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SYSTEMS THINKING

“The joy of this quest is not in triumph over others,
but in the search for the qualities we share with them
and for our unigueness, which raises us above all competition.”

Theordore Roszak

THEORY INPUT

For many centuriesscientistsbelievedthat thebest way tolearn more about somethingthey didn’t
understand wastotakeit apart and find out what it wasmadeof . By separating and reducing asubject
toit’ ssmallest partsthey wereableto understand thecharacteristicsof eachindividua element. Thishas
workedwell for discretecomponentsandtechnology, but it failedinunderstanding theinterrel atedness,
interacti ons, andinterdependencieswhich occur withinoperatingliving systems. Tounderstand systems
we havetolet go of our current methodsof viewing organi zationsand risk exploring new possibilities. We
look at wholenessrather than parts, scanfor patternsrather than singlepathways, and seemultiplemeans
to acommon end.

“You cannot solve a problem from the
same level of thinking you were at
when you created it.”
Albert Einstein

UNDERSTANDING SYSTEMS

“A systemis a collection of interdependent partswhich interact with each other to function
asawhole. The cooling systemin a car, for example, consists of a radiator, a fan, a water
pump, a thermostat, a cooling jacket, and several hosesand clamps. Together they function
to keep the enginefromoverheating, but separately they areuseless. Todothejob, all parts

must be present and they must be arranged in the proper way.” Adapted from I ntroductionto
Systems Thinking, Future Systems, Inc.
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Using thisexample, thecooling systemisacoll ection of partscombinedtogether toward the purposeof
keepingwater cool. Thecooling systemisasub-system of alarger system, theengine. If thecooling
system achievesitspurposeandthewater iskept cool, thenit supportstheengineinachievingthe
productionof energy tomovethecar. Thecarisalarger systemof whichtheengineisasub-system. And
soit goes, whol esystemswithinwhol esystems, i nterdependent and i nterlaced toward common, but
distinctive purposes.

Organizationa systemsfollow thissamepattern. But they aremuch morecomplex thanthecooling system,
the engine, or thecar. Organizational systemscombineequipment, technology, and peopleinthe
accomplishment of common purposes. Systemsthinking withintheorganization must recognize,
understand, and build effective processesto guiderel ationshi psbetweenwhol eindividual s, workingin
wholeteams, withinwholeunitsof wholebus nesseswithinlarger social and economic systemsof aglobal
environment.

All systemsuitilize processes, agreed-upon methodsfor doingwork intheorganization. Theseprocesses
regulateall aspectsof organizationlife. M ost of themwerenot conscioudly planned, nor arethey openly
clarified. They arebothformal andinformal, consciousandunconscious. They areexemplified by the
“way wedobusiness,” the* chainof command,” the” grapevine,” thereverencefor “ sacred cows,” the
“organizational chart,” policy manuals, etc. For success, itisvital that the systemic aspectsof the
organizationbeinagreement with thebroader shared cultural and environmental demands. They
interconnect withindividual sandimpact their senseof freedom, control, effectiveness, opportunity,
empowerment, ownership, and so forth.

Theseprocessesareinseparably connected toeach other. Just asinawholeindividual, you can’ t separate
the right braincreativity fromtheleft brainlogic—they need each other and they processtheinformation
for both contentandfeeling. Y oucan’ t separateoneprocessfromanother. Y ou can study itselements,
but you have to use other processes to make it effective.

I ncreating an effectiveteam or organi zation, thereare seven systemic areasof processdevel opment which
must beexplored and understood. Werefer totheseasour Seven CoreProcesses, andthey arekey to
the growth of agroup froman* assembl ageof peopleand parts” to aninterdependent, efficient, and
effective system. Theseprocessesarenot “activities,” but usually beginwithanactivity. They represent
thought-out, agreed-upon methodsfor doingwork andfor continuously revisiting theachievement of that
work. Processeshel pusachieve, they hel p generatethe content of what needsto happen or get doneto
fulfill our system’s purpose.

For example, creatingaMissionor Visionstatement for an organizationisanactivity. Onceitisdone, the
statement i slaminated, hungonthewall, and theteam feel saccomplished. If theteam buildsaPurposing
processthey getamissionandvision, but they alsoget aprocesstorevisitthemission, set objectiveswhich
would demonstratealignment with the mi ssion and measureswhich account for accomplishment of the
objectives. The" process’ continually checksboththeprogresstoward themissionandthecontinued
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“correctness” or viability of the mission over time.
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TheSeven CoreProcessesthat effectiveteamsneedtodevel op, link thekey elementsof the STSOpen

Systems Model.
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These Seven CoreProcesseshavebeen groupedinthe Team Devel opment processintothreekey phases.

Team Focus

j\> PURPOSING

Team
ENVIRONMENTAL TECHNICAL  Performance
Team Renewal
FEEDBACK SOCIAL
INDIVIDUAL CONTROL
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TRYING TO MAINTAIN FIT AND BALANCE
BETWEEN THE THREE MAJOR AREAS

The importance of process is another discovery.
Goals and endpoints matter |ess.
Learning is more urgent than storing information.
Caring is better than keeping. Meansare ends.
Thejourney isthe destination.

Marilyn Fergusen

PHASE 1—TEAM FOCUS

A process for defining and setting direction while maintaining
congruence with those we serve.

Inthisphase, webuild specificEnvironmental andPur posing processes. Thisphaseenablestheteam
to discover why they exist, whothey areaccountableto, and what they areresponsiblefor. It provides
the teamwithcommonandreal directionasthey developtheiridentity. Aswedevel optheseprocesses
wewill beutilizingsocia, technical, and control processeswithinour team, individua needswill surfaceand
impact felt, andwemay providefeedback andrespondtoit. Thiswill bevery hel pful tousasweexplore
these other processes in depth later.

PHASE 2—TEAM PERFORMANCE

A process for insuring successful product transformation through
effective human interaction.

Inthisphase, wedevel opTechnical, Socid Interadion, andControl processes. WetaketheVariance
Matrix andV ariance Control Tableand decidehow wewill work together to control product variances.
Wewiill decidehow and whenwemeet, and how wewill run effectivemeetings, how weinteractinthe
principlesof goal achievement, adaptability, integration, andlongterm devel opment. Thesewill be
accomplishedinsupport of theprocessesandinformati on wegai ned during Team Focusandwill continue
to highlight individual needs and feedback processes (to be developed next).
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PHASE 3—TEAM RENEWAL

A feedback process for individual, team, and system congruence.

Inthisphase,Feedback Pr ocesses andl ndividual Needs processeswill beexplored. Wehaveworked
asateamfor sometime, struggledto performandto mature, and now we can assessour progressand
each other, and renew our team to the next level of performance.

Itisimportant torecognizethat whenwework ondevel oping each phase, theremaining4 or 5core
processeswill not gountouched. They areall interdependent andinteractiveparts. Only thefocusand
emphasis changes as we move from phase to phase.
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TEAM OUTPUTS

An understanding of systems thinking and how it is different from current organizational thinkin
A series of questions that would enable you to devel op each core process.
An understanding of how the seven core processes interact with each other.

A listing of how and why the seven core processes are critical to systems thinking.

DESIRED TEAM PROCESS

Review thethreeteam exercisesfound at theend of thissection and sel ect theone(s) your team
feelsisbest for them.

A listing of thedifferent processesand methodsthat could beutilized withyour teamtofulfill the
team outputs.

A means to share your team’ s unique learnings with the other teams.
A processfor revigiting, refining, or redesigning your team’ scoreprocessesonacontinual basis.

KEY L EARNINGS

When properly compl eted, thesystemsthinking overview should provideteammemberswiththefol lowing
key learnings:

Everything is connected to everything else.
It is the adaptable system, not the well adapted, that survive.
Bad boundaries make for bad information flow.

Changing one part of the system impacts the whole system.
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KEY PRINCIPLES &
PARADIGMS

Under standing Organizationsin New Ways

In exploring systems thinking and viewing organizations from a systemic perspective, there are some
key principlesto help us understand this concept.

NATURE KNOWS BEST

Systems are governed by some natural laws.

Think of organisms, rather than mechanisms.

Organizationsthat live in harmony with their environment will thrive.

Organizations, likeplantsand animal s, aredependent ontheir external environment for their very
survival.

Asaliving 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 ISCONNECTED TO SOMETHING EL SE

1 A systemfunctionsasawhole—itsbehavior dependsonitsentirestructureand not just onthesum
of its parts.

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

! Optimizingtheperformanceof any oneof itspartswill resultin sub-optimizing the performanceof
the whole organization.

! Eachsystemor subsystemismadeup of parts, andthoseparts, interacting, produceawhole,
meaningful product or purpose.

! The piecesof awholesystem act together asasingleunit andisasubsystemor part of alarger
system, and this larger system is a subsystem of astill larger system.

! To understand whol esystem you must useyour wholebrain, both your head (1eft brain) and your

heart (right brain).
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ORGANIZATIONAL SYSTEMSDEPEND ON PEOPLE

! Employeesaretheprimary living component of thesystem. They createtheadaptablesystem,
make the connections, findthesolutions, listen and respond tothefeedback, and meet the

competition.

! Employees must be allowed to see, touch, and be touched by the organization’ sexternal
environment.

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

! Employeesmust beencouragedto grow, devel op, andthink. If you continuetogivemeafish, |
will never learn to fish.

! The best form of personal control is self control. Itisalso the best form of managerial control

| Establishing effective, princi ple-based boundari eswithin the system providestheopportunity for
effective self-control.

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

! Empowerment isnot just to sharedecision-making withemployees. Y oumust createashared
vision, design specificexpectations, measureoutput, 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 whenwecontinueto separatethe managing and thedoing of thework.

EVERY SYSTEM HASINPUT/OUTPUT AND A FEEDBACK LOOP

I Feedback is the heart of renewal.

! Feedback provides system stability.

I Toignorethefeedback istobeblind and vulnerableto needed changes. A vulnerable, blind, non-
responsive system will die.

I | ntegrati ng and wel coming feedback into the systemincreasesyour environmental and customer

awareness, closes the blind spots, and allows you to grow and adapt.

1 Systemsact to negatechangesand areoften called negativefeedback” loopsand areused | oosdly
assynonymsfor “criticism”....Insystemstheory, “ negative” feedback isn’ t entirely good or bad.
It’ s the process which negates changes or balances the system.

! Every systemtakesitsinputsfromtheenvironment and givesback totheenvironment aproduct
or servicethat isneeded. Thefeedback |oop between output andinput letsusknow how well the
need is being fulfilled.
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THE SYSTEMS THINKING PARADIGM

Sy stemsthinking guidesusto view organi zationsfrom broader perspectivesthan before. Insystemsterms,
our approach:

[SNOT IS

problem driven

purpose/product driven

canned or recipe solutions collaborative centered

an overlay/add on

whole system design
! business as usual | new way of doing business

Just recogni zing wecan and should usesystemsthinking will not solveour pressingissues. Wemust apply
theseideasinnew waysby shiftingour models, belief s, and methodsof designing organizations. Creation
of high performancework systemsrequiresaparadigm shiftintheway welook at structuring, devel oping,
and managing organi zationsfor growth, profit,and survival. Inessence, severa “ shifts’ needto occurto
create high performance through systems thinking. These “shifts” are detailed on the next page.
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OLD PARADIGM

Maximum task breakdown;
simple, narrow skills

External controls
(supervisors, specialists,
staffs, procedures)

Tall organizational chart,
autocratic style

The technology imperative

People as an extension of the
Machine

People as an expendable
spare part

Competition

Gamesmanship
Organization’s Purpose Only
Alienation

Low risk-taking

STS
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THE “SHIFTS’

NEW PARADIGM

Optimum tasks grouping;
multiple skills; breadth &
depth of skills

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

Flat organizational chart,
participative style

Joint optimization

People as complimentary to
the Machine

People as aresource to be
developed

Collaboration
Collegiality

Member’s and Society’s
Purpose Also

Commitment

Innovation

WHERE IT IMPACTS

INTHE

ORGANIZATION

Structure:

Division of labor
Responsibilities

Authority

Work Design

Philosophy

Information

Knowledge

Rewards

Selection/
Retention
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TEAM EXERCISES

OVERVIEW FOR EXERCISE 1

Y ouhavebeenassignedtoformand devel op ateamto exploreanew businessopportunity or cresteanew
product. Thedrivingforceis®timetomarket” sinceyour competitionisactively pursuingasimilar
opportunity which couldimpact or removeyour window of opportunity. Thebest projectionisthat a
detailed recommendation is needed in 10 months with a prototype ready for testing in 15 months.

OVERVIEW FOR EXERCISE 2

Y our company hasjust announced asi gnificant redesignand you havebeen askedtofacilitatethe
development of two newly formed teamsof |ong timeemployees. Noonefromeither team hasbeen
directly involvedintheredesign, and they havehadlimited communicationonwhy it hasbeen doneor how
it is supposed to work.

OVERVIEW FOR EXERCISE 3

Y ouareateam coachinanew company start-up whichhasbeenorganized asa” Greenfield” socio-
technical design. Teammembersarecurrently being hiredfromtheouts deand somehavebeentransferred
fromexisting*“sister” company locations. Thestart-up curveisvery aggressivewithinitial production
planned within 3 months ramping up to full design capacity 6 months later.

THE TASK FORALL THREE EXERCISES

Withyour team, devel opalist of questionsyou must explorewiththeteaminorder for theteamtobe
efficient and effective in each of the seven core process areas.

Process the list of questions into three categories—questions which must be answered in:

1 the next 2 months
1 in the next 6 months
1 after 6 months
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TEAM FOCUS

A PROCESSFOR UNDERSTANDING FIT
AND SETTING DIRECTION

The first step in developing high
T Bam F OCllS performancework teamsiswork team

formation. Eventhoughthedevel opment
of all seven coreprocessesisnecessary
PURPOSING for the team to be fully formed and
functioning, thetwo primary processes

ENVIRONMENTAL TECHNICAL which differentiate this stage are

Environmenta and Purposing processes.

FEEDBACK SOCIAL L eadersof high performanceteamsassst
the team to focus itself through the

meaningful devel opment of thesetwo
INDIVIDUAL CONTROL direction-setting processes.

THEORY INPUT

Alllivingthingsor systemsaredependent on something el sefor their survival andgrowth. Think fora
moment about anacornfallingfromtheoak tree. Forittosurvive, it must dependonlotsof externa help.
For example, soil, temperature, sunlight, moisture, etc. If any of theseelementsismissing or deficient, then
theacornwill never surviveandgrow. Itcannot survivelongdependingonly uponitsowninternal
capabilities or resources.

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 16
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Organi zations, teams, andindividual sarelikethat acorn. Weall areinterdependent withthelarger
environment for survival and growth. None of uscan survivedepending only on our owninternal
capabilitiesand satisfying just our needs. That’ swhat understanding theenvironmental systemisall
about; finding out how wefit in.

Organizationsandteamsthat have processeshel pingthem stay intouchwiththeir externa environment will
surviveandthriveover thelonghaul. Theseprocessesallow for adaptability andflexibility withinyour
system. Throughanunderstanding of how your organizationandteamfitintothelarger environment,
competitive advantagecanbegained. By |ooking at our organizationandteamasawholesystem, we
appreciatehow internal partnersbuild upononeanother’ swork inan openexchange; how each cantake
inouts derequirementsand life-sustai ning support and giveback productsand servi cesthat perpetuatethe
economic value chain for mutual survival and growth.

Back totheacorn. Hiddendeepinitsgenetic codingisitspurpose. If it canfindtheright environment and
stay in harmony with that environment, then it can fulfill its purpose...to become a giant oak tree.

Individuas, teams, and organi zationsarenot genetically coded with apurpose...each must discover itsown.
That’s what this core processis all about, purpose, or finding our target.

Purposeincludesthebusinessmission of theteam, itsphil osophy of humanval ues, anditswillingnessto
satisfy customer/stakehol der requirements. Theserequirementscomedirectly fromour external
environment.

Businessteamsarefirst andforemost valueadding or transforming entities. A teamhastoidentify the
directioninwhichitisheadingasit changesfromwhereitistoday towhereitwill betomorrow. A
businessteam al so actsinan economicenvironment that producesand needsprofit tofunditslongterm
growth.

D evel oping meaningful environmental and purposing processesby abusinesstesmwill provideitsmembers
withasenseof identity, direction, and commonfocus. Purposeistheglueof teaminterdependency, the
common target at which all can aim.

PRIMARY TASK

Y ou and your high performance team need to know, understand, and integrate the following:

! What’ s going on in the environment they are interdependent with for survival.

Who do they account to and how.

! How the team fitsinto the larger system.

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 17
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What our purposeis.

What you are trying to achieve.

What needs to be accomplished.
1 How team members behave as a team.

Y ouneedto personally devel op thel eadership skillsand competenciesnecessary to assist theteamto
create this understanding.

GETTING STARTED

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

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

! Usetheresourcematerial providedtoenabletheteamtoget started. Donotrely onthismaterial
asthe answer...it isonly aguide.

TEAM OUTPUTS
ENVIRONMENTAL PROCESS

Asateam, itiscritical toidentify, discuss, understand, and build astrategy for dealing withtheexternal
environment. Inorder to accomplishtherequirementsof theenvironmental coreprocess, each of the
following tasks must be completed:

! Understanding and agreement of how our team/sub-systemfitsintothelarger organizational system.
Who do we serve in both the external environment and internal environments?

What arethemajor trendsthat will impact our team’ sability to servetheexternal andinternal
environment?

Understand clearly whoareour team’ sstakehol dersand what aretheir specificdemandsand
expectations.

Boundary identification and agreement. Both for “input” (when and fromwhomwetake
responsibility for resources) and*“output” (whenand towhomweddiver our outputsandwhat are
the outputs).
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A method for dealing with conflicting stakeholder demands.

M easuresand measurement systemto provideon-going feedback onteam performancein
relationship to stakeholder demands and expectations.

A processfor influencingand providing feedback totheenvironment fromour teamto continually
stay in touch with the world outside our team.

TEAM OUTPUTS
PURPOSING PROCESS

As ateam, discuss and develop a strategy to deal with and accomplish the following tasks:

! Understanding and agreement on ateam purpose statement that describesstakehol der fulfillment
intermsof how wewill satisfy theexternal /internal market and environment requirements. The
statement would include:

I Businessexpectationthat indicateswhy weexist intermsof theteam’ sshared goals.
MISSION

Vaueandbelief expectationsof how wewill enableand devel opteam members. GUIDING
PRINCIPLES

1 What we feel we could become. VISION

Devel opment and agreement of ateam nameand | ogo that expressesmember desiresand our
uniqueness and ties or relates to our mission.

Four tosix guiding princi plesthat, combi ned with themi ssion statement, will guideusinour team’s
interactions and decision making.

Review and agreement of theteam’ skey output requirement toformul ate measurabl egoal sand
objectives that relate to our unique products and services and assure overall purpose fulfillment

A PROCESS PL AN

Alistingof thedifferent methodsor activitiesthat could beutilized withyour teamto build
environmental and purposing processes that are living, not simply a one time event.

Developaplantouseoneof thesemethodsor activitieswithyour teamback homeinorder to
build or re-visit its processes.
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Discussi onand understanding of how thesetwo processesand tesmformation*fit” withtheother
COre processes.

A meansto shareyour uniquelearningswiththeother workshopteams. Uptofifteen minuteswill
be provided each team for this task at the beginning of the next general session.

KEY LEARNINGS

When properly completed, team focus should provide team members with the following key learnings:

Environments change, so teams must discover ways to stay in touch with the environment.
We don’t get to choose our stakeholders; we just have to fulfill their requirements.
Stakeholder demands can be conflicting.

Teamsnot inharmony withtheenvironment will fail toknow, adapt to, andfulfill stakeholder
requirements.

Purpose builds common vision and understanding.

Without purpose thereis little meaning to what we do.

Purpose guides and directs the team.

Building the purpose is what devel ops ownership and commitment to it.
Purposeis aliving document, not a static event.

Purpose provides the team a “touch stone” for making both short and long term decisions.

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 20
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EXPLORING HOW THE
TEAM FITSINTO THE
LARGER SYSTEM

ENVIRONMENT
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FEEDBACK

Describe and show how we fit in the organization, process, and environment:
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ASSESSING STAKEHOLDER DEMANDS AND CURRENT RESULTS

Major Stakeholders & What they demand/need How arewe currently What must we do now to
Customers from our team? doing in meeting these meet/understand the
needs? needs?
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ASSESSING OUR PRIMARY RESPONSIBILITIESAND
ACCOUNTABILITIESIN SATISFYING OUR ENVIRONMENT

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97
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Key resultsweare
responsiblefor: To whom do we account? How do we account?

DEFINING KEY OBJECTIVESAND MEASURES

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97
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L ong term—Specific
Objectives

Short term goalsto support
the objectives

Specific measures and
reporting methods

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97
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ACTION PLANNING—ORGANIZING OUR TEAM TO CONTINUALLY

MEASURE AND PROVIDE FEEDBACK TO OUR ENVIRONMENT

Actionsrequired?
responsblefor: Who will coordinate? When will it be completed?

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97
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Summary of key stakeholder needs: How those needs can be satisfied?

Team Mission—WHY WE EXIST?

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97
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Team Guiding Principles—V a ueand belief expectationsof how wewill enableand devel opteam
members.

Team Vision—L ooking ahead to what we could become.

Team Name and Logo—Identifying who we are and how we're unique
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ENVIRONMENTAL
SYSTEMS

The Team in Harmony with its
Environment Will Thrive

Noteamisanisland, completeuntoitself. Likeany other livingthing, theteamexistsonly inthecontext
of itslarger environment. All of theteam’ sneedsaredrawn fromthisenvironment; all of itsproductsare
returnedtotheenvironment. Torecognizethisisto seethetransparency of all rigid distinctionsbetween
“us’ and “them.”

Theboundary that separatesinsidefrom outsideispermeableand open. Itisadoor, morethanawall; a
bond, morethanabarrier; aconcept, morethanafirmredity. Acrosstheinvisibleboundary that divides
them, transactions between the team and its environment are governed by a set of natural laws.

Y oudon’t havetobearocket scientist tounderstand theselaws. Think of biospheres, ecology, bees, and
flowers. Think of organisms, rather than mechanisms. Theteamanditsenvironmentarelivingentities,
unitedintimeand space. They areinseparable, interdependent, and mutual ly-creating. Liketwo sidesof
the same coin, each is required for the other’ s existence.

Theteamexistsby the* consent” of itsenvironment. Theenvironment, inturn, isdefinedand changed by
the action of the teamsin it.

Purposeisthecentral val uethat unitesinsdewithoutside. Theright purpose, rightly understood, radiates
vitalityinbothdirections. Theteam’ scentral purpose, andtheway that purposeispursued, must be
wanted and supported by its environment.

Inthepursuit of itspurpose, or “ coremission,” theteammay identify any number of particular objectives.
Many, if notall, of thesewill beimposed by theenvironment. Andall of theseobjectivesmust bedefined,
integrated, and acted uponinwaysthat arebothinternally congruent and externally compatiblewiththe
environment’ sownmany demandsand needs. Inshort, theteamthat livesin harmony withitsenvironment
will thrive; the team that is unresponsive will wither and die.
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All of thisissoobviousit hardly bearsrepeating. It sagiven. A set of basicassumptionsto betakenfor
granted. Intimesof relativestability, thereisno pressing needto elaborateontherequired“fitness’
betweentheteamanditsenvironment. Not muchishappening out there. Sotheteam’ sadaptiveresponse
capability goes untested.

Intimesof chaosandturbulence, however, theteam’ svery survival dependsonitsability torespond
quickly andwell tothenew environmental demands. Thesearesuchtimes. Cons der themassivechanges
reshapingthefaceof thewholeworldtoday, and theincreas ng speed, compl exity, and unpredi ctability of
all these megatrends.” Consder theimpact of thistidal waveontheparticular environmentsmost relevant
toyour ownteamand onthetechnol ogical, economic, social, geographic, and other fieldsinwhichyou
operate. Consider, too, how vastly different aretheexpectationsand demandsof your many stakehol ders
now, compared with those of times past.

Customers, suppliers, lenders, owners, workers, and every other direct participantintheenterprisehas
shapedand been shaped by thosesamestill-risingriversof change. Teamsthat choosetoignorethese
developmentsdosoat their ownrisk. Thepressuresmount. Thequestionspersist. Wherearethesenew
trendstaking us? What kind of teamsmust bedesigned to master theseturbulent times? Thesearethe
guestions that must beasked and answered by every kind of team today—questionsof adaptationand
survival,transformationor decay. Thesearebigquestions, evenultimatequestions. Butthey canbe
answered. Teamsarehumaninventions, structured and managed for theconditionsof thetimes. They can
be re-invented for new times, even for times that demand continuous adaptation.

It snoeasy task. All of theteam’ sseemingly inseparabl e piecesmust betaken apart, examined, and put
backtogether again—re-fittedtoanew pattern. Theprocessbeginswithacareful look at theteam-
environment “set of the past, its featuresin the present, and the choices available for the future.”
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CREATING A PURPOSEFUL
SYSTEM

The Team as an Agent of Transfor mation

What youseeiswhat youget. That’ smorethanjust afunny punchline. Forteamdesigners, it’ sthe
statement of a simple fact.

Theway peoplethink about their teamisdirectly rel ated tothekind of team and thekind of resultsthey’ I
produce. What you see determines what you get. It workslikeasaf-fulfilling prophecy. And it
works both ways.

Viewingateamfromasystemsviewpoint offersadynamicalternative. It presentsuswithamap of the
territory beyondthelimitsof machineagethinking, wherepeoplewereseenmainly ascogsinthe
organizational wheel. Inthisview, theteamismorethanacollectionof individual s, aspecialized mini-
society or an economic entity. Itis, at heart, an “agent of transformation.”

The systemisunderstood asaliving organismthat drawstheinputsit needsfromtheenvironment,
transforming theminto outputsthat areneeded by theenvironment. Thisview helpsfocusattentiononthe
mainwork of theteam, itsfunction, rather thanitsparticular form. Andit putsfunctionfirst. 1trecognizes
that form, or team structure, should befittedtothenatureof thework and theenvironmental factors
surrounding thework, rather thantheother way around. Thisisquitedifferent fromtheusual practiceof
buying ateam structure off the rack, asit were, asif one sizefitsall.

The new model demandsan ecol ogical perspective. It putstheteamincontext withitsenvironment, and
withthetransformation processrequiredfor itsownsurviva. Thistransformation processoccursbetween
the input and output “boundaries’ that separate the system from its larger environment.

Theseboundariesaredefined asthepoint at which ownership actually changeshands. Thisclarifieswhat
exactly iswithinthesystemandwhat isbeyond thesystem’ ssphereof directinfluenceand control. The
ddlinestionof clear boundaries, then, isthestarting placefor designingasystemthat fitsand functionswell,
inside and out. Betweentheinput/output boundaries, atechnical system and social systemmust be
designedto manageexchangeswith theenvironment and to bring about thewanted transformation of inputs
into outputs.
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Aneffectivedesignisfully three-dimensiond. A well-gtructuredteamwill find the proper bal ancebetween:
! The technical system’s requirements for order and predictability.

! The needs of the workforce for meaning, variety, community, and self-expression.

! The environment’ s continuing demands for change of many kinds.

Theideal desgnwill transcendtheapparently opposing needsof these sub-systems, bringing themtogether
asaunified whole. Thisisnot so unthinkable asit may at first seem.

CharlesAtlasmight describeit asanexercisein“dynamictension,” rather thanacontest tobewonorlost.
Pushingthesystem’ s“muscles’ against each other can build uptheentirebody. But they’ renot “ against”
each other. They’re pushing together.

Thisiswhy thecentral factor inteamdesignisthesystem’ sprimary purpose, or coremission. Common
purposeunifies. Itunitesthepeopleins dethesystemwith each other, ascolleaguesin pursuit of thesame
larger vision. It can unite the inside system with the larger outside system too.

Whenthesystem’ spurposeisinharmony withtheexpectationsof itsstakehol dersand withthedemands
of itslarger environment, energy and resourcesarel esslikely tobelostinfruitlessdefensivemaneuvers.
Thesystem’ spurposemust beasclearly understood and supported by the* outside” stakeholdersasitis
by those on the inside.

Thesystemthenisunited around acentral value, acoremissionthatisshared by all of theparticipantsin
the enterprise. But united action isrequired aswell. 1t’snot enough to smply havein mind a
common vision.

Thesystemmust al so bedesignedto produceresults. Tocreateoutputsthat areclearly inlinewiththe
system’smission. Andtodosoinaway that isresponsiveto continuing changesintechnol ogy, economics,
socia pressures, and other environmental factors. It must, inother words, befully integrated and adaptive.
It'satall order, but it can be done.

The processbeginswhenthecurrent systemisput under themicroscopefor study. Theteam’ stechnicd,
social, andenvironmental systemsmust beanayzed separatel y andthenrefittedtoanew design. Earlyin
the process, however, thesystem asawholemust bedefined. Thissystemsoverview, or “scan,” will serve
as aprimary point of reference for the team design work to come.
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TEAM
PERFORMANCE

THE PROCESSES FOR INSURING
SUCCESSFUL PRODUCT TRANSFORMATION
AND EFFECTIVE HUMAN INTERACTION

High performingteams* produce.” That
Team Performan ce is, they effectively transforminputsinto
outputs by using well designed and
clearly understood team processes.

PURPOSING Thesecoreprocessesareidentifiedas
the" Technicd,” “Socia,” and“ Control”
ENVIRONMENTAL TECHNICAL PrOCESSEs.

For theseprocessestobe* effective”
teamshavetodomorethantodevel op
FEEDBACK SOCIAL them, morethan*balancing” them, they

have to continually improve and
“optimize” all three of these processes.
INDIVIDUAL CONIROL

THEORY INPUT
TECHNICAL PRODUCING PROCESSES

Technical systemanalysisisaway tounderstand theteam’ sconversion processfor takinginputsand
producingoutputs. Technical systemunderstandingallowstheteamto manageitsconversion processin
termsof product/servicestatechange, not tasks. For example, letsthink about theconversion processfor
the acorn to become atree.
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UNIT OPERATIONS/STATE CHANGES

INPLTE OUIRUTS
® Acosn © Soil
o Waler © Al |TRDAT > |smming | > | mene (5| ™ —> Photosynthesis
® Heal

Stole Change 1 Siats Clunge 2 Sizte Change 3 State Change 4

The acorn(seed) alongwiththeother inputs, water, sunshine, air, etc., combineandthe seed changesstate.
Itwill literally burst open(germinate) with part of it pointing upand part of it pointingdown. This
germinated seed continuesto changetateasit interactswiththeenvironment, absorbing water, heat, and
nutrients. It develops aroot pushing downward and a trunk pushing upward. It becomes a seedling.

Theseedling continuestogrow and changestate. It devel opsleaveswhich start photosynthesis(converting
sunshine, sap and carbon dioxideintosugar), developsatrunk, andwhenit attainsaheight of 6feet, itis
asgpling. Asit continuesto devel op and attainsreproductivecapacity, it will again changestate, becoming
atree.

High performanceteamsdevel op ajoint understanding of their producing processfrominput to outpui.
Thisunderstandingisintermsof what happensto theinputsasthey becomeoutputs, rather than whatwe
dotothoseinputs. Inour example, weunderstood what happenedtotheacorn, not what wasdonetoit.

Technica systemsunderstanding alowsteamsto manageand control their outcomes, instead of just doing
assignedtasks. Theteamexaminesinputs(raw materials) and how thoseinputsbecomethefinal product,
satisfying stakeholder requirements.

SOCIAL PROCESSES

Membersof high performing teamsclearly understandthei r technical producing process. Morethanthat,
they understandthat eachteam member hasaroleand responsibility inthedevel opment, implementation,
and coordination of that producing process. Effectivedevel opment, implementation, and coordination
results from the effective social interaction processes of this diverse group of individuals.

Thesocid systemdefinespatternsof humaninteractionand work rel ationshi psamong teammembers. We
needto understand thesocia system becauseitisthesepatternsof interactionthat allow theteamto control
variancesinitstechnical system. Inaddition, thesocial systemdesignisvital for engaging peopleand
sustaining their interest and commitment over the long haul.

The social system process is designed to help us achieve three key objectives:
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! Regulate the organization’ s technical system.
! Support key variance control.

1 Provide the framework to increase individual need attainment.

Thesocial system enablesindividual sandteamstotakecontrol of their productionrather than being
controlled. Thesocia systemholdsthekey totheorganization’ slong-runsurvival. It shouldbeafluid,
creative endeavor focused on hel ping the team maintain alignment with the larger system.

Inaccomplishingthesocid process, your teamwill focusonfour key e ementsformingtheacronymGAIL:

Goal Attainment: Control of key variancesthrough goa setting, performance, measurement, eval uation,
technical problem solving, feedback, etc.

Adaptation: Reactingto and coping withimmediate, short-term, environment-driven
demands. Thesecouldincludevendor problems, new regulatory issues,
customer requirements, or other emergencies.

| ntegr ation: Creatingwholenessandlineof sight withintheorganizationtoreinforce
interdependency and cooperation. Includesmethodsand processesto
facilitate learning, teamness, involvement, respect, trust, etc.

LongTerm
Development: The actions needed to insure future success to include employee
education/devel opment, research, capital investment, etc.

CONTROL PROCESS

Whenwehear theword* control,” often negativethoughtsandfeelingsoccur. Control hasoftentimes
materializedinnegative, punitivewaysinour lives. Thestatehighway patrolmanwho controlsspeeding
by writingticketsthat resultinfines, thel RSthat auditsour tax returnand findsminor infractionsthat cause
hoursof work. Control for high performing teamsisabout assuring balanceand accounting for results.
Effectivecontrol processeskeepthetechnical and social systemsalignedwiththeexternal andinternal
stakeholders.
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Control dementsarethoseprocessesput inplaceto ensurethat theteam’ spurposeand obj ectivesaremet.
For example, if wewantedto help our acorntransformintoatree, wewoul d probably want to control
temperature, moisture, nutrients, etc. 1nessence, help maintainbalancewithintheproducing processto
attain purpose. In systems thinking, controls are viewed as essential, positive and supportive elements.

Organizationsandteamsfocustheir control processon variancecontrol and valuesattainment. Asa
team/subsystem, wehaveestablished amission/val uestatement and producing processinorder to
effectively meet the needs of our external and internal stakeholders by converting inputs into outputs.

Control of variancesisbest accomplished asclosetothepoint of originaspossible. Totheextent teams
areenabledtocontrol their variancesasclosetothesourceaspossible, istheextent they will beableto
movetowardsself-organizing behavior. Theprocesseswechooseto enableindividual sand teamswill
determine how quickly they can mature and start living the value they developed.

PRIMARY TASK

Organizationsandteamsneed to understand how inputsare convertedinto outputs, how variancesare
controlled or managed, and how individuals communicate and interact together to fulfill GAIL issues.

Utilizing the knowledge gained to identify:

| Y our team’ s technical producing process.

Y our team’ s processes for controlling variances.

Y our team’ sorgani zational roles, responsibilities, and systemtostay intouchwiththegreater
environment whilegrowing and devel oping theknowledgeand skill srequired to surviveand grow.

GETTING STARTED

Make sure everyone has read the material in this section.

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

Usetheresourcematerial providedto enabletheteamtoget started. Donot rely onthismaterial
asthe answer...it isonly aguide.

TEAM OUTPUTS
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As ateam, discuss and develop a strategy to deal with and accomplish the following tasks:

Define and verify your team’s standards and its input and output characteristics and boundaries.
Define the unit operation’s major state changes within the input-output boundaries.
Develop a variance matrix or utilize the one already developed.

Usethevariancematrix toidentify key variancesimpacting successins deor outsideyour system.
(Identify the “vital few” using a pareto analysis.)

Prepare ateam process for controlling the transformation process effectively.
Preparealisting of social andtechnical changesusingST S principlestoimproveunit operations.
Determine and assign the roles and activities needed to control the variance.

Agreeand securetheneeded information and measurement systemsto monitor variancecontrol
performance.

Develop a means to control member behavior in order to attain team value/norm and standards.

Devel opment of aninformation/communication strategy toinform other people, teams, support
groups, and managersof what isneeded to ass st your teamingrowing better in each coreprocess.

Development of team strategy to control theGAI L requirementswithinyour teamandwiththe
external and internal stakeholders.
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KEY LEARNINGS

When properly completed, this section should provide team members with the following key learnings

A new knowledge & language of the product or service.
A new understanding and focus so all can contribute equally to the transformation process.
How the process is designed for achievement of purpose significantly impacts product quality.

Awareness of why and how team designed processes best use team members’ distinct
competencies.

What the key variances are and how they will be controlled.

With control also comes accountability.

The degree of team autonomy correlates with the degree of internal self-control.

System order cannot exist without control.

Control is not an option; either the teams do it or someone else will.

Finding the fit between environmental, technical, and social systems requires team maturity.

Effective decisions are equal to quality thinking times acceptance.

Effective Decisions = Quality

Thinking x Acceptance
Team growth doesn’'t just happen....
It must be planned.
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TECHNICAL SYSTEMS
ANALY SIS

Defining Work in Meaningful Terms

THERE ISA CHOICE

A cartoon showstwoworkerstalking outsidethefactory gates. Caption: “What dowemakehere,
anyway?’ “Beats me, I’ ve only had thisjob six months.”

Here’ sanother one: A stranger happensuponaconstructionsite. Curious, heasksthefirstworker he
meets, “What are you doing here?”’

“1I"'m laying bricks,” he says.

The stranger asks the next man, “What are you doing here?’

“I’'m building awall.”

Finally, athird workman is asked the same question, “What are you doing here?’
“We'reraising a cathedral,” says the last man proudly.

Four out of fiveworkersinthese storiesdo not know theproduct, muchlessthereal purposeof their
work. Theirjobshavebeen reducedto disconnected fragments, abstract and meaningless. They’ vebeen
mechani zed. Whoknowshow many othersareinthesamefix, resgnedtotheir fate, convincedthat there' s
little, if any, choicein the world of work today. But thereisachoice.
Thealternativetodigointedjobsand alienated workersisawork systemthat isdesignedtoreunitethe
peoplewiththeir purpose. Oneof thegoa sof your teamdesignistodojust that; torestorewhat wasonce
adirect and meaningful relationship between working people and the work they do.
Thisiswhat ismeant by seeking theoptimumfit between“thesocial system” and“thetechnical system.”
Incontrast tothe purely mechanical approach, joint optimizationdeliversseveral real advantages. It

recognizesand employsthehuman potential for creativity, learning, and salf-discipline. Itleadstogreater
commitment, motivation, andwork lifesatisfaction. And, for theteamasawhole, itimprovesinternal
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regulation while also boosting the system’s flexibility, quality, and productivity.

Beforesuchasystemcanbedesigned, itisnecessary tohaveaproper conception of thework. Itisall
too easy toreturntothefamiliar but outwornideasof thepast: tothink of work intermsof thecollection
of tasksrequired, or of thetool sused, or of thetraditional hierarchies, departments, specialties, and other
old-model “boxes” into which people have been force-fitted for so long.

Inthenew model, all of that isput aside. Thesystem must beunderstood, first and foremost, asan agent
of transformation. It existstotransforminputsfromtheenvironmentinto outputswanted by the
environment. Withinthesystem’ sboundaries, thoseinputsarechanged fromwhat they werecominginto
the system into the final product the system exists to produce.

Itisimportant to understand how that input changesfrom onestateto another asit passesthroughthe
transformationprocess. Borrowingaconcept fromchemical engineering, significant statechangesare
caled”unitoperations.” Technica systemanaysisalsorequirestheidentificationof al thecritical variables
that must be controlled in the process. These are called, simply, “variances.”

UNIT OPERATIONS

Unit operationsrepresent major stepsinthetransformation process. Theinputischangedtothisandthen
thisischangedtothat, and soon, until thefinal “thing” istheproductitself. Theideahereistofocuson
theinput asitistransformed, rather than ontheparticular process, tool sor techniquesbeingusedtohelp
bring the transformation about.

To definethetransformation processintermsof itsstate changes, or unit operations, doesthreethings.
First,it hel psthepeopleinthesystemto understand the processinthesimplest and clearest possibleway.
Peopleareoftenamazedtodiscover that therearefewer unit operationsthan they might havethought.
They cansee, too, how every oneof these successivestatechangesisinfact the product-in-becoming.
Also, they beginto seetheir ownrolesasmastersover thischangeprocess, rather than asrobotic units
whose actions are programmed and controlled by some larger machine.

The second big advantageindefiningtheprocessby itsunit operationshasal ready been suggested. It
liberatesthemind. Teammembersarefreedfromtheillusionthat currenttechnology isall thereis. The
transformationrequiresthesestate changes, not necessarily theseparticul ar tools, procedures, and
organizational arrangements.

Thiskindof thinkingfirestheimagination. Everyoneintheteam system canstart|ookingfor better ways
to bring the product into being, rather than just better ways to work the old machinery.

For creativity toariseand beput to good use, it must beunbound fromthelimitationsof theexisting
machinery—Dbe itinthemachinery of thetechnical or theorganizational sort. Inanutshell, thesystem
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defined by itsunit operationsismorelikely to generateand to accept goodideas, fromwithinand without.

Finally, unit operationseach represent anidentifiable, wholeand vital contributiontotheend product.
Becauseof that, unit operationsmay al so serveasthemost appropriate basesfor defininginternal team
work-unit boundaries. Instead of organizingteamsand designingjobsaround aparticul ar kind of tool, for
example,employeescould beassignedtoteamsthat are put together to manageoneor moreunit
operations. Peoplewhoareassignedwork inthisway findit much easier toidentify withtheproduct, with
the organization’ scentra purpose, andwiththeir fellow employeesaspartnersinthesameessentia work.
Everyoneinvolvedknowswhy they’ rehere, what they’ reheretodo, and which problemsareclearly their
own to manage. This kind of organization builds both teamwork and responsibility.

The needfor costly layersof supervision, communication, ingpection, and checkingjobsgoesway down
when the system is designed for direct control of the system’ sreal requirements.

What arethoserequirements? “Variances.” Intechnical analysis, accordingtotheprinciplesof advanced
systemdesign, variancesdo notinclude” problems,” likebreakdownsinthetechnical processorinthe
machinery. They donotincludehumanerror either, nor any of theother operational problemsassociated
with work systems of every kind.

VARIANCES

Variancesare seen assimply those normal deviationsthat occur astheinput passesthrough the
transformation process. Thesemight bevariancesinthestateof theinputitself, or variancesinthenorma
stateof thetechnical proceduresor techniques. A list of variances, then,isnomorethanalist of all the
things that tend to “wobble” around some central tendency or norm.

Y oudon’t havetoworry yet how thesevarianceswill becontrolled, or whowill dothecontrolling. Inthis
phaseof your technical systemanalysis, it’ senoughtojust makealist of al thevariances. Whenyou' ve
got themall down, inorder, and withintheunit operationwherethey occur, you' reready toidentifykey
variances.

Thesearethebigones, thevariancesthatmust becarefully controlledfor thesystemtoget thejobdone
right. Key variancesarethosethat directly or indirectly havethelargestimpact onthequantity, quality, or
cost of thesystem’ sproduct. Failureto control thesekey variancescan causebig problems, andthey can
make other problemsmuchworse. If they can beautomated out of existence, that’ sgreat. But notall of
them can be eliminated.
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Noautomated or computerized systemyet designedisso self-regulating that it canrunerror-freeforever,
without human adjustment, modification, and control. It’ sstill upto peopletocontrol thosevariances, and
to keep inventing better and better ways to control them.

Which people? Tothegreatest possi bleextent, control should beinthehandsof thepeopleclosesttothe
sourceof thevariance. Letthem“nipitinthebud,” atthesource. Keepthesocia systemsimple, supple,
andstrong. Prevent thehorriblemultiplication of economicand social coststhat happenswhen problems
areexportedfromoneunit operationto another, or worse, fromthe producing systemtoits*paying
customers.”

Theidentification of unit operationsand key varianceswill |ead totheidentification of new optionsfor
controlling those variances.

After youhavecompleted thevariancematrix for your team system’ stransformation process, youwill take
alook at how thosevariancesmight bebrought under better control throughimproving thetechnol ogy
and/or the work system design of your team.
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Team Inputs

Boundary L ocation

Standards
Codt, Quantity, Quality

Team Outputs

Boundary L ocation

Standards
Cost, Quantity, Quality
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TECHNICAL VARIANCE
MATRIX

UNIT
OPERATIONS|VARIANCES

1

10

11

12

13

14

15

1. 16

17

18

19

20

21

23

Identify key variances based on the following:
Interrelatedness Frequency

I mpact Cost
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VARIANCE CONTROL

TABLE

Key Variance:

Where Occurs:

Where Observed:

Where Controlled:

Controlled By:

ActivitiesRequiredto Control

Information Required to
Control

Suggestionsfor Changesto Job
Design or Technology
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Describe team process for controlling each key variance:

Key Variances Selected Control Process
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Team Action

Who isresponsible?

Target/Action Date
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SOCIAL SYSTEM

An Analysis

TEAMWORK

Separation, frustration, crossed wires, and red tapearethenormin many teamstoday. Theeconomicand
social costsareenormous. Worse, thesecostsareoften un-counted, builtintothevery structureof the
team. But these" hiddentaxes’ donotgounpaid. They, too, arepart of thebill, part of theunavoidable
and escalating price of poor team design.

It doesn’t have to be that way.
For an alternative that works, follow the thinking of modern system designers:

Theteamisthereto serveastheconnecting and coordinating link between thedemandsof thetechni cal
transf ormationprocessandthoseof theenvironmentinwhichtheteammust operate. Thepeople, then,
arecentral totheeffectivenessof thesystemasawhole. How aretheir talentsand energiesto beused?

Traditional designstreat peoplelikemachines. Conventional organizationsfeaturesmall, specialty jobs,
and|otsof them; separate specialty departments, with highwall sbetween them; long chainsof reporting
relationships, and“ control” fromthedistant top. Intheseol d-styleorganization structures, peoplearemade
small. Their contributionstothesystemaresmall, too, if they canbeseenat all. Employeesinthese
systemsspendal ot of timeand energy “working through channels,” waitingfor orders, and playing
bureaucratic games, instead of working on the product.

Inthenew model, peopleareenlarged. They arerestoredtotheir placeasmastersof themachine— as
controllersof animportant technical process. Their energiesarefocused sharply onthework itself. And
their contributions are direct, significant, and obvious.

Thenew mode drawsout thebest of peopl eby treating them aspeople: multi-tal ented, thinking, growing,
creative, interacting, interdependent, and“whole” systemsinthemselves. Rather than separatingthe
“parts,” andimpaosing control fromouts de, thenew model emphasi zestheteamwork and self-regulation
of which people are uniquely capable.

The self-managingteamistheideal. Theteamisorganizedtoincludeall of theresourcesit needsto
manage itsownwork directly—to control variancesat thesource. Theteamischargedwithmanagingits
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ownaffars,includingmogt, if not all, of itsown day-to-day problem-solving, work assignment and conflict
resolutiontasks. Membersaretypically encouragedtolearnandtouseall of theskillsnecessary inthe
work unit.

Work designsbuilt aroundideasliketheserecogni zethat the system dependsupon the peoplewho operate
it. Infact, themore sophisticated or complex thetechnol ogy, themorethesystemisdependent onthe
“human factor.”

What about thebottom|ine? Thecost of organizingwork around self-managing teamsismuchlessthan
thecostsof thetraditional organizational form, inboth social and economicterms. Organization chartsare
flattened. Themany costsassoci ated with communi cating, expediting, inspecting, checking, and supervising
go way down.

Thesavingsadd upinother waysaswell: Key variancesareunderstood and controlled wherethey
happen. Thereisnowasteful conflict betweenindividual and unitgoals, nor between thegoal sof oneunit
and those of the next. The common goal isto control variancesin the process.

Structuring theorgani zati on around sel f-sufficient and sel f-managing work teamshel pskeep the system
integrated. Cooperation, coordination, and shared responsibility arebuiltintothedesign. Responsetime,
adaptability, flexibility, and system maintenance are all improved as a result.

But comingupwiththeoptimum systemdesignisnot quiteaseasy asdecidingtoleantoward self-managing
workgroups. Theright teamstructureandwork roledesignwill betheonethat best fitstogether all the
requirements of the system.

Every systemisdifferent. Each hasauniqueenvironment, calling for auniqueadaptiveresponsecapability.
Technologiesvary too. Every technical system putsuniquedemandsand constraintsonthepeopleinthe
system.

Finally, thepeoplethemselvescometo theorganization with their own set of special capabilities, needs,
interests, and expectations. These, too, must betakenintoaccount. Thedesignthat managestodeal most
effectively withall of thesefactorswill bethedesignthat isbuilt onthemost thorough, three-dimensional
analysis. Environmental and technical system analysis are discussed elsewhere.

Briefly, here’swhat’sinvolved in social system analysis:

THE SOCIAL SYSTEM TEAM GRID

Thesocia systemgridonthepagefollowingthistextisused hereasthebas c organizing schemefor social
system analysis.
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Theleft vertical axisof thegridliststhefour primary functionsthat must be performed by any socia system
ifitistosurvive. Thesefunctionshavebeenidentified asgoal attainment, adaptation, integration, and
“latency” (or long-term development, renewal, and maintenance). For short: GAIL.

Acrossthetop horizontal axisof thegridarelisted four kindsof organizational relationships. supervisor-
subordinate, within-group, between-groups, and member rel ationshipswith outsiders. Thegrid, then, has
16 cells to be compl eted.

A different gridisusedfor theanalysisof every “focal teamrol€’ tobeanalyzed. Focal rolesaretypicaly
identified after compl etion of thetechnical systemanaysis. Rolesfoundtobeof majorimportanceinkey
variancecontrol aretagged asthe*focal teamroles,” meaningthat socia systemanalysi swill beconducted
around these roles as the central components of the social system.

Cdll entriesinthesocial systemgridlist specific, observableexamplesof what issaid, done, or shown (or
not said, done, or shown) in that role relationship, regarding that particular system function.

For thegoal attainment cells, for example, onecan easily transfer information about key variancecontrol
itemsdirectly fromthevariancecontrol table. Thisinformationisentered under theappropriate
“relationship” heading: G-1, for example,isusedwhenreferringto how key variancesaremanaged
betweentheworker inthefocal roleand hisor her supervisor; G-2whendiscussingthedegreetowhich
varianceissuesaredealt with by thepeer group, and soon. Ineffect, thefour cellsfor goal attainment,
(whichincludegoal setting, planning, communication, and executionactivities) will almost “write
themselves.” Most of the information needed will have already been gathered by the design team.

But fillingintherest of thepictureisnot dwayssoeasy. Theteam membersmay know thesocial system
well enough, fromtheir own personal experience, buttodesignall theteam’ ssocial processesisquite
another task. It takes all the membersto do it well.
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SOCIAL SYSTEM

Team Grid

Indrudions 1. Specify theteamfocal roletobedesigned. 2. Makeentriesintoeach cell for that focal
rolepertainingto GAIL andtherelationshipsonthetophorizontal axis. Writespecific, observable
examplesof what istypically done, said, or showninthatrelationship. 3. Talk with othersinthat roleto
verify data. 4. Develop a process to improve the social processin each area.

FOCAL ROLE:
RELATIONSHIPS COACH WITHIN BETWEEN WITH
TEAM MEMBER TEAM TEAMS OUTSIDERS
N - u
FUNCTION u g = [% 3%

GOAL ATTAINMENT
©)

ADAPTABILITY TO

EXTERNAL EVENTS

OUTSIDE OF TEAM
(A)

INTEGRATION OF
INTERNAL
RELATIONSHIPS

(1)

LONG-TERM
MAINTENANCE &
DEVELOPMENT

(L)
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A Questionnaire on Team Maturity

Instructions. Check as mang/ of the following characteristics asyou feel your team is currently experiencing.

AwDdNE

16.
17.
18.
10.
20.
21.
22.
23.

24.
25.
26.
27.
28.

29.
30.
31
32.
33.

35.
36.
37.
38.
39.

Objectives poorly set
Resistance to change
Members protect the team
Selective listening

Aligned with the needs of the
stakeholders

Blaming others for production
problems

Failure and mistakes expected
Pride and satisfaction

Fuzzy goals

Little care for others

Looking for new opportunity
Who says we should change?
Evaluations made outside meetings
New members welcomed
Self-serving team members

Strong need for structure

Goals areimposed on us

Need permission to act

Strong opinions shared respectfully
Polite conversations

Little listening

Conflicts unresolved

Outside input is welcomed

Supervisor/leader has the power
Suspicion

Bids for power

Authority is questioned

Real feelings shared outside

Strong need for approval
Happy, vital and rewarded
Authority is central
Feelings kept to onesalf
Development is awaste of time
Conflicts resolved by voting
Confusion and stress
Misdirected energy

Lack of stability

Flexibility

It'sup to “them”

Second guessing

41.
42.
43.

44,

Commitment debated
All team members contributing
Success emulated by others

Hidden ag%as
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45.  Mistakes defended at all costs

46.  Conformance to the established line
47. Informality and respect

48.  Goad isto make it through the day
49.  Allianceto myself only

50. Purpose is central

51.  Hidden fedlings

52.  Clear common objective

53.  Alliances and cliques formed

54. Discussions focus on the past

55.  Outside help expected

56. Little thinking

57.  Trust and openness

58. In-fighting/Attacks at authority
59.  Objectives not known/cared about
60. Burn-out

61. Personal kan ignored/
covered-up
62.  Open to purposeful change

63. Set own goa s to achieve overall
objectives.

64. Lack of trust

65.  Cohesiveness

66.  Resistant to outside input

67. Mistakes are used as evidence

68. Personal weaknesses attacked

69. Fear of change

70.  Whole system isimportant

71.  Leadership discussed behind their
backs

72.  Wecan handle anything

73. Nit-picking

74.  Shared leadership

75.  Activelistening

76. Not working in a unified way

77.  Act, regardless of the consequences

78.  Protecting knowledge from others

79.  Actinawareness and responsibility

80.  Outside help isrequired

81.  Highgoal attainment

82. Mistakes are made but eagerly
examined

83.  Appreciate each other’ s talents and
skills

84. Pioneering spirit felt in team
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Scoring the Questionnaire

Part 1—Team MatUrity ASSESSITIENT .« ...t vttt ittt ettt ettt ettt ettt ettt et e

Characteristic Questionnaire #'s Number % of
Circled Total Circled
Dependent 6,9, 10, 13, 16, 18, 20, 21, 22, 24, 25, 29, 31, 32, 36, 39,
44, 46, 48, 49, 51, 54, 55, 56, 59, 61, 69, 80
Counter-Dependent 1,2,3,4,12, 15, 17, 26, 27, 33, 34, 35, 37, 40, 41, 45, 53,
58, 60, 64, 66, 67, 68, 71, 73, 76, 77, 78
Interdependent 5,7,8,11, 14, 19, 23, 28, 30, 38, 42, 43, 47, 50, 52, 57, 62,
63, 65, 70, 72, 74, 75, 79, 81, 82, 83, 84,
TOTALS 100%
Part 2—Team Process BreakOUL . . . ... ...ttt et e e e e e e e
Characteristic Questionnaire #'s Number % of
Circled Total Circled
Goal Attainment
Dependent 9-24-29-36-48-55-59
Counter-Dependent 1-17-26-40-45-67-73
Inter-Dependent 7-8-43-52-63-81-82
Adaptability
Dependent 16-18-31-39-46-54-80
Counter-Dependent 2-12-27-37-58-66-77
Inter-Dependent 5-23-38-50-62-72-79
Integration
Dependent 6-13-21-22-32-49-61
Counter-Dependent 4-15-34-41-53-68- 76
Inter-Dependent 14-28-47-57-65-70-75
Long Term Devel opment
Dependent 10-20-25-44-51-56-69
Counter-Dependent 3-33-35-60-64-71-78
Inter-Dependent 11-19-30-42-74-83-84
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Totas ‘ ‘ 100% ‘

BUILDING A PLAN

After exploringtheconcepts, building, understanding, and agreeing together onwhereour team should
devel op, weneedto put thisinformationinto an actionableformat and beginto movefrom Quadrant 2to
Quadrant 3. The action plan involves three major parts:

First: | dentifyingthemost important “ gaps” between our devel opment goalsand
objectives.

Second: Setting short term goals and ways to measure our progress.

Third: Doit, Doit, and Re-do it.

Development of new skills, abilities, and habits, whether personal or for theteam, isthe* great divide”
between awarenessand competency, between knowing and doing, and between hypocrisy andintegrity.
It hasbeensaid“ Thosethat can—Do. Thosethat can’t—Teach.” | think that isgravely missspoken.
Teachingateam, especially onewhichistoperformefficiently and effectively, requirescompetent leaders
who have taken the developmental journey and are willing to go on it again with the team.

Thereisno “magic formula’ to making the plan effective. There are several suggestions which we offe

! Keep it Simple and Straight-forward (K1SS)

Focusonthe* Critical Few” (Pareto Principle—20% of the problemsaccount for 80% of
the results)

Set Goals together, with the team

Measureityourself, whenit’ shappening. After-the-fact measuresrarely giveyouthe
information quick enough to adapt, integrate, and attain.

Depend on each other and set regular, focused follow-up.

Review, re-set, and refocus within 6 months.
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TEAMING SKILLS

Personal Skill Promoting Group Effectiveness

MEETING

EFFECTIVENESS
Self Rating
1 2 3 45

BRAINSTORMING
Self Rating
1 2 3 45

PROBLEM SOLVING
Self Rating
1 2 3 45

PLANNING/

ORGANIZING
Self Rating
1 2 3 45

DECISION MAKING
Self Rating
1 2 3 45

ASSESSING

RESULTS
Self Rating
1 2 3 45

CONFLICT

RESOLUTION
Self Rating
1 2 3 45

GIVING FEEDBACK
Self Rating
1 2 3 45

My ability to help agroup cometogether, focuson theissues or purpose, establish
meaningful roles and ground rules, use time effectively, involve and engage each
member, measure their results, and meet their objectives.

My 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 previousideas,
and think beyond previous boundaries and constraints.

My ability to work within the group toidentify 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.

My 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.

My 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.

My ability to help get clear on what hasto be accomplished, set goal sthat are both
objectiveand subjective, establish ascalefor measurement, benchmark their current
state, regularly review results and progress.

My ability to help sort through differences that are getting in the way of the
group’ s ability to accomplish tasks synergistically and collaboratively.

My 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.
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FEEDBACK
Self Rating
1 2 3 45

DECISIVENESS
Sef Rating
1 2 3 45
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My ability to hear and receive feedback from members of the group openly and
non-defensively, seek to understand the key el ementsof thefeedback, and respond
to the feedback through responsible actions and commitments.

My 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.
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TEAM RENEWAL

DESIGNING FEEDBACK PROCESSES FOR
INDIVIDUAL AND SYSTEM CONGRUENCE

Team Renewal High performingteamscontinually grow,

develop, and renew. First, they

recogni zethat theindividualswithinthe
PURPOSING team arethesol esourceof competence,
innovation, credtivity, spontaneity, and
vitality. If theemployeesarestale, sois
theteam. If individualshavefireintheir
eyes, so does the team. For the

company tobealive, somustitspeople
FEEDBACK SOCIAL i beep

andtheteamreapsitsharvestfromthe
M seedsof inspirationand cultivation of
encouragementwhichitgarnishesonits

INDIVIDUAL CONTROL members.

Second, theteam must bein constant, visceral contact withitsenvironment, itscustomers, competition,
regulators, etc. But morethanjust beingincontact, theteam must continually adjust itsprocessesand
productstomatchtheever increasing demandsof thisenvironment. High performingteamsmaintain
growth, competitiveness, and hope for the future through effective individual and feedback processes.

ENVIRONMENTAL TECHNICAL

THEORY INPUT

Individuals, teams, and organizationsall haveneeds. Just astheacorn had theneed of warmth, sunshine,
nutrients, andwater; eachindividua member of our team hasboth common and uniqueneeds. Research
and practica application havedemonstrated that quality of working lifeinteamsisdependent on attainment
of 4C’s.
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Centrdity. Teammembersknow how their work contributestothecentral purposeof theteamandthe
organization as awhole.

Competence: Team memberspossess, demonstrate, and experiencesuccessintheirteamroles. Each
member knowsthey aregood at what they do and thenew systemthey havedesigned alowsfor broader
contribution and continual growth and development.

Commitment: Teammembershavedesigned andbuilttheir purpose, producing process, and definedtheir
productsandservices. Havingbuiltit, individual sarenow interdependent withit, providing congruence
between what they do and who they are.

Control: Teammembersunderstand and embraceself control. Team membershavetheinformation,
knowledge, power, team support, and rewards to insure system control and performance.

Withinthecontext of the4 C’ sisafifth” C,” Congruence, that makesit possiblefor theteamtoachieve
quality of workinglife. Inorder tomaintain understanding of and ability to managequality of workinglife
intheteam, individual swill needto practi cecongruent communication. Simply, individualsmust openly
report what needsthey havewithineach of the4 C’ sand at what |evel thesearenow being attained or met
by theteam. Throughthissharing, teamswill identify what opportunitiesexist to providegreater
opportunitiesfor persona competence, challenge, meaningful work, creativity, freedom,and satisfaction.
In other words, self and team actualization.

Thefeedback processistheheart of renewal. Feedback hel pstheteam maintai n both balanceandfit
betweentheother six coreprocesses. Withoutit, theteamdies. Oftentimesitshardtoget open, honest,
and supportive feedback. And when it is available—we may not want or open ourselvesto it.

Psalm 51:6 states, “We are not to delude ourselves and say something istrue when it isnot.”
Organizations, teams, and individuals require feedback to survive, grow, and prosper.

Providingandsolicitingfeedback isachadlengefor dl. Rarely dowefindindividuasor teamsthat embrace
thisconcept andwhat itinvolves. Feedback can causeustoreconsider our rightness, values, beliefs, or
position. For growthto happen, wemust understanditsuseful nessandincorporatetheconceptinto our
teams.

Themost effectivefeedback systemsarethosethat provideinformationonacontinual basis. Weknow

wechange, and our environment and stakehol derschangetoo. Thesechangesrequireactiononour part,
and can only be known and realized by developing real and meaningful feedback systems.

PRIMARY TASK
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Effectiveteamsfindwaysto satisfy their stakehol dersand their teeammembers. Thiscoreprocesswill assst
theteaminidentifying, clarifying, and sharingindividual teammember needsinorder toincrease
effectiveness and quality of work life.

Asateam, devel op afeedback systemto monitor and audit performanceof theteam, itsseven core
processes, individual maturity, team growth, and mission attainment.

GETTING STARTED

Make sure everyone has read the material in this section.

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

Usetheresourcematerial providedto enabletheteamtoget started. Donotrely onthismaterial
asthe answer...itisonly aguide.
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TEAM OUTPUTS

As ateam, discuss and develop a strategy to deal with and accomplish the following tasks:

! | dentification of theskill competenciesthat contributedirectly tocontrolling key variancestoinclude
technical, social, business, and personal.

Devel opafeedback systemto collect and analyzedataontheteam’ scurrent performanceinthe
areas of :

« External-internal stakeholder demands

e Individual team member needs

» Team growth and education

« Seven core process integration

Usethisdatatoidentify individual andteam changesneeded to promotegreater personal growth
and purpose attainment and increase intra team cooperation and coordination.

Developasystemto providefeedback to other teams, support groups, and managerson our
performance and promote inter team cooperation and coordination.

DESIRED TEAM PROCESS

Select a process that will help the team deal with these tasks.

Discussi onand understanding of how our processesfor individua andteamfeedback fitwiththe
other core processes.

A means to share your unique learnings with the other workshop teams.

PERSONAL LEADERSHIP
OUTPUTSPROCESS

At the end of the work session with your team, utilize the core competency assessment process to:

! Assess your own performance and growth in each area.

Receive feedback from each member of your team in each area.

Receive feedback from an outside observer in each area.

| dentify oneor two key improvementsyouwoul dliketo makeinyour corecompetencieswithin
the team, discuss them with the team, and plan how to move in that direction.
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KEY LEARNINGS

Whenproperly compl eted, theindividual needscoreprocessshould provideteam memberswiththe
following key learnings:

| Individual needs are similar, yet unique.

Needs change as we grow.

Blaming others does not allow for need attainment.

Each person isresponsible for sharing their needs.

Common ground is not as important as common understanding.

Mature teams ask what needs individuals have and try to satisfy them.

Feedback is the “breakfast of champions.”

It can be done in apositive, helpful, and supportive way.

Feedback is hard work, but well worth the effort in growth and development.

The more one does it, the easier it gets.
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THE FOUR C'S

Building Quality of Work Life

Building an effectiveteamrequiresthat individua sonthat team understand purpose, feel committedtothe
purpose, feel valued, and havecontrol. Devel opment of ateam based systemutilizingtheFour C’ scan
attainthat. TheFour C’ s(shownbelow) areinterrel ated conceptsthat together build an environment
capable of achieving high quality of working life.

1. Recognized COMPETENCE at the workplace.
2. Acknowledged CENTRALITY, or real relevance in applying that competence.

3. Shared COMMITMENT to the purposes of the enterprise.
4. Joint CONTROL over the product and process.

The concept of competencedeal swithone’ sfeelingsof prideinhis/her work abilities. Traditional
organizationdesign weakened the concept of competence by breaking jobsinto small partsand
disconnecting peoplefromthewhole. Separationfromthewholeproduct andfrom other departments
weakenedtheawarenessof how onefitsin. Teamdesigned systems, focused onthewholeproduct or
purpose, increases the connection between what | do and the results attained.

The understanding of purpose, control of key variance, and how my role helpsachievetheseis
competence. Teammembersincontrol of key variancesaregood at what they do, and they know they
have this capability because of training and learning on the job.

Centralityreferstohaving everyoneontheteaminvol vedin key variancecontrol and understanding that
thisisthecenter of theteam enterprise. Thisstemsfromtheteam recognizingthedefinitionof key variances
as the most important aspect of producing the product.

When centrality intheprocessistiedto control of key variances, theconnection between centrality and
competenceissalf evident. Learningtobecompetentintheskillsand knowledgerequiredto control key
variances|eadsto high performanceintasks, defined by everyoneintheteam, to becentral toitssuccess.

Commitment tothevauesandgoal sof theteamisthethird part of teamquality of workinglife. Through
anopen systemsapproval toteam design wherepeopleunderstand itspurpose, producing process, and
values, loyaty canemerge. Commitment canonly bedevel oped throughinvolvement and opendiscussion.
Peopl e needto understand theteam’ spurposeandtheir roleinit to build cooperationand commitment
through involvement.

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 68



STS
INTERNATIONAL

Control withinateam can beachieved through understanding of theproduct and process. Thesocial
processwithinany teamreliesonthesharing of power andinfluence. Power equalizationthrough
participation and influence over work are two critical issues for effective team management of control

Thecombination of control over processthrough understanding andinfluenceover othersthroughthe
authority of knowledgeand competencehasbeenfoundto beapotent sourceof individual equality of

working lifein teams.
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FEEDBACK

A Closer L ook

Organizations, teams, andindividual sall requirerenewal. Attainment of renewal requirescontinuous
feedback from both internal and external sources.

For theorganization, feedback iscritical tomaintain effectivel eadership and alignment with theexterna
environment. Adaptability canonly beachievedwhenweunderstand asasystemwhat ishappeninginthe
environment wedependonfor survival. Organizationsthat design effectivedatacol | ection and feedback
systemstostay intouchwiththeexternal environment haveabetter chancefor survival thanthosethat
don’t. To stay intouch, organizations can look to the following sources:

The Customer

The Competitors

The Suppliers

The Community

The Corporation and Sister Plants
The Government Regulation Agencies

Building effective feedback systems with these critical stakeholderswill begin renewal.

Theteammust al so beopentotheconcept of renewal through feedback. Just asthelarger organization
must grow and adapt, so must theteam. Teamsmust deviseafeedback systemtotapintowhat thelarger
organi zation knowsabout external customers, competitors, suppliers, etc, but a somust devel op afeedback
systemwithinternal customers, suppliers, supportteams, andthelarger system. A teamisnotanisland,
itiswovenintothefabricof thelarger system, and, hence, isdependent onthat larger systemfor survival.

Teamslikeorganizationsandindividual sdo gothrough growth stages. Thesegrowth stagesareoften
initiated by feedback, and assuch, can beviewed asarenewal process. A hel pful way tolook at team
growth is by reviewing the team against the categories of:
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Dependency. Thebeginning stagesof dependency onothersisinitially characterized by adventure,
apprehension, excitement, and enthusiasm. Teammembersattempt toclarify their hopesandfearsand
identify thenormsand groundrulesby whichthey intendtooperate. Atthisstage, membersusualy feel
that they havelittleor nocontrol. They arepoliteand submissiveandlook tothe* establishedline” for
direction and leadership.

Counter dependency. Asteam membersgai nabetter appreciation of their new rolesand becomemore
comfortabl ewiththeir ownwork requirements, they beginto challengetheexisting authority structure.
Somedecidethat they nolonger need superiorsand bosses. Thiscounter dependencetoward others
outsidetheir teamisdisplayed rebellion, blaming othersand management for their problems, aswell as
challengingthenew design. Somuchenergy, both physical andemotional, isexpendedinresolvingthese
issues that a“burnout” or “peaking out” syndrome often follows.

| nter dependency. Asteammembersbegintoresolveinternal conflictsand discover that they must take
responsibility for their ownbehavior, anew senseof dependency onothersoutsidetheir teamisrealized.
External relationships arerevisited and revised and the larger purposeisviewed in light of the
interdependent parts. Theteamitself stabilizesand viewsthenew designand theorganization more
redigticaly. Theexcitement,“easy fix” mentality, andthefighting aregone. New, redefined attitudesand
approachestoward other teams, departmentsand management beginto emerge. Teamsbegintoaccept
responsibility for solving their own problems.

Team renewal canbeachievedthrough eachteam continually ngwhich category most represents
their behavior and actions. Themoretheteamfocusesonfulfillment of missionand control of key
variances, the easier it is to achieve interdependency with others.

Individual maturity isan essentia € ement of team and organi zation maturity. Teamscannot grow upunless
itsmembersdo. When peopl ejoinanorganization or team, they arestill inthe processof growingand
maturinganddeve oping. Thisistheprocessof continuouslearning, unlearningandrelearning. Throughthis
process, renewal takes place for each of us.

Aswestated earlier, at theheart of renewal isfeedback. For individual stogrow, theteam needsto
developfeedback systemsthat reliably hel pitsmembersunderstand how their behavior affectsmission
attainment, variancecontrol andteamquality of workinglife. Whileeachteam member hasindividual
needs, these must be balanced against the team and organization’ s needs.

Organizationsandteamsarehumaninventionsthat require continuousfeedback torenew. Y ourteamis
madeup of interdependent partsthat haveto becontinually examined, redefined and integrated for both
internal and external congruence. Building afeedback-renewed processthat works, requirestheefforts
of everyone. After all, it’syour team, your success, your survival that’s at stake. . .so let’sbereal.

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 71



STS
INTERNATIONAL

THE PROBLEM PERSON

WHAT YOU CANDO TO HELP

Effective workgroups try to adopt the position that there are no problem members.

Thesegroupslook upon dysfunctional behavior that hinderstheir effectivenessasagroupproblem: a
problem the group allows, or even wants, rather than the result of a“problem member.”

A personwho continually introducesirrel evantideas, for exampl e, canonly get thegroup off itstopicif the
other group membersfollowthelead. Instead of callingthemember the problem, thegroup must ask itself
why it hasalloweditself to get of f thetopic. Perhapstheother memberswel comethesedigressionsasa
way of avoiding the open conflict that might occur if they stayed on the topic.

Likewise, thepersonwhota kstoo much, jokestoo much, continual ly attacksothers, or never partici pates.
Theseare signsofgroup problems. Thewholegroup needsto discusswhether itisrewardingsuch
behavior, and ways it might go about eliminating these disruptions.

Suchagroup giveshel pful informationtoitsmembersabout theimpact of their actions. But it doesnot
analyze, dissect or work them over.

Rai singissuesand dealingwiththem openly, asagroup, hasbeneficial aspectsthat far outweighthe
temporary fedlingsof tensionthat might comewith suchopendiscussion. It putsthingsout onthetable,
wherethey canbedealt with. It clearstheair. It allowsgroup memberstheopportunity toexploreall the
facts, rationale and feelings behind the conflict, and to make better decisions as a result.

Y ou' Il know if your group hasaproblemwiththis* rule” when sub-groupsbegin holding“ parking-lot
meetings’—whentheconflict, differencesand clearl y-expressedideashappen outside, intheparking lot,
and not duringthemesting. That’ sthetimetoget it back whereit belongs, whereit candothegroup some
good.

Effective groups work on conflicts as a group.
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HOW TO HANDLE “THE PROBLEM PERSON”"

Someone inthegroupisbehavinginadestructive, distracting, or otherwisecounter-productivemanner.
And the group allowsit. Now what?

As ateam member, you have three basic options:

IGNORE IT

For ashorttime, or inparticularinstanceswhereaninterventionfromyouwoulditsel f becounter-
productive, thisoption may beyour only reasonablecourse. Butfor youtoretainanon-hel pful stancefor
|ong—perhapsout of youroannfear of confrontation—woul d betoretreat fromyour responsibility asa
helpful team player.

CHANGE THE PERSON

Whether you chooseto exercisethisoptiondirectly orindirectly, inprivateor inthegroup, inbluntly-
confrontivelanguageor through sublimesubtlety, thischoicemay resultina®lose-lose” outcome, for the
group andfor theperson. Thestrategy of tryingto change*theother guy” isanal ogoustothat of teams
trying to solve somebody else’s problem. It doesn’t work.

Peopl e resi stbeing changed - from outs deforces—and becomedefensiveor withdrawvnwhentold, in
effect,“you'renotokay,” or“youarerejected.” Toooften, changetheperson” strategiesresultonlyin
reducing or disregarding theperson’ sstrengths. This, inturn, diminishestheperson’ sva ueand contribution
to the group.

STRENGTHEN THE GROUP

Thiswill enableal themembersto managecounter-productivebehavior better. Basically, thisoptionsays
tothegroup: “It’ syour jobtoget your job done, and to manage (copewith) thepeopleandthingsthat are
problems for you.”

Whenyou' vechosenthisway of participating, you' reconfronting themembersof thewholegroupwith
anopportunity togrow, fromwithinthemselves, ontheir ownterms. Thisishow it should be, ateam
problem.
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NEXT STEP

N owthat you' vechosenyour approach, haveamethod ready by whichthegroup might learntohel pitsalf.
K eepinmindtheteamsinjunctiontofocusonthework itself, thetask, andnot onthepersonalities
involved.

See the suggested process on the insert.

A PROCESS

There are many ways you might proceed. Hereis one method that has worked well for other groups:

l.
A skthegroupwhether or not they shareyour feeling that thegroup could benefit fromafreshlook at “ how
we're working together.”

.
Producethegroup’ sownlistof “groundrules’ (if they havesuchalist), review theitemsand clarify that
these ground rules(oneperson-onevote, everybody participates, etc.) represent what themembers
themselves want and expect from each other.

Notethat whilethesegoa sarewel l-understood and highly desirable, itisstill adifficult* growing process’
for ustoaways measureupto such expectations. It couldn’tbedoneat all if theexpectationsweretoo
high or unreasonable.

Butimprovement and growth asaproductivegroupisawayspossiblesolongaswe rewillingtotakeit
on directly and honestly with each other.

It helpseach of usifal of usshareinthegoal of supportingthedevel opment of thewholegroupand each
of its members.

[11.
Each member takesacopy of the* Team Development Grid” (or asimilar recording sheet of your own
design). Clarify the process below and gain agreement.

@ | nstructions: Describeactua behavior only; no evaluativelanguage, “ shoulds’ or guessing-at-
motives.

(b)  List: Each person in the group fills out a separate development grid sheet for themselves.
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(c) Exchange Wheneveryoneisfinished, exchangelists(each personcollectsall thelistspertaining
to themselves).

(d) Display: Each personusesflip chart-size paper to makeaconsolidated list of al inputsdirected
toward him/her; these are then posted on the walls.

(e Clarification: Each personinturnreviewstheir listwiththegroup, askingfor clarificationonany
itemsthey donot understand. Thisisfor clarificationonly: noreply, rebuttal, challengeor defense
isallowed.

(f) Demondration: 1t shouldbeexplicitly stated that membersmay feel uneasy now, andinthenext
step. Recognize too that not all (or any) demands on us from others haveto be accepted.

Next, write at the top of aflipchart sheet:

“AGREEMENTS: For my owngrowthandthat of thegroup, | will...” Understandthat thisisnow time
for unilateral (personal ) deci sion-making. Writeyour ownnameonthesheet, followed by astatement
of thebehavior changesyouyoursalf arewillingtomake. Thisneed notincludeall requests, nor mustyou
explanwhythisitemisagreed-to andthat oneisnot (thoughyoumay explainyour decisionsif youwish).

Sitdown. Itisnot necessary or desirablefor youtodirect or otherwise“compel” memberstocome
forward. Adopt a supportive and helpful manner.

Some membersmaynot comeforward, andthat’ sokay too: persona growth comesthroughdow interna
struggle; it cannot be forced, even by the person involved, to come before its time.

(9) Each group member inturn shareshis/her own perceptionsand feelingsonthisexercise(or to
“pass’, if they wish). Summarizeat theend, adding commentsonindividud’ sdiscomfort,insghts,
pleasant feelings, etcetera.
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TEAM
DEVELOPMENT GRID

For:

(Name)

Instructions: Have eachteam member completeoneof thesesheets. Then post and ask eachteam
member to contributetheir thoughts. Usebehavior-descriptivelanguageonly. Y oumay, if youwish, ask
for thefacilitator’ shelpinwordingyour thoughts. Compl eteoneof thesesheetsfor each of theteam
member s present. Usebehavior-descriptivelanguageonly. Y oumay, if youwish, ask for thefacilitator’ s
help in wording your thoughts.

Behavior desriptionexanples “ Keep asking for clarification when the group doessomething that’ snot
cleartoyou.” Or, " StopjokingwithLeswhilethegroupisworking onseriousbusiness.” Donot use
evaluative, emotional -laden or vaguelanguage about “ attitudes’ or feelings. (Donot say: “Bemore
sensitive,” or “Keep being yourself,” or “stop feeling paranoid.”)

START STOP KEEP

| will:

© 1988, 1995, STS International, Inc., by Dave Felten, J. Romans & K. Simmons—2/28/97 7



STS
INTERNATIONAL

INDIVIDUAL
CHANGE PROCESS

Continual Improvement requirescontinual change. L eadingthechangerequireschangingtheleader.
I nitiating, implementing, accomplishing, and sustai ning changerequiresindividua swho arecontinually
looking at themselvestoimprove, change, and grow and havedevel oped, 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 startsfrom externalized sourcesbut must beinternalizedin order to havelasting effects.
Changebecauseof externa sourcesisusually compliancerather thanchange. Truechangeisdrivenfrom
within, not without.
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THIRD PARTY FEEDBACK

Peopleneedtheinvolvement of asignificant other persontoget aclear view of their progressinachieving
the change desired.

Wecan't goit alone
We are interdependent with the individual s around us
We cannot see ourselves clearly in our own mirror

A processwhichinvolvesotherswill alow usto seek abalanced, 360 degree, threedimensiond, historical
andvisionary perspective. Wemay then chooseour responsesand takethenecessary coursecorrections
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
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HELP/HINDER

A Team Approach for Providing Feedback

The Socio-Technical approachto building ateam, infact any approachto building ateam, requiresthat
theteam haveaprocessfor providing andreceivingfeedback toandfromitsmembers. Thereisno
“magicwand” whichwill providethisprocesstoateam. Thereisno*oneandonly” processwhichismost
successful. Whatisessential inbuilding suchaprocessisthat severa principlesareva ued and protected.

TheHelp/Hinder processisdesignedtohelp* balance” apersonsown perceptionsof how hisbehavioris
aff ecting theteamagainst how theteam perceiveshisbehavior. Butitgoesonestepfarther, it asksthe
teamto eval uatetheimpact of team member behaviorsontheindividual and balancesthisassessmentwith
the individual s feedback to the team.

Sound complicated? Possibly. Sound confusing? Might be. But sincemakingany feedback effectiveis

anessential task for thehigh performing team, thisprocessmay hel ptheteam exploresomenew ground
on the way to creating its own, highly effective, useful and unique individual feedback process.

HELP HINDER PROCESS

Thefollowingisone methodfor discussing, within ateam, aspecificteam member problem. Remember,
we can best understand and resolveadifficult situationif weassumedthat itisa“ team problem” which
“we” are together to resolve, rather than a problem team member which “we” are going to “fix.”

! The team member seeking feedback fills out Part A and notes:

“Things | feel the team members do that help me as an employee.”

“Things | feel the team members do that hinder my performance within the team.”
“Things| feel | am doing to help the team or members of the team.”

“Things| do that | realize are hindering the team or members of the team.”

Each team member fills out part B and notes:
I “Thingsthat | or other membersof theteam aredoingwhicharemeant tohelptheemployee.”
I “Thingsthat | or other membersof theteam aredoingwithwerealizehinder theemployee.”
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“Thingsthat | or other membersof theteam seetheempl oyeedoingwhicharemeanttohelp
the team.”

“Thingsthat | or other membersof theteam seetheemployeedoingwhichwefeel hinder the
team in our performance or working together.”

All datais placed on 4 charts as follows:
What team does to help employee (1)
What team does to hinder employee (2)
What employee does to help team (3)
What employee does to hinder team (4)

Each data point is discussed for understanding—<explained not defended.>

Key points of concern are identified for both the employee and the team to work on.

Key agreements are made:

What the employee commits to the team that he/she will do to:
Keep helping the team in key areas

Stop hindering the team in key areas

What the team commits to the employee that they will do to:

I Keep helping the employee in key areas

1 Stop hindering the employee in key areas

Agree on aspecific date to get together and review the commitments and progress made.
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PART A—EMPLOYEE SEEKING FEEDBACK

Thingsthe Teamdoesto HELPMe. ... ... s 1
Thingsthe Team doesthat HINDER Me ....... ... ... 2
Thingsl dothat HELPtheteam . ... ... ... .. . i e 3
Things| dothat HINDER theteam ............. ... i, 4
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PART B—TEAM MEMBERS

Thingsthe TeamdoestoHELP

Thingsthe Teamdoesthat HINDER

Things doesthat HELPtheteam .............. ... . oiint..

Things doesthat HINDERtheteam .............. ... .. .. ... .
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