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INTRODUCTION
The biggest challenge facing American industry today is successfully coping in a world wide competitive climate.  Although teams are assembled and the activities of teamwork taught frequently, the shifts in thinking which teams need to make so that activities turn into processes are rarely achieved.  

This (TEAM FORMATION( framework is designed to help an emerging team identify, understand and develop processes in seven core areas.  This is not a theoretical workshop.  This is a framework for doing the real work of process building within a team.  All the processes will not be build during this initial workshop, but the most critical processes will be initiated and others planned for so that the team continues to grow and develop.


OBJECTIVES

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

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

· Understand the impact of your own actions and behaviors on others.

· Develop an understanding of systems thinking and the importance of processes.

· Build specific, team created processes in all 7 core process areas.

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

· Learn to appreciate and value feedback through giving and receiving it.

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



WORKSHOP PRINCIPLES

This workshop is designed to explore three key principles of high performance:

Systems Thinking
High performance organizations exist in a (open system( and build effective processes to respond to all demands of that system.

Learning

High performance organizations understand how individuals learn and create an environment which encourages learning through exploration, experience, and continual improvement.

Accountability
High performance organizations account for their results to the larger system.


BD VISION
The following is adapted from a Presentation by Clateo Castelini 

to the BD Board of Directors
	FUTURE STATE

	(  Culture Based on Visionary Purpose and Strong Values

(  18,000 Engaged, Involved, Inspired Colleagues

(  Decisions and Actions Taken at the Front Lines

(  Superior Results Against Stretch Goals

(  Organization Recognized for Discipline and Focus

(  Flexible and Adaptable to Changing Market and Customer Needs

(  Recognized as One of Top 10 Companies in the World





SHIFTS FOR BDX
	PROCESS OUTCOMES

	Where We Are
	Where We Need to Go

	Formal Strategy

Structure Focus

Controlling Employees

Front Line Implements

Job Holders

Thinking by Few (Top)

Good Company

Producing Medical Products
	Formal Strategy

Structure Focus

Controlling Employees

Front Line Implements

Job Holders

Thinking by Few (Top)

Good Company

Producing Medical Products

	CHANGE TENSIONS

	Central Control

Hierarchical Structures

Individual

Single Job Focus

Entitlement Mentality

(Guaranteed( Pay Increased
	Shared Control

Flatter Structures

Team Orientation

Multi-Role Focus

Engagement

Pay at Risk Based on Company Performance



TEN KEY PARADIGMS

Building an Understanding
In making the journey toward high performance, leadership needs to recognize the transitions both individuals and the organization needs to make.  The following descriptions show the movement from a closed machine age paradigm to the new open systems model.


CLOSED MACHINE AGE
Adversaries

Individual, Win/Lose

Tall, Autocratic

Optimize Technology

Job/Function Focus

Dependency

Safety & Comfort

Control

Certain, Firm, Stable

Defensiveness & 

Gamesmanship

People as Expendable

Fear/Distrust



OPEN SYSTEMS
Partners

Team, Win/Win

Flat, Collaborative

Joint Optimization

Product/Purpose Focus

Self-Sufficient

Spontaneity & Truth

Commitment

Tentative, Flexible, Dynamic

Vulnerability & 

Authenticity

Development & Growth 

Courage/Trust
KEY PRINCIPLES

Understanding Organizations in New Ways

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


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

(
Think of organisms, rather than mechanisms.

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

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

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

(
The environment isn(t always right, but it(s always there.

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

(
Nothing grows forever.

(
Successful systems must continue to transform or die.

(
The only constant is change.

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


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

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

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

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

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

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


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

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

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

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

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

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

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

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

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

(
Empowerment can(t exist when we continue to separate the managing and the doing of the work.


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

(
Feedback provides system stability.

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

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

(
Systems act to negate changes and are often called (negative feedback( loops and are used loosely as synonyms for (criticism(....In systems theory, (negative( feedback isn(t entirely good or bad.  It(s the process which negates changes or balances the system.

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


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


IS NOT
(
problem driven

(
canned or recipe solutions

(
an overlay/add on

(
business as usual




IS
(
purpose/product driven

(
collaborative centered

(
whole system design

(
new way of doing business

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

	
The (Shifts(

	Old Paradigm
	New Paradigm
	Where it Impacts the Organization

	· Maximum task breakdown; simple, narrow skills

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

· Tall organizational chart, autocratic style

· People as an expendable spare part

· Competition

· Gamesmanship

· Organization(s Purpose Only

· Alienation

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

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

· Flat organizational chart, participative style

· People as complimentary to the Machine

· Collaboration

· Collegiality

· Member(s and Society(s Purpose 

· Commitment

· Innovation
	Structure:

(
Division of labor

(
Responsibilities

(
Authority

Work Design:

(
Philosophy

(
Information

(
Knowledge

(
Rewards

(
Selection/Retention





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 uniqueness, which raises us above all competition.(
-Theordore Roszak

THEORY INPUT
For many centuries scientists believed that the best way to learn more about something they didn(t understand was to take it apart and find out what it was made of.  By separating and reducing a subject to its smallest parts they were able to understand the characteristics of each individual element.  This has worked well for discrete components and technology, but it failed in understanding the interrelatedness, interactions, and interdependencies which occur within operating living systems.  To understand systems we have to let go of our current methods of viewing organizations and risk exploring new possibilities.  We look at wholeness rather than parts, scan for patterns rather than single pathways, and see multiple means to a common end.  


(You cannot solve a problem from the


same level of thinking you were at


when you created it.(
-Albert Einstein

UNDERSTANDING SYSTEMS
(A system is a collection of interdependent parts which interact with each other to function as a whole.  The cooling system in a car, for example, consists of a radiator, a fan, a water pump, a thermostat, a cooling jacket, and several hoses and clamps.  Together they function to keep the engine from overheating, but separately they are useless.  To do the job, all parts must be present and they must be arranged in the proper way.(   
Using this example, the cooling system is a collection of parts combined together toward the purpose of  keeping water cool.  The cooling system is a sub-system of a larger system, the engine.  If the cooling system achieves its purpose and the water is kept cool, then it supports the engine in achieving the production of energy to move the car.  The car is a larger system of which the engine is a sub-system.  And so it goes, whole systems within whole systems, interdependent and interlaced toward common but distinctive purposes.  

Organizational systems follow this same pattern.  But they are much more complex than the cooling system, the engine, or the car.  Organizational systems combine equipment, technology, and people in the accomplishment of common purposes.  Systems thinking within the organization must recognize, understand, and build effective processes to guide relationships between whole individuals, working in whole teams, within whole units of whole businesses within larger social and economic systems of a global environment.

All systems utilize processes, agreed-upon methods for doing work in the organization.  These processes regulate all aspects of organization life.  Most of them were not consciously planned, nor are they openly clarified.  They are both formal and informal, conscious and unconscious.  They are exemplified by the (way we do business,( the (chain of command,( the (grape vine,( the reverence for (sacred cows,( the (organizational chart,( policy manuals, etc.  For success, it is vital that the systemic aspects of the organization be in agreement with the broader shared cultural and environmental demands. They interconnect with individuals and impact their sense of freedom, control, effectiveness, opportunity, empowerment, ownership, and so forth.  

These processes are inseparably connected to each other.  Just as in a whole individual, you can(t separate the right brain creativity from the left brain logic(they need each other and they process the information for both content and feeling.  You can(t separate one process from another.  You can study its elements, but you have to use other processes to make it effective.  

In creating an effective team or organization, there are seven systemic areas of process development which must be explored and understood.  We refer to these as our Seven Core Processes, and they are key to the growth of a group from an (assemblage of people and parts( to an interdependent, efficient, and effective system.  These processes are not (activities,( but usually begin with an activity.  They represent thought-out, agreed-upon methods for doing work and for continuously revisiting the achievement of that work.  Processes help us achieve, they help generate the content of what needs to happen or get done to fulfill our systemS




(  1988, 1998 STS International, Inc.
Page 13

