failure in achieving those results.  Moreover, the emphasis is on high levels of performance, with goals and standards representing a challenge to those involved.
 SEQ CHAPTER \h \r 1Low scores on this dimension may indicate that accountability is diffuse and unclear, with no one becoming clearly responsible for producing specific end results.  Also, even though  accountability may be clear, failure to accomplish the expected results has little, if any, effect upon the individual responsible.  In such cases the failure is either ignored or rationalized as being the result of uncontrollable factors.  A finding that individuals are not held responsible is frequently a danger signal of a shortcoming in the organization's ability to tie individual performance to organizational objectives.

Organizations should strive to be reasonably high on this dimension since a low score over time would indicate a tendency to tolerate less than competent performance.  Too high a score, however, can indicate a tendency to focus only on immediate, profit-producing activities, giving less than adequate attention to long-range, development actions.  Thus, a company might look to be relatively high on this dimension, but if the ratings are very high, should question whether the organization’s focus is sufficiently broad to ensure a healthy future.  One must assure that performance orientation is not high only because goals are narrowly defined and so explicit as to inhibit flexibility and the taking advantage of broader visions.

ORGANIZATIONAL VITALITY
The extent to which people see the organization as a dynamic one, as reflected by the venturesomeness of its goals, the innovativeness of its decisions and its responsiveness to changing conditions.
Vitality is an overall impression which people have of the organization.  It is intangible, but important, because it conditions the “mood” or sense of “esprit de corps” within which people conduct their activities.  In high scoring organizations, people feel that the organization and its leaders will recognize and seize good opportunities as they arise.  This dynamic nature implies a faster pace of activities and people feel they are expected to keep up with that pace.  This is the type of environment generally preferred by competent, venturesome, achievement-oriented individuals.  From the perspective of an organization interested in retaining highly talented, aggressive people, it is therefore desirable to be viewed as dynamic.

There are enterprises, however, which are best served when viewed as being of moderate vitality.  Many mature, steady or level growth companies, for example, fall into this category.  This kind of organization is intended and designed to be relatively more prudent and cautious when responding to sudden events.  It is focused upon the application of well-learned methods and know-how rather than aggressive behavior.  It does not, in this sense, encourage extremely venturesome people, but prefers and needs those who are highly cooperative and unlikely to take risks.  Such an organization will have modest or low scores on Organization Vitality.  The low scores in these instances will represent a relatively conservative organization.  As such, it is likely to be a statement of fact and things as they should be, given the nature of business, rather than an expression of dissatisfaction with company’s approach to doing business.
 SEQ CHAPTER \h \r 1A number of other factors can contribute to low ratings of vitality.  One of these is inadequate delegation, wherein people are insufficiently attuned to the problem-solving processes of the company.  An overly cautious decision style, as perceived by employees, will also contribute to ratings of low vitality.  When people perceive a lack of clarity of plans and goals they will also tend to underestimate the organization’s vitality.  Low vitality, therefore, may be a reflection of other basic problems in the climate.

COMPENSATION
The extent to which compensation system is seen as equitable, competitive, and related to performance.
Compensation is a key part of organizational climate because it reflects perceptions about the rewards available and received by employees.

High scores on this factor reflect satisfaction with the compensation system as a whole.  This can result from a belief in the compensation plan’s competitiveness compared to other employers or, it can reflect a belief in the system’s internal equity, which means that people believe their roles are compensated fairly relative to other roles in the organization.  However, there is a third element in the compensation factor which warrants careful attention, and that is the relationship of pay and rewards to performance.  Sometimes high scores are recorded on this factor because compensation is seen as both equitable and competitive.  In such instances management should also review whether people see a close relationship between what they accomplish and the rewards they receive.  

Low scores suggest that people believe their compensation is low in comparison with what they believe they could obtain elsewhere.  This may be an accurate reflection of reality and, depending upon its purposes, management may consider a revision of its compensation structure or salary administration.  On the other hand, if objective comparisons indicate a good competitive position, it is likely that communication to employees about compensation is not adequate and should be reviewed.

Another possible reason for low scores on this dimension is a feeling that groups or individuals within the organization do not receive equal treatment in the compensation area relative to their job responsibilities and their performance.  This, again, can be a case where communication of salary policy is inadequate or where other communication or performance measurement problems cloud the ability of people to judge their compensation realistically.  Low scores can, of course, also be indicative of very real inequities, in which case there are problems in the implementation phase of compensation policy.

 SEQ CHAPTER \h \r 1HUMAN RESOURCE DEVELOPMENT
The extent to which individuals perceive opportunities within the organization which will allow people to develop to their full potential.
Human resource development is one means by which organizations provide for their future success.  In creating a climate conducive to the realization of individual potential, the company increases the possible contribution of those individuals to the business.  It therefore makes good business sense to be strong in this dimension.

Human resource development has several aspects.  It is the success of policies and programs, formal and informal, which develop people in their current positions and prepare them for positions of greater responsibility.  In addition to having competent people who will seize those opportunities, it is also the availability of the growth opportunities themselves.

Low scores on this dimension can arise from either of these areas.  The most difficult to deal with is the situation where a company is not expanding.  In such situations, ratings on this dimension are probably low because of perceived limitations in developmental and promotion opportunities.  However, only the company's management can answer the question:  Is the lack inhibiting opportunities for personal growth or is the company not growing because people are not encouraged to take on broader responsibilities and move in new directions?

There are occasionally situations when the emphasis on individual development is misdirected and not in conformity with organizational objectives.  Personal development, per se, is emphasized and developmental programs are not properly integrated with organizational plans.  Very high scores on this dimension may indicate such a situation, particularly when other climate dimensions; e.g., Performance Orientation, Organization Clarity, are not high.  However, while it is possible to be too high here, as a general rule this is a dimension where it is desirable to have positive results.

Again, the results and possible corrective actions must be evaluated from the standpoint of the organization and its business environment since these will influence the ability to provide the desired developmental opportunities.
	 SEQ CHAPTER \h \r 1CLIMATE RATING FORM


 SEQ CHAPTER \h \r 1Instructions:  Look at the company as whole and not at any one part of the company.  Rate the company on each of the eight climate factors.  As is the case with all the workshop materials, these ratings are your personal property and will not be collected.  Be honest and frank in your ratings.

	 SEQ CHAPTER \h \r 1
	Extent To Which Climate Factor Is 

Present In The Company

	CLIMATE FACTOR
	LOW LEVEL

PRESENT
	AVERAGE
	HIGH LEVEL

PRESENT

	Organizational Clarity
	
	
	

	Decision Making
	
	
	

	Organizational Integration
	
	
	

	Leadership Style
	
	
	

	Performance Orientation
	
	
	

	Organizational Vitality
	
	
	

	Compensation
	
	
	

	Human Resource Development
	
	
	


 SEQ CHAPTER \h \r 1Note:
The rating of the work climate is accomplished by simply placing a check (() in the case of the 8 climate factors.
	 SEQ CHAPTER \h \r 1CLIMATE RATING FORM


 SEQ CHAPTER \h \r 1Instructions:
Develop a rating sheet for how you want your area of responsibility to look. Rate your area on each of the eight climate factors.  As is the case with all the workshop materials, these ratings are your personal property and will not be collected.  Be honest and frank in your ratings.
	 SEQ CHAPTER \h \r 1
	How I Want My Area of The Company To Be

	CLIMATE FACTOR
	LOW LEVEL

PRESENT
	AVERAGE
	HIGH LEVEL

PRESENT

	Organizational Clarity
	
	
	

	Decision Making
	
	
	

	Organizational Integration
	
	
	

	Leadership Style
	
	
	

	Performance Orientation
	
	
	

	Organizational Vitality
	
	
	

	Compensation
	
	
	

	Human Resource Development
	
	
	


 SEQ CHAPTER \h \r 1Note:
The rating of the work climate is accomplished by simply placing a check () in the case of the 8 climate factors.

	 SEQ CHAPTER \h \r 1BEHAVIOR DESCRIPTION

WORKSHEET


 SEQ CHAPTER \h \r 1Team Exercise 5

Imagine yourself as a member of the Super Assessment Team (SAT).  Your committee has just conducted a two-day workshop for the top promotables in your company.  You are presently reviewing each candidate’s performance and you hear the statements made below.  Indicate whether you agree or disagree that the statement adequately reflects behavior observed or simple generalization, opinion, or judgment.
	 SEQ CHAPTER \h \r 1Statement
	 SEQ CHAPTER \h \r 1BEHAVIOR DESCRIPTION ?

Agree
Disagree

	
	

	 SEQ CHAPTER \h \r 11.
He showed very poor persuasive ability when working with others in the group.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 12.
She did an excellent job in getting the group to accomplish its goal.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 13.
Suggested promoting the problem foreman because “He’s a go-getter.”
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 14.
Made four separate recommendations to the group, but none were accepted.
	 SEQ CHAPTER \h \r 1
______
_______ SEQ CHAPTER \h \r 1

	
	

	 SEQ CHAPTER \h \r 15.
Blocked out all his scheduled meetings on his day planner calendar.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 16.
Started out his presentation to the group by reviewing his findings.
	 SEQ CHAPTER \h \r 1
______
_______ SEQ CHAPTER \h \r 1

	
	

	 SEQ CHAPTER \h \r 17.
Was very decisive in his statements made to the poor performer.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 18.
In reviewing the letters and memos, it became obvious she has the ability to express ideas clearly, in writing and in good grammatical form.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 19.
Took action based on her own convictions rather than being concerned with pleasing others.
	 SEQ CHAPTER \h \r 1
______
_______


	 SEQ CHAPTER \h \r 1Statement
	 SEQ CHAPTER \h \r 1BEHAVIOR DESCRIPTION ?

Agree
Disagree

	
	

	 SEQ CHAPTER \h \r 110.
He analyzed the problem thoroughly.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 111.
Recommended they take a vote since there were only 5 minutes left.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 112.
Set up an Inventory Control System which kept all parts on separate sheets.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 113.
Admitted to group: “I made a mistake,” but was reluctant to support Al’s proposal.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 114.
Made assumptions on items not supported by data.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 115.
Told her she could not attend her father’s funeral.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 116.
Told Tom he should be promoted because of his “fine display of leadership.”
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 117.
Suggested to the group that they define the criteria for selection first.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 118.
John did an excellent job in closing off the interview.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 119.
In organizing the team, she grouped all the production memos together and then responded.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 120.
During the team discussion, she became frustrated with Fred.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 121.
As she analyzed the data, it became evident that her perception skills were good.
	 SEQ CHAPTER \h \r 1
______
_______

	
	

	 SEQ CHAPTER \h \r 122.
The performance appraisal interview was sum-marized by asking for a letter of rebuttal.
	 SEQ CHAPTER \h \r 1
______
_______


	 SEQ CHAPTER \h \r 1INTEGRATION
Putting It All Together


 SEQ CHAPTER \h \r 1THEORY INPUT
Development of facilitation and leadership skills is an ongoing process.  No one has arrived or learned all they need to know in order to meet the ever changing challenges of a global economy.  All individuals find themselves at different developmental stages throughout life.  We are all moving from Quadrant 1 (unconscious incompetent) to Quadrant 2 (conscious incompetent).  We all are challenged to look at things in new and different ways.  To create and implement methods to better understand and apply this learning to ourselves, our families, our companies and the larger community.

Now that we have moved to Quadrant 2 in our understanding of STS and the facilitation roles required, we have to plan ways to push into Quadrant 3 (conscious competent).  We know we can’t move people into the new paradigm without living there ourselves.  Moving there will involve a struggle on our part, being vulnerable and not always getting it right.  Pioneering a new paradigm requires us to trust our own instincts and talk openly about our struggle before we can expect others to follow our lead.  All of us must rely on others to help in our push to increase our skills and competencies.  To gain other help, we must first be honest with ourselves in terms of our developmental needs.

TEAM OUTPUTS
· As individuals, complete the “Individual Development Plan” in this section.  
(Complete Time Two Core Competence Rating now.)

· Develop a process to share your own unique developmental opportunities with other team members in order to solicit confirmation and support.

· Share ideas and techniques to help each team member improve in their developmental need area.

· Develop a common listing of team developmental challenges and strategies to address.

· Design and deliver a final product that highlighted this week’s journey for your team and its individuals.  Your team will be provided up to 30 minutes for this purpose at our next general session.
 SEQ CHAPTER \h \r 1DESIRED TEAM PROCESS
· Openly and honestly share each individual’s self assessment of strengths and developmental challenges.

· Brainstorm alternative ways to meet these common and unique challenges.

· Plan and discuss ways to overcome these challenges back at work.

· Design and deliver a learning presentation that highlights your journey for the week.

GETTING STARTED
· Make sure everyone has read the material in this section.

· Establish and agree on the objectives for your team in this section.

· Use the resource material provided to enable the team to get started.  Do not rely on this material as the answer...it is only a guide.
	 SEQ CHAPTER \h \r 1INDIVIDUAL

DEVELOPMENT PLAN


 SEQ CHAPTER \h \r 1Today’s Date__________________________
Name____________________________

The following statements and questions are designed to help you in uncovering your individual strengths and developmental challenges in order to fulfill your new role as a facilitator/coach.  In responding to these statements and questions, refer to the following material:

· Life Script Exercise

· Time One vs. Time Two Core Competence Overall Effectiveness Rating

· Peer and Self Rating Sheets

· Comments/Observations From Others

1.
Performance strengths that were identified for me during this workshop.

2.
Performance developmental challenges that were identified for me during this workshop.

3.
The major duty and role shifts I will have to make from my previous role to my new role are:

4.
What duties or roles were easiest for me this week?

 SEQ CHAPTER \h \r 15.
What duties or roles came hardest for me this week?

6.
Which of these roles support and which of these roles hinder me being successful in my new role?

7.
Which of these factors support the success you have in your old or present role?

8.
What support will you need from whom to change current behaviors that won’t be effective in your new role?

9.
What are the developmental needs that you know about, but your current boss may not?

10.
What are the developmental needs from the viewpoint of your boss?

11.
Are these supportive of your new role as you now understand it?

12.
What training and development have you already received that supports your new role?

13.  SEQ CHAPTER \h \r 1What training and development do you need in the future?
 SEQ CHAPTER \h \r 1
14. Based on your answers, complete the attached sheet.

	 SEQ CHAPTER \h \r 1INDIVIDUAL DEVELOPMENT PLAN


 SEQ CHAPTER \h \r 1Name: __________________
Date: __________________
	 SEQ CHAPTER \h \r 1
IDENTIFIED

STRENGTHS, ASSETS
	IDENTIFIED

DEVELOPMENTAL

NEEDS, LIABILITIES
	NECESSARY ACTIONS

BY ME TO ELIMINATE

LIABILITIES NOW
	ACTIONS NEEDED BY

OTHERS TO HELP ME

ELIMINATE 

LIABILITIES NOW

AND BUILD ON

STRENGTHS
	POTENTIAL TRAINING

& DEVELOPMENT

PROGRAMS NEEDED
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