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acilitating team growth is a uniquely designed response to the changing needs of the BD Collaborative Sales effort in the United States and its neighboring countries.  It is also a second step in the developmental process for all BD Sales representatives and their management/support partners.  This effort will enhance their facilitation skills and abilities.  It is not a “total emersion” event which proclaims or anoints the participants with all the answers and tools for team leadership.  Its aim, however, is to help those people who help others be successful.

OBJECTIVES
· Understand the key characteristics that will contribute to increasing levels of performance.

· Identify the key issues, questions, and answers which the team must resolve in order to become high performing.

· Create specific long and short term action plans to continuing developing the characteristics and process of high performance.

· Organize the team for effectiveness identifying roles, responsibilities, accountabilities and performance measures.

· Increase group process skills and acumen in an experiential learning environment.

· Be a resource for those developmental issues which result from the formation of collaborative sales teams.

· Help prepare the facilitators for the sales redesign implementation for the U.S.

· Be a bridge for the transition from the old to the new paradigm of business in sales leadership.
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 SEQ CHAPTER \h \r 1Understanding Organizations in New Ways


I
 SEQ CHAPTER \h \r 1n exploring systems thinking and viewing organizations from a systemic perspective, there are some key principles to help us understand this concept.

NATURE KNOWS BEST
· Systems are governed by some natural laws.

· Think of organisms, rather than mechanisms.

· Organizations that live in harmony with their environment will thrive.

· Organizations, like plants and animals, are dependent on their external environment for their very survival.

· As a living thing, an organization exists only in the context of its larger environment.

· The environment isn’t always right, but it’s always there.

· It is the adaptable, not the well-adapted, who survive.

· Nothing grows forever.

· Successful systems must continue to transform or die.

· The only constant is change.

· Organizations are living systems—indivisible wholes made up of interdependent parts.

EVERYTHING IS CONNECTED TO SOMETHING ELSE
· A system functions as a whole—its behavior depends on its entire structure and not just on the sum of its parts.

· Any one part of a system has an effect on the whole system.

· Optimizing the performance of any one of its parts will result in sub-optimizing the performance of the whole organization.

· Each system or subsystem is made up of parts, and those parts, interacting, produce a whole, meaningful product or purpose.

· The pieces of a whole system act together as a single unit and is a subsystem or part of a larger system, and this larger system is a subsystem of a still larger system.

· To understand whole system you must use your whole brain, both your head (left brain) and your heart (right brain).

ORGANIZATIONAL SYSTEMS DEPEND ON PEOPLE
· Employees are the primary living component of the system.  They create the adaptable system, make the connections, find the solutions, listen and respond to the feedback, and meet the competition.

· Employees must be allowed to see, touch, and be touched by the organization’s external environment.

· Employees can think.  They do have minds and can continue to learn how to use them better.

· Employees must be encouraged to grow, develop, and think.  If you continue to give me a fish, I will never learn to fish.

· The best form of personal control is self-control.  It is also the best form of managerial control.

· Establishing effective, principle-based boundaries within the system provides the opportunity for effective self-control.

· Bad boundaries and rules make for poor performance and ineffective communications.

· Empowerment is not just to share decision-making with employees.  You must create a shared vision, design specific expectations, measure output, and share consequences, both positive (rewards) and negative (failures).

· If you’re not willing to truly empower employees, you may do more harm than good.

· Empowerment can’t exist when we continue to separate the managing and the doing of the work.

EVERY SYSTEM HAS INPUT/OUTPUT AND A FEEDBACK LOOP
· Feedback is the heart of renewal.

· Feedback provides system stability.

· To ignore the feedback is to be blind and vulnerable to needed changes.  A vulnerable, blind, non-responsive system will die.

· Integrating and welcoming feedback into the system increases your environmental and customer awareness, closes the blind spots, and allows you to grow and adapt.

· Systems act to negate changes and are often called “negative feedback” loops and are used loosely as synonyms for “criticism”....In systems theory, “negative” feedback isn’t entirely good or bad.  It’s the process which negates changes or balances the system.

· Every system takes its inputs from the environment and gives back to the environment a product or service that is needed.  The feedback loop between output and input lets us know how well the need is being fulfilled.

THE SYSTEMS THINKING PARADIGM
Systems thinking guides us to view organizations from broader perspectives than before.  In systems terms, our approach:

 SEQ CHAPTER \h \r 1IS NOT
· problem driven

· canned or recipe solutions

· an overlay/add on

· business as usual

 SEQ CHAPTER \h \r 1IS
· purpose/product driven

· collaborative centered

· whole system design

· new way of doing business

 SEQ CHAPTER \h \r 1Just recognizing we can and should use systems thinking will not solve our pressing issues.  We must apply these ideas in new ways by shifting our models, beliefs, and methods of designing organizations.  Creation of high performance work systems requires a paradigm shift in the way we look at structuring, developing, and managing organizations for growth, profit, and survival.  In essence, several “shifts” need to occur to create high performance through systems thinking.  These “shifts” are detailed below:

	 SEQ CHAPTER \h \r 1The “Shifts”

	Old Paradigm
	New Paradigm
	Where it Impacts the Organization


	· Maximum task break-down; simple, narrow skills

· External controls (supervisors, specialists, staffs, procedures)

· Tall organizational chart, autocratic style

· People as an expendable spare part

· Competition

· Gamesmanship

· Organization’s Purpose Only

· Alienation
· Low risk-taking
	· Optimum tasks grouping; multiple skills; breadth & depth of skills

· Internal controls (self-regulating, integrating sub-systems)

· Flat organizational chart, participative style

· People as complimentary to the Machine

· Collaboration

· Collegiality

· Member’s and Society’s Purpose 

· Commitment
· Innovation

	Structure:

· Division of labor

· Responsibilities

· Authority

Work Design:

· Philosophy

· Information

· Knowledge

· Rewards

· Selection/Retention




	TRANSFORMATIONAL

LEARNING

Leaders and the Learning Process
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L
 SEQ CHAPTER \h \r 1eaders 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.

 SEQ CHAPTER \h \r 1Inexperienced 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.  

Better 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:

There are no final answers.





All solutions are provisional.





That worked well—how could 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.

	KEY LEARNING VALUES


	 SEQ CHAPTER \h \r 1ORGANIZATIONAL

	PROTECTIVE VALUES
	vs.
	GROWTH VALUES

	 SEQ CHAPTER \h \r 1Safety

Feeling Superior to Others

Ego Defenses

Self-Control

Knowledge (Facts)

Role-Playing (Gamesmanship)

Comfort at all Costs (Avoid Pain)

Control of Others

Permanence
	
	 SEQ CHAPTER \h \r 1Spontaneity (Risk & Freedom)

Feeling Connected to Others

Vulnerability

Self-Knowledge

Wisdom (Truth)

Authenticity (Realness)

Truth at any Cost (Accept Pain)

Open Communication with Others

Potential & Continuous Changes

	PERSONAL

	FROM
	
	TO

	 SEQ CHAPTER \h \r 1Feel you’ve learned it all

Reductionist thinking

Depending on Procedures

“They” are

to Blame

Certainty

Stability

(If it’s not broken, don’t fix it)
	
	 SEQ CHAPTER \h \r 1Learning never stops

Systems thinking

Focus on Results

Personal Accountability
(Search within)

Doubt (“I may be wrong”)

Change/Growth

(Continuous Improvement)

	HUMAN CHARACTERISTICS

	 SEQ CHAPTER \h \r 1Integrity

Embrace Error

Encourage Dissent

Positive Self-Image

Personal Efficacy

Empathetic Listening

Belief in People & Teamwork
—Adapted from Warren Bennis


	FOUR KEYS TO  LEARNING

A Process for Becoming “Who We Are”


 SEQ CHAPTER \h \r 1YOU ARE YOUR OWN BEST TEACHER
No one can teach you how to become yourself, to take charge, to express yourself, except you.  No one outside of you can decide that you will be teachable and open to the new, the changing, the growing.  No one can help you learn until you give permission.

YOU ARE RESPONSIBLE FOR YOUR OWN LEARNING

Create your own university.  Take the tough path.  The path where you learn how “you” learn, the path where you decide how to learn better.  It’s easy to blame others for your inability to grow; it’s much harder to hold yourself accountable for your own development.  Openness to learning starts from within.

YOU CAN LEARN WHATEVER YOU WANT TO LEARN
You have the choice.  Do you want to learn?  What do you want to learn?  Where do you go to learn?  When you decide, then go for it!!  Want it!!  Embrace it!!  Absorb it!!  Then you will learn it.  Unless you have the appetite and determination to absorb new and unsettling things, you won’t learn.

YOU CHOOSE HOW TO USE THE LEARNING

Learning helps you move from ignorance to understanding.  By opening yourself to the new, you let go of the old.  By reflecting on your experiences and challenging paradigms, you build new and real understandings and nothing is truly yours until you understand it—not even yourself.

	TEAM AWARENESS

 SEQ CHAPTER \h \r 1Activities for Getting Teams Focused on Learning


 SEQ CHAPTER \h \r 1EXERCISE 1 – “WHY BECOME A FACILITATOR?”
Theory Input

B

eing a “facilitator” used to be the province of psychologists, educators, organizational development specialists and other highly trained personnel.  Today, almost every person in organization life will have the opportunity to occupy that role.  But why do it?  When we choose to do so, many of our past activities, images and values will shape our mental approach and abilities to perform this role effectively.  Let’s test why you want to be one!

Activity
· As individuals, answer the following questions:

· Describe a positive experience when you were a member of a group/team and why.

· Describe a negative experience when you were a member of a group/team and why.

· Describe the feelings you had when you were responsible for leading or facilitating a group or team.

· Plan to share those responses with the other group members.

· In triads (groups of three), share each response with one another.  Listen and ask for clarification, but offer no evaluations. 

(Total time for this process should be 20 - 25 minutes)

· Each triad then reports back to the larger group.  Each member report for another member.  Do not report your own information.

· After all triads have shared, ask the question, “So why become a facilitator?”  Capture their responses on chart paper.  Conduct a short dialogue with the group members.  Leave chart up to check out expectations for this learning event.

 SEQ CHAPTER \h \r 1EXERCISE 2 – “JOINING A TEAM”
Theory Input
T

he early experiences in life as a team or group member will shape our attitude and ability in helping others grow and develop.  They may have resulted from being in Little League baseball, organized scouting groups, church choir, the high school play or the neighborhood gang.

Each time we joined a group – the whole process of fitting in and becoming a productive member becomes apparent and important.  As facilitators, we need to be constantly aware of this start-up phase.  Let’s see what is important for you and your team members when joining a group.

Activity

· Take inputs from the entire group on what characteristics, values, background, etc., are important when you either: a) joined a team in the past, or b) were selecting new members for a team you were already on in the past.

· List six to eight items on chart paper and gain agreement on their use.

· Have all members write their own responses to each characteristic on chart paper.

· All information will be shared in the group.

· Each member (including the consultants) share their responses.  Listening and clarification OK.

· Capture four - five key themes on chart paper and gain agreement that they are the developmental topics for this group’s time together.

(Should take 40 - 50 minutes)

 SEQ CHAPTER \h \r 1EXERCISE 3 – “WHO AM I?”
Theory Input
T

rust and risk taking are the corner-stones for developing teams, as well as their facilitators.  But, those qualities are elusive and difficult to generate.  Group members do not automatically start performing at high levels with one another just because they are asked to work together.  Laying the foundation for trust and risk taking starts with knowing who we are and gaining insight and respect for our differences, as well as our similarities.  This activity gets us started on that foundation.

Activity
· Each participant (including workshop leader) obtain one full sheet of clean flip chart paper – Label “Who Am I” at the top of the sheet.

· Using felt tip markers, draw or write individual responses to the following questions:

1. Where you were born.

2. Your favorite non-work activity.

3. A special place you visit to relax.

4. What you aspire to, when you grow older.

5. A favorite food or drink.

6. Your most valuable learning experience.

7. Share something secret about yourself.

8. Put name or nickname in middle of page.
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