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	 SEQ CHAPTER \h \r 1AGENDA and CONTENTS


	Introduction -- Monday 8:30 am – 9:30 am
 SEQ CHAPTER \h \r 1THE JOURNEY

Participants and Staff
SYSTEMS AND PROCESSES
Systems Thinking
The Shifts

Learning Approach

Whitewater Learning Cycle

Transitioning

System Accountability

Personal Learning Journals
In-House Workshops

LEARNING

The Quest

Learning Values
Leaders and the Learning Process

	Task 4 –  Tuesday 9:30am- 11:30 am
CONTROL PROCESSES
Assignment Unknown

Problem Solving/Decision Making


	
	Task 5 –  Tuesday 12:30pm – Wednesday 8:30 am
 SEQ CHAPTER \h \r 1INDIVIDUAL VITALITY
Identifying and Satisfying Individual Needs

Individual Vitality and the Four Basic Work Perceptions


	
	Task 6 – Wednesday 9:30 am – Wednesday 11:30 am
SOCIAL & ORGANIZATIONAL I
Social Processes

Team Growth Stages

Building a Plan

Individual/Team Growth Questionnaire

Cog’s Ladder


	Task 1 –  Monday - 9:30 am – 11:30 pm
PURPOSING PROCESSES
Revisiting and Using Mission, Vision, Values

A Purposeful System

Growth Values – Teaming Skills

	Task 7 – Wednesday 12:30am – Thursday 8:30 am
SOCIAL & ORGANIZATIONAL II
Understanding Managerial and Leadership Functions

Organizational Models


	Task 2 –  Monday - 12:30 pm – Tuesday 2:30 am 

TECHNICAL PRODUCING PROCESSES
Identifying the Steps

Design Principles

	Task 8 – Thursday9:30 pm - 11:30 am
FEEDBACK PROCESSES
Team Development Grid
How to Learn from your Own Experience
Johari Window


	Task 3 – Tuesday  3:30 pm – Tuesday 8:30 am
ENVIRONMENTAL PROCESSES
Environmental Fit

Feedback Processes

Environmental Systems
	Task 9 – Thursday 11:30pm - Friday 8:30 am
SYSTEMS THEORY

Key Personal Learnings
Systems Thinking

Glossary


	 SEQ CHAPTER \h \r 1Week at a Glance


This is a suggested schedule for the Leadership Whitewater Teams Schedule.  You will note it is heavy on the first day.  This is to insure that the Purposing and Technical processes are done in the first day with focused assistance.  They are essential to the rest of the week meeting the schedule and allowing flexibility.  After that – we have significant opportunity for flexibility including starting later or earlier on the other tasks.  

	Time
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday

	8:30
	Begin
	Present Task 3
	Present Task 5
	Present Task 7
	Present Task 9

	9:30
	Team Task 1
	Team Task 4
	Team Task 6
	Team Task 8
	Plan Next Steps Together

	10:30
	
	
	
	
	Session Ends

	11:30
	Present Task 1
	Present Task 4
	Present Task 6
	Present Task 8
	

	12:30
	Team Task 2
	Team Task 5
	Team Task 7
	Team Task 9
	

	1:30
	
	Flexible
	Flexible
	Flexible
	

	2:30
	Present Task 2
	
	
	
	

	3:30
	Team Task 3
	
	
	
	

	4:30
	Flexible
	
	
	
	

	5:30
	
	
	
	
	


	 SEQ CHAPTER \h \r 1SYSTEMS & PROCESSES


WhiteWater Teams emphasize Systems Thinking in their journey to becoming highly effective teams and organizations.  The Open-Systems model (below) is a basic thinking framework.  It is made up of several elements and sub-systems which must work together to take inputs – transform them into outputs and achieve an overriding purpose.  

But seeing the elements of the systems is not enough.  Individuals, teams and organizations must connect the elements and sub-systems through the construction of essential processes.  Unfortunately many of these processes are never really designed at the outset – they seem to simply “emerge” or grow based on the need to do something.  Effective organizations, teams and individuals work together to build processes that clearly and efficiently connect the system and make it responsive and agile to change.  
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This week we will focus fully on the development of essential organizational processes.  These processes are categorized on the following page.  

PURPOSING PROCESSES
[image: image6.emf]LISTEN TO INSTRUCTION

APPLY TO REALITY

ROLE PLAY

STUDY AND REPEAT

TAKE A “TEST”

LISTEN TO INSTRUCTION

APPLY TO REALITY

ROLE PLAY

STUDY AND REPEAT

TAKE A “TEST”

The team’s sense of identity and purpose: 
· Who we serve

· What they expect

· Why our team exists

PRODUCING PROCESSES
The team’s primary tasks and objectives for producing the work required to fulfill its purpose.
INDIVIDUAL VITALITY PROCESSES
The teams process for vitalizing and growing individual team members.

SOCIAL & ORGANIZATIONAL PROCESSES
Determining how members need to interact and relate to one another in pursuit of productive and individual purposes and objectives.

ENVIRONMENTAL PROCESSES
How the team is going to interact with the other teams or departments for which there is internal interdependence and external demands.

CONTROL PROCESSES
How the team members provide for leadership, organization, and control to insure the team’s purposes and objectives are met.

FEEDBACK PROCESSES
How the team and its members make assessments and corrective adaptations or adjustments:

· with each other

· with other groups and departments

· with external stakeholders; i.e., customers

 SEQ CHAPTER \h \r 1These seven process types are highly interdependent, dynamic, and have to be maintained in a reasonable balance if the team or organization is to be effective.  The workshop focuses on each process and its dynamics, on the interactions between the seven processes, and ways of managing them to maximize overall systems performance.

Incorporated in the learning design are multiple opportunities for the participants to learn more about themselves, their impact on others, and the seven key processes, and to develop interpersonal skills in communications, feedback, team membership, and leadership.

	 SEQ CHAPTER \h \r 1 SEQ CHAPTER \h \r 1WHITEWATER LEARNING CYCLE
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T SEQ CHAPTER \h \r 1he hardest part of the individual learning process is moving from Quadrant 2 to Quadrant 3.  This is where you build new skills and competencies based on your new understanding and it is only accomplished through doing and experiencing.  

Traditional Learning environments focus on an instructor driven mode.  The instructor is primarily responsible for the learning, format, testing and grading of “students.”  Experiences and practical learning is limited to role plays and theory.  
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Whitewater Teams is designed based on an experiential learning model.  Each participant is here to “experience” the journey of organizing and improving a team with all the success, failure, missteps, anguish and joy that accompanies that process.  It is cyclical and changing.  Your guides to this adventure have been here before – but are not your instructors.  They are experiencing the session with you, offering their learning and confidence in this process to get us through the whitewater safely.
 SEQ CHAPTER \h \r 1EXPERIENCING

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

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

ADAPTING

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

APPLYING TO REALITY

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

	 SEQ CHAPTER \h \r 1PURPOSING PROCESS


 SEQ CHAPTER \h \r 1Team Product 1

 SEQ CHAPTER \h \r 1OVERVIEW
High-performance systems know where they are going.  They are characterized by a clear sense of direction and purpose, a vision of the future, a set of guiding principles and the audacity to dream “really big dreams.”  High performance does not come from repeating someone else’s “credo” but by making clear personal choices, connecting those plans to the hopes and desires of the others in the group, and acting to make the dreams come true.  
PRIMARY OBJECTIVE
Begin your journey to high performance by looking to the horizon, clarifying and stating your team’s purpose in being here and clearly communicate your purpose to the other teams.
EXPECTED OUTCOMES
· An understanding of each individual member’s learning objectives as well as personal hopes, fears, and concerns that may have an influence on your team’s ability to function effectively.

· A name and logo for your team that captures the “essence” of the team and its individual members.

· A shared and common vision for your team that includes the team’s purpose and objectives.  This should include team members’ beliefs about what will be required for the team to be high performing.

· A set of operating principles, norms, ground rules, etc., to be utilized by your team.

· A team mission statement that communicates: “This is what makes us unique in the way we accomplish our purpose.”

· A strategy about how your team will operate to achieve its purpose and objectives while being faithful to your stated principles.

·  SEQ CHAPTER \h \r 1A review of what you learned as you completed this task and your team’s working theories for use in guiding future team formation and “Direction Setting” efforts.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
SUGGESTIONS
Before you begin working on the task, reach agreement as to its objective and the outcomes that are expected.  Once this is done, design a process for how your team will accomplish the objective and produce the desired outcomes.  The following are suggestions you may wish to consider:

· Have each member complete the pre-assessments for Growth Values and Teaming Skills.

· Have each member of your team get better acquainted.  Learn as much as you can about:

· their likes and dislikes, their hopes and fears about the Workshop

· the talents, expertise, and experience they bring to the team

· their personal learning objectives

· Develop a list of common learning objectives for your team.

· Discuss the kind of culture you prefer to work in and why.  Use this information to help you define your team’s guiding principles, ground rules, mission, etc.

· Identify and select a name for your team along with a distinguishing logo.  Discuss and understand how and why you made those particular selections.

· Determine why your team exists (primary purpose) and what objectives are needed to drive your team towards its purpose and shared vision.

· Determine your team’s norms.  Ask for and post suggested “ground rules” (or Do’s and Don’ts) that the group itself might adopt in order to help realize its own expectations and avoid its apprehensions.  These team norms or ground rules should guide your team’s decisions and actions during the week.  Pay particular attention to the development of norms for dealing with differences of opinion and controversy or conflict.

· Discuss what you have learned from this experience. Transform what you learn into working theories about the purposing processes of forming teams and setting direction.

· Prepare to share your team’s learning with high impact and unique content so that the other teams in the Workshop can learn from your experiences.

	 SEQ CHAPTER \h \r 1GROWTH VALUES


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

	
	Description
	Rating

1 = Low    5 = High

	 SEQ CHAPTER \h \r 1EMPATHY


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

	 SEQ CHAPTER \h \r 1AUTHENTICITY


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

	 SEQ CHAPTER \h \r 1SPONTANEITY


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

	 SEQ CHAPTER \h \r 1COURAGE


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

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

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


	 SEQ CHAPTER \h \r 1TEAMING SKILLS


	 SEQ CHAPTER \h \r 1Personal Skill Promoting Group Effectiveness

	
	Description
	Rating

1 = Low    5 = High

	 SEQ CHAPTER \h \r 1MEETING

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

	 SEQ CHAPTER \h \r 1BRAIN-STORMING
	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 previous ideas, and think beyond previous boundaries and constraints.
	1
	2
	3
	4
	5

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

	 SEQ CHAPTER \h \r 1PLANNING/

ORGANIZING
	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.
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 1DECISION MAKING
	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.
	1
	2
	3
	4
	5

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

	 SEQ CHAPTER \h \r 1CONFLICT

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

	 SEQ CHAPTER \h \r 1GIVING FEEDBACK
	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.
	1
	2
	3
	4
	5

	 SEQ CHAPTER \h \r 1RECEIVING

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

	DECISIVENESS
	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.
	1
	2
	3
	4
	5


	TECHNICAL  SEQ CHAPTER \h \r 1PRODUCING PROCESS


 SEQ CHAPTER \h \r 1Team Product 2

 SEQ CHAPTER \h \r 1OVERVIEW
World Class is one of many pseudonyms for high-performance.  World Class organizations get there by producing their product or service better in every way than their competitors.  Better quality, better efficiency, better costs, better environmental compliance, better safety, etc.  Doing it better relies on having the equipment, processes and people aligned in a step by step process that is both repeatable and continuously improving.  

PRIMARY OBJECTIVE

To define and standardize your teams producing process.  This should clarify the order and methods your team will use to develop their product each session. 
EXPECTED OUTCOMES
· A set of work design principles that will keep your team highly productive and motivated.  

· A producing process that describes “how” your team plans to produce its learning products and fulfill its purpose and objectives.

· An understanding of how your team’s producing process differs from traditional work processes you’ve experienced.

· A working theory about designing high performance production processes considering what your team has designed for itself vs. what you have currently at work.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
Before you begin working on the task, review the desired outcomes and reach agreement as to its objective and the outcomes that are expected.  Once this is done, design a process for how your team will accomplish the objective and produce the desired outcomes.  The following are suggestions you may wish to consider:

· Openly discuss the following questions:

a)
How does work traditionally get organized to produce a product or service?

b)
How do we want to get organized to produce our learning products and fulfill our objectives and mission?

c)
Does our process make full use of all our available resources?

d)
Does our process fully utilize our team members’ strengths and developmental desires?

· Review how you set about the task of creating your team logo, vision, mission and guiding principles.  What were the steps in your “producing process?”  What needs to be added/deleted in order for it to become your producing process?

· Review and discuss Cherns’ Work Design Principles prior to developing your own team’s set of work principles.

· Assess your learnings, and transform them into a working theory about designing high performance production processes.  Determine the application of these theories to your home location.

· Prepare to share your team’s unique learnings in a way that the other teams will remember and can benefit from your experience. 

	 SEQ CHAPTER \h \r 1ENVIRONMENTAL PROCESSES


 SEQ CHAPTER \h \r 1Team Product 3
 SEQ CHAPTER \h \r 1OVERVIEW
High performance systems regularly and actively solicit feedback from their external environments and use the information to help them maintain a good “fit” between their products and services and their stakeholder’s needs and wants.  Healthy relationships with the environment insure that customer needs are heard and action taken for the organization’s survival and growth.  Organizations that want to become high performing need to develop effective processes for obtaining and using environmental feedback.

PRIMARY OBJECTIVE

The purpose of this task is to have your team learn how to solicit and process feedback from your environment and use it to better satisfy environmental needs and your team’s purpose.

EXPECTED OUTCOMES
· Identification of who your team’s key stakeholders are, and determination of what demands and expectations they place on your team.

· Understanding of whether there is a balance between these environmental demands and your team’s purpose and internal processes.

· Discussion on how well your team is managing this balance by examining your activities in satisfying the external needs in conjunction with your team’s needs.

· A strategy for making the changes needed to improve this balance and your team’s ability to manage its environment.

· An overview of what you learned as a result of accomplishing this task, and a working theory to effectively understand and interact with the external environment.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
Before you begin working, reach agreement as to the objective and outcomes your team expects.  Once this is done, design a process for accomplishing the objective and producing the desired outcomes.  You may wish to consider the following helpful hints:

· Draw a picture depicting your team’s environment, indicating the environment’s external stakeholders.
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· As a team, identify what you think the key demands and expectations are that each stakeholder has of your team.

· Evaluate how your team is responding to these external demands and what effect these responses are having on your team’s purposes and objectives.

· Devise a means to solicit feedback from your team’s key stakeholders to determine how well your team is fulfilling these demands and expectations.

· Review the guidelines for soliciting and providing feedback.

· Solicit the feedback and determine what gaps exist between what your team assumed versus what is actually expected.

· After the first solicitation, pause briefly to determine the effectiveness of your process and make whatever changes might be needed to increase its effectiveness.

· Analyze the feedback and decide what, if any, changes your team should make to better respond to the needs and expectations of your environment.  Plan to make the changes needed.

· Summarize your conclusions.
· Devise a means to help other members learn from your experience.
	 SEQ CHAPTER \h \r 1CONTROL PROCESSES


 SEQ CHAPTER \h \r 1Team Product 4
 SEQ CHAPTER \h \r 1OVERVIEW
High performance teams see control from a different perspective than the world does.  In the systems model, control fits between the technical and social processes and allows the team to insure that the best product is produced in the best, most effective way.  Control is about controlling the product variability and making the best decisions as a group to ensure high quality performance.  As adults, we have all developed various problem-solving methods, which we test and improve with experience.  To become a high performance team, team members collectively must establish and continually improve procedures for solving problems that prevent the team from getting the best results.

OBJECTIVE
The purpose of this task is to provide an opportunity for your team to build and analyze its problem solving methods in order to increase the effectiveness of the team’s Social Interactive Processes.

EXPECTED OUTCOMES
· From the problem solving exercise, “Assignment Unknown,” develop an  understanding of:

a)
Your team’s current problem solving process.

b)
The effect of this process on the team’s ability to satisfy individual and production needs.

· A set of guidelines that your team will use in the future for solving team problems.

· A plan to test and improve your team’s ability to solve problems that will enhance its functioning as a high performing system.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
Before you begin working on the task, reach agreement as to its objective and expected outcomes.  Once this is done, design a process for accomplishing the objective and producing the desired outcomes.  You may wish to consider the following suggestions:
· Discuss with each team member the observations they had about your team performance in the problem solving experience.  Summarize your team’s conclusions.

· Share your feelings and reactions about the problem solving process that your team used in the problem solving exercise.  (Your Group Process Questions on the back of Assignment Unknown will be of use here.)

· Reach consensus on the barriers that have inhibited your team from being effective at problem solving team problems and determine what can be done to improve your team’s effectiveness.

· Using the General Problem Solving Model as a start, develop general guidelines that your team can use in the future to solve team problems.  Implement these guidelines.

· Identify how your team will control its time and resources in solving problems and producing each product.

· Assess your learnings from this activity, and develop a working theory about effective team problem solving processes.

· Prepare to share your team’s learning in a manner in which other teams will benefit from your experience.  

GUIDELINES FOR ASSIGNMENT UNKNOWN EXERCISE
· Each team member reads Assignment Unknown introduction.

· Privately each team member completes Step 1 of Assignment Unknown by ranking the items listed “1” through  “13”  (Take a minimum of 15 minutes to complete this task.)

· As a team, complete Step 2 of Assignment Unknown by agreeing on a team ranking for the items listed.  Do not change your Step 1 individual scores.  Take a minimum of 45 minutes to complete this step.

· As individuals complete Step 3.
· Call your facilitator for the Step 4 rankings

 SEQ CHAPTER \h \r 1ASSIGNMENT:


 SEQ CHAPTER \h \r 1A Group Planning Experience

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

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


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

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




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

None of you has been told anything else about the Assignment, except that it will be complex and will require the services of additional people at the implementation stage.
Good Luck – and Good Planning!!!
 SEQ CHAPTER \h \r 1ASSIGNMENT UNKNOWN


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

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

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

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

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

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

Some suggestions:

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

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

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

4.
Accept responsibility for both hearing and being heard.

5.
View differences of opinion as helpful rather than as a hindrance.
6.
Make value judgments about what is best on the basis of the information, logic, and feelings of the members.
 SEQ CHAPTER \h \r 1A Word of Caution

Group decision-making is not always the best, or the most practical, way to solve problems.  It is time-consuming.  Members must be able to work together effectively; they must each have an important stake in the outcome.  And in amicable groups, especially, there is the clear and present danger of narrow “groupthink.”  With the exception of brainstorming, most creative tasks are best left to talented individuals.  Neither is group work advisable in other cases where individual tasks can be performed well independently.

Groups are most useful in goal setting when the problem requires that information must be brought together from several sources to produce a solution, or when effective implementation of the decision will require the commitment of others.

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

Individual

Ranking
	 SEQ CHAPTER \h \r 1Step 2

Team

Ranking
	 SEQ CHAPTER \h \r 1Step 3

Individual

Post Ranking
	 SEQ CHAPTER \h \r 1Step 4

WWT Preferred

Ranking
	 SEQ CHAPTER \h \r 1Step 5

Individual

Item Score

(1-4)
	 SEQ CHAPTER \h \r 1Step 6

Team

Item Score

(2-4)
	 SEQ CHAPTER \h \r 1Step 7

Individual

Post Score

(3-4)

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

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

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

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

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

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

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

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

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

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


	
	
	
	
	
	
	

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

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

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


	
	
	
	
	
	
	

	 SEQ CHAPTER \h \r 1TOTALS
	
	
	

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

Score
	 SEQ CHAPTER \h \r 1Individual Score


 SEQ CHAPTER \h \r 1Group Process Questions

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

Little
	Little
	Some
	Quite 

a bit
	Very much

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

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

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

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

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

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

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

· contributing information

· helping the Group work together
	0

0
	25

25
	50

50
	75

75
	100

100



Group Performance Survey

	Group
	Most Accurate

Individual Score

(a)
	Average

Individual Score

(b)
	Team Consensus

Score

(c)
	Return on Time

Invested Score

(b-c)
	Team Effectiveness

Score

(a-c)
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 SEQ CHAPTER \h \r 1OVERVIEW
People are at the center, the catalyst of teams that are either effective or useless.  Teams cannot be effective built on tired, disillusioned, and distraught individuals.  Effective teams are built by “vital,” growing and advancing people.  Dr. Wayne Pace has described this “vitality” through four basic work perceptions.  They are:
Performance – The perception that I “Do Better”
Opportunity – The perception that I’m “Moving Ahead”
Fulfillment – That I ”Work free” or that I choose to be there

Expectation – That I “Want More”
PRIMARY OBJECTIVE
The purpose of this task is to help you learn from experience how effective teams integrate the needs of the “team” with the needs and desires of the “individuals” and build processes to keep the individuals vital and growing.

EXPECTED OUTCOMES
· A better understanding of the factors that impact your personal vitality and the vitality of others.

· Conclusions about how well your individual needs and expectations, and the needs and expectations of the other members of the team, are being met.

· Guidelines or processes for functioning as a team that will increase the level of member satisfaction and vitality.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
Before you begin working, reach agreement as to the task’s objective and the desired outcomes that are expected.  Once this is done, design a process for accomplishing the objective and producing the desired outcomes.  The following are suggestions you and your team may wish to consider:

· Take a few minutes to glance over the material in this section.

· Individually, develop a list of conditions that contribute to your personal effectiveness and well-being.  These should be based on real experiences.  The page “Conditions for Satisfying Individual Needs” can be used to facilitate this process.

· Working alone, list four or five recent experiences or projects which made you feel highly energized and effective.  Reflect on each experience, trying to identify what generated these feelings – which important individual needs were being satisfied?  Below is a list of some common needs which you might find helpful.

COMMON POSITIVE NEEDS

having power
feeling supported


feeling appreciated
being competent


being active
being involved


feeling accepted
feeling secure


being certain
being fairly treated


being free to choose
being in control


being valued
being respected


being understood
being liked


being included
achieving things

· On the basis of your conclusions about your individual needs and their relative priorities, write a short paragraph on the form entitled “IDENTIFYING KEY INDIVIDUAL NEEDS,” that begins with “If I am to be energized, effective, and high-performing when working with others, I need to feel...”

· Repeat the process, this time identifying and analyzing three or four experiences which caused you to feel frustrated and/or experience low energy and negative feelings.  The following is a list of some common “negative” feelings and needs which you may find useful.

 SEQ CHAPTER \h \r 1COMMON NEGATIVE NEEDS

feeling powerless
feeling controlled


feeling regimented
feeling helpless


being manipulated
being ignored


not being valued
feeling misunderstood


being blamed
being negatively judged


feeling excluded
feeling rejected


feeling insecure
being treated unfairly


feeling uncertain
feeling anxious

· Once again on the form provided, write a short paragraph that begins with “If I am to be energized, effective and high-performing when working with others, I need to  avoid...”

· Share your information with the entire team, then working together, interview each member to understand what they really want or need from the team in return for contributing their talents and energy toward the accomplishment of the team’s purpose and objectives.  Consider the following:

a)
What they believe their most important needs are.

b)
The reasons for their conclusions.

c)
Whether or not they feel their needs are being adequately satisfied by the way your team has been functioning and why.

d)
What changes should be made in the way your team is functioning to help them better satisfy their needs.

· After all members have shared, develop a processor set of guidelines your team will follow to ensure the continued satisfaction of important individual member needs.

	SOCIAL & ORGANIZATIONAL I

 SEQ CHAPTER \h \r 1TEAM GROWTH PROCESSES
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 SEQ CHAPTER \h \r 1OVERVIEW
High-Performing Teams have social processes that enable them to grow and develop.  Work teams and organizations who aspire to become High Performance Systems need to develop growth processes that help them mature.  The process of team maturity begins with team members assessing the degree to which they have assumed functions formerly handled by supervision.

PRIMARY OBJECTIVE
This task provides your group the opportunity to investigate your team’s growth process and develop ways to increase the effectiveness of your team’s social process.  Through this experience, each member should learn individual responsibility to create synergy.  

EXPECTED OUTCOMES
· Awareness of your team’s social process and the elements associated with your team achieving higher levels of performance.

· Understanding how individual and team energy impact team performance and what conditions influence this energy.

· A plan to enhance your team’s effectiveness.

· A report of what your team discovered as a result of this task and the working theories on team growth and development.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
Your team needs to reach agreement as to the desired outcomes (objectives) for this task.  With your objectives in mind, design a process for accomplishing the desired outcomes.  The following elements will help your group accomplish this task.

· Talk through the concept of “social core processes” and determine what it means to your group.  Some items you may discuss or explore are:

· interaction with one another

· perception of each member being part of the group

· common sense of group purpose

· awareness of each other’s needs and potential resource contributions

· Draft your feelings about your personal energy for the workshop so far and then share with the team.  The following table can be helpful.

	High

Energy

Low
	

	
	-------------time/day/am/pm-------------


· When did you feel excited, turned on?

· When did you feel bored, disenchanted?

· Describe what you were doing at these times.

· Describe what others were doing.

· Read through the material on Team Growth Stages and complete the group process questionnaire.

· When this is completed, share your findings with your team members.  Reach agreement on what stage your team is currently in and what stage to which your team aspires.

· Identify the methods your team plans to use to reach the desired growth stage and what changes need to be made in your team’s social processes to attain this.

· Construct some working theories on the relationship between social processes, individual performance, and team performance.  An article entitled “Cog’s ladder” may be helpful in understanding one of the key theories.

· Determine how you will help the other teams benefit from what your team learned from this experience.

	SOCIAL & ORGANIZATIONAL II

 SEQ CHAPTER \h \r 1ROLES AND RESPONSIBILITIES
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 SEQ CHAPTER \h \r 1OVERVIEW
Control is never an option; either the team controls its function or others must.  High performing organizations and teams develop social processes that offer and require individuals to share leadership, roles and responsibilities.  Historically, we have relied on someone designated “manager” or “supervisor” to take the lead and delegate to the rest.  This position was responsible for the work unit task performance and human resource maintenance.  Satisfaction of these two major components requires a balance between the external environment and the organization’s individual need satisfaction processes, control processes, and producing processes.  An effective team process, referred to in literature as managerial and leadership elements, requires the understanding of what needs to be done and the willingness to step-up and do it.
PRIMARY OBJECTIVE

The primary objective of this task is to help your team analyze its managerial and leadership processes, and to develop ways to increase its effectiveness 
EXPECTED OUTCOMES

· An understanding of the organizing methods your team has been utilizing to maintain focus on team purpose and outputs and the balance between individual need satisfaction processes, social processes, producing processes, and the external environment.

· A strategy that identifies needed changes to make your team’s organizing process more effective.
· Feedback on what you learned as a result of this task, and what working theory for developing effective role sharing and leadership you now employ. 
· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
  SEQ CHAPTER \h \r 1SUGGESTIONS
Prior to beginning work in this area, gain agreement on your objective and the outputs desired.  Once you accomplish this, design your process for achieving these.  The following hints may be helpful.

· Individually read the materials and then discuss with your team members the different types of organizational control processes. 

· Brainstorm a list of words or phrases that describe your team’s managerial and leadership processes.

· Process through the items on the list, reaching agreement on which processes in the elements of managerial and leadership your team has used.  Identify who on your team has been performing these roles and activities.  Reach agreement on what style was used early in the week and what style is being used now.  Indicate why you have changed.

· Think through how your team has been setting objectives, planning, organizing, soliciting feedback, and measuring performance.  What level of effectiveness have you attained?

· Reach consensus on who is leading or directing your team through its managerial and leadership processes.  What level of effectiveness is being achieved?

· Develop a plan to implement needed changes in your processes and which working theory will govern these changes.

· Analyze your experience and develop your working theory about organizational processes and high performing systems.

· Develop a means to share your team’s learning with the other workshop teams.

	 SEQ CHAPTER \h \r 1FEEDBACK PROCESSES
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 SEQ CHAPTER \h \r 1OVERVIEW
We know we need it; yet, mostly, we avoid it.  It’s called Feedback.  What we have learned is that it’s mostly negative, can be painful, and yet is a key to helping us choose change.  High performing people, teams and organizations are dependent on it for growth and survival.  We all need feedback, and we all need to learn how to share in order to create awareness.  It is through awareness that alternatives can be discovered and applied.  For our teams to grow, each must take responsibility for sharing and receiving feedback on how our behaviors either help or hinder other team members and the team’s producing and social processes.

PRIMARY OBJECTIVE

You and your team are to learn effective supportive ways of sharing and receiving interpersonal feedback and how, based on this information, we can improve individual and team effectiveness.

EXPECTED OUTCOMES
· Awareness of what constitutes feedback and how to provide it in a supporting way.

· Increased understanding of team member views and how our behavior affects performance.

· A process that provides a method for both providing and hearing individual feedback within the team.

· A working theory on feedback.

· Present your learnings (your team product) in a way that helps other teams benefit from your team’s work and results.  
Each team will be allotted up to 10 minutes to make their presentation.  Following the presentations teams will purchase (evaluate/score) the team products according to the accountability guidelines.
 SEQ CHAPTER \h \r 1SUGGESTIONS
As before, reach agreement on your team’s objective and desired outputs of this task.  Once agreement is reached, design a process that will allow your team to attain the objective and desired outputs.  The following will be helpful.

· Read the article in this section entitled “How to Learn From Your Own Experience.”  Pay particular attention to items 1 through 11.

· The “Team Development Grid” is one vehicle for providing and receiving feedback.  Each team member can duplicate the “more of, less of, keep” on a flip chart pad, starting by listing what they feel they need to do more of, less of, or keep.  Then, all members can post theirs on the wall, asking others to add to theirs.

· Follow these guidelines when sharing your feedback charts.


a)
Feedback receivers should only be allowed to ask clarifying questions - such as, “Could you explain that more?”


b)
Paraphrase in your own words what you have heard at the end of your feedback to the team.


c)
Thank the group for the feedback.


d)
At this point, you may give whatever thoughts or insights that come to mind.  It is a perfect opportunity to self-disclose or declare what actions you might take.


e)
After the first couple of rounds, check the effectiveness of your process and make whatever changes are needed.

· Analyze your team’s experience and develop a way to share your group’s learning with the other teams.  

	 SEQ CHAPTER \h \r 1SYSTEMS THEORY
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 SEQ CHAPTER \h \r 1OVERVIEW
To remain profitable and competitive, high performance work systems place a high priority on producing products and services which are of high value to their customers and clients.  These products and services are the result of well-designed, efficient processes.  These seven core process designs make good use of all available resources – people, equipment, facilities, money, and information.

Throughout the week, each team has been building, exploring, and stretching to understand the 7 key elements of effective systems.  Now it is time to take those 7 parts and build an overview of your experience this week.  You created a complete system out of what was originally just some "people" who met together here.  That is something truly unique – something that deserves to be recognized and demonstrated.  What made your team work?  How did the processes fit for you?  What learnings will you take with you to the next team you have a chance to bring together, and what learnings do you wish to avoid?  This product is your summary – to tell your story, act your part, and demonstrate how the people and the system came together. 

PRIMARY OBJECTIVE
The primary purpose of this task is to provide an opportunity for you to learn from your week’s experience how the 7 core processes are integrated and ways of developing plans for producing and marketing team products and/or services that reflect your team’s learning during this Workshop.

EXPECTED OUTCOMES
· A team product/presentation that meets the following specifications:

a) Accurately reflect all significant learnings during the week within the scope of the workshop objectives.

b) Be judged as having value for your market, which is the other teams and staff.

c) Develop and produce it within the framework and constraints of the Workshop environment.

d) It can be delivered to your customers (the other members of the Workshop) in a time frame that lasts between 15-20 minutes.
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