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Peak Experiences - Goes ‘Carbon Neutral’ January 2008
On January 1st, 2008, Peak Experiences became Atlantic Canada First
‘100% Carbon-Neutral’ Consulting & Training Organization. In our
commitment to being a “leading environmentally sustainable business,”
we have committed to progressive action plans to eliminate our carbon
emissions in all areas of our work place - from how we travel (car or
plane), how we heat our offices, courier our assessment tools, to the way
we work to influence the manner in which our clients are fed, housed and
transported to our off-site workshops. 

In this, we have chosen to off-set our carbon ‘immediately’ rather than
over an ‘eighty year life span’ that is supported within many of the
‘carbon-off-setting’ organizations that exist world wide. For more
information, please go to our web-site at www.peak.ca

Our Sustainability Vision
To be a leading consulting organization that supports Atlantic Canadians to be leaders in sustainable living,
environmental literacy and the protection of the five capitals. Peak Experiences will be Atlantic Canada’s
first carbon-neutral and zero-waste consulting company.    

Peak Experiences Core Sustainability Strategies

Step 1: Study the Mountain (End State - Mount Sustainability)

Step 2: Eliminate Waste

Step 3: Reduce and Eliminate Emission

Step 4: Move Towards Sustainable Energy 

Step 5: Sustainable Management of Material Flows

Step 6: Sustainable Transportation

Step 7: Culture Shift with Our People, Clients, Partners and Suppliers

Step 8: Culture Shift within Our Home Communities

Peak Experiences – BirdsEye Culture Leadership 
 
BirdsEye is a 10-year project to change the mind-set of 120,000 Maritimers – one person, one company, one 
community at a time. (Starting in fall of 2017) 
 

We are creating a positive epidemic to become more collaborative, confident and globally competitive. For this to 
happen, we have to change the way we think and behave. Get past the parochial attitudes that separate and isolate us 
and turn loose the power of collaborative, confident people. Using their intelligence, energy and creativity to define 
our future.  Imagine tomorrow - positive, prosperous, self-sufficient. 
 

WE CAN DO THIS.  
  
It won't happen by chance. We need a persistent process. A process we will create for ourselves, based on the global 
experience of a company that already has deep roots in the Maritimes. Human Synergistics International (HSI) has 
been working in the Maritimes for over 25 years. They are a 45 year old global pioneer in quantifying organizational 
and leadership development concepts including culture, leadership strategies, behavioural styles and their connection 
to performance. This is hard work that takes time, commitment and effort. It requires a persistent collective effort.  
  

So we're going for it.  We're going to change the Maritimes - one person, one company, one community at a time. 
 

 

BirdsEye Culture Leadership Program 
 
A vantage point from above; the ability to see past horizons, opportunities and obstacles. 
  
GOAL 
Re-invent our future to create prosperity and fulfillment. 
  
WHAT 
A group of business and community leaders coming together to create a more productive, prosperous and 
sustainable region in the Maritime Provinces. 
 
Accept the challenging, long-term responsibility to create the conditions to fulfill that destiny. 
  
Connect and use our combined strength and determination to overcome self-imposed attitudinal and cultural 
barriers 
  
WHY 
Dissatisfaction with the status quo 
Opportunities and potential being squandered 
Slow economic growth 
Irrelevance 
Show ourselves what we can do – and then showcase it to the rest of the world. 
  
HOW 
Overcome self-imposed attitudinal and cultural barriers 
Transform our business and community leaders 
Accelerate change by design 
Create confidence, optimism, relevancy 
Exploit our advantages 
Engage cities/towns – close to the ground – where things get done 
  
IMAGINE 
A thriving, globally relevant region where creators collaborate in a positive, optimistic setting to change the 
world. 
 
You’re invited to be a part of this Maritime wide cultural transformation. www.peak.ca/birds-eye 
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TEAMWORK DEFINED:

A group of people working together towards a common goal.
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What is Team Building?
A Forward by Frank Gallant

Globalization, technological advances, new regulations, deregulation, consumer demands, economic fluctuations,
environmental sustainability issues and lifestyle changes - all require organizational responses. In order to cope with
the demands of a changing environment many organizations are shifting from an individual focus to an
interdependent approach. This team-based/interdependent approach brings together many minds. Minds of
individuals whose varied knowledge bases, experiences and skills will meld in order to create workable solutions
to complex problems. 

If the team members are able to succeed on there own and feel no need of assistance to accomplish their tasks, there
is no basis for a team. Likewise, potential team members often underestimate their true interdependence and prefer
to believe that they are independent. Therefore to fully understand teamwork, members of a team must have a solid
foundation in group process skills and an equally clear understanding of the concept of interdependence. 

An important first discussion for any team must address the issue of whether or not they do need to, or whether they
want to, work as a team to accomplish their goals. Together we will review a number of models and skills that
address this process of developing a high performance team. A few definitions will help:

What Is a Team? 

A team is a group of interdependent individuals, often with different roles and functions, whose combined efforts
towards mutually shared goals are required for the successful completion of tasks that are moving the group
towards a desired future state (strategies and overall vision).

What is a High-Performance Team?

A high-performance team is a group of individuals whose coordinated competence, strengths and personal
commitment towards problem solving, overall goals, core values and to each others’ success results in the
outstanding performance of team tasks.  

Teams must go through developmental stages in order to reach a high level of performance. The same developmental
issues exist for management teams, task forces, and work teams. Teams must attend to their formation, development,
processes and maturation if they are to reach their potential and successfully accomplish their goals.  Calling a group
or work unit a “team” implies that it employs a particular process of working together, one in which team members
identify and fully use one another’s resources and mutual interdependence to facilitate more effective problem
solving and task accomplishment. 

When team building is part of an Organizational Development (OD) effort, it usually involves having a team study
its own processes (ie. determine how members work together) and then develop a climate in which team members’
energies are directed towards problem solving while making the best use of their strengths and resources.
Perpetuating a climate in which individuals’ resources are withheld and energy drained by maintaining productive
or defensive facades is counter-productive to effective team functioning. 

Helping a team to study how it works, a manager or team leader may ask an OD consultant to facilitate this process.
When managers themselves have the skill to do this, they may help their own teams study their functioning.
Consultants or managers may use several strategies for doing this, including helping teams develop process
orientation, improving skills in self-observation, data gathering, and feedback, and assessing team members’
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leadership styles and their impact on the teams. One important task of team building is helping a team to develop
a “model of excellence” against which to measure their performance. After identifying a team’s norms and
procedures, the team building effort should establish criteria for effectiveness, using behavioural and procedural
targets. For team building to succeed, all team members must consider this self analysis relevant for improving the
team’s functioning. They also must be committed to evaluating their own strengths, weaknesses and the overall
effectiveness of their behaviour in helping the team perform and achieve the groups goals. 

The need for team building is indicated when managers and their teams realize that the team needs to enhanced their
performance as a group; or that the team exhibit symptoms of poor performance. Symptoms such as low productivity,
distrust, unresolved conflicts among members, failure to use the members as viable  resources, unclear or delayed
decision making, confusion as to the various roles and responsibilities of the members, confusion with authority and
deadlines, little or no participation at staff meetings, difficulties in identifying problem areas, general apathy, lack
of creativity, defending the status quo and complaints that the team does not fulfill its responsibilities or
appropriately respond to the needs of the clients.   

Helping a team examine its own processes, social-emotional relations and develop more effective ways of operating
entails some risks. The activity may cause long-hidden conflicts and feelings to surface, thus increasing tensions and
anxiety. Members may fear that their future relationships with one another will suffer from the “levelling” and
feedback. It is essential that the ‘team leader’ ensure that ineffective team behaviours that jeopardize this
development process are confronted and that positive behaviours are rewarded. Despite these risks, however, team
building can provide great rewards. These include revealing matters needing examination, developing more authentic
ways for members to relate to one another, increasing members’ ability to manage interpersonal relations and
conflicts, and creating an atmosphere in which members stop fighting among themselves and use their energy to
complete shared goals or solve problems. Because of the risks and effort required, some conditions must be
established if the team building is to succeed. These include the following;

• those in a position of leadership must be committed to and involved in the effort. Team building cannot
occur if the formal leader is absent, they do not reinforce key ‘behavioural norms’ or if this leader
demonstrates indifference or cynicism towards the effort. 

•  the team leader must be willing to address his/her own role with respect to the team.

• all team members must be highly committed to and completely responsible for making their efforts
succeed. Anything less than complete responsibility for behaviour and investment in ‘making
things better’ creates the opportunity for members to develop a “wait-and-watch-the-other-guy”  
approach to the effort.

• all team members must be committed to their own processes and evaluating their own performance.  
These two activities never end, but persist throughout the team’s existence. 

• team building cannot occur without team meetings. Having the manager meet individually with team  
members is no substitute for direct, face-to-face interactions among members, which they need  
to relate to one another as a group. Meetings are a key forum for constructive communications. 

• team building is not limited to special sessions, retreats, or visits from a consultant, but should occur on
a day-to-day-basis at work. Team members must be committed to practicing what they have learned
at special sessions, retreats and the day-to-day work environment.  

• team members must understand that team building is not a one-time-only event, but rather a  continuous
process of diagnosis, action planning, implementation, and evaluation. 
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Statement of Purpose

“The purpose of the Peak Experiences’ ‘Team Building’ workshop 
is to allow individuals the opportunity to increase their understanding

of themselves, their own and other’s interpersonal styles, to learn 
about the dynamics of groups and the role of the leadership within

these systems.”

Training Objectives

- to increase your awareness of how your behaviour affects others; 

- to increase your understanding of team development, group maturity and group dynamics;

- to understand each other roles and responsibilities and strengthen the interdependency with
other members of the team; 

 

- to build a cohesive team where members collaboratively tackle core strategic problems in
an engaging manner;

- to provide the opportunity to experience and gain an understanding of ones interpersonal
 style, ones individual strengths, weaknesses, and needs in relation to enhancing ones
 contribution to the team; 

- to become more keenly aware of the teams’ needs, values, ethics and styles as they relate
to the organization and it’s strategic goals;

- to develop steps for creating and implementing an effective, natural and logical team-based
culture that values the individual and supports group goals;

- to develop effective meeting processes and communication structures to allow for
excellence in communications;

- to identify and exercise the essential skills needed to act as agents of team-based change;

- to raise and resolve interpersonal conflicts so individuals grow and relationships improve;

- to understand the skills needed to use one’s emotions, expectations and leadership as the
 primary instrument of change in assisting team development; 

- to develop concrete action plans for effective individual motivation and team growth.
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Reflections on Interdependence

“Interdependence is the paradigm of we - we can do it; we can combine 
our talents and abilities to create something greater together. 

Despite independence being the avowed goal of many individuals and social
movements, interdependence is a far more effective and advanced concept. 

As you become truly interdependent, you have the foundation for 
effective interdependence and teamwork. You have the character base 

from which you can effectively work towards teamwork, 
cooperation, synergy and communication.” 

The Learning Pyramid

5% Lecture

10%      Reading

20%        Presentations

30%            Demonstration

50%                 Group Discussion

75%                         Practice by Doing

90%                                     Teaching Others

“Tell me, and I will forget;
Show me, and I may remember;

Involve me, and I will understand...”

National Training Labs, Bethel, Maine 
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Conditions for Enhanced Learning 

A Peak Experiences Team Building experience can help you develop clearer ideas of the nature of your
leadership style within teams and the +/- consequences of your behaviour. You can discover  alternatives
that enhance your ability to interact and lead others, and (if you wish) to choose/practice alternatives. You
are more likely to feel free to do these things when the following conditions exist: 

PRESENTATION OF SELF. Until individuals have had (and used) opportunities to reveal how they see
and do things, they are not likely to receive feedback that will help them decide whether they want to make
behavioural changes to enhance their group interactions and leadership style.

RELATIONSHIPS. When individuals are willing to share experiences, including feelings, in order for the
relationship to develop and grow, they often reap the rewards of this investment. The time and effort to get
to know other individuals beyond the superficial level helps in development of the relationship. Trust,
vulnerability and risk-taking are necessary components for this kind of sharing.  

FEEDBACK.  Individuals do not learn from the presentation of themselves alone. They learn by presenting
themselves as openly as possible in a situation where they can receive from others clear and accurate
information about their behaviour - a feedback system which informs them of how their behaviour is
experienced by others and what the consequences of that behaviour are, both + or -. 

ATMOSPHERE. An atmosphere of trust and non-defensiveness is necessary if people are to feel free to
present themselves, to accept and utilize feedback, and to offer it to others. 

EXPERIMENTATION. Unless there is opportunity to try out new behaviours, without having to be
certain in advance of what the outcomes will be, the individuals are inhibited in utilizing the feedback they
receive. 

PRACTICE. If their experiments are successful, individuals then need to be able to practice new
behaviours so that they become more comfortable with changes they have decided to make. 

APPLICATION. Unless learning and change can be applied to back-home situations, they are not likely
to be effective or lasting. Attention needs to be given to helping individual’s plan for using their learnings,
key tools and processes after they have left the program. 

RELEARNING HOW TO LEARN. Because so much of our traditional academic experience has led us
to believe that we learn by listening to (or reading) experts, there is often a need to learn how to learn from
the experiential model: presentation . . .  feedback . . .  experimentation . . . presentation . . . feedback etc.

COGNITIVE MAP. Knowledge from research, theory, and experience is needed to enable the participant
to understand his or her experiences and generalize from them. Generally this information is most useful
when it follows or is very close in time to the experiences. 
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Principles of Adult Learning

PRINCIPLE 1: Learning is an experience which occurs inside the learner, and is activated by

the learner. 

The process of learning is primarily controlled by the learner and not by the teacher or coach. Changes in
perception and behaviour are more products of human meaning and perceiving rather than any forces exerted
upon the individual. Learning is not only a result of what a teacher does to, or provides for, a learner. More
significantly, learning has more to do with that which happens in the unique world of the learner. It flourishes
in a situation in which teaching is seen as a facilitating process that assists people to explore, and discover
personal meaning of events for them.

PRINCIPLE 2: No one directly teaches anyone anything of significance. 

If teaching is defined as a process of directly communicating an experience or a fragment of knowledge, then
it is clear that little learning occurs as a result of this process, and the learning that does take place is usually
inconsequential. People learn what they want to learn, they see what they want to see, and they hear what they
want to hear. Learning cannot be imposed. Very little learning takes place without personal involvement and
meaning on the part of the learner. The learner may listen and discuss, but unless he or she is able to find
relevance and personal meaning in the content, and unless he or she is able to use what is learned, most content
is forgotten. 

PRINCIPLE 3: Learning is the discovery of personal meaning and relevance of ideas.

People are more able to internalize and implement concepts and ideas which are relevant to their needs and
challenges. Learning is a process which requires the exploration of ideas in relation to self and community so
that people can determine what their needs are, what goals they would like to achieve, what issues they would
like to discuss, and what content they would like to learn. What is relevant and meaningful is best determined
by the learner.  

PRINCIPLE 4: Learning (behavioural change) is a consequence of experience.

People become responsible when they have learned to truly assume responsibility. They become independent
when they have experienced success. They begin to feel important when they are important to somebody. They
feel liked when somebody likes them. People do not change their behaviour merely because someone tells them
to, or tells them how to change. For effective learning, giving information is not enough. People become
responsible and independent from having experienced authentic responsibility and independence. 

PRINCIPLE 5: Learning is a co-operative and collaborative process.

Cooperation fosters learning. People enjoy functioning independently but they also enjoy functioning
interdependently. The interactive process appears to trigger people’s curiosity, potential, and creativity.
Cooperative approaches are enabling. Through such approaches people learn to define goals, to plan, to interact,
and to try group arrangements in problem-solving. Paradoxically, as people invest of themselves in the
collaborative group approach they develop a firmer sense of their own identity. They begin to realize that they
count, that they have something to give and to learn. 
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PRINCIPLE 6: Learning is an evolutionary process.

Behaviour change requires time and patience. Learning is not a revolutionary process. When quick changes in
behaviour are demanded one often resorts to highly structured procedures through which one attempts to impose
learning. Whether such learning is lasting and meaningful to the learner is doubtful. Learning situations
characterized by free and open communication, confrontation, acceptance, respect, the right to make mistakes,
self-revelation, cooperation and collaboration, ambiguity, shared evaluation, active and personal involvement,
freedom from threat, and trust in the self, are evolutionary in nature.  

PRINCIPLE 7: One of the richest resources for learning is the learner himself or herself

In a day and age when so much emphasis is being placed on technology we tend to overlook the richest resource
of all - the learner. Each individual has an accumulation of experiences, ideas, feelings, and attitudes, which
comprise a rich vein of material for problem-solving and learning. Situations which enable people to become
open to themselves, to draw upon their personal collection of data, and to share their data in a cooperative
interaction with others, maximizes learning. 

PRINCIPLE 8: The process of learning is emotional, as well as intellectual.

Learning is affected by the total state of the individual. People are emotional beings as well as thinking beings,
and when their feelings and thoughts are in harmony, learning is maximized. To create the optimal conditions
in a group for learning to occur people must come before purpose. Regardless of the purpose of the group, it
cannot be effectively accomplished when other things get in the way. If the purpose of the group is to carry out
a particular task, it will not be optimally achieved if the group members are in conflict and working against each
other. Often, before a group will seriously work together to accomplish a task there are many people-concerns
which must be resolved. These include finding out about the attitudes, values, and experiences, of others in the
group; establishing a niche, building trust and confidence, and setting expectations for behaviour, or norms, for
the life of the group. 

PRINCIPLE 9: The processes of problem-solving and learning are highly unique and

individual.

Each person has his or her own unique style of learning and approach to solving problems. Some styles are
highly effective, while others are less effective, some learn more quickly, some more slowly, some rely on the
visual, while others rely on the verbal. We need to assist people to define and to make explicit to themselves
the approaches they ordinarily use so they can become more aware of their learning style and solve problems,
and become exposed to alternative models used by other people. In this way they can modify their own personal
styles to become more effective learners. 

PRINCIPLE 10: Learning is sometimes a painful process. 

Behavioural change often calls for giving up old and comfortable ways of believing, thinking, and valuing. It
is not easy to discard familiar ways of thinking and behaving. 
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Personal Goals & Expectations

The idea of self-actualization, as originated by psychologist Abraham Maslow, is a near-ideal state of being. The Self-
Actualizing style is not difficult to develop. It requires only that you build confidence in yourself and your own abilities,
and that you learn what you do matters and can make a difference. It has a lot to do with trust: In yourself and the world
around you. Essential to this process is goal setting and clear expectation of ones self and others. 

Self-Actualization... is a measure of thinking that results in the highest form of personal fulfillment. Becoming self-
actualized is the final step in one’s growth and maturation process. This style of thinking is characterized by an
unusually high acceptance of self, others and situations “as they are.” Self-actualized people are creative and
imaginative, and take a unique approach to life. Individualistic by nature, self-actualized people have a strong interest
in working to become everything they are capable of being. They have a healthy sense of self-worth, a strong curiosity
about people and things, and an acute awareness of both their own actions and others’ feelings... key elements in the
self-awareness aspect of team building. Please take a few minutes to reflect on your goals and expectations.

Personal Goals:

1.

2.

3.

Personal Expectations:  

1.

2.

3.

Goals and Expectations From Others... I Can Relate With:

1.

2.

3.

Goals and Expectations for the Teams Development Overall:

1.

2.

3.
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Stages of Group Dynamics 

Researcher working on group dynamics focussed on group formation and development while observing
them over long periods of time. In general, they found groups go through the following four stages: 

Forming Stage:
Group members are not yet performing like a team and their main concerns are
“where do I fit in?” Communication can be superficial, and there are many leaders
- or at least people acting like leaders.

Storming Stage:
The team is broken up with conflict. There is usually a power struggle around four
issues: “who is the leader?”; “what is the real goal/task?”; “differences in
personality preferences”; and/or “a difficulty with someone’s behaviour.”

- Awareness - disclosure about who we are
- feedback about how others see us

- Conflicts between - similar needs and values
- differences in needs and values

- Levels of Intervention - peer to peer - group members - team leader (hierarchy)
- human resources or outside consultant interventions

Norming Stage: 
Team members have shifted their concerns to how they will behave to fit into the group. The task and core
behaviours have been defined and the team performance has taken off.

Performing Stage:

The conflict is resolved, the individuals and the team have agreed upon new ways of
relating together, and the team has good relations between members. Communication is
open, honest and direct and the team is operating at a high level of performance.

Conclusion:

- groups go through all stages (sometimes multiple times) before they perform well;
- conflict (storming) is part of the group formation, maturity and development process;
- maintaining your awareness that group dynamics is a natural and comment event;
- remember people are people with great diversity in their personalities - teams are most

effective if they are committed to working through their difference to create
synergy that will enhance the teams overall performance. 

LOW MEDIUM HIGH

TEAM MATURITY LEVEL



10

Team Development

Teams must go through developmental stages in order to reach a high level of performance. The same
developmental issues exist for management teams, task forces, and work teams. Teams must attend to their
formation, development and maturation if they are to reach potential. 

Most organizations utilize three different types of teams:

1. Management Teams have an ongoing responsibility for the activity of an organization or  an
internal component of one. These teams are generally composed of managers with  different
roles, ranging from the organization’s line of work to human resources, finance, and
sales/marketing. 

2. Task Forces are designed to achieve a particular goal, after which they disband. They may  
be charged with identifying and (possibly) solving problems. These teams are usually  
composed of people with complementary skills from different components of the  
organization who may never have worked together before. Task forces are of relatively  
short duration however, particularly in relation to management teams and work teams. 

3. Work Teams retain an ongoing responsibility for the accomplishment of a set of tasks, such  as
managing a production line in a factory or delivering a human service. Team members may
all do simular work, or they may include people with a variety of skills and roles. 

The concept of interdependence and having a solid foundation in group process skills (how groups work
together) is crucial in understanding teamwork. If the team members can succeed on their own and do not
need each other to accomplish their tasks, then there is no basis for a team. Often, however, potential team
members underestimate their true interdependence, preferring to believe that they are independent. An
important first discussion for any team is whether or not they do need to, or where they need to, work as a
team to accomplish their goals. 

What Is a Team? 

A team is a group of interdependent individuals, often with different roles and functions, whose
combined efforts toward a mutually shared goal are required for the successful completion of a task
that is moving the group towards a desired future state (vision).

What is a High-Performance Team?

A high-performance team is a group of individuals whose coordinated competence (strengths) and
personal commitment towards overall goals, core values and to each others’ success results in the
outstanding performance of team tasks.  
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How Do You Build A High-Performance Team?

What managers, team leaders, and team members need to know is how to move the team through five key
developmental stages. The successful leadership of this process builds high-performance teams; failure to
do so means results in the teams ability to use all it’s strengths, resources most efficiently and effectively
often resulting in decreased task accomplishment and therefore performance. 

Recognizing Your Stage of Development on the Way 
to Becoming a High Performance Team

Stage Member Behaviour Concerns

1 FORMING

Orientation
awareness to
group and tasks

Almost all comments are directed
to the leader
Seeking direction and clarification
Discussion is superficial and full of
ambiguity
Status accorded to members based
on roles outside the group

What is the purpose of this group?
Who is the leader? 
What is she/he like?
What role will I play in this group?
What are other members of this group
like?

2 STORMING

Conflict among
members and
with leader

Not listening leads to non sequiturs
Attempts at influence
Subgroups and coalitions form
Conflict between subgroups and
between individuals
Testing and challenging of the
leader (may be covert)
Members judge and evaluate one
another
Confusion about the task and/or
role

How much influence will I have?
What is it we really have to
accomplish?
Will I be capable of doing the tasks?
Are these tasks worth accomplishing?
Who do I like and whom likes me?
Which members see things my way?

3 NORMING

Group formation
and solidarity

The group laughs together;
members have fun
Attention is paid to group norms
Members can disagree openly with
the leader
Conflict between members
becomes suppressed 
Some jokes are made at the
leader’s expense
The group feels superior to other
groups in organization
Productivity is marginally
acceptable
Members support each other

How close should I be with group
members?
What is my relationship to the leader?
Can we accomplish our tasks
successfully?
How do we compare with other
groups?
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4 PERFORMING

Differentiation
and productivity

Roles and authority are clear and
each person’s contribution is
distinctive
Open discussion and acceptance of
differences in background and
operating mode
Members take initiative and accept
each other’s initiative
Challenging each other leads to
creative problem solving
Members seek feedback from each
other and the leader to improve
their performance
Productivity is very high

Will we be successful?
Do we have enough challenging 

work to do?
Do we have enough resources and

people to get the work done?
Can we all stay healthy and keep 

having fun?
What is expected of me? How do other
people behave around here?
How can I help others on the team?
What will my/our next assignment be?

5 EXAMINING 
Enhanced
maturity

Review of past experiences

Emotional expressiveness

Behaving in a manner that support
key maturity measures (see below)

How well did we accomplish 
our purpose?

How was our task output valued 
by the organization?

What have we learned that we can 
use next time we’re on this 
kind of team? 

How can we set ourselves up for more
success next time? 

HOW CAN I TELL IF MY TEAM HAS FORMED?

A large number of factors enter into the formation of groups. Before making a commitment to be fully involved, each
potential member usually assesses the personal importance of the group’s purpose and what would be required to
be involved. When persons first gather together, they have not yet become a group or a team. Relationships with each
other have not been formed and channels of communication have not been established. Participants varied
perceptions of the group’s purpose, goals and priorities have not been clarified. An analysis of the task(s),
preliminary to any movement towards solutions has not been made. Therefore, the major objectives of group
formation are; 

Team Formation Criteria

- a respected place for each person is secured;
- you have developed lines of open communication;
- you have developed an effective processes for making decisions, problem solving and the setting

    of priorities);
- there is clarity of roles for ones self and each team member;
- relationships to other team members are developed with a solid and open understanding of   

strengths and weaknesses;
- there is a supportive environment to help meet people's individual needs and values;
- there is a solid base of trust among team members.
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Leader Behaviours Required to Transition to a High-Performance Team

Stage Leader Behaviour 

1 Orientation awareness
to group and tasks

Provide structure by holding regular meetings and assisting in task and
role clarification
Encourage participation by all, domination by none
Share all relevant information
Encourage questions to you and to each other
To facilitate learning about each other’s areas of expertise and
preferred working modes

2 Conflict among
members and with
leader

Establish a norm supporting the expression of different viewpoints
Engage in joint problem solving
Encourage members to state how they feel and what they think when
they have strong feelings about an issue
Discuss the group’s decision-making process and share decision
making responsibility appropriately
Provide needed resources to the extent possible; when it is not
possible, explain why

3 Group formation and
solidarity

Talk openly about your own issues and concerns 
Request and give both positive and constructive negative feedback in
the group
Rotate the management of the agenda items, using both a content and
a process leader
Make consensus decision making on challenging problems
Delegate as much as possible

4 Differentiation and
productivity

Jointly set challenging goals
Look for new opportunities to increase the group’s scope and stretch
people’s strengths (talents, knowledge, skills, experiences)
Appreciate each other’s contributions
Develop members to their fullest potential through task assignment
and feedback
Help members avoid stagnation and burnout
Question assumptions and traditional ways of doing things/performing 
Develop mechanisms for ongoing self-assessment

5 Enhanced group
maturity

Facilitate a discussion on benefits of maturity-based behaviours and
have the group work to make these behaviours the norm within your
work group
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Member Behaviours Required to Transition to a High-Performance Team

Stage Leader Behaviour 

1 Orientation
awareness to group
and tasks

Ask questions in the interest of clarification
Help clarify team membership and inclusion
Help clarify the team’s tasks
Help clarify the team’s resources
Share your task-relevant knowledge and experiences (strengths)

2 Conflict among
members and with
leader

Help the team develop and clarify goals
Help the team develop and clarify roles and where they are interdependent
Disagree, when necessary, without being disagreeable/oppositional
Speak for yourself, not for others

3 Group formation
and solidarity

Propose constructive group norms (attitudes, values, beliefs, behaviours)
Try to articulate implicit group norms
Ask for feedback on your task performance
Ask for feedback on your team membership behaviour
Accept feedback that’s offered; you don’t have to act on it

4 Differentiation and
productivity

Offer help to other team members who ask for or seem to need it. 
Offer suggestions for improving task performance and teamwork
Be aware of team members’ state of health (stress etc)
Look for ways to expand the work challenge when warranted

5 Enhanced group
maturity

Help clarify accomplishments
Stress individual and organizational learning
Find appropriate mechanisms to celebrate success and enhance maturity
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Peak Experiences Team Maturity Measures

The deepening of group growth and maturity is critical for the development of highly effective teams.
Relationships and groups do develop and grow from the early stages of getting acquainted to the mature
stages of effective, smooth functioning, and ultimately to a stable state of team performance. There are no
single criterion that can be universally applied to test the degree of maturity of a group (team), but there are
a number of dimensions along which a group can assess itself in order to identify its maturity. Please assess
the following in context of where you currently see the maturity of your team;

1. Adequate mechanisms for feedback utilized

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

2.  Adequate decision making procedures utilized

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

3. Flexible organization and procedures

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

4. Maximum use of member resources and skills

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

5. Optimal cohesion within the team

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

6. Clear and open communications

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

7. Clear goals accepted by members

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree
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8. Feelings of interdependence with authority persons

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

9. Shared participation in leadership functions

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

10. Acceptance of minority views 

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

11. Diagnosis of group problems

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

12. Trust among members

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

13. Creativity and growth

1 2 3 4 5 6 7
Very Strongly Disagree       Very Strongly Agree

Groups are not going to achieve a perfect score in all dimensions. These criteria are useful in that they
permit the group [team leader] to study and understand the teams progress over time and to identify
strengths and weak spots in how the team is operating. This implies capacity to learn and puts special
emphasis on criteria number six (6) in the above list. 

In order to enhance team maturity, it is important that the ‘team leader’ encourages the group not only to
allocate time for diagnosis but to take leadership in trying to articulate and understand it own processes.
That is, to understand ‘how’ they are working together. Once a group has identified an area where members
themselves have observations to make, it is entirely appropriate for the ‘team leader’ to add his/her own
observations and to use the opportunity to deepen the members’ understanding by offering not only
observations but some group/team theory. The entire group, including the ‘team leader’ must work within
these parameters identified by the group as relevant for the group’s development. 

If the group truly does the work to develop, the team often enhances its maturity. However, if the team
either avoids the work, or does not take responsibility for development - team maturity stays where it was
and the team must expect the same performance results. At this point there is a possibility that the team
maturity will decrease even more because of commitment issues. Teamwork brings success and team and
individual empowerment. 
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Criteria For Effective Teamwork

Douglas McGregor observed and worked with many groups, especially in a managerial context. Based on
his research, observations, and his consultation with these different groups, he listed what he considered
the unique features of an effective team (McGregor, 1967). 

1. Understanding, Mutual Agreement, and Identification with Respect to the Primary Task. Team
members have clarity about their ultimate purpose or mission and are committed to its accomplishment.

2. Open Communication. Team members express their ideas, opinions, and feelings openly and
authentically. McGregor also points out that being absolutely open, regardless of the situation, is not the
criterion for effectiveness. Openness is related to the task at hand.

3. Mutual Trust. Trust and openness go hand and hand, and openness is practically impossible to achieve
without trust among team members. Trust is influenced more by actions than by words. 

Trust can be destroyed quickly and easily - one act can do it. Trust is a feeling influenced by needs,
expectations, guilt, anxieties, and the like, and it is based on people's perceptions of others and their
behaviour, not on objective reality. There are four key components of trust organized into two area’s:
Character (Integrity & Motivation) and Competence (Skills and Getting Results)

4. Mutual Support. This feature of an effective team is characterized by the absence of hostility or
indifference among members and by the presence of care, concern, and active help. 

5. Management of Human Differences. Group creativity typically comes from an open exchange of
different ideas, opinions, and intuitions, and from an active process of integrating these differences into an
outcome that represents the best of the individual contributions. Research has clearly documented that the
more groups uncover and deal with their differences, the higher the quality of their decisions will be [Hall
1971' Hall & Watson 1970; Hall & Williams, 1966]. The key is to maintain a balance between fostering
conflict of ideas and opinions and controlling these differences. The following is one example of personality
differences:
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6. Leveraging Strengths (through selective use of team members).  Being discriminatory about when
and when not to use various individuals and the team in a group endeavor is critical for performance.
Consensus-based decision making will help ensure time efficiency and a wise use of member energy.
Effective teams have the maturity to know who is best to do what and how to access and nurture individual
team strengths. 

   
7. Consensus-based Decision Making. In business and other organizations, members are less likely to
implement and support a decision if they don’t accept it. In most organizations if the members do not fully
accept a decision, they are less likely to implement or act on the decision. The coordinated and cooperative
efforts of all members are necessary for effective implementation. 

Whether your group is solving an actual organizational problem, trying to achieve goals or experiencing
how to best take advantage of an opportunity, it’s important that all members can agree with and support
the group’s decision. Therefore, we define an effective definition of obtaining consensus as: making
decisions that “everyone can live with”.

8. Group Process Skills (70.15.15). The effective team has among its membership - not just with the leader
- the variety of skills that are needed for performance of the task, process and for social-emotional aspects
of the team as a viable group. 

It is absolutely necessary that there be an adequate level of technical knowledge among the team's
membership for task accomplishment. Just as necessary are the skills required to elicit that knowledge and
integrate the various elements of it into a decision. These skills are of three types – task, process and people
(social-emotional.) Please reference the 70.15.15 Rule. The more all members of the team can develop these
three sets of skills and integrate their skills together in a synergistic manner through these ‘group process
skills’ the more effective the team is likely to be. 

9. Leadership. The leadership function of an effective team is managing and integrating the other eight
characteristics. It is unreasonable to assume that the leader alone can set direction, be open, trust and support
team members, manage individual differences, always know when to use the team as a group, provide all
the necessary task, process and social-emotional functions and ensure ‘consensus-based’ decision making
in the process of getting tasks done. In the effective team these characteristics become the responsibility and
concern of all members through the use of shared power between the team leader, middle managers and
staff.  

The team leader's job is to see that these characteristics are first identified and then become positive group
norms. In addition, the team leader is the prime coordinator, seeing that the various responsibilities for
effective team work are shared among team members and differentiated according to subtask requirements
and member talent.

Douglas McGregor, 1967
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The Group: A Cycle from Birth to Death

During our professional and social lives, we have all experienced groups that have jelled or worked and
those that have not. How is it that some groups form and develop from a collection of individuals to a
cohesive functional unit? Is there any predictability in the process or is it just “fate?”

The experience of a “good group” is frequently equated to a mystical experience: something that “just
happens,” either by divine providence or the match of astrological characteristics, or a blend of individuals’
chemistries. Conversely, the experience of a “bad or ineffective group” is attributed to poor leadership, a
lack of compatability of the members, lack of time, or inattention to process. All of these factors may affect
our experiences with groups. Groups are complex living entities, similar in many ways to the individual.
Yet few of us think about the development and growth of groups. 

In this brief presentation, I wish to share a developmental process that all groups go through. Each group
proceeds through three major stages of development, which can be compared to the infant adolescent, and
adult stages of the person. Each stage has four dimensions that need attention: Group Behaviour, Group
Task/Issues, Interpersonal Issues, and Leadership Issues. Numerous behavioural scientists have explored
each of these dimensions; I have chosen the work of Bruce W. Tuckman (1965), William Schutz (1971),
and Wilfred Bion (1961) for this presentation. 

Each stage is unique in combination to the other stages and how each group experiences and lives through
it. Each stage is lived by all groups that develop into cohesive, functional units. As in the development of
the person, certain stages may be more or less pleasant for us to experience. Each must be lived through,
however, and each can be treasured as our own unique experience in an inevitable cycle of development.

Stage I: Infancy (“Forming”)

Regardless of what events or structure gives birth to a group, it has to form, to come together. The behaviour
in Stage I are initially polite and superficial as each person seeks out similarities or common needs. While
introductions are made, each individual is testing the amount of compatability of her or his reasons for being
there with the stated reasons of other members. Confusion and anxiety abound as different styles and needs
become evident. The goal for the individual is to establish safe patterns for interaction. The group issue is
the establishment of basic criteria for membership. 

Interpersonally, each individual is working at varying levels of intensity on the issue of inclusion. Some
questions raised during Infancy are: “Do I wish to be included, here and with these people? Will they
include me, accept me as I am? What will be the price and am I willing to pay it?” The first stage reflects
dependency with regards to leadership. As confusion, ambiguity, and anxiety abound, individuals look to
whatever leadership exists in the group or the environment. Whatever direction or information is provided
is grasped for guidance. Where there is no response from the designated leadership, written descriptions or
charges to the group may become a substitute, e.g., “The training description says . . . “ If this is also
lacking, the absence of direction itself may be brought forward as direction and guidance, e.g, “As we are
receiving no direction, we must be expected to proceed ourselves and take responsibility to . . . .” Depending
on the similarities in style and needs that exists in the group, and depending on the tolerance for ambiguity
that exists in the group, this first stage may be smooth and pleasant or intense and frustrating. 
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Stage II: Adolescence (“Storming”)

When and if a common level of expectation is developed, the group can then move into the even stormier
stage of Adolescence.  Possibly the most difficult stage of development to tolerate in either persons or
group, this, stage can not be avoided, as it is a crucial stage dealing with power and decision making -
necessary skills for the future functioning of the group. 

In Stage II, after a base level of expectations and similarities is established, individuals begin to challenge
differences in a bid to regain their individuality, power, and influence. Individuals start to respond to the
perceived demands of their task, usually with a full range of emotions. Regardless of how clear the task and
structure of the group, group members react and will generally attack the designated leadership (facilitators),
as well as any emerging leaders within the group. These bids for power and influence may either take the
form of direct attacks, covert nonsupport or clear and open discussion regarding shared power.
Interpersonally, members are working through their own control needs, both to be in sufficient control and
to have some sense of direction and contribution.  

The leadership issue is one of counter dependence, i.e., attempting to resolve the felt dependency of Stage
I by reacting negatively to any leadership behaviour which is evident. By doing so, members remain
dependent in that they are not initiating but reacting. Until individuals break out of this frustrating cycle of
reaction and begin initiating independent and interdependent behaviour, they will remain in Stage II. 

As group members persevere in their attempts to create acceptable process for decision making within the
group, they will lead themselves into Stage III. The activity and skills gained in this stage are essential for
the group to proceed. If the group tries to escape from the unpleasantries of this stage, it will experience
failure and will return to Stage I and Stage II again until the process is completed and power issues
identified, including the mechanics of problem solving and decision making. The more aware the group is
of what it has accomplished in this stage, the faster the group will evolve, mature and develop in the future.

Stage III: Adulthood (“Norming and Performing”)

With the frustration of the first two stages behind them, the group can finally pull together as a real group,
not merely a collection of individuals. Here the group becomes a cohesive unit as it begins to negotiate roles
and processes for accomplishing its task. Functional relationships are explored and established in spite of
differences. The group is ready to tackle its goals, working together collaboratively. With the
accomplishment of some goals, group members may gain and share insights into the factors that contribute
to or hinder their success.

Interpersonally, members are now working out of affection or a caring about others in a deeper, less
superficial manner than before. Meaningful functional relationships develop between members. Leadership
issues are resolved through interdependent behaviour, or working with others. Tasks are accomplished by
recognizing unique strengths in the group - leading where appropriate and sanctioned and following where
productive and necessary. As this interplay occurs, trust evolves. The experience of accomplishment,
whether it be successfully reaching consensus, reaching a goal or solving a group problem, provides a
powerful unifying force. The sense of “group-ness,” a feeling of the uniqueness of the group has an identity
of its own that is in no way diminished by its having evolved through the same cycle as countless other
groups. 
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Re-Cycling Through the Process

Groups may proceed through the three stages quickly or slowly; they may fixate at a given stage; or they
may move quickly through some and slowly through others. If they do indeed complete all three stages,
however, and have sufficient time left in their life together, they will again re-cycle through the stages. This
additional development will lead to deeper insight, accomplishment, stronger trust and closer relationships.

With the accomplishment of each significant task,(or the lack thereof), the group must again address the
issue of inclusion (What does it mean to be a member now?); control (Who will influence now? How?); and
affection (How close and personal can we be? How much can we trust each other?). If the group has
learned from its past experience, following cycles will be substantially easier. 

As in any human development process, the group development cycle has pitfalls. Inattention to possible
traps may result in more frustration and anxiety than is needed in the respective stage. If no learning or
insight is gained along the way through the cycle, groups will ponder, “Why are we doing or going through
all this again?” Groups must be attentive to their process and learn through it. 

Groups may also re-cycle back to a previous stage before completing the full cycle, for a number of reasons;

_ change in the composition of the group (additions or deletions) necessitate returning to Stage I.
_ change in the charge of the group, back to Stage I. 
_ inattention to the needed activities in a stage will sooner or later require a return to that stage. 

Stage IV: Transforming

When the purpose of the group has been achieved, or if the time for the group is faced with transforming.
Transforming can take one of two paths: Redefinition: establishment of a new purpose and/or structure; or
Disengagement, Termination, or Death. The group must decide on its future or it or it will proceed down
a frustrated, unfulfilling path. The natural tendency for any group that has successfully achieved a full cycle
is to attempt to remain together in some form in the future. The shared experience - with all of its pain and
joy, its meaning and insights - bonds the members of the group together. 

When the purpose has changed or the time has elapsed, however, the group must disengage. Not
uncommonly, groups will attempt to define ways of retaining contact after separation through letters or
planned reunions in an effort to escape the pain of disengagement. But failure to disengage, to recognize
that the life of the group, as its members have experienced it, has come to an end, will only lead to a hollow,
unfinished feeling in the future. Even if the members were to remain in contact, or if a reunion were to occur
(which seldom happens), the experience will never be the same, as the contexts of each of the members will
have changed. So as the person must face the inevitability of leaving this life, members must realize that
groups too must die. But if nourished, the spirit or experience can live on. 

Experience the cycle! Share goodbyes without sorrow! Treasure the uniqueness of your experience! Open
yourself to the possibility that having learned here  you may facilitate similar experiences elsewhere, equally
unique. 
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70 % Task

15 % Social Emotional

15 %
Processes 

Group Process Skills - 70.15.15 Rule 
Working Smarter Not Harder

What is an effective group? Hackman (1983) defines effective as involving organizational standards,
member satisfaction, and the predilection of group members to work over time. In his three-dimensional
concept of group effectiveness Hackman states:

First is the degree to which the group’s production output (that is, its products, service, or decisions)
meets the standards of quality, quantity, and timeliness of the people who receive, review, and/or
use that output. 

The second dimension is the degree to which the process of carrying out the work enhances the 
capability of members to work together interdependently in the future.

The third dimension is the degree to which the group experiences contribute to the growth and   
personal well-being of team members. 

Team leaders then, help the group create it’s own path. If a group is to grow, mature, and become effective,
it must develop a sense of identity, awareness of its unique composition, skills, autonomy, and idiosyncratic
procedures. 

Managers and team members at times, have little or no idea what group effectiveness is. Nor do they have
a sense of the processes into which the dynamics of group dynamics are embedded. The ‘70.15.15 Rule’
examines three key processes contributing to group success or failure, namely, task (content), process and
social-emotion maintenance. We also explore how process norms evolve and how the team leader can
reinforce positive cultural norms and intervene on ineffective behaviours. The concept of content, process
and social-emotion maintenance is critical for effective team work and members understanding of group
process. 

The content is the work or task to be done, the
product, the discussion elements, or the service
rendered. The content is the “what,” the subject,
problem to be solved, decision to be made, the
goal, the objective. 

The process, or “how,” focusses on getting 
the group work accomplished, includes agenda 
setting, regulating time frames, problem solving, 
idea-generation, decision making techniques,
agreement etc.

The social-emotion maintenance function is 
focussed on getting the group’s psychosocial 
needs met and the development of 
satisfying interpersonal relationships. 
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Whatever the content of an operation, it has both process and social-emotion functions. It is on the process
and social-emotion maintenance that the team leader and/or group members must skillfully take the time
to effectively operate each area to work efficiently and successfully together as a team. 

Theoretically, there needs to be a balance between content discussion and process and social-emotional
maintenance with about 70 percent content (task), 15 percent process, and 15 percent social-emotional
process over the life of a group. All of the above factors contribute to the nature of the group. The team
leaders and group members must examine these dynamics as the group norms develop.  

Group Effective Considerations:

Large Group Dynamics. We sometimes think a group is a group is a group... but the size of the group
alone changes the dynamics. Small groups cease being small at about twelve to fourteen members.
Consensus decision making is difficult enough within that number; but beyond that, true consensus is all
but impossible. There is greater fragmentation in large groups, a loss of identity by members, and what
Bibb Latane called social loafing (Latane, Williams & Harkins, 1979). That is, even competent group
members let someone else do the work within a large group, break it into small work groups that report
back to the larger body. The group is manageable that way. 

Core Processes are as follows;

1. Vision, Mission & Strategic Plan 2. Organizational Core Values 

3. Effective Decision Making 4. Priority Setting

5. Role Clarity 6. Problem Solving

7. Idea Generation 8. Meeting Format

9. Evaluation and Learning 10. Resource Allocation

Core Social-Emotional Processes are as follows;

1. Building & Sustaining Trust 2. Building & Maintaining Relationships

3. Clarifying Expectations 4. Leveraging Strengths

5. Inclusion & Participation 6. Appreciation & Celebration

7. Supporting Weaknesses 8. Dealing with Conflict & Ineffective 
Behaviour

9. Meeting Organizational Needs 10. Meeting Individual Needs

70.15.15 - Effectively Managing the Group Process Skills

Copyright © 2018, Peak Experiences - The Learning Company
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Consensus-based Decision Making

Consensus-based and synergistic decision making is based on the premise that when people work well
together to solve a problem or make a decision, then they can perform beyond the sum of their individual
resources. In business and other organizations, members are less likely to implement a decision if they don’t
accept it – yet, the coordinated and cooperative efforts of all members are necessary for effective
implementation. 

A consensus decision is likely to be reached in groups using appropriate interpersonal and rational

processes. Such a decision is even more likely when:

• voting and majority rules are not used to defeat dissenting members;

• priority is placed on identifying a plan that all members can live with;

• alternative and rankings are modified to satisfy members with serious reservations; and

• members build on what they agree on (rather than focussing on what they disagree on). 

What Effective Teams Do

They utilize a good mix of skills that most often come from various members within the group. The skills
for consensus-based decision making most often come from a mix of the following two skills;

1. Good Rational Skills 2. Good Interpersonal Skills

Description of the Interpersonal Process

The interpersonal process involves various skills we use when working with others. These skills are:
listening to others, supporting their efforts to do well, differing with others constructively, when necessary;
and participating equally in discussions. Effective use of these skills results in people behaving more
cooperatively and creatively when interacting. 

Listening

People often fail to listen to each other when working in groups. Members are not listening when they are
interrupting each other, jumping from one subject to another, or carrying on more than one conversation
at a time. When one person is talking, others might be thinking about something else, preparing an argument
or response, or mentally evaluating the speaker. Active listening requires that members have...

• one person talking at a time;
• anticipate where the conversation is going;
• objectively weigh what has been said;
• try to understand contributions from the speaker’s point of view;
• periodically review and summarize what has been said (as you understand it).

• voting and majority rules are not used to defeat dissenting members;

• priority is placed on identifying a plan that all members can live with;

• alternative and rankings are modified to satisfy members with serious reservations; and

• members build on what they agree on (rather than focussing on what they disagree on).

• c c c c c c x C C C C “little c, BIG C”
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Supporting

Members of groups sometimes tend to focus on what’s wrong with an idea and immediately shoot
suggestions down. When this happens, good ideas go unrecognized, a defensive climate is created, and
people withdraw from the conversation. In situations where every bit of information is important, a lack of
supportiveness can be particularly damaging. Being supportive requires that group members:

   
 • assume that others have valuable ideas and viewpoints;
 • point out the useful aspects of ideas as they are presented;
 • help others organize their thoughts and articulate ideas;
 • build on these useful aspects.
 • avoid unnecessary criticism;
 • thank people for participating.

Differing

Some groups run into trouble because they are too supportive. Members might avoid disagreeing because
they don’t want to create conflict, offend others, or slow the group down. This can lead to the acceptance
of poor group solutions that certain members might privately question. Constructive differing requires that
members:

• avoid “group think”
• state differences as their own concerns (without implying that the person with whom   

they are differing is wrong)
• clearly specify the differences;
• focus on the reasons for the differences; 
• treat differences as a source of ideas rather than a source of interpersonal conflict; and
• “attack” the idea; not the person. 

 
Participating

Sometimes group discussions are dominated by one or two members. People might dominate discussions
because of their interpersonal style, need for recognition, or presumed status/position. However, such factors
are often unrelated to the amount of information and insight these individuals actually have about a specific
situation or problem. Thus, it’s important that all members feel comfortable enough to express their
thoughts, feelings, opinions and ideas. Full participation requires that members:

• recognize early that they are facing the problem as a group;
• state things in terms of “the group thinks that …”;
• determine whether everyone agrees with statements regarding the group’s position; and
• ask less talkative members for their ideas and suggestions;
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Description of the Rational Process

The rational process involves skills we use in thinking a problem through to a solution. These skills are:
setting objectives (i.e., aims or goals); simplifying the problem by breaking it down into manageable parts;
considering alternative strategies; and discussing adverse consequences. Effective use of these skills result
in a rational course of action - one that can be followed to a successful conclusion. 

Setting Objectives

It’s important for the group to identify its objectives and distinguish them from actions or strategies. An
example objective might be “to effectively use human resources to successfully manage the project.” An
example action or strategy is “sequencing the management activities.” When actions viewed 

  • clearly identify the objective(s) at or near the beginning of the discussion;

• discuss constraints and forces working against reaching the objectives; and

• view actions not as objectives, but rather as possible strategies for reaching objectives.

Simplifying the Problem

If, for example, the group defines its objectives as “successfully managing the project”, its next step should
be to separate the actions/strategies necessary to reach this objective into smaller, more manageable
categories (e.g., “planning”, “organizing”, etc) When groups neglect to break a problem down, they must
deal with all aspects at once. Thus, members should:

 • separate the actions/strategies necessary to reach the objectives into smaller, more   
manageable categories;

 • group each specific activity under the appropriate category.
 

Consider Alternative Strategies

The first solution proposed for a problem is not necessarily the best one. Groups that fail to acknowledge
and consider multiple solutions run the risk of accepting a less optimum course of action. It helps to list,
specify and understand alternative strategies without judging their merits. After all alternatives are suggested
and clearly understood, the group can evaluate them. Considering alternative strategies requires that
members:

• identify and clearly define multiple strategies;

• discuss the relative merits of each possible strategy; and

• do not dismiss alternatives without evaluating them.
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Discussing Adverse Consequences

In situations that are highly uncertain, it’s important to consider the possible consequences of each
alternative. If adverse consequences are considered, the group is likely to reject alternatives that are
superficially attractive. Discussing adverse consequences requires that members:

• identify the possible adverse consequences of the strategies discussed;

• estimate the likeliness of these consequences;

• estimate their severity; and

• compare alternative strategies in terms of their consequences.

Reaching a Consensus Decision

In business and other organizations, members are less likely to implement a decision if they don’t accept
it - yet, the coordinated and cooperative efforts of all members are necessary for effective implementation.

Whether your group is solving an actual organizational problem, trying to achieve goals or experiencing
how to best take advantage of an opportunity, it’s important that all members can agree with and support
the group’s decision. Therefore, we define an effective definition of obtaining consensus as “making
decisions that everyone can live with.”

A consensus decision is likely to be reached in groups using appropriate interpersonal and rational
processes. Such a decision is even more likely when:

• voting and majority rules are not used to defeat dissenting members;

• priority is placed on identifying a plan that all members can live with;

• alternative and rankings are modified to satisfy members with serious reservations; and  

• members build on what they agree on (rather than focussing on what they disagree on). 

• voting and majority rules are not used to defeat dissenting members;

• priority is placed on identifying a plan that all members can live with;

• alternative and rankings are modified to satisfy members with serious reservations; and

• members build on what they agree on (rather than focussing on what they disagree on).

• c c c c c c x C C C C “little c, BIG C”
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Consensus Decision Making

In simple terms, consensus refers to agreement on some decision by all members of a group, rather than a
majority or a select group of representatives. The consensus process is what a group goes through to reach
this agreement. The assumptions, methods, and results are very different from traditional parliamentary
procedure or majority voting methods.

Consensus is based on the belief that each person has some part of the truth and that no one has all of it (no
matter how tempting it is to believe that we ourselves really know best!) It is also based on a respect for all
persons involved in the decision being considered.

Acting according to consensus guidelines enables a group to take advantage of all group members' ideas.
By combining their thoughts, people can often create a higher-quality decision than a vote decision or a
decision by a single individual. Further, consensus decisions can be better than vote decisions because
voting can actively undermine the decision. People are more likely to implement decisions they accept, and
consensus makes acceptance more likely.

What the Consensus Process Requires

Consensus demands a high level of trust among the members of the group. People need to believe that each
member is a fair and reasonable person of integrity who has the organization's best interests at heart. There
are no perfect groups or perfect individuals, but for consensus to work the members must believe that
everyone is honestly doing their best.

Another important element of the consensus process is a good facilitator. This person is responsible for
seeing that everyone is heard, that all ideas are incorporated if they seem to be part of the truth, and that the
final decision is agreed upon by all assembled. The facilitator is the servant of the group, not its leader. It
is his/her job to draw out and focus the best thinking of the group, not to use his/her position to impose or
elevate his/her own.

It's important that the facilitator never show signs of impatience or disfavor towards an idea or a member.
Total objectivity may an unattainable ideal, but the facilitator should strive to remain as neutral as possible
in the discussion. If he/she can't manage this, then someone else should be facilitating. For this reason, many
groups rotate the facilitator role on some kind of regular schedule, or choose a facilitator for each discussion
depending on who is willing to forgo taking a more active part.

A good facilitator needs to be patient, intuitive, articulate, able to think on his/her feet, and have a sense of
humor. He/she should always be on the lookout for things that are missing--a person who wants to speak
but has been too shy, an idea that was badly articulated or dismissed too quickly but has potential, or
anything happening on the nonverbal level that might be significant. The facilitator should periodically state
and restate the ideas on the table, the elements that have been agreed on, and the questions still being
decided. This allows everyone to see that progress is being made, and to focus on the work left to be done.

Produced by Peak Experiences (www.peak.ca) Peak Experiences is not an agent of Human Synergistics.
Inc. nor are services or products by Peak Experiences endorsed by Human Synergistics, Inc. *Produced

with excerpts from project planning Leaders Guide™ Copyright 1985. 1994 by Human Synergistics

International Inc. All Rights Reserved. Used by Permission.   
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Building and Sustaining Relationships
Thriving in an Interdependent World Through Reciprocal Relationships

At the core of every organizational culture are assumptions about the proper way for individuals to relate
to each other in order to make the group safe, comfortable, and productive. When such assumptions are not
widely shared, we speak of anarchy and anomie. Whereas the previous assumptions deal with the group’s
relationship to the external environment, this set of assumptions deals more with the nature of the group
itself and the kind of internal environment it creates for itself.

Assumptions about relationships must solve the problems of;

(A) power, influence, and hierarchy; and 

(B) intimacy, love and peer relationships. 

Such assumptions will, of course, reflect the even more basic assumptions we have about human nature.
For example, if we assume that humans are inherently aggressive, we will develop a society build around
controls of such aggression and relationship expectations such as “one must take care of oneself” or “one
must compete, but compete fairly.” If we assume that humans are inherently cooperative, the expectations
about relationships might well emphasize how to cooperate to accomplish external goals. Assumptions
about relationships, therefore, will directly reflect or be coordinated with assumptions about human nature,
the nature of the external environment, and the nature of truth and reality. 

If one looks at cultures around the world, obvious differences appear in assumptions about how people
relate to each other and what the basic relational units are. At the organizational level, assumptions about
relationships will, of course, reflect the essence of the wider culture, but they become elaborated and
differentiated. Interpersonal relations are successful because partners have found effective means of making
their relationship productive and constructive rather than destructive. Successful interpersonal relationships
discover appropriate means of relating, find ways to leverage each others strengths and resolve conflicts that
arise so they don’t fester in the background. 

Key Ingredients for Relationships

Four key ingredients seem to be critical in making relationships work:

1. Respect for differences of opinion among the individuals;

2. Frequent, open, and effective communication among the individuals;

3. An underlying shared vision and core values that strengthens the relationship and helps it
endure hard times;

4. Energy into ensuring high levels of trust and overall maintenance of the relationship.
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Maintaining Relationships

It is quite clear that after relationships are established, people must contend with a challenge quite different
from the challenge of creation - the challenge of implementation and, in particular, the challenge of building
and maintaining relationships. Often this is much more difficult than people at first imagine. Not only does
this require decidedly different talents and skills, but it may also involve the addition of new people to the
teams and the number of different relationships. A relationship between two or more people can be
compared to a pair of dancers: people moving to the same rhythm, creating a delicate pattern of ebb and
flow, and, in the process, being nourished by it. Once people start ‘relating’, the focus turns not just to ways
of working but to ways of working together, such that the outcome of the dance will benefit both or all
involved. There were two characteristics in particular of this maintenance phase that seemed to be very
much of importance:

First, is the establishment of trust in both intentions and competency of each other. Second is the
establishment of a delicate balance between specialization and division of labour on the one hand and the
integration and coordination of functions within and around the relationship in the other. When trust and
balance are achieved and maintained, then a relationship can - like a pair of linked dancers - remain flexible
without falling or being torn apart. All relationships must enjoy and be nourished by the work they are doing
on behalf of the relationship. Only when the work is enjoyable and gratifying will the people be able to put
up with the stresses and strains associated with establishing and maintaining trust. 

Relate or Relationship? - The Rule of 150

There is a simple rule of thumb that distinguishes a group with real social authority from a group with little
power at all. It’s called the Rule of 150, and it is a fascinating example of the strange and unexpected ways in
which context affects the course of social epidemics and reciprocal relationships.  

There is a concept in cognitive psychology called the channel capacity, which refers to the amount of space in
our brain for certain kinds of information. As human beings, in other words, we can only handle so much
information at once. Once we pass a certain boundary, we become overwhelmed. 

What I’m describing here is an intellectual capacity - our ability to process raw information. When you think
about it, we clearly have a channel capacity for feelings and relationships as well. Take a minute, for example,
to make a list of all the people you know whose death would leave you truly devastated. Chances are you will
come up with around 12 names. That, at least, is the average answer that most people give to that question.
Those names make up what psychologists call our sympathy group. 

Why aren’t groups any larger? Partly it’s a question of time. If you look at the names on your sympathy list, they
are probably the people whom you devote the most attention to - either by telephone, in person, or thinking and
worrying about. If your list was twice as long, if it had 30 names on it, and, as a result, you spent only half as
much time with everyone on it, would you still be as close to everyone? Probably not. To be someone’s best
friend requires a minimum investment in time. More than that, though, it takes emotional energy. Caring about
someone deeply can be exhausting. At a certain point, somewhere between 10 and 15 people, we begin to
overload. 
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It’s a function of the way humans are constructed. Perhaps the most interesting natural limit, however is what
might be called our social channel capacity. The case for a social capacity has been made, most persuasively,
by the British anthropologist Robin Dunbar. Dunbar’s argument is that brains evolve, they get bigger, in order
to handle the complexities of larger social groups. If you belong to a group of five people, Dunbar points out,
you have to keep track of ten separate relationships: yours with the four others in your circle and the six other
two-way relationships between the others. 

That’s what it means to know everyone in the circle. You have to understand the personal dynamics of the
group, juggle different personalities, keep people happy, manage the demands on your own time and attention,
and so on. If you belong to a group of twenty people, however, there are now 190 two-way relationships to keep
tract of: 19 involving yourself and 171 involving the rest of the group. That’s a fivefold increase in the size of
the group, but a twenty fold increase in the amount of information processing needed to “know” and “relate”
to the other members of the group. Even a relatively small increase in the size of a group creates a significant
additional social and intellectual burden. 

If you plug in the neocortex ration for Homo sapiens, you get a group estimate of 147.5 - or roughly 150. “The
figure of 150 seems to represent the maximum number of individuals with whom we can have a genuinely social
relationship, the kind of relationship that goes with knowing who they are and how they relate to us. We can
‘relate’ to hundreds, but not have a ‘relationship.’

Dunbar has combed through the anthropological literature and found that the number of 150 pops up again and
again. When things get larger than that, people become strangers to one another. Once at that line, above the
150 point, that tipping point, is crossed, then groups begin to behave very differently. In smaller groups, the
potential for people to be a lot closer is clear and therefore getting groups into smaller working groups (5-14)
is critical.  The, getting these groups knitted together is very important if you want to be effective and successful
at getting tasks accomplished, utilizing solid processes and to maintain positive relationships.  

What you have when you have a small team is a greater ability to arrive at agreed upon goals through a decision
making process that works more on consensus. Small working groups are where everyone know’s everyone.
Peer pressure is much more powerful than a concept of a boss. Many, many times more powerful. People want
to live up to what is expected of them. It is the foundation of trust and reciprocal relationships. 

A Note on Social Loafing, Relationships & Group Size

Size is also important. The larger the group, the more difficult it is to get work accomplished, although the
potential is there (Kreeger, 1976). Moreover, as group size exceeds about twelve members, attaining consensus
in your group process decreases dramatically. “Social Loafing” (Latane, Williams, & Harkins, 1979) can occur.
It becomes easier for group members to “drop out” and not contribute to group effectiveness. Even competent
group members let someone else do the work. Kerr (1989) reports there is less satisfaction expressed by people
in large groups (larger than 14). Members participate less often and are less likely to cooperate. 

Therefore it is essential that groups larger than 14 be creative about how they share leadership and ‘selectively’
use members in smaller group settings that report back to the larger group. The group is more manageable this
way and there is a greater opportunity to leverage member skills in a reciprocal manner. 
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Methods of Building Reciprocal Relationships

Working relationships have much in common with the relationships we try to build in our personal lives.  For
example, think of how you behave (or once behaved) in trying to build a relationship with your romantic
partner. To build a strong relationship, you try to be understanding, thoughtful, considerate, sensitive to feelings,
and supportive. All of these adjectives apply equally well to what is needed to build a strong working
relationship. Fortunately, there are some key principles of building reciprocal relationships that apply in both
personal and professional life. Among these are the following;

1. Go first.

To be deserving of a relationship, you must show signs that you are willing to give to the relationship in order
to develop forms of reciprocity. Go first! When you give a favour you start to influence the interest in a
relationship and you communicate you are willing to be the first to make an investment in the relationship.
Does it feel risky? It should, because it is. It is about taking the risk of rejection. Therefore invest in caring about
serving the other person. 

2. Illustrate, don’t tell

To ensure another’s belief in you, you must demonstrate, not assert. What you claim about yourself, your
colleagues, your organization will always be received with various levels of openness, trust and skepticism
pending on the experience people have had with others trying to develop reciprocal relationships. A primary
goal of any relationship-building activity is to create opportunities to demonstrate that you have something to
contribute. There’s no better way to do this than to start contributing. 

3. Invest in the Abundance Mentality  
People need to grasp the sense of reward in cooperating with others and ask do they truly value
interdependence? As we clearly identify our values and pro-actively organize and execute around those values
on a daily basis, we develop self-awareness and an independent will by making and keeping meaningful
promises and commitments. We need to, in a deep sense, make a commitment to the Abundance Mentality, the
paradigm that there is plenty out there for everyone. A good deal of people are deeply scripted in what is called
the Scarcity Mentality. They see life as having only so much, as though there were only one pie out there. And
if someone were to get a big piece of the pie, it would mean less for everyone else. The Abundance Mentality
flows out of a deep sense of personal worth and security. It is the paradigm that there is plenty out there and
enough to spare for everybody. It recognizes the unlimited possibilities for positive interactive growth and
development, sharing of ideas, concepts and synergistic opportunities. A character rich in integrity, maturity,
and the Abundance Mentality has a genuineness that goes far beyond technique. In the end, we build
relationships that invest in each other and develop high levels of trust. 

4. Listen for what’s different, not for what’s familiar

At the core of earning someone’s trust is to convince them that you are dealing with them as an individual, and
not as a member of a group. The natural tendency for most of us is to listen for the things we recognize and have
met before, so that we can draw upon past experiences to use the words, approaches, and tools that we already
know well. It’s the way most of us work, but it doesn’t always serve us well. Before you can help someone, you
need to understand what’s on their mind. You must create situations where they will tell you more about their
issues, concerns, and needs. Only by finding out more about the individual can you decide if you want a
relationship. Only by finding out more about them can you discover how to be more effective by understanding
what will be truly appreciated and learn what the person responds to. 
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5. When you need help, ask for it. 

Frequently, people feel they need to project an aura of complete mastery in order to win another’s trust. Nothing
could be further from the truth. Helping each other is a duet, not a solo performance. It is more often the case
than not that you and others will need to ask for help in solving problems. What makes relationships reciprocal
is that you have goals you would like to accomplish and someone has something to offer. If you have joint
problems, you are keeping the focus on the problem or issue, and worrying a lot less about how you “appear.”
You are inviting each other into joint problem solving: a sure path to building trust and reciprocity. 

6. Show an interest in the person and their projects

There is no more certain way to make somebody think you are fascinating and enjoyable to be with than to keep
them talking about themselves, their motives and their goals.  It is a way of learning as much as possible about
the person so that you can figure out the right way to say things so they will listen to you. (Not everyone likes
the advice they hear) If you want to influence someone, you must find out what influences them, or at least how
they are likely to be influenced. The better you understand them, the more you will be able to find the right thing
to say that will be both helpful and acceptable. An important part of trusting is having the feeling that “this
person understands me and my goals” I can report that it is incredibly powerful. There is a difference in being
polite and being interested. 

7. Show appreciation

Everyone wants to be appreciated. There are few things more destructive to reciprocal relationships than feeling
that someone has been taken for granted. Expressing appreciation to people who invest in you and your goals
goes a long way to cementing a relationship!

Trust and Reciprocal Relationship Economics

Trust represents the level of confidence you hold in another person’s integrity, strengths, and abilities. It is the
expectation that you can count on another entity - whether it is an individual, a group, or an organization - to
do what it says it will, to fulfill its part in a relationship. Trust is necessary in the foundation of relationships,
and it is a primary survival mechanism. The following trust equation is useful in clarifying the economics of
the reciprocal relationship. 

Component Credibility Reliability Intimacy Self-orientation
(focus on others)

Calculation Trust
Factor

New
Relationship

5 3 2 8
(high: focus own needs)

10/8 1.25

Established
Relationship

7
(repeated +

experiences)

8
(highly 

dependable)

5
(high sharing 

of emotions)

4

(low: focus on other)

20/4 5

New Relationships: (C + R + I)/S = (5+3+2)/8= 10/8= 1.25

Established Relationships: (C + R + I)/S = (7+8+5)/4= 20/4= 5

The ratio of these two scenarios (in this case the ratio between 5 and 1.25, or 4 times stronger trust factor) is
of economic interest. Like many other researchers, we have found that the cost of developing new-relationships
is 4 to 7 timers higher than the cost of developing the same about of reciprocity within established relationships.
The trust equation gives us a major insight into why this is so, and what might be done about it. 
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Attitudes & Beliefs - The Root to Reciprocal Relationships

The moment you step from independence into interdependence in any capacity, you step into a leadership role.
You are in the position of influencing other people. The habit of effective interpersonal leadership is thinking
win/win. Win/win is not a technique; it’s a total philosophy of effective human interaction. Win/win is a frame
of mind that constantly seeks mutual benefit in all human interactions. Researchers in the behavioural science
field have found a number of attitudes (Taken from Human Synergistics LSI Leadership Assessment) or
attributes can be learned that help create this measure towards reciprocity;

cooperative see best in others thinks people more
important than things

genuine concern for
people

friendly sincere good at interpersonal
relations

trusted by others

helpful warm, open tries to help others leads because liked by
others

pleasant relaxed, at ease with
people

likes to share feelings
and thoughts

accepts change easily

diplomatic, tactful liked by others judgement influenced by
liking for people

likes to include others in
activities

The above beliefs measures our degree of commitment to forming and sustaining satisfying relationships. This
style represents a need for social interaction and interpersonal contact. Affiliative people seek out, establish,
value, and maintain close associations with others. These individuals appreciate people and enjoy being in the
company of others. In fact, they tend to be most comfortable when among those with whom they have
established strong emotional and social ties. Family, personal and business relationships are all equally
important to affiliative people. Others tend to see  them as warm, trusting and socially skilled. They share their
thoughts and feelings easily, and help others to feel important and worthwhile.  

In general, people with these skills have a tendency;

- to value relationships above all else;

- to need to build relationships that are meaningful and reciprocal;

- to have strong, well developed interpersonal skills; and finally

- to motivate others towards co-operation and sharing using genuine praise and friendliness.

Individuals committed to reciprocal relationships are typically well liked by both subordinates and co-workers.
They believe that personal satisfaction contributes to effective job performance and demonstrate concern for
staff members and their needs. They emphasize teamwork, and value people who cooperate and work well with
each other. To be most effective, these people must balance their considerable people skills with a concern for
completing work objectives in a timely manner. Not all relationships are reciprocal, however those that take
the personal risk time after time find the true people they can rely on for reciprocity.  
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Trust - The Glue of Society

WHAT IS TRUST?

Trust and distrust are attitudes that affect the way we think, the way we feel, and the way we act. Trusting, we
are more likely to let ourselves be vulnerable to others, to allow ourselves to depend on others, to cooperate,
to confide. We feel relaxed, comfortable, safe, and at ease. Trust also affects our understanding of other people,
our sense of who they are and what they are doing. In fact, it affects our basic conception of human nature and
our general sense of what sort of world we live in. Trust is in essence an attitude of positive expectation about
other people, a sense that they are basically well intentioned and unlikely to harm us. To trust people is to expect
that they will act well, that they will take our interests into account and not harm us. A trustworthy person is...

one who has both good intentions and reasonable competence. 

Trust is also a relational attitude: one person trusts another, or several others, or a group. When we trust, our
positive expectations have two basic dimensions: character and competency.

INTEGRITY

The first core deals with issues of integrity. While integrity includes honesty, it’s much more.  It’s
integratedness.  It’s walking your talk.  It’s being congruent, inside and out.  It’s having the courage to act in
accordance with your values and beliefs.  Interestingly, most massive violations of trust are violations of
integrity.

MOTIVATION 

The second core deals with issues of intent. The other intends to act well and does not intend to do harm.  This
has to do with our motives, our agendas, and our resulting behavior.  Trust grows when our motives are
straightforward and based on mutual benefit–in other words, when we genuinely care not only for ourselves,
but also for the people we interact with, lead or serve.  

Both integrity and intent are matters of character. 

Basic Needs and Human Motivation

Substantial research suggests that people are highly motivated to feel safe and secure, competent, connected
to others, and autonomous and authentically engaged in the way that they lead their lives. The research and
literature by Tim Kasser (2002) proposes that ones well-being and quality of life increases when these four
sets of needs are satisfied, and decreases when they are not.  

There are at least four sets of needs that are basic to the motivation, functioning and well being of all
humans.  They are the needs for;

1. safety, security and sustenance;

2. basic competency and self-esteem;

3. connectedness; and

4. autonomy and authenticity. 
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INTERNAL MOTIVATION

The forces that come from within a person to energize him/her to behave in a particular way is referred to
as internal motivation. One of the ways you can have an impact on your internal motivations is through how
you define tasks in your day. To maximize the potential for increased motivation, each individual should
experience the following:

1. Knowledge of results - an awareness of where he/she stands with respect to performance;

2. Responsibility - the perception that performance is the result of personal initiative or effort,
rather than the result of simply following directions provided by someone else;

3. Meaningfulness - the perception that the work is consistent with one’s own system of values.

You can affect the degree to which you experience these conditions through the following ways;

Knowledge of results is facilitated when the work activity provides direct and clear information
regarding how well the task is being preformed (e.g., direct contact with end users). Immediate and direct
feedback allows the individual to quickly respond to any error and provides valuable information in a timely
manner. 

Responsibility is fostered by allowing people the freedom to determine ‘how’ the work will be
carried out (also referred to as autonomy). If you plan how you approach your work, you are more likely to
feel a sense of responsibility and ownership of the results of the actions you have chosen.  

Meaningfulness is intensified when the task involves: a) using a number of different skills; b) doing
an entire, identifiable piece of work from beginning to end; and c) having an impact on others either internal
or external to the organization. People tend to attach greater value and importance to jobs that challenge
their skills, affect others, and/or are readily identifiable
 

COMPETENCE

The third core deals with issues of capabilities. The other person knows enough to be capable or skilled of doing
what is required in the situation. These competencies are the abilities we have that inspire confidence – our
talents, attitudes, skills, knowledge, and style.  They are the means we use to produce results. 

RESULTS

The fourth core deals with issues around results. This refers to our track record, our performance, our getting
the right things done.  If we don’t accomplish what we are expected to do, it diminishes our credibility. On the
other hand, when we achieve the results we promised, we establish a positive reputation of performing, of being
a producer... and then our reputation precedes us.

Both capabilities and results are matters of competence. 

“A good leader is probably no different in any culture in the sense that a good leader 
must have credibility.  That is something one establishes... based on the way 

one handles himself and by his established track record.”



40

SOCIAL AND INTERPERSONAL TRUST

Trust exists not only between people who know each other - intimates, friends, and colleagues - but also
as an attitude towards people with whom we have only a slight personal acquaintance or perhaps none at
all. We trust doctors, dentists, school principals, and store keepers, whom we encounter as individuals and
rely and depend on, but do not know well. In a more remote sense, we generally trust meat packers, car
mechanics, airport maintenance personnel, and drivers on the road. Although these forms of social trust are
so essential to modern life that social theorists have referred to trust as “social glue,” we tend not to notice
trust unless it begins to break down. 
 
Social trust and interpersonal trust are different in significant ways. Interpersonal trust is based on
experience, sometimes deep and intimate experience, with another individual. In some cases of social trust
we may have limited experience with the other persons involved; in others we have none at all. In each
case, our actions, expectations, and feelings differ because the context is different. Despite these differences
in experience and emotional tone, it is neither an accident nor a logical mistake that the word “trust” should
be used across personal and broadly social contexts. In all these contexts, when we trust we confidently
expect reliable behaviour that will not harm us; we have expectations that go beyond what evidence would
strictly warrant; we interpret what is said and done according to these expectations; we are vulnerable; and
we accept our vulnerability. 

TRUST AND BELIEFS SYSTEMS

Our trust is based on our beliefs, and our beliefs are grounded on evidence from experience. Trust is not pure
faith; we need not trust blindly. Often we have an intuitive sense of whom we can trust and whom not, relying
on a lifetime of experience of human expressions, gestures, and character. One might say, I knew she’d be
good.” Or, “The  moment I saw him, I knew I could trust him.” Or, “There was something fishy about him right
from the start.”

Trust is a risky business because the people whom we trust can let us down, and we are vulnerable to harm
when they do so. It is important to attend to the risks of trust and not to take the simplistic view that trust is
always good. Sometimes we trust too easily and risk a great deal in doing so. Our trust is generally based on
experience with other people; on the basis of that experience, we construct a characterization or picture of them.
But other people are free agents, with dimensions and depths that go far beyond our beliefs about them. We
never fully or completely know another human being. Nevertheless, when we trust, we feel confident that
another’s words and gestures represent that person as he or she is; we do not feel that we have to probe a
superficial appearance to make estimations as to what the real person is like.

Trust, then, is an attitude that affects our emotions, beliefs, actions, and interpretations. 

When one person trusts another, he or she has a positive feeling towards that other person and positive
expectations about what the other is likely to do. Trust is based on the belief that the trusted person is
competent and well motivated and therefore likely to live up to these positive expectations. 

WHAT’S INVOLVED IN BEING TRUSTWORTHY?

A key to trustworthiness is a firm sense that other people matter, a basic moral conviction that their needs and
interests count from a moral point of view and must be significant in our lives. With such a conviction, we will
not use other people as instruments for our own purposes. We will recognize that they are human beings in their
own right, not creatures for us to exploit or manipulate. If we want other people to help us with our projects,
we must explain what we are doing and ask for their cooperation. 
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Since those others are free agents, we must be willing to take no for an answer; we should not apply pressure
to persuade them to do as we wish. If we want them to agree with us, we should honestly and accurately explain
what we think, give them our reasons, and seek their consent on the basis of conversation and rational
argument. Expecting them to listen to us, we must be willing to listen to them. As people who trust ourselves,
we have learned to value our own autonomy. 

WHAT ACTIONS INDICATE TRUSTWORTHINESS?

When we are deciding whether to trust or to distrust someone, we want to know what sort of person that
individual is. We try to determine this by reflecting on things that he or she has said and done. Especially
significant for trustworthiness are...

honesty (truth-telling, respect for property); sincerity (as opposed to hypocrisy); promise-keeping;
keeping confidences and other forms of loyalty; reliability (performing expected tasks, keeping appointments,
promptness); dependability (disposition to do what is needed in a situation); competence (as pertinent to context
role); and concern for others (non-manipulativeness, protectiveness, and a capacity for empathy and sympathy).

In addition to dishonesty, unreliability, and manipulativeness, characteristics giving reasons for distrust include
defensiveness, inability to admit to making a mistake, and evasiveness or failure to accept responsibility. In
deciding whether to trust someone, we try to get an overall sense of the person’s character. In a particular
context, we focus on those aspects of character especially relevant to our well-being in the circumstances at
hand and those that may affect us, insofar as we are vulnerable to the actions of the other person. A sense of
the whole person, derived from information about a limited range of actions and statements, is then projected
onto those circumstances of concern to us. 

WHAT IS SIGNIFICANT FOR TRUST

If we trust someone, we simply feel confident that he/she will do what the situation requires. Trust is simpler
than distrust. Insofar as we can trust, we can rule out certain possibilities and complexity is reduced. If we trust
someone, we believe that he/she will do the appropriate thing. Significant factors for trustworthiness are: 

HONESTY
Truth telling, respect for property.

SINCERITY
As opposed to hypocrisy.

PROMISE KEEPING
Keeping confidences and other forms of loyalty.

RELIABILITY
Performing expected tasks, keeping appointments, promptness.

DEPENDABILITY
Disposition to do what is needed in a situation.

COMPETENCE
As pertinent to context of role.

CONCERN FOR OTHERS
Non-manipulativeness, protectiveness, and a capacity for empathy and sympathy.
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THE HARMFUL EFFECTS OF DISTRUST

We cannot assume that distrust is always negative or argue that trust generally is healthier and better than
distrust. Some people really are unreliable, even treacherous, and they deserve to be distrusted. By distrusting
them, we may protect ourselves from tension, inconvenience, and sometimes serious harm. Whether we should
trust or distrust, and to what degree, depends on what evidence and feelings we have and how vulnerable we
are. But even allowing that distrust is often warranted and sometimes protective, there are costs to distrust when
it affects personal relationships.

The feeling of distrust is usually accompanied by pretense, because in adult life people as a matter of habit and
etiquette play along with professed roles and conventions. When we feel distrust, we seldom express it; it is
somehow rude and confrontational to do so. People present a certain face or image to others, conveying their
own sense of who they are, where they fit into the social world, and what they are doing; and normally we help
each other to preserve a pleasant social face. We create an ordered social reality where we assist others to seem
to be what they purport to be. In social encounters, we nearly always try to preserve our self-image and save
face. When we distrust someone, when we doubt that he is what he purports to be, social convention almost
requires that we disguise our own attitude, hide our doubts, and pretend that all is well. We help each other save
face, even when we have good reason to think that something is wrong. Distrust is reconciled with good
manners only by pretense. Inhibiting doubts and acting as though things are normal can be stressful, making
communication and the conduct of a relationship unnatural. Openness, self-disclosure and intimacy become
impossible. Falseness, the mutually contrived social life, is the result.

It was not an adult trained in social etiquette who said that the emperor had no clothes; it was an innocent and
impolite child. Social convention makes it difficult to express our distrust because that amounts to challenging
the other person’s conception of himself or herself. But when we feel suspicious and say nothing, we fall into
hypocrisy (lip service to) ourselves. 

Distrust is harmful to relationships. We feel uneasy and tense, suspicious of the other, uncertain as to what he
or she might do. We are not relaxed; we have no way of simplifying our assumptions about the other. If, on the
contrary, we trust someone, we simply feel confident that she will do what the situation requires. Trust is
simpler than distrust. Insofar as we can trust, we can rule out certain possibilities and complexity is reduced.
If we trust someone, we believe that he will do the appropriate thing, and there is a whole range of
inappropriate things that he might do which we need not consider. To coordinate activities and manage even
mundane matters with people whom we do not trust is at best difficult, at worst impossible. Distrust leaves
virtually every possibility open, implying anxiety, fear, lack of openness, and poor communication. Given an
attitude of distrust, communication is virtually impossible. 

Where distrust is warranted by evidence and past behaviour, we cannot sensibly will ourselves to trust in order
to establish openness and simplify life. Distrust is a barrier to many good possibilities between people. It works
to separate us from each other because we cannot act naturally. Distrust prevents people from sharing pleasures
and confidences, exchanging help and advice, and working together towards joint goals. If distrust is so extreme
that we need always consider the possibility that the other is dissembling, pretending, and hiding things, there
is scarcely a relationship at all. When the other says something, what do they mean? Probably not what they
say. Perhaps - but only perhaps - the direct opposite. Perhaps nothing at all. With so many possibilities to be
considered, there is little point in trying to communicate. 
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COPING WITH DISTRUST

If we are unwilling or unable to abandon a relationship and apparently cannot establish trust within it, coping
with or "managing" distrust appears to be the only alternative. In such situations we have many strategies. None
is fully effective, but all are worth examining.

SEEKING REASSURANCE

In intimate relationships a common approach to distrust is to seek assurances from the other. Such an approach
is natural for one in a position of lesser power and greater vulnerability. Paradoxically, the very distrust that
makes someone need reassurance makes them disbelieve those they distrust.

RULES

The relationship between trust and rules is an awkward one. The greater our trust, the less we need rules. The
lesser our trust, the more we are inclined to appeal to rules - but the less useful those rules are likely to be. 

CONTRACTS

Though helpful on occasion, they do not eliminate the need for trust.  By themselves, bargains and contracts
cannot replace trust and are at best a partial strategy for managing distrust.

CONTROL

This is a tempting response for certain group members or others who are in a position to try to exercise their
power. Distrusting, we cannot relax and let the other person follow their own instincts and their own judgment..
It undermines the autonomy of others and it alienates us from them. The effort to control is an expression of
distrust and not a solution to problems of distrust.

SURVEILLANCE

Surveillance is, in effect, an attempt to extend control (or the potential for it) to occasions when one is not
present. Surveillance is a violation of privacy that will not be taken lightly. What is sought in surveillance is
knowledge of the other's activities in your absence; knowledge by which one seeks to control or punish the
other. In knowing these activities, one hopes to prove or disprove the other's loyalty and dependability. 

THE LAW

Laws establish expectations and confidence that most behaviour will conform to basic moral norms. They can
affect compliance, and compliance - though less so than integrity and trustworthiness - remains important.
Legal proceedings and injunctions in themselves do little or nothing to address problems of distrust. On the
contrary, recourse to the legal system is an expression of distrust and sometimes a cause of distrust, not an
effective method of handling it.

Taken and Adapted from Trudy Govier - ‘Dilemmas of Trust’ 
& from Stephen Covey - ‘The Speed of Trust’
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Three Revolutionary Tools for Leveraging Strengths

"What do you need to build your life around your strengths?"

The advice, "capitalize on your strengths and manage around your weaknesses," is easy to grasp. However
as you probably know from experience’, it is hard to apply. After all, building a strong life will always be
a challenging assignment involving a myriad of different variables: your self-awareness, your maturity, your
opportunities, the people with whom you surround yourself, the people from whom you can't seem to
escape. To be clear at the outset, I need to tell you what this article can and cannot provide as you build a
new, strengths-based image of yourself.

I cannot show you the completed image; even if we did, the picture would be instantly inaccurate since each
of us is never completed. Nor can we tell you how to learn. As you are doubtless aware, it will always be
your responsibility to  take the action, ponder the repercussion, and slide the learning into place. No one else
can do that for you.

However, what I can offer you are the three revolutionary tools you will need to build a strong professional
life:

1. The first revolutionary tool is understanding how to distinguish your natural talents from things you can
learn. 

I have defined a strength as consistent near perfect performance in an activity. All right, but how do
you get there? Can you reach near perfect performance in any activity you choose just as long as you
practice and practice, or does near perfect performance require certain natural talents?

If you struggle to build a network of people who are prepared to go out of their way to help you, can you
become an excellent networker with practice? If you find it difficult to anticipate, can you learn to devise
perfectly crafted strategies? If you often find yourself unable to confront people directly, can you with
discipline and practice become extraordinarily persuasive?

The question isn't whether or not you can improve at these activities. Of course you can. Human beings are
adaptable creatures, and if it is important enough for us, we can get a little better at virtually anything. The
question is whether you can reach consistent near perfect performance in these activities through practice
alone. The answer to this question is "No, practice doesn't necessarily make perfect." To develop a strength
in any activity requires certain natural talents.

This raises some slippery questions. What is the difference between a talent and a strength? Which aspects
of a strength in networking or strategizing or persuading can be learned, and which aspects are innate? What
role do skills, knowledge, experience, and self-awareness play in building a strength? If you don't know how
to come to grips with these questions, you may waste a great deal of time trying to learn strengths that aren't
learnable, or, conversely, you may give up too early on strengths that are.

To answer these questions you need a simple way to differentiate between what is innate and what you can
acquire with practice. 
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Specifically, I will introduce you to three carefully defined terms:

• Talents are your naturally recurring patterns of thought, feeling, or behaviour.

• Knowledge consists of the facts and lessons learned.

• Skills are the steps of an activity.

These three-talents, knowledge, and skills-combine to create your strengths.

For example, to be drawn toward strangers and to enjoy the challenge of making a connection with them
is a talent (defined in the literature of Strengths-Finder Profile actually measures as the theme "Woo"),
whereas the ability to build a network of supporters who know you and are prepared to help you is a
strength. To build this strength you have perfected your innate talent with skills and knowledge. Likewise,
to be able to confront others is a talent (defined as the theme Command), whereas the ability to sell
successfully is a strength. To persuade others to buy your product you must have combined your talent with
product knowledge and certain selling skills.

Although it is occasionally possible to build a strength without acquiring the relevant knowledge and
skills-there are "natural" salespeople who have so much innate talent for persuasion that they can sell even
though their knowledge of the product is rather limited-it is never possible to possess a strength without the
requisite talent. In many roles you can acquire the relevant knowledge and skills to the point where you are
able to get by, but no matter what the role, if you lack the necessary talents, you will never be able to have
consistent near perfect performance.

Thus, the key to building a bona fide strength is to identify your dominant talents and then refine them with
knowledge and skills. Remember that many people don't appreciate what talents are, let alone what their
talents are. They think that with enough practice almost everything that is learnable. They don’t actively
seek knowledge and skills to enhance their talents. Rather, they fall into the trap of trying to acquire as much
knowledge and as many skills as they are able in the hope of bettering themselves in some general way,
smoothing out their rough edges, and emerging suitably well rounded.

To build your strengths you must avoid this trap. Don’t sign up blindly for leadership skills training or
listening skills or empathy skills or public speaking skills or assertiveness skills or any of those
well-meaning classes and expect dramatic improvement. Unless you have the necessary talent, your
improvements will be modest. You will be diverting most of your energy toward damage control and very
little toward real development. And since you have only a finite amount of time to invest in yourself, you
have to decide whether a fixation on damage control will net you the best return.

We suggest you take a close look at knowledge, skills, and talents. Learn to distinguish each one from the
others. Identify your dominant talents and then in a focussed way acquire the knowledge and skills to turn
them into real strengths.
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2. The second revolutionary tool is a system to identify your dominant talents. 
There is one sure way to identify your greatest potential for strength: Step back and watch yourself for a
while. Try an activity and see how quickly you pick it up, how quickly you skip steps in the learning and
add twists and kinks you haven’t been taught yet. See whether you become absorbed in the activity to such
an extent that you lose track of time. If none of these has happened after a couple of months, try another
activity and watch – and another. Over time your dominant talents will reveal themselves, and you can start
to refine them in a powerful strength.

3. The third revolutionary tool is a common language to describe your talents. 
We need a new language to help explain the strengths we see in ourselves and others. This language must
be precise; it must be able to describe the subtle ways in which one person differs from another. It must be
positive; it must help us explain strength, not frailty. And it must be common; it must be a language in
which we are all fluent so that no matter who we are or where we are from, we all know exactly what is
meant when someone says, "Marcus embodies Command" or "Don exhibits Achiever."

The sorry truth is that the language available, the language of human strength is still rudimentary at best.
Take the term "people skills" as an example. If you say that two people have "people skills," what does that
tell you about them? It tells you they both seem to relate well with people, but probably not much else. It
doesn't tell you, for example, that one excels at building trust with people once the initial contact has been
made, while the other is brilliant at initiating the contact. Both of these abilities have to do with people, but
they are obviously not the same. Yet this difference has practical implications. Regardless of experience or
education, you wouldn't necessarily put the great trust builder in the same role as the great networker. Nor
would you expect them to connect with customers and associates in the same way. Nor would you expect
them to derive the same kind of satisfaction from their work. Nor would you necessarily manage them in
the same way. Since these variables combine to create each one's performance, knowing who is the
instinctive trust builder and who is the networker might make the difference between success and failure.
In this situation the term "people skills" simply doesn't help you very much.

Knowledge and Skills
"Which aspects of you can you change?"

KNOWLEDGE

For the purposes of building your strengths, there are two distinct kinds of knowledge.  You need both, and,
fortunately, both can be acquired.

First, you need factual knowledge, which is content. For example, when you start to learn a language,
factual knowledge is the vocabulary. You must learn what each word means, or you will never be able to
speak the language. In the same vein, salespeople must spend time learning their products' features. Pilots
must learn the call sign protocols. Nurses must know exactly how much Novocain is appropriate for each
procedure.

Factual knowledge such as this won't guarantee excellence, but excellence is impossible without it. Thus,
no matter what your skills or talents, you will never excel at painting if you don't know that red and green
paint, when combined, create the colour brown. Factual knowledge such as this gets you into the game.
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The second kind of knowledge you need is experiential, which isn't taught in classrooms or found in
manuals. Rather, it is some thing that you must discipline yourself to pick up along the way and retain.

Some of it is practical. For example, Katie M., a producer of segments for a morning television show,
initially struggled to produce clear and compelling two-minute pieces. She gradually realized that she was
ignoring the most important rule of journalism: Always set the stage. Regardless of how creative the rest
of the piece was, if the audience wasn't told immediately whom they were watching and why, they would
quickly tune out.

That example concerns the way a performance is staged, but as you can imagine, experiential knowledge
takes a multitude of forms. The salesperson discovers that the first and most important sale she makes is
the prospect's assistant. The marketing executive notices that if you want to sell to mothers, radio ads work
a lot better than television ads (for busy mothers the radio is a more constant companion than the television).
Both of these people have picked up an important tidbit of knowledge, and each now performs better as a
result.

Every environment offers chances to learn. Clearly, to develop your strengths it is your responsibility to
keep alert for these opportunities and then to incorporate them into your performance.

Some experiential knowledge is more conceptual. Take most obvious examples: your values and your
self-awareness. Both of these need to be refined if you are to build your strengths, and, again, both of them
can be developed over time.

SKILLS

Skills bring structure to experiential knowledge. What does this mean? It means that, whatever the activity,
at some point a smart person will sit back and formalize all the accumulated knowledge into a sequence of
steps that, if followed, will lead to performance-not necessarily great performance but acceptable
performance nonetheless.

Skills enable you to avoid trial and error and to incorporate directly into your performance the best
discoveries from the best performers. If you want to build your strengths, whether in selling, marketing,
financial analysis, flying, or healing, you will need to learn and practice all the relevant skills available.

However be careful, skills are so enticingly helpful that they obscure their two flaws. The first flaw is that
while skills will help you perform, they will not help you excel. If you learn the skills of public speaking,
you may wind up being a better public speaker than you were before, but lacking the necessary talents. Thus,
in the same way that learning the grammar of language will not help you write beautiful prose, learning a
skill will not necessarily lead to near perfect performance in any activity. Without underlying talent, learning
a skill is a survival technique, not a path to glory.

The second flaw is that some activities, almost by definition, defy being broken down into steps. Take
empathy, for example. Empathy is the talent to pick up on the feelings of other people. No matter how smart
you are, can you really break empathy down into a series of measured steps? Surely empathy happens in the
moment. 



48

As you talk to someone, you notice a minuscule pause before he mentions someone's name. You
instinctively realize that he has paused every time he was about to mention this person's name. You ask
about this person, and when responding, he is a little too effusive. It's something in his voice. He is one
decibel too loud, one tone too positive. And just then your brain hands the explanation to you: He is deeply
upset with this person.

This is what real empathy is like-immediate, instantaneous, instinctive. When you think about it, this is what
real assertiveness is like. This is what real strategic thinking is like. This is what real creativity is like. No
matter how smart the observer, no matter how well intentioned, he is not going to be able to break these
activities down into preplanned steps. In fact, as you may have experienced, his efforts to do so may actually
end up confusing you.

The bottom line on skills is this: A skill is designed to make the secrets of the best easily transferable. If you
learn a skill, it will help you get a little better, but it will not cover for a lack of talent. Instead, as you build
your strengths, skills will actually prove most valuable when they are combined with genuine talent.

TALENT

What is talent? Talent is often described as "a special natural ability or aptitude,” but for the purposes of
strength building we suggest a more precise and comprehensive definition, which is derived from our
studies of great managers. Talent is any recurring pattern of thought, feeling, or behaviour that can be
productively applied. Thus, if you are instinctively inquisitive, this is a talent. If you are competitive, this
is a talent. If you are charming, this is a talent. If you are persistent, this is a talent. If you are responsible,
this is a talent. Any recurring pattern of thought, feeling, or behaviour is a talent if this pattern can be
productively applied.

By this definition even seemingly negative traits can be called talents if they can be productively applied.
Obstinacy? Being obstinate is a talent if you find yourself in a role where sticking to your guns in the face
of overwhelming resistance is a prerequisite for success-a sales role, for example, or a lawyer in a
courtroom. Nervousness? Being nervous is a talent if it causes you to ask yourself "What if?" and to
anticipate potential pitfalls and design contingency plans. This kind of scenario planning can prove very
productive in a variety of roles.

Notes Adapted From "Now, Discover Your Strengths" by Marcus Buckingham
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How Can I Manage Around My Weaknesses?

Many of us are obsessed by our weaknesses. No matter how proud we are of our strengths and no matter
how powerful these strengths can sometimes appear, we suspect that our weaknesses are lurking, dragon
like, in the depths of our personality. My hope is that you can come to realize that your weaknesses are
much less imposing - more like gremlins, perhaps, than dragons. If left to their own devices, however,
gremlins can still cause their fair share of havoc. Hence, the best advice is not to focus on your strengths
and ignore your weaknesses but, rather, to focus on your strengths and find ways to manage your
weaknesses. So what is the most effective way to manage a weakness?

To begin with, you need to know what a weakness is. Our definition is:

“a weakness is anything that gets in the way of excellent performance.”

To some this may seem to be an obvious definition, but before skipping past it, bear in mind that it is not
the definition of weakness that most of us would use. Most of us would probably side with Webster's and
the Oxford English Dictionary and define a weakness as "an area where we lack proficiency." As you strive
to build your life around your strengths, I would advise you to steer clear of this definition for one very
practical reason: Like all of us, you have countless areas where you lack proficiency, but most of them are
simply not worth bothering about. Why? Because they don't get in the way of excellent performance. They
are irrelevant. They don't need to be managed at all, just ignored.

Five Creative Strategies for Managing Weaknesses

1. Get a little better at it. 
This first one doesn't sound very creative, but in a few specific instances it is the only workable strategy.
Some activities are baseline requirements for almost any role: being able to communicate your ideas, for
example; or listening to others; or organizing your life so that you are where you need to be on any given
day; or taking responsibility for your performance. If you do not possess a strength in an area you must  -
you will need to hunker down and work to get a little better. You may not enjoy this hunkering, and you will
most certainly not reach excellence if this is all you do, but you need to do it nevertheless. Otherwise these
weaknesses may well undermine all your great strengths in other areas.

If working to get a little better proves too draining, try the next strategy: Design a simple support system
to neutralize your weakness.

2. Design a support system. 
During our research many idiosyncratic support systems kept cropping up. We heard from a congenitally
disorganized manager whose support system was the commitment she made to herself that she would
always clean out her desk completely once a month. We interviewed another person, a teacher, who was
cursed with such a chronically short attention span that she found it virtually impossible to stay focussed
enough to mark all of her students' papers. Her support system? A rule never to mark more than five papers
at a time. Mark  five, then get up and make a cup of coffee. Mark another five, then feed the cat.
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You have only a certain amount of time to invest in yourself. A system that stops your worrying about a
weakness is freeing up time that can be better spent figuring out how to refine a strength. Sometimes you
don't have to look very far to find the right support system because it can be provided by one of your other
strengths. Hence this next strategy. 

3. Use one of your strongest talents to overwhelm your weakness. 
After a decade of being defined by weakness, with lots of time desperately trying and failing to fix it, people
are fortunate if they can recognize their own talents and if properly cultivated, they can free you. As you
strive to manage around your weaknesses, keep your mind open for the talents you have that can allow you
to use the power of your strengths to trump weaknesses. 

4. Find a partner. 
Partnership is one of the lost arts of the organizational and corporate world. With job descriptions of the
perfect incumbent running to two full pages, and lists of the required competencies growing ever longer,
we have become indoctrinated with the notion that an effective employee is a well-rounded employee. In
the face of this indoctrination it is little wonder that so many of us forget that this perfect well-rounded
employee is a figment of someone's imagination and that, instead, the "rounding" help we need may well
lie in those around us.

By contrast, among the excellent performers we interviewed, we found thousands who had become experts
in the art of complementary partnering. They not only could describe their strengths and weaknesses in vivid
detail but also identified someone close by whose strengths matched their weaknesses. Some of these
weaknesses were knowledge or skills weaknesses, and so the matching strengths were quite easy to spot.
What is impressive is simply each person's willingness to admit his imperfection. It takes a strong person
to ask for help.

5. Just stop doing it. 
This strategy is a last resort, but when for one reason or another you are forced to try it, you may be
surprised by how empowering it can be.

Many of us lose a great deal of time, trust, and respect trying to learn how to do things we simply don't need
to do. Why? Because we are encouraged to. Overeager human resources departments insist on defining roles
by how the work should be done rather than by what the work should achieve. They legislate style rather
than outcome, thus condemning each employee to learn the desired style.

In Summary
My advice on how to deal with a particularly persistent weakness? Stop doing it and see whether anyone
cares. If you do, they said, three outcomes may surprise you. First, how little anyone cares. Second, how
much respect you earn. And third, how much better you feel. By confessing one of your weaknesses and
announcing your intention to give it up, you may net the same outcome. Confess that you have lost the battle
with your unfixable weakness, and you may well win the trust and respect of those around you.

No matter which strategy you use, never lose your perspective. These strategies do not transform your
weaknesses into strengths. They are designed to help you manage around a weakness so that it doesn't get
in the way of your strengths. As we have seen, this damage control can be valuable, but on its own it is not
enough to lift you to excellence.
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Group Norms: Some Things Can’t Be Legislated

Think of the circumstances under which we come together in groups: the middle-management team at the
plant, the outdoor expedition group, the church finance committee, passengers on a bus, a class in
emergency procedures, a social gathering, a jury. Most of us have experienced these kinds of groups. Most
of us have experienced the discomfort that comes from not knowing what the ‘ground rules’ are when we
enter a new group, as well as the comfort of knowing them, or the frustration of trying to live with ‘rules’
which, though unspoken, seem to prevent us from being or doing what we really want to be or do. 

These usually unspoken and unexamined ‘rules,’ which determine what is and what is not acceptable
behaviour in the group, are not really rules at all: they are behavioural norms... or EXPECTATIONS.  The
group leader for example, may have a rule (stated and known to all) that the weekly management meeting
will start at 9:00 am. Anyone watching the group, however, will note that the meeting usually starts between
9:20 and 9:30 am, without anyone’s taking exception to it. A new member of the group must somehow learn
this norm. In another instant, a person who swears like a trooper at work may use much more decorous
language when meeting with a youth group, though the group has never discussed the issue nor established
a ‘rule’ about it.  

A norm, then, is an operational entity. It comes into being as a result of what the group is and does. Over
a period of time, for example, as a group forms, the members somehow come to know that it is acceptable
to do something (Frank doesn’t interrupt anybody). Since this usually happens without the group’s
conscious awareness, norms can develop which block or hinder the group from doing what it really wants
to do. For this reason it is often useful for a group to identify important norms, judge whether they are
facilitating or blocking, and then decide how to go about developing new ones if the old will not do. 

Facilitating and Hindering Norms

Facilitating Norms Hindering Norms

Collaborative behaviour Competitive/Individualistic Behaviour

Dealing with the hear-and-now Dealing with the there-and-then

Accepting my own and others feelings Censoring and/or denying own feelings; criticism
or evaluating others’

Respect for the individual Insistence upon conformity to the group

Describing other persons’ behaviour Inferring the motivation behind

Recognition that behaviour has consequences Insistence that a person “should” or “should not”
behave in particular way
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What is Normal?

Norms for the Functional Work Group

Openness, risk-taking, self-disclosure, helpful feedback, experimentations are all necessary to the process
of developing and maintaining healthy group norms. They will not exist simply because the group wants
them to, insists that they should, or pretends that they do. If a group has to say 'Come on Henry; you can be
open in here,' then being open is an expectation not “Normal’. Solid trust is not built on rules, promises,
desires, or illusions; it is built on behaviours that generate what becomes normal, acceptable and predictable
in the group’s interactions.

Norms are not good and bad; they are effective or ineffective - they help the group or they hinder it. Often
we are not consciously aware of our norms but most of us must know they exist because we behave in ways
that are responsive to them. Identifying and examining group norms is often hard work and we may struggle
against it, but sometimes - especially when nothing seems to be going right - our best hope may lie in paying
some attention to our behaviour and to what that behaviour says about 'what it's O.K. to do here and what
it's not O.K. to do.' 

STATED RULES / EXPECTATION ACTUAL NORMS

Positive Examples 

People should work with integrity. People do what they say they are going to do.

We want a sense of play here at work. People have fun and get the work done. 

People should address problems immediately. People address problems in a timely and immediate
fashion. 

People should offer helpful feedback. Individuals accept and encourage helpful feedback. 

Negative Examples 

All members should contribute equally. Some people are slackers and others are overloaded
with responsibility as a result.

People should be open with their feelings. Feelings are expressed if they are positive.

People should support each other here. People talk behind the back of others in negative
ways.

All members should be included in discussions. The discussions are dominated by one gender or one
culture.
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Creating Group Behavioural Expectations

It’s easier for group members to work with others in a place where they know what is expected and what
will occur if expectations are not followed. Group members are more comfortable and more productive in
group settings when the atmosphere is more predictable. Agreed upon expectations benefit all members of
the working group and when followed, things run more smoothly and they ensure that everyone is treated
fairly and no one suffers as they might if everyone did “their own thing.” 

Setting agreed upon expectations let people know how to act as a trustworthy member of the group.

Enforcing Group Norms

How do you keep good relations with your group members, make sure work gets accomplished and
guarantee group members adhere to agreed upon group expectations (norms)? It seems that one minute you
wear your “friend hat” and then you must change to your “police hat.” Enforcing group expectations (or
rules) is not a popular job, but it is one groups members must do if they wish the group to function
cohesively and effectively. In most peoples’ minds, rules mean discipline and punishment. Your behaviour
must be somewhere between being a “buddy” and acting like the “heavy.” 

What Are Group Rules? 

Group rules are forms of “expectations” that are a way of being sure group members act in ways that are
consistent with what members would like to see and know are effective for solid group functioning. Proper
rules that are followed by your group members benefit everyone.  

Group Member’s Role in Holding People to Common Expectations

When rules are enforced properly, you can do what is expected of you and you can get group members to
do what is expected of them. You can gain group members’ respect and keep each other from being upset
with each other. The big “pay off” is that if everyone helps enforce rules and expectations correctly and
consistently you will not have to deal with in-effective behaviour over and over again. Proper enforcement
of group expectations should take care of problems the first time. To play a role as a group member you
must:

1. Discuss and obtain agreement on group expectations early in your group’s development;

2. Understand and clearly communicate the group expectations and the reasons for them;

3. Check every ones understanding and watch to see if they follow the rules;

4. Set a good example by following the groups expectations yourself;

5. Avoid being critical of the rules;

6. Enforce all rules fairly as a group and in the same way for everyone;

7. Groups members will need to discuss how they will enforce any rules that are not followed.
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Participation and Inclusive in Group Process

I start off this section of the manual looking at the critical difference between empowerment and
participation. To understand empowerment, it's important to first distinguish it from participation.

Empowering means group members are given freedom in determining how to implement decisions.
Empowerment facilitates innovation, or ‘doing new things.’

Participating means group members are involved in determining what the decisions will be. Participation
enhances creativity, or ‘thinking up new things.’

As a result of a dramatic, albeit gradual, shift in management philosophies and practices, members at all
levels of the hierarchy now have a voice in what goes on within their organizations. By asking yourself these
questions when determining if (and to what degree) employees should participate in a particular decision,
you're considering four criteria of effective decision-making:

1. The importance of quality of the decision.

2. The extent to which acceptance of the decision is necessary (for implementation). 

3. The time available to make the decision.

4. Opportunities for developing the members of your group. 

Managing Internal Integration

If a group is to accomplish tasks that enable it to adapt to its external and internal environments, it must be
able to develop and maintain a set of internal relationships among its members. The process that build and
develop the group occur at the same time as the processes of problem solving and task accomplishment.
What we ultimately find to be the culture of the group will reflect both externally and internally oriented
processes. The processes that allow a group to internally integrate itself reflect the major internal issues that
any group must deal with, as summarized below. 

1. Creating a common language and conceptual categories: If members cannot communicate with and
understand each other, a group is impossible by definition. 

2. Defining group boundaries and criteria for inclusion and exclusion: The group must be able to
define itself. Who is in and who is out, and by what criteria does one determine membership? 

3. Distributing power and status: Every group must work out its pecking order, its criteria and rules
for how members get, maintain, and lose power. Consensus in this area is crucial to help members
manage feelings for aggression (people feeling they are above the group, use the group for self etc).
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4. Developing norms of intimacy, friendship, and love: every group must work out its rules of the game
for peer relationships, for relationships between the sexes, and for the manner in which openness
and intimacy are to be handled in the context of managing the organization’s tasks. Consensus in
this area is crucial to help members manage feelings of affection and love. 

5. Defining and allocating rewards and punishments: Every group must know what it’s heroic and
sinful behaviours are and must achieve consensus on what is a reward and what is a punishment.

6. Explaining the unexplainable - ideology and spirituality: Every group, like every society, faces
unexplainable events that must be giving meaning so that members can respond to them and avoid
the anxiety of dealing with the unexplainable and uncontrollable. 

Deciding Group Boundaries for Inclusion and Participation

If a group is to function, develop and mature, one of the most important areas for clear consensus is the
perception of who is in the group and who is out, or not in, and by what criteria the decisions are made. New
members cannot really function and concentrate on their primary task if they are insecure about their
membership, and the group cannot really maintain a good sense of itself if it does not have a way of defining
itself and its boundaries. 

Initially, the criteria for inclusion are usually set by the leader, founder, or convener, but as the group
members interact, those criteria are tested and a group consensus arise around the criteria that survive the
‘norms’ test. In a young group, there is often debate over who should have what key roles and who should
be ejected because they do not fit in. At the same time the criteria of inclusion are themselves being forged,
tested, and articulated so that they become clear to everyone. Such debate also provides for testing of
mission statements, goal clarity, core values illustrating how several cultural elements are simultaneously
being created, tested, articulated, and reinforced. 

One way of determining a group’s core assumptions is to ask present members what they really look for in
new members in order to detect what they really look for in new members and to examine carefully the
histories of present members in order to detect what accounts for their inclusion in the group. Prior
education may be a key criterion for membership and inclusion, for others it may be the need for a scientific
back ground, highlighting the assumption that if one is to succeed in the organization, one must understand
the scientific base on which it was built. 

Who is in and who is out applies not only to the initial hiring decision but continues to have important
symbolic meaning as one progresses in the group. Differential treatment rules often begin to be applied.
Insiders get special benefits, are trusted more, get higher rewards, are listen to more often, and most
important, get a sense of identity from belonging to a defined organization. Outsiders not only get fewer of
the various benefits and rewards but, more important, lose specific identity. This dimension of human
movement (insider or outsider - and to various degrees) is critical for how groups build a inclusive and
participatory process. Again, consensus (I can live with this) forms important criteria for inclusionary
movements leading to stronger group confidence, maturity and overall productivity. 
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Deciding Whom To Involve in a Decision

Whom to involve, and how, is your very first decision as a manager or group facilitator. The number of
people you can involve ranges from none, when you make a decision single-handedly, to all, when you lead
a whole team searching for consensus. 

Using advisors: The argument for making collective decisions are powerful. The saying that “two heads
are better than one” is a good one, although this can be countered by the maxim that “too many cooks spoil
the broth.” Synergistic Decision making is based on the premise that when people work well together to
solve a problem or make a decision, then they can perform beyond the sum of their individual resources.
(not just involvement). 

Key research on groups states that groups of 7-8 are ideal for synergistic decision making;

Groups of 12-14 can be powerful if managed by a skilled leader. 

Involving Others in Decision-Making

METHODS CHARACTERISTICS WHEN TO USE THEM

Low Involvement

These decisions are 
made by senior
management and are 
low on consultation

Telling: manager makes unilateral
decision without consultation.

Selling: manager makes decision,
but others may question validity.

Presenting: staff are encouraged to
hear the progress of discussions. 

When there is a tight deadline, or in
an emergency situation.

When a hard sell is needed because
consensus is impossible. 

When a manager has strong views
but wishes to inform colleagues. 

Medium Involvement

Although the final
decision is made by 
the manager, staff 
are consulted for 
their input.

Suggesting: manager puts forward
choices for discussion and may be
willing to change opinion. 

Consulting: colleagues’ views are
sought before any input from above,
but manager has final say. 

When the views of colleagues can
contribute useful options for
discussion and decision. 

When a decision needs specialist
input or other contributors that a
manager needs to have. 

High Involvement

Decision-making is a
democratic or
consensus building
process, with all staff
being invited to
participate. 

Asking: manager establishes
parameters to be discussed, but
responsibility rests with the team. 

Participating: all staff come together
to discuss options and make
decisions by consensus (I can live
with this)

When the best decision requires the
input, buy-in and full involvement
of the team.

When commitment to the decision
is of vital importance to the success
of the plan. 
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Staying Inclusive and Maintaining Group Participation

One way of encouraging more and better participation is to have effective meetings - either formal or
informal. Getting your people together to identify and work out problems is sometimes necessary. When
participating in a large or small group session it helps to keep these suggestions in mind:

Make sure all those at the meeting understand the purpose of the meeting. If it’s to explore things generally,
say so. Usually some specific results are expected. If so, make that clear;

Involve all staff in contributing and reviewing the agenda and the objectives of the meeting;

Try to meet in a comfortable place, free from noise and interruptions;

Refrain from controlling how you get to the outcomes. Listen carefully to group members and openly review
their ideas and opinions;

Expect a difference of opinion and prepare to facilitate the resolution of any conflicts. See these 
differences as an opportunity to explore what is important to people and the organization. Focus on the
quality of the suggestions without being critical of the people making the suggestions;

Keep the discussion on track. Focus should be on the objectives of the meeting and work to complete one
agenda item before moving on to the next item;

Work to reach consensus in your decision making if time permits. It may be helpful to develop a solution
rather than make a final decision;

Follow an effective decision making process. Write down the decision made at the meeting and record who
has been allocated the responsibility for taking the item to action. Distribute these minutes as soon as you
can after the meeting.

Participation and Inclusion in Decision Making

Participation and inclusion increases both quality and acceptance. This inclusion and participation works
because when group members participate:

1. More information is available to consider in making decisions;

Group members know the “hands-on” problems and often can give you insights you don’t
have. 

2. A greater number of ideas and suggestions are provided;  

The more minds that work on the problem the more ideas result.

3. Solutions will be more creative;

Suggestions made by one group member often trigger ideas from others and synergy results.
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Amount of Participation

Amount of Authority

4. Possible pitfalls and problems are identified more easily;

Group members see how the suggested solutions may not fit their work station and    
can help strengthen the approach before it runs into trouble.

5. The decision is put into practice faster and better.

Because the employees were part of the solution they are more ready to go with the    
decision. They have some ownership of the approach and a stake in its success. 

How Much Participation?

Everyone doesn’t need to be deeply involved in every decision. You need to decide which decisions can
benefit from worker involvement. Decide if employees have the skills and are ready and motivated to
participate. You also need to consider the level of that participation. The following model helps bring
greater clarity to this relationship.

Tells Sells Asks Shares

Some group leaders make all the decisions and then tell their group members. They don’t allow group
members to participate. Others make up their mind and go to the group and say “I think this might be a great
idea. Lets do it this way if you all think it might work.” They sell their decision. Many group leaders
identify problems and then say to their group members, “This is how I see the problem. What ideas do you
have for taking care of it” The problem is identified by the group leaders  who asks group members for their
ideas about possible solutions. At times group members not only plan and suggest ideas but help pick the
issues that need attention. They share authority and responsibility by having a lot of group involvement. 

The highest form of effective group decision making is by “consensus.”  In consensus decision making all
group members have the opportunity make suggestions and to evaluate ideas. Ideas are discussed and
evaluated by the group. When everyone agreed on an approach that is best or at least one they can live with -
consensus has been reached. It may not mean total agreement... that is considered “true consensus.”
Consensus means the group has a solution that they will all support. The consensus process produces the
highest quality, most acceptable decisions. 
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Aligning Human Behaviour
in Organizations

Commonality of core 
values from the personal 

through teams to the      
full organization creates 

alignment in            
human behaviour

Personal

Interpersonal

Team 

Organization

Appreciation and Recognition

Managing people is increasing complex. Markets expand globally. Labour forces grow invisible and offices
are virtual. People are less committed to organizations emotionally. Running a successful enterprise has
become more and more difficult and competitive. What are the best ways to engage, activate, and motivate
employees? 

From hourly wages to piece rates, and profit sharing, the number of incentive programs and pay packages
is legion. Why do some employees check out? - operationally, emotionally, even physically - while others
tune in? Why are some organizations confounded by poor returns from reward systems while others rock
ahead? The answer lies in the whole-person approach to recognizing and rewarding employees. 

Effective systems of recognition and reward engage an individual’s entire being. They encourage employees
to unleash stores of productive energy while exhibiting regenerative qualities that foster creativity,
emotional reserves that translate into passion, and even spiritual attributes that result in the inspired
performance needed to achieve a larger vision. 

Successful managers respect both people and process.
Abandoning command-and-control management, they
emphasize relationships. These managers regard employees
as part of their customer base, continuously looking for
ways to satisfy and retain employee commitment while
ultimately inspiring them to peak performance. 

Managers that can develop a way to align the employees
core values with the core values of the organization will
deep strengthen the two-way commitment of employees and
the organization

Work As Its Own Reward
Recognizing the short-term nature of employment and the need to influence peak performance,
organizational leaders have generated elaborate programs to motivate employees, including informal awards
(spontaneous shows of appreciation, thank you gifts for special services) and formal awards (bonuses,
prizes, trophies, service awards). 

These are all extrinsic awards, providing recognition by means of factors external to the work itself, other
examples include:

- base-pay packages - variable pay plans - incentives
- cash and cash equivalents - benefits - gain-sharing plans
- profit-sharing plans - commissions - stock options
- alternative pay programs
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Intrinsic Rewards
Intrinsic rewards, by contrast, are inherent to the nature of the work itself and the context or environment
in which it is performed. They are innate energizing and satisfying, either because it fulfills individuals’
desire to support the organization’s mission or value system or their own relationships with colleagues.
Enlightened managers know the importance of responsibility, respect, recognition, and relationships; these
are intrinsically rewarding (and may ultimately result in extrinsic rewards). In the rush to motivate
employees, any number of managers have invested heavily in extrinsic rewards, overlooking the enormous
value of intrinsic rewards. 

A Key Set of Intrinsic Motivators are as Follows:

Feeling “in on things” Appreciation
Responsibility Praise 
Achievement Advancement
Earned Recognition Personal Growth & Development
Acceptance Creativity – Ability to Innovate
The Work Itself Opportunity to Create/Freedom to Fail
Opportunity for self-improvement

Indeed, one intrinsic value of work is that at some level it is a creative expression of self. That’s why some
people “love” their work. It helps them feel a sense of mission in their life. Consequently, by aligning
personal needs, desires, and expectations with the needs of the enterprise, work can be performed, analyzed,
and redesigned continuously to create a win-win situation for employer and employee. 

The hard reality, however, is that it takes willingness on the part of managers and involvement on the part
of the employees to construct work assignments and processes that add value for all stakeholders. Indeed,
in the new workplace employees will require more respect and shared power - and that means more
recognition - to feel passionate about their work and motivated to excel. The shared objective for both
managers and employees must be to find work that employees can come to love and that they feel valued
in doing. 

Making It Happen

- begin with a mind set that’s passionate about making a difference in people’s lives, not just the bottom line;
- design an environment that encourages people to give their best - because they want to, not because they have
 to; 
- think big picture! Integrate rewards, benefits, and recognition with the entire work experience;
- involve employees in the redesign process. Inclusion is the quintessential form of recognition. 

Conclusion
True recognition is a whole-person experience. Said one employee “I appreciate that my manager asks how I
feel about a situation, then what I think about it, and lastly, what I want to do about it.” The approach is holistic.
It begins with feelings. Smart and effective managers know they may engage the head, but they must also
engage the heart of every employee. It’s the only way to recognize and reward employees in the workplace of
the new millennium. 
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Avoiding

Collaborative

Accommodating

Uncooperative

Assertive

Cooperative

Unassertive

Confronting

Compromising

"I'm standing up for 
what I think is right."

"I know we can make this 
good for the both of us."

"I'd better not say anything, 
its not the right time."

"O.K. I'll do it your way, 
but I disagree."

The Significance of Human Conflict

Conflict always occurs within a context of interdependence. It is a relationship between parts of a system of
interrelated parts. If the "parties" in conflict were not interdependent in the sense that the actions of one "party''
have consequences for the opposed "party" and vice versa, conflict could not occur.

CONFLICT AS A RESULT OF SIMILARITIES IN NEEDS AND VALUES

One type of conflict grows out of similarities in the needs and values of parts of a system in the presence of
scarce goods required to satisfy these needs and realize these values.  Enlarging the supply of scarce goods may
resolve the conflict. Changing the image of the good desired to joint utilization of the toy rather than sole
possession may also resolve the conflict. The main point is that similarities in need and value systems need not
lead to cooperation but may rather lead to conflict. Creating distributable and non-scarce values in the conflict
situation may be a growth-releasing way of resolution if emphasis can come to be placed upon joint utilization
and manipulation of distributable goods rather than on exclusive possession of scarce values.

        Similarities in Needs Similarities in Values
                  Money          Ideas
                   Time          Opinions
                  Resources        Equality

CONFLICT AS A RESULT OF DIFFERENCES IN NEEDS AND VALUES

Another type of conflict grows out of differences in needs and valuations as among parts of a system. The needs
and values of one part of a group, for example, may favor one direction of movement for the group; the needs
and values of another part of the group may favor another direction of movement. or the differences may lie not
in direction but rather in methods of moving toward the agreed-upon goal. Resolution may lie in breaking up
the groups, in compromise, in bargaining, or in some creative syntheses of a new direction or method of
movement, developed out of the very clash of differing needs and valuations. Out of the last kind of experience
may grow appreciation of persons with differing values and needs in an association as sources of fruitful conflict
and creativity. The sights of all parties must be lifted toward utilization of differences in a common quest and
away from defensiveness toward loss of any present distinctiveness, in order to accomplish creative resolution.

         Differences in Needs CONFLICT PREFERENCES

Harmony To Get the Job Done
Details Basic Information
Structure Openness
Stay Focused Look at the Big Picture

Differences in Values
Perfection Just Doing Enough
Competition Cooperation
Joking Around Seriousness
Interdependence Independence
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CONFLICT SITUATION PREFERENCES

The following are behavioural responses that may be characteristic of your response to conflict. In many cases,
you respond in various ways to conflict, depending on the person and the situation.

Confronting - "I won't accept that type of behaviour anymore!"

Confronting is assertive and uncooperative - an individual pursues their own concerns at the other person's
expense. This is a power-oriented mode, in which one uses whatever power seems appropriate to win one's own
position - one's ability to argue, one's rank, economic sanctions. Confronting might mean "standing up for your
rights," defending a position which you believe is correct, or simply trying to win.

Accommodating - "Fine have it your way!"

Accommodating is unassertive and cooperative - the opposite of confronting. When accommodating, an
individual neglects their own concerns to satisfy the concerns of the other person; there is an element of self-
sacrifice in this mode. Accommodating might take the form of selfless generosity or charity, obeying another
person's order when one would prefer not to, or yielding to another's point of view.

Avoiding - "No, nothing is the matter!"

Avoiding is unassertive and uncooperative - the individual does not immediately pursue their own concerns or
those of the other person. They do not address the conflict. Avoiding might take the form of diplomatically
sidestepping an issue, postponing an issue until a better time, or simply withdrawing from a threatening
situation.

Collaborating - "If it’s going to take a week, lets get going we need to solve this!"

Collaborating is assertive and cooperative - the opposite of avoiding. Collaborating involves an attempt to work
with the other person to find some solution which fully satisfies the concerns of both parties. It means digging
into an issue to identify the underlying concerns of two individuals and to find an alternative which meets both
sets of concerns. Collaborating between two people might take the form of exploring a disagreement to learn
from each other's insights, concluding to resolve some condition which would otherwise have them competing
for resources, or confronting and trying to find a creative solution to an interpersonal problem.

Compromising - "I'll meet you half way."

Compromising  is intermediate in both assertiveness and cooperativeness. The objective is to find some
expedient, mutually acceptable solution which partially satisfies both parties. It falls on a middle ground
between competing and accommodating. Compromising gives up more than competing but less than
accommodating. Likewise, it address an issue more directly than avoiding, but doesn't explore it in as much
depth as collaborating. Compromising might mean splitting the difference, exchanging concessions, or seeking
a quick middle-ground position.

Adapted From 'Thomas-Kilmann Mode's' by Kenneth W. Thomas & Ralph H Kilmann
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Strategies for Dealing Effectively with Conflicts

Approach conflict situations as opportunities to strengthen relationships

Traditionally, conflict within organizations was thought to be inherently dysfunctional and disruptive. Thus,
managers were led to believe that the best way to handle conflict was to minimize its occurrence. More
recently, however, conflict in organizations has come to be viewed as neither ‘good’ or ‘bad’; rather, it’s
the strategies and tactics used in resolving conflicts that determine whether it is functional or dysfunctional
for the organization and its members.

Conflict is an intense state of disagreement, difference (in values/beliefs/needs) or incompatibility that
occurs within or between individuals, groups or organizations. Conflict resolution skills appear to be an
important prerequisite to effective group work. As a group member, you must learn to handle conflict from
two perspectives: 

- As a party who’s directly involved; and 
- As a third party attempting to resolve a conflict between two or more other parties. 

Conflicts in groups typically occur over;

- goals, needs or values (opinions);

- allocation or use of scarce resources;

- interpretation or inferences;

- feelings and emotions.

The major reason conflicts arise is that we interpret information differently. Since our past experiences,
personalities, skills, and roles vary, it’s only natural that we don’t perceive things in exactly the same way.
For example, a labour union representative and a manager who are both involved with a particular worker’s
situation will, in all probability, have very different perception about the matter. Their roles, combined with
their personal goals, needs and values, cause them to interpret the same facts differently. 

Strategies for Improving Your Conflict Resolution Skills

1. Determine the nature of the conflict. 

Determine the root cause of the conflict and be willing to take time to discuss what both
parties agree upon with regards to the issue and each others core values. 

Define the problem in terms of needs rather than taking a position. Clarify the exact nature and
source of the issues and determine the outcomes desired by each party;
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2. Initiate discussion. 

Unless you approach the other party skillfully, defensiveness may be the result. Be certain that
you and the parties in conflict don’t attack or demean anyone.  Encourage each party, in turn,
to explain his/her understanding of the issues involved and to determine the impact the
situation has on them;  

3. Listen and help all parties hear. 

Having each party clearly listen and/or repeat assertions made by the ‘other side’ can lower   
defences and improve chances for a mutually acceptable ‘win/win’ solution;

 4. Seek, develop and list alternative solutions.

Brainstorm and identify as many ways as possible to remove the obstacles. The process   
demands suspending both evaluation and judgment of alternatives.  

Alternative Outcomes
1. 2.
3. 4.
5. 6.

Mutually decide when and who you will implement the agree upon solution. 

5. Explore conflict resolution techniques.

A number of techniques have been developed to facilitate the generation of different opinions  
(values) and ideas in conflict situations, among them:

  
a) Playing the devil’s advocate technique involves assigning an individual or subgroup the role of   

questioning the assumptions underlying a popular choice, decision, or idea. This is done to   
force the total group to examine all of the issues involved;

b) The dialectic technique requires an individual or subgroup to identify the assumptions   
underlying a particular proposal and to develop a counter proposal that is based on different  
assumptions. Then, the two proposals and their underlying assumptions are debated.

6. Help ensure a constructive outcome. Certain behaviours can be particularly conductive   

for ensuring that conflict will take a constructive rather than a destructive route:

a) Depersonalize conflict by directing attention to the issues at hand rather than to the person;

b) Emphasize equality and the legitimacy of different viewpoints. Understanding the different   
sides of an issue is different from agreeing with the different sides of an issue. This serves to   
clarify for all parties the assumptions under which people are operating;

c) Adopt an attitude of finding a constructive and creative solution rather than a win-lose   
attitude. While disputants’ positions may be mutually exclusive, their underlying interests and   
motives may not. Encouraging parties to openly discuss their interests and identify a solution  
that satisfies each side’s interests (needs) rather than each side’s position. 
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Meeting Individual & Organizational Needs

In this section, we will examine needs and values with regards to meeting individual and organizational
needs. There are at least four sets of needs are basic to the motivation, functioning and well being of all
humans.  These are the needs for;

1. safety, security and sustenance;
2. basic competency and self-esteem;
3. connectedness; and
4. autonomy and authenticity. 

Substantial research suggests that people are highly motivated to feel safe and secure, competent, connected
to others, and autonomous and authentically engaged in the way that they lead their lives. The research and
literature by Tim Kasser (2002) proposes that well being and quality of life increases when these four sets
of needs are satisfied, and decreases when they are not.  

Examining our Values, Principles and Virtues

As a process, Genuine Wealth Assessment begins by examining our values. Our values define us. What
really makes life worthwhile? What defines our state of happiness? What are the ends that our hearts desire?
We require honest answers to these questions:

a) How life?
b) What’s going well in life?
c) What areas would we like to improve?

Answers to these questions lead us to attributes and indicators we can use to assess our well-being. This is
true at the individual, household, organization and community scale. 

Genuine Wealth Assessment (GWA) also requires articulating the principles which guide our lives, our
families, our workplaces and our communities. Principles are important underlying assumptions or laws.
Principles are akin to the words in the Charter of Rights. They are statements of things we believe, we aspire
to and which guide the ways we act. 

GWA may also require examining what we call virtues. Virtues are particular qualities that are morally good
or admirable. E.F. Schumacher noted that the mother of all virtues is prudence, meaning seeing reality with
clear-eyed objectivity. Prudence can only be perfected when one silently contemplates reality, temporarily
silencing humanity’s egocentric interests. Schumacher concluded that “Prudence implies a transformation
of the knowledge of truths into decisions corresponding with reality.” Virtues such as these are essential
to genuine wealth. 

Raising awareness of the wisdom of virtues is critical to building economies of well-being. Whether we
begin by examining our values, principles or virtues, the process requires a deep heart-felt connection to
what defines us and the good life. This is both an individual and collective exercise. 
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A Taxonomy of Need, Wants, Wealth and Poverty

In order to identify the genuine wealth of an individual,
household, organization or community it is critical to distinguish
between human needs and wants, between what constitutes true
wealth and poverty (the absence of genuine well-being). What
are the basic needs for well-being? Well-being research is a
complex, new and emerging field of study. Historically, it began
with psychologist Abraham Maslow’s hierarchy of needs. 

Maslow defines basic needs - physiological, safety, love, esteem
and self-actualization - in hierarchical order moving from bottom
(physiological) to top (self-actualization). Each plateau of needs
must be satisfied before a person can act unselfishly. According
to Maslow, so long as we satisfy needs, we are moving towards
growth and self-actualization. 

Understanding Maslow’s Hierarcy of Needs

Needing/Wanting

Like individuals, teams and organizations have physiological, safety, social, esteem, and self-actualization
needs. Like an individual's, a team or organization's core need is to keep growing-grow or die, that is the
choice. Physiological needs for organizations have to do with pay and benefits, while safety needs concern
potential dangers in the workplace. These needs are generally met in today's workplace, but they can never
be taken for granted.

Many safety problems have been eliminated or drastically reduced in organizations by government
regulations, but the potential always exists for new threats to appear. Safety problems are symptoms of other
problems with the culture that need to be identified and eliminated. For example, there has been an increase
in workplace violence during the past few years. I see this as symptomatic of the added pressure many
employees feel because they're expected to do more work with less help. Also, recent pressures to cut costs
have led some organizations to compromise on safety for their employees and their customers.

A culture must respond to the needs of individuals, teams, and the overall organization. Organizations can
no longer satisfy their needs at the expense of employees - at least not for long. Gone are the days when
employees would tolerate poor working conditions or limited opportunities just to draw a paycheck.
Recruiting and retaining capable employees is one of the most pressing issues many organizations face
today. The demand for qualified workers is far greater than supply-especially in the technical, computer,
health care, and education fields-and it will continue, giving these employees considerable bargaining
power.

Although it's necessary to pay attention to physiological and safety needs, the primary focus of culture today
is on meeting social, psychological, and self-actualization needs. In previous chapters I categorized these
as needs for competence and integrity. Thus, people in organizations need opportunities to use their skills
(personal competence) and to make a contribution (social competence), within an atmosphere conducive
to self-respect (personal integrity) and acceptance (social integrity). 
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Need Satisfied?

Ways of acting that satisfy needs and wants are reinforced, and people often go along on cruise control.
When they start having problems meeting needs, however, they slow down or stop and reassess their
situation. This provides them with the incentive to change. People who pay attention to all the variables in
the Motivational System and the external environment will be more effective at identifying causes and
taking corrective action. Someone can get up on a soap box and champion his or her beliefs and values, but
it all boils down to one question: Are you satisfying your needs or not? If your beliefs, values, and behavior
don't allow you to satisfy your needs, why hold on to them?

Techniques for Maintaining an Effective Balance.

Need Satisfied? 
The real bottom line for a culture is how well it satisfies needs. The question here is, "Whose needs are
being satisfied?" Argyris (1962) maintained that the key challenge is satisfying the relationship between the
individual and the organization. He argued that in order to accomplish this, the organization must adjust its
value system toward helping employees become more psychologically healthy, and employees must adjust
their value system toward greater commitment to organizational goals. Thus, an effective culture is one that
successfully balances individual and organizational values, that is, walking the tightrope to success.

Also, just because a culture satisfied individual and organizational needs at one point doesn't guarantee that
it will be able to do so at another point. With the knowledge explosion and worldwide access to information,
teams and organizations must continuously reassess their cultures and adapt to changing conditions (see
Nadler, 1985). How effectively they do this will determine their ability to survive and grow.

Four Sub-Needs that Validate our Worth 

1. Mastery (Personal Competence)

People need to view themselves and be viewed by others as being skilled, knowledgeable, and capable.  
Falling short of one's standards for mastery is accompanied by feelings of shame about personal inadequacy.

2. A Sense of Contribution (Social Competence)

People need to view themselves and be viewed by others as making a contribution - to other individuals,
to the team/organization, and to the larger society. People not only need to feel that they've done a good job,
but also that their work is important. People with a sense of contribution have higher morale and are more
productive than people lacking this. Feeling that your work isn't important can destroy internal motivations.

3. Self-Respect (Personal Integrity)

People need to view themselves as being ethical and moral. Applying the same ethical and moral standards
across situations provides people with a basis for self-respect. It also frees them from the need or desire to
live up to others' expectations. In contrast, violating one's ethical and moral standards lowers one's self-
respect and evokes feelings of guilt. 

4. Acceptance (Social Integrity)
People also have a need to be accepted by others. Those with high self-esteem generally have a lower need
for others' approval, but they still need a sense of belonging. They are freer psychologically to reach out to
others in positive and constructive ways. 
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Workplace Happiness and Income - New Research

In 1968, Frederick Herzberg wrote a classic article in Harvard Business Review on how to motivate
employees -- an article that today remains the all-time best selling reprint for the publication. 

He explains that money doesn't really

motivate people, but if inadequate, will

cause dissatisfaction. People are

motivated by interesting work, an

opportunity to contribute and be

heard, and appropriate recognition.

Job enrichment is created by giving

employees  responsibil ity and

participation in decision-making. 

Taxonomy of Human Needs

Chilean economist Manfred Max-Neef and his colleagues have provided an important taxonomy of human
needs and a process by which organizational communities can identify their wealth and poverties according
to how these needs are satisfied. Max-Neef’s work goes beyond Abraham Maslow’s by clearly
distinguishing basic needs from what provides a good life. 

Human needs are few, finite and classifiable - clearly distinct from the conventional economic
 notion that wants are infinite and insatiable. 

Max-Neef notes that “human needs are constant over all cultures and unchanging; what is different and what
changes over time is how these needs are satisfied or met.” Satisfiers can have different characteristics.
Some satisfiers while meeting a specific human need may in turn destroy the possibility of satisfying other
needs. There are also some synergic satisfiers that lead to satisfaction in more than one area of life. 

Max-Neef classified fundamental human needs under nine headings: subsistence, protection, affection,
understanding, participation, recreation (that is, the sense of leisure, time to reflect, or idleness), creation,
identity and freedom. He defined needs according to four existential categories (being, having, doing and
interacting), and from these dimensions he developed a 36-cell matrix filled with examples of satisfiers for
those needs.

Unlike Maslow’s hierarchy, Max-Neef’s framework recognizes that human needs, like a forest eco-system,
are interrelated and interactive. In other words none is more important that the other; each is a necessary
compliment to the other though trade-offs are made constantly in the process of satisfying needs. But as in
an ancient Redwood forest, there is a continuous movement towards harmony. 
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Max-Neef Matrix of Human Needs: The Max-Neef taxonomy of human needs and satisfiers provides a
useful framework. Using this taxonomy we can identify impediments to meeting fundamental human needs
but also high light synergies which help achieve higher states of well-being and happiness. 

Fundamental

Human Needs

Being 

(qualities)

Having 

(things)

Doing 

(actions)

Interacting

(settings)

subsistence physical and mental
health

food, shelter, work feed, clothe, rest,
work

living
environment,
social setting

protection care, adaptability,
autonomy

social security,
health systems,
work

co-operate, plan,
take care of, 
help

social
environment,
dwelling

affection respect, sense of
humour, generosity,
sensuality

friendships, family,
relationships with
nature

share, take care
of, make love,
express

privacy, intimate
spaces of
togetherness

understanding critical capacity,
curiosity, intuition

literature, teachers,
educational policies

analyze, study,
meditate,
investigate

schools,
families,
universities,
communities

participation receptiveness,
dedication, sense of
humour

responsibilities,
duties, work, rights

cooperate,
dissent, express
opinions

associations,
parties,
churches,
neighborhoods

leisure imagination,
tranquility,
spontaneity

games, parties,
peace of mind

day-dream,
remember, relax,
have fun

landscapes,
intimate spaces,
places to be
alone

creation imagination,
boldness,
inventiveness,
curiosity

abilities, skills,
work, techniques

invent, build,
design, work,
compose,
interpret

spaces for
expression,
workshops,
audiences

identity sense of belonging,
self-esteem,
consistency

language, religions,
work, customs,
values, norms

get to know
oneself, grow,
commit oneself

places one
belongs to,
everyday
settings

freedom autonomy, passion,
self-esteem, open-
mindedness

equal rights dissent, choose,
run risks,
develop
awareness

anywhere
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Distinguishing Between Means and Ends

In addition to understanding basic human needs that lead to happiness, we must distinguish between basic
life needs and wants and between the means of well-being and ultimate ends. 

Building on the earlier work of Max-Neef and Maslow, ecological economists Herman Daly and Josh Farly
have proposed a framework for understanding a spectrum from the ultimate means to a good life (basic
human needs) to the ultimate ends (highest aspirations). At the base of this continuum are the ultimate
building blocks or means of life including natural resources, matter and energy (natural capital). This is the
realm of physics, biology and science. This is followed by intermediate means including human labour,
tools, factories and the processing of raw materials into things that bring material comforts such as good
food and shelter. This is the realm of technology and engineering. After one’s ultimate means and
intermediate means are satisfied comes another realm of intermediate means including our health, personal
safety and living comforts. This is the realm of economics and politics. Finally, there are ultimate means
which include happiness, well-being, enlightenment, love and union with a higher power. This spectrum
of means and ends could help us construct an inventory of life conditions at the individual, household,
organizational or the community scale. Such an inventory would identify areas of strength and weakness,
offering an objective mirror or reality. 

Of course there are other ways of distinguishing between the basic needs and ultimate ends of life; each
culture must define its own. It is thus important to distinguish between needs and wants. A want is a wish,
craving or desire for luxuries that extend beyond our basic life needs or sufficiency. In their book Your
Money or Your Life, Joe Dominguez and Vicki Robin describe the relationships between the money we
spend on meeting our basic life needs and our level of fulfillment. They argue that people fall somewhere
on a spectrum of economic well-being from survival mode (subsistence) through a comfort zone
(sufficiency of basic needs) to the zone of wants, luxuries and a threshold they call “enough” - that point
of maximum fulfillment of everything we need for a good life. Spending beyond “enough” gets you more
luxuries with possible diminishing happiness or fulfillment. At some point more stuff does not bring added
happiness.  For an excellent video on the “story of stuff” go to: www.storyofstuff.com

The Means and Ends of a Good Life

Ultimate Ends (well-being)

- happiness, harmony, fulfillment, self-respect. self-realization, 
community, enlightenment, love, God or higher power

Intermediate Ends (human capital and social capital)

- health, wealth, leisure, mobility, knowledge, communication, 
consumer goods

Intermediate Means (built capital and human capital)

- labour, tools, factories, processed raw materials

Ultimate Means (natural capital)

- solar energy, the biosphere, earth materials, the biogeochemical cycles
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Another word for “enough” might be self-sufficiency or sustainability: the place genuine wealth might be
realized with out harming the life support systems of the planet. This might be a zone of genuine happiness.
Each individual has the freedom to choose a level of sufficiency without value or judgement, knowing that
spending additional effort and money in accumulating more luxuries (which requires more life energy) does
not necessarily translate into higher returns to happiness. 

In today’s most affluent economies, most people’s basic needs have been fulfilled. I would expect to find
that the vast majority are living well beyond “enough,” beyond material sufficiency. Many have enough and
more. Yet, I also expect that a Genuine Wealth Assessment would reveal deficits of meaningful work,
meaningful relationships, spiritual hunger and a collective deficit of love. This is the kind of inventory
would provide a practical tool for building an economy of genuine well-being. 

Another way of constructing a Genuine Wealth Inventory, especially at the individual level, is to use a
framework which defines the well-being of individuals. The New Economics Foundation’s Well-being
Manifesto identifies key determinates of well-being from a growing body of research into happiness
economics and well-being analysis. They identify three key factors that contribute most to the well-being
of the individual:

1. About 50% of your well-being can be attributed to your genetics, including your upbringing,  
childhood, parents and your environment;

2. About 40% can be attributed to your social and recreational activities including socializing,  
exercising, engagement in meaningful work, appreciating and savoring life and “looking 
on the bright side”;

3. The final 10% of well-being is attributed to your life circumstances, including your income,   
material possessions, marital status, the weather and where you work and live (your  
neighbourhood).

What is remarkable about these findings is the relative insignificance of money or income and the
importance of having loving and meaningful relationships both early and throughout life. Dr. John F.
Helliwell a key economic researcher at the University of British Columbia states that ‘turst’ in relationship
is one of the key indicators for happiness and well-being. Economically Dr. Helliwell states that trust in

the workplace is worth approximately $ 50,000.- for every 1/10 of a each measurement (on a scale of 1/10)
ie. A 7.7 vrs a 7.8 is worth $ 50,000.- to the potential of the companies net worth. 

According to this new well-being research, life satisfaction can be defined as:

- being engaged in life - being curious
- personal development and growth - autonomy
- fulfilling your potential - having a purpose
- feeling that life has meaning
- feeling life as a flow (where time seems to stand still)



72

People who are happy and report a high satisfaction with life tend to be more sociable, creative, altrustic,
generous, tolerant, productive, creative, healthy and long-living. 

The work by the NEF and well-being research in general is critical to managing an economy of well-being.
Genuine Wealth must be firmly grounded in research into the key determinates of well-being. We need this
research in order to measure Genuine Wealth at the individual, organizational and community scale. 

The Five Capitals of Genuine Wealth

Genuine Wealth integrates and harmonizes five categories of wealth or capital which collectively
contributes to the good life and form the basis of an economy and workplace of well-being. 

The image I use to portray the harmony and integration of the five forms of capital is that of a hand. With
four of the capitals represented by the fingers and the additional capital represented by the thumb. The five
capitals of this Genuine Wealth hand should be viewed as complimentary, integrated, in harmony and
genuinely competitive (that is, striving together) because all forms of capital are necessary to optimum well-
being and ultimate happiness. However, natural capital (the thumb) provides the foundation for the five
capitals - as human life on earth cannot exist without ‘natural capital’ and therefore this capital must be
protected at all costs. Protecting the ‘natural capital’ of the planet is non-negotiable - period. 

This image is consistent with Max-Neef’s concept of the integrated and complimentarily of human needs,
recognizing that trade-offs are necessary. Trade-offs can only occur within a planetary system if we are
living and working within the boundaries of sustainability. The Forum for the Future in the UK has one of
the best definitions for Sustainable Development. Sustainable Development can be best defined as:

‘A dynamic process which enables all people to realise their potential and improve their quality of life in
ways which simultaneously protect and enhance the Earth’s life support systems.’

The Five Capitals Model

We are facing a sustainability crisis because we're consuming our stocks of natural, human and social capital
faster than they are being produced. Unless we control the rate of this consumption, we can't sustain these
vital stocks in the long-term. 

We believe that by maintaining and trying to increase stocks of these capital assets, we can live off the
income without reducing the capital itself. But for this to happen, it is the responsibility of every
organisation, business or otherwise, to manage these capital assets sustainably.

There are five types of sustainable capital from where we derive the goods and services we need to improve
the quality of our lives.
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Natural Capital is any stock or flow of energy and material that produces goods and services. It includes:

Resources - renewable and non-renewable materials

Sinks - that absorb, neutralize or recycle wastes

Processes - climate regulation

Natural capital is the basis not only of production but of life itself!

Human Capital consists of people's health, knowledge, skills and motivation. Human capital means people:
the sum of our individual minds, bodies, spirit, soul, dreams, visions, knowledge, skills, competencies,
capabilities, and other human attributes. All these things are needed for productive work. Enhancing human
capital through education and training is central to a flourishing economy. 

Social Capital refers to the strengths of our relationships with each other. It refers to intangible qualities
like trust, the ability to work together towards common goals, shared responsibility, reciprocity,
neighborliness and a sense of belonging to a community. Social capital concerns the institutions that help
us maintain and develop human capital in partnership with others; e.g. families, communities, businesses,
trade unions, schools, and voluntary organizations.

Manufactured Capital includes all things that have been made or built with both human and natural capital
including equipment, factories, tools, buildings, roads and other physical infrastructure. Built capital
contributes to over all economic well-being by providing the immediate means to a good life. Built capital
comprises material goods or fixed assets which contribute to the production process rather than being the
output itself – e.g. tools, machines, homes, cars and buildings.

Financial Capital is essentially money or anything denominated in monetary terms including cash, savings,
investments etc. This includes debt, mortgages and other loans. Financial capital plays an important role
in our economy, enabling the other types of Capital to be owned and traded. But unlike the other types, it
has no real value itself but is representative of natural, human, social or manufactured capital; e.g. shares,
bonds or banknotes.

Sustainable development is the best way to manage these capital assets in the long-term. It is a dynamic
process through which organizations can begin to achieve a balance between their environmental, social
and economic activities while helping to strive to meet individual needs. For further information, refer to...

Jonathan Porritts ground breaking book: Capitalism: As If The World Matters 

Jonathan Porritt is with ‘Forum for the Future’ in the UK at: www.forumforthefuture.org.uk
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Clarifying Roles, Responsibilities and Accountability

The Discipline of Accountability

Responsibility & Accountability
The Concept
Get responsibility right and accountability will follow.

Competency Authority
The Discipline of Accountability

The Responsibility Ladder

1. Consider options and make decision, informing other party subsequently.

2. Provide options to other party along with own recommendations on choice.

3. Generate options for other party and ask other party to make choice.

4. Describe a problem to other party and ask for specific help in structuring it.

5. Ask other party to solve problem, but make it clear you will watch and learn for next time. 

6. Drop problem on other party’s desk and signal helplessness. 

The Discipline of Accountability

What do we mean by responsibility?

If you are responsible, you will:

• know what result is required;

• be prepared to act to get the result;

• be prepared to explain why your result is what it is, and

• be prepared to accept the consequences that will come with the result.

What is Accountability?

If the meaning of responsibility is: being prepared to explain and justify the result, then accountability
is simply being required to explain and justify the result. 
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Role Clarification Worksheet

Team Member Name:

1. List the core roles/responsibilities of your position:

Core Roles and Responsibilities Additional Roles and Responsibilities

2. Roles or specific areas of responsibilities that are unclear: 

Aspects of my role that are unclear?

Aspects of others’ roles that are unclear?

3. Roles that overlap or conflict?

4. Roles that should be shared or taken over by other members on the team?

5. Key strengths I would like to be using that are not currently being utilized in my role

6. Additional roles or responsibilities that should be assumed by the team 

7. Area’s within my roles and responsibilities where I do not know my level of authority? 
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Roles and Responsibilities - A Process for Clarity  

1. Identify Task Specific Roles and Responsibilities

Specific Roles – Time should be taken to identify with great detail the specific roles found within the group
and the associated responsibilities attached to those roles. (i.e. chair, secretary, timekeeper, team lead)

General Responsibilities – Of equal importance is the identification of all general responsibilities that need
to be allocated to specific individuals within the group.

2. Matching Skill Sets and Capacity with Roles

Upon clarification of Specific Roles and General Responsibilities it is important for groups to do a skills
inventory. In many businesses this is often a formal diagnostic, assessment process, or experience reflection
and analysis. In educational settings however, role allocations are often made with little empirical data,
relying on self-perceptions, assumptions, stereotypes, and voluntary interest. Each of these sources of
matching roles to skills tend to be inadequate, and can often result in miss matched or inappropriate role
allocation. Special care must be taken by educational work groups to work at a higher level of
interdependence, with greater support systems to compensate for error in roles allocations. Being able to
support, adjust, and re-allocate roles facilitates a greater potential for group success.

3. Clarifying Specific Role Responsibilities Expectations

Each group member has responsibilities in three major leadership areas.

- Leadership of Task Roles and Responsibilities 

- Leadership of Process Related Responsibilities

- Leadership of People Related Responsibilities

The first of these responsibilities is defined in previous steps of the process. The second two leadership roles
refer to the general leadership skills required of each member to guide the interactions, planning, and actions
of the group. Now that people have clarified their own perceptions, begin the process of clarifying the
perceptions of others.

4. Understanding Key Interdependent Roles

Members of the group must now identify the level of interdependence they should have with other members
of the group based on their roles. The roles which require the most interdependence may be impacted more
by role overlap, have more intense conflicts, larger issues and require more mature, developed and healthy
relationships. Those relationships that are less interdependent are still important but do not need as much
effort and attention because they impact the whole much less. The group members must map or figure out
which relationships have or should have a strong level of interdependence and therefore an increase in
communications.
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Based on this information and the information developed in the initial stages of this process people should
determine which relationships need the most role clarity. Now that people have identified those with whom
they must have the strongest role clarity with we move towards a stage of interaction between parties. Avoid
situations where people can gang up on each other. Smaller groups are better than larger ones, and one-on-
ones is even better than small groups.

5. Interdependent Relationship Discussion & Clarification

After determining the most important relationships needing Role Clarity the process starts for member
interaction. There are three goals to these interactions and they are;

A) Checking Perceptions

B) Identification of Gaps and Overlaps

C) Solutions and Action Plans for Future Clarity

A. Checking Role Perceptions allows people to discuss their reflections from the first step of this process.
This is important in order to get everyone on the same page. Many of the role issues can be cleared up, by
people recognizing variations between their perceptions.

Clarify How Others Perceive You and Your Role

Clarify Your Perception of the Roles of Others

B. Identify Gaps and Overlaps allows people to determine where the inconsistencies exist between what
should and shouldn't be interdependent or who owns the responsibility and accountability of an issue or role.
This may be very difficult to decide for it is impacted by training, experience, values and a multitude of
other factors, which may escalate this to an unmanageable conflict. Or it may clarify the opportunity to
make an important decision or allocation of a misunderstood responsibility. Another common discovery is
that certain roles are not being done (e.g. I thought that was your role).

Clarify Where You Think Inconsistencies (Gap) or...

Conflicts Exist in Roles and Role Perception (Overlap)

C. Solutions and Actions Plans for Future Clarity is the next step after a decision is made pertaining to
the locus of responsibility and accountability to certain issues or roles. This step follows the conclusions
reached in the previous steps, either from simple clarification, to a facilitated decision or a resolved conflict
with new understanding. A detailed description, plans and expectations need to be developed to ensure
future clarity.
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Interdependency Maps

Key Interdependency Measures: 
Open Communication, Trust, Support, Leveraging Strengths, Interpersonal Style
Role Clarity, Decision Making, Problem Solving, Priority Setting 

Step 1: Place your name in the middle box. Then place the names of people you have an interdependent
relationship with in the other boxes (group some people by department if needed)

Step 2: Place bars between you (your box) and the other boxes (see sample above)

Step 3: Finally, rate the strength of the interdependent relationship based upon the measure above (blend  
together) . Please rate with one of the following: Low Formational, Low, Medium, or High 

 1 
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Key Interdependency Measures:  
Open Communication, Trust, Support, Leveraging Strengths, Interpersonal Style, Role Clarity, Decision 
Making, Problem Solving, Priority Setting  
 
Step 1: Place you name in the middle box. Then place the names of people you have an interdependent 

relationship with in the other boxes (group some people by department if needed) 
 
Step 2: Place bars between you (your box) and the other boxes (see sample above) 
 
Step 3: Finally, rate the strength of the interdependent relationship based upon the measure above (blend   
  together). Please rate with one of the following: Low Formational, Low, Medium, or High  
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Enhancing Your Meeting Effectiveness

Planning - Weekly or Monthly Meetings

Determine the purpose of the meeting.

If the purpose is information sharing, send documentation in advance, ask people to prepare by

reading and to come prepared with questions and comments. Allocate agenda time.

Write objectives as to what you want to accomplish and prioritize them.

Determine agenda items and list them in a logical sequence.

Set approximate time limits for discussions, idea generation and synergistics opportunities

Determine the overall length of the meeting.

Organizing

Decide who should attend the meeting and why.

Select someone to take minutes, a time keeper, and a facilitator (if not yourself).

Schedule the best meeting date, time and location to accomplish your objectives.

Send memos to the appropriate people, inviting them to attend and outlining the 

purpose, objectives and advance preparation needed

Conducting

Start the meeting on time.

Agree on what should be accomplished at the meeting and adjust the agenda if needed.

Define the specific problems to be resolved...

... as a group (during the meeting) to reveal possibly conflicting perspectives OR
... yourself (prior to the meeting) to avoid dissension and unnecessary conflicts.

Generate a number of alternative solutions to each issue...

... by encouraging active participation and open communication OR
.... and share them with members before the meeting begins.

Refer to the agenda to keep the group on course.

(e.g. Focus on analyzing alternatives in terms of the objectives)
Move the group towards decisions on key issues by...

... using majority rule and parliamentary procedures OR
... encourage members to reach a consensus or communicate other decision making styles.  

Concluding

If a consensus cannot be reached on certain issues...

....keep discussing alternatives as long as necessary to reach agreement OR
... confirm what has been agreed to thus far and schedule another meeting.

Agree on action steps to be taken to ensure that each decision will be implemented.

Determine responsibility and set deadlines for specific tasks and the overall plan.

Determine how and when to evaluate the effectiveness of the actions discussed.

Have participants critique the meeting “Done Well - Do Better.”
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Sample Agenda Format

PURPOSE: FACILITATOR:

DATE: MINUTE TAKER:

START TIME: TIME KEEPER:

OVERALL TIME; OTHER ROLES:

Agenda Item: Objective: Action

Who’s Responsible:
Deadline:

Time Allotted:

Completed

Rescheduled

Agenda Item: Objective: Action

Who’s Responsible:
Deadline:

Time Allotted:

Completed

Rescheduled

Agenda Item: Objective: Action

Who’s Responsible:
Deadline:

Time Allotted:

Completed

Rescheduled

Agenda Item: Objective: Action

Who’s Responsible:
Deadline:

Time Allotted:

Completed

Rescheduled

Agenda Item: Objective: Action

Who’s Responsible:
Deadline:

Time Allotted:

Completed

Rescheduled

EVALUATION:
What Did We Do Well? What Could We Do

Better?

Developed by Human Synergistics Canada - Used With Permission
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Decision Making

What’s Involved in Effective Decision Making?

A sound and effective decision must be one of high quality - but that is not enough. Effective decisions must
also be accepted by the members of the group.  Group process researchers have look at effective decision
making in the following manner:

QUALITY OF ACCEPTANCE = EFFECTIVE
DECISION X  OF DECISION DECISION
[QD] [AD] [ED]

A high quality decision (QD = 10) that is not well accepted (AD = 3) is not likely to be successful.  
(ED = 10 x 3 = 30/100). A poor decision (QD = 1) which is very popular (AD = 10) is still not advisable.
ED = 1 x 10 = 10). 

What you’re really looking for is both quality and acceptance (ED = 10 x 10 = 100). What percentage is an
acceptable standard ie. 100?, 85?, 70? Will be up to the dynamics of the group. 

What is Involved in the Decision Making Process?

To be skilled at decision making, it is helpful to become more proficient at the following competencies;

1. Clarify the decision being made;

2. Determine time frames for making the decision;

3. Identify who is impacted most by making the decision;

4. Identify who is accountable for the final decision;

5. Choose the most appropriate decision making style; (to obtain the highest quality decision and support)

6. Identify who is responsible for input and options;

7. Generate ideas’ or options;

8. Evaluate the options with clearly stated pro’s and con’s;

9. Make the decision; 

10. Formulate how the decision needs to be implementated;

11. Notify others of the decision especially those that will be impacted;

12. Implement the action plan;
 
13. Evaluate or re-open the decision making process only after sufficient testing of time and/or if a significant

new piece of information has come into the picture.
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A Decision-Making Primer
Good decision making depends on assigning clear and specific roles. This sounds simple enough, but many
organizations struggle to make decisions because many of those involved feel accountable - or no one does.
RAPID and other tools used to analyze decision making give management teams a method for assigning
roles and involving the relevant people. The key is to be clear who has input, who gets to decide, and who
gets it done. 

The five letters in RAPID correspond to the five critical decision-making roles: recommend, agree, perform,
input, and decide. As you’ll see, the roles are not carried out lockstep in this order - we took some liberties
for the sake of creating a useful acronym.

Recommend >> People in this role are responsible for making a proposal, gathering input, and providing
the right data and analysis to make a sensible decision in a timely fashion. In the course of developing a
proposal, recommenders consult with the people who provide input, not just hearing and incorporating their
views but also building buy-in along the way. Those who do the recommending  must have analytical skills,
common sense, and organizational smarts. 

Agree >> Individuals in this role have veto power - yes or no - over the recommendations. Exercising the
veto triggers a debate between themselves and the ‘recommenders’, which should lead to a modified
proposal. If that takes too long, or if the two parties simply can’t agree, they can escalate the issue to the
person who had the D. 

Input >> These people are consulted on the decision. Because the people who provide input are typically
involved in implementation, ‘recommenders’ have a strong interest in taking their advice seriously. No input
is binding, but this shouldn’t undermine its importance. If the right people are not involved and motivated,
the decision is far more likely to falter during execution. 

Decide >> The person with the D is the formal decision maker. He or she is ultimately accountable for the
decision, for better or worse, and has the authority to resolve any impasse in the decision-making process
and to commit the organization to action. 

Perform >> Once a decision is made, a person or a group of people will be responsible for executing it. In
some instances, the people responsible for implementing a decision are the same people who recommended
it. 

Writing down the roles and assigning accountability are essential steps, but good decision making also
requires the right process. Too many rules can cause the process to collapse under its own weight. The most
effective process is grounded in specifics but simple enough to adapt if necessary. 

When the process gets slowed down, the problem can often be traced back to one of three trouble spots.
First is a lack of clarity about who has the D. If more than one person think they have it for a particular
decision, that decision will get caught up in a tug-of-war. The flip side can be equally damaging: No one
is accountable for crucial decisions, and the organization suffers. Second, a proliferation of people who have
veto power can make life tough for recommenders. If an organization has too many people in the “agree”
role, it usually means that decisions are not pushed down far enough in the organization. Third, if there are
a lot of people giving input, it’s a signal that at least some of them aren’t making a meaningful contribution.
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Understand Why A Decision Needs Making?
Most leaders decisions are prompted by one of four types of events, each requiring a particular decision-
making style;

DISTURBANCES
manager decides on the best way to solve problems, emergencies, and upheavals;

OPPORTUNITIES 
manager decides which new opening to pursue and how;  

RESOURCE ALLOCATION
manager arbitrates in the distribution of money, personnel, or supplies;

NEGOTIATIONS 
manager makes decisions as a representative of an organization or individuals.

A Decision Diagnostic
Consider the last three meaningful decisions you’ve been involved in and ask yourself the following
questions.

1. Were the decisions right?

2. Were they made with appropriate speed?

3. Were they executed well?

4. Were the right people involved, in the right way?

5. Was it clear for each decision?
- who would recommend a solution?
- who would provide input?
- who had the final say?
- who would be responsible for follow through?

6. Were the decision roles, process, and time frames respected?

7. Were the decisions based on appropriate facts? 

8. To the extent that there were divergent facts or opinions, was it clear who had the D?

9. Were the decision makers at the appropriate level in the organization?

10. Did the organization’s measures and incentives encourage the people involved to make the right  
decision? 
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The Decision-driven Organization

The defining characteristics of high-performing organizations is their ability to make good decisions and
to make them happen quickly. The organizations that succeed tend to follow a few clear principles. 

Some decisions matter more than others. The decisions that are crucial to building value in the
organization are the ones that matter most. Some of them will be the big strategic decisions, but just as
important are the critical operating decision that drive the organization day to day and are vital to effective
execution. 

Action is the goal. Good decision making doesn’t end with a decision; it ends with implementation. The
objective should be a consensus (I can live with this) as often as you can, however not if it is to become an
obstacle to action. The key is to ensure action and as much buy in as possible. 

Ambiguity is the enemy. Clear accountability is essential: who contributes input, who makes the decision,
and who carries it out? Without clarity, gridlock and delay are the most likely outcomes. Clarity doesn’t
necessarily mean concentrating authority in a few people; it means defining who has responsibility to make
decisions, who has input, and who is charged with putting them into action. 

Speed and adaptability are crucial. An organization that makes good decisions quickly has a higher
metabolism, which allows it to act on opportunities and overcome obstacles. The best decision makers
create an environment where people can come together quickly and efficiently to  make the most important
decisions. 

Decision roles trump the organizational chart. No decision-making structure will be perfect for every
decision. The key is to involve the right people at the right level in the right part of the organization at the
right time. 

A well-aligned organization reinforces roles. Clear decision roles are critical, but they are not enough.
If an organization does not reinforce the right approach to decision making through its measures and
incentives, information flows, and culture, the behaviour won’t become routine.

Practising beats preaching. Involve the people who will with new decision roles in designing them. The
very process of thinking about new decision behaviors motivates people to adopt them. 
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Decision Making - Methods

There are various types of decision-making styles. For teams to be most effective in the long term our
favorite is the ‘consensus-based’ decision making process ‘I can live with it’ described on page 27-31 in
this manual. However, listed below are additional decision-making styles that can be effectively used in
teams to ensure the work gets done in a timely manner. Each style has advantages and disadvantages listed.

1.  Decision by authority without discussion

DISADVANTAGES:
One person is not a good resource for every decision; advantages of group interaction are lost; no
commitment to implementing the decision is developed among other group members; resentment and
disagreement may result in sabotage and deterioration of group effectiveness; resources of other members
are not used.

ADVANTAGES:
Applies more to administrative needs; useful for simple, routine decisions; should be used when very little
time is available to make the decision, when group members expect the designated leader to make the
decision, and when group members lack the skills and information to make the decision any other way.

2.  An expert member

DISADVANTAGES:
It is difficult to determine who the expert is; no commitment to implement the decision is built; advantages
of group interaction are lost; resent, and disagreement may result in sabotage and deterioration of group
effectiveness; resources of other members are not used.

ADVANTAGES:
Useful when the expertise of one person is so far superior to that of all other group members that little is
to be gained by discussion; should be used when the need for membership action in implementing the
decision is slight.

3. Averages of members' opinions

DISADVANTAGES:
There is not enough interaction among group members for them to gain from each other's resources and
from the benefits of group discussion; no commitment to implement the decision is built; unresolved
conflict and controversy may damage group effectiveness in the future.

ADVANTAGES:
Useful when it is difficult to get group members to talk; when the decision is so urgent that there is no time
for group discussion; when member commitment is not necessary for implementing the decision; and when
group members lack the skills and information to make the decision any other way; applicable to simple,
routine decisions.
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4.  Decision by authority with discussion

DISADVANTAGES:
Does not develop commitment to implement the decision; does not resolve the controversies and conflicts
among group members; tends to create situations in which group members either compete to impress the
leader or tell the leader what they think he or she wants to hear.

ADVANTAGES:
Uses the resources of the group members more than previous methods; gains some of the benefits of group
discussion.

5.  Majority control

DISADVANTAGES:
Usually leaves an alienated minority which damages future group effectiveness; relevant resources of many
group members may be lost; full commitment to implement the decision is absent; full benefit of group
interaction is not obtained.

ADVANTAGES:
Can be used when sufficient time is lacking for decision by consensus or when the decision is not so
important that consensus needs to be used; and when complete member commitment is not necessary for
implementing the decision; closes discussion on issues that are not highly important for the group.

6.  Minority control

DISADVANTAGES:
Does not utilize the resources of many group members; does not establish widespread commitment to
implement the decision; unresolved conflict and controversy may damage future group effectiveness; not
much benefit from group interaction.

ADVANTAGES:
Can be used when everyone cannot meet to make a decision; when the group is under such time pressure
that it must delegate responsibility to a committee; when only a few members have any relevant resources;
and when broad member commitment is not needed to implement the decision; useful for simple decisions.

7.  True Consensus

DISADVANTAGES:
Takes a great deal of time and psychological energy and a high level of member skill; time pressure must
be minimal; and there must be no emergency in progress.

ADVANTAGES:
Produces an innovative, creative, and a high-quality decision; elicits commitment by all members to
implement the decision; uses the resources of all  members; the future decision-making ability of the group
is enhanced; useful in making serious, important, and complex decisions to which all members are to be
committed.  
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Recognizing and Solving Problems

Problem solving forms part of our thinking. Considered the most complex of all intellectual functions, problem
solving has been defined as higher-order cognitive process that requires the modulation and control of more
routine or fundamental skills. (Goldstein & Levin) Problems occurs if an organism does not know how to
proceed from a given state to a desired goal or future state. There are many approaches to problem solving,
depending on the nature of the problem and the people involved in the problem. The more traditional, rational
approach is typically used and involves, e.g. clarifying description of the problem, analyzing causes, identifying
alternatives, assessing each alternative, choosing one, implementing it, and evaluating whether the problem was
solved or not. This approach is described further on in this article. 

Another, more state-of-the-art approach is appreciative inquiry. That approach asserts that "problems" are often
the result of our own perspectives on a phenomena, e.g., if we look at it as a "problem," then it will become one
and we'll probably get very stuck on the "problem." Appreciative inquiry includes identification of our best
times about the situation in the past, wishing and thinking about what worked best then, visioning what we want
in the future (solution focus), and building from our strengths to work toward a more positive future state.  

Appreciative Inquiry

In a very real sense most human searches are a success. Not only do we seem to find whatever it is we are
looking for, but when we search the world around us for what is best about a human system, the positive
qualities tend to multiply. The active surfacing of good news - of positive and constructive approaches to
problems often lead to opportunities, leveraging peoples strengths, greater achievements, innovations and the
like - it is not avoidance of reality; it is the best way to improve reality. One of the approaches is to ask positive
questions. The practice of asking positive questions not only brings out the best in people and organizations,
it also amplifies and magnifies the most positive life giving possibilities for the future. Put the following positive
question up on a flipchart for everyone to see, and ask each person to “interview” their partner for five to ten
minutes. Instruct people to discover as much from their partner as they can by asking the following question:

“Reflect back on your entire career think about the most memorable team experience you have ever had... 
a high point when you felt really effective, energized, and proud when solving a complex problem...         
tell me the story... what made the team a success? What was it about you that helped make it great?     

What did you learn then that can help us be great problem solvers today?”

Watch what happens to the energy in the room! After this mini “appreciation inquiry” ask people how it went.
Ask people to share an adjective or a phrase that describes their experience of the interview. Here is what you
will likely hear:

- it was inspiring;

- we needed much more time;

- it was refreshing and mind expanding;

- it was full of surprises and it was entertaining;

- it was informative and it felt safe... etc.
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Ten Ways to Use Positive Questions to Set the Framework for Effective Problem-Solving

1. Get Problem Solving Meetings Off to a Good Start - the way meetings begin most often set the tone for
how they will proceed and what will be accomplished. Start with a positive question.

2. Coach for High Performance - when people are reminded of their capabilities and strengths they are more
likely to build upon them. All too often people and team focus on what’s gone wrong/what needs to improve.

3. Transfer “Problem Talk” to “Possibility Talk” - problem talk leads to problem thinking and acting; it
includes conversations about who or what caused the problem and therefore, is to blame. More time is spent
looking backward, trying to understand the problem, than looking forward to explore positive possibilities. 

4. Create Dialogue to Foster Shared Meaning - people work better together, solve problems more effectively
and achieve more when they are aligned around a shared purpose, values and goals. 

5. Demonstrate Positive Intent and Trust - exceptional relations depend on positive intent and trust. The use
of positive questions when face-to-face with a problem demonstrates a willingness to go forward together. 

6. Create a Learning Environment - perhaps the most exciting outcome of leading with positive questions
is the tremendous learning that occurs for you and the people you interact with. Inquiry based on positive
questions can help you solve problems and drive a culture change towards a learning culture. 

7. Build High Performance Teams - when teamwork is expected and important, people need to get to know
each other - their values, their personal aspirations and especially how they work when they are at their best.

8. Conduct Reviews that Make a Difference - all too often project and work weeks end in silence and team
members go on to the next big challenge. Taking time to celebrate and to learn from work well done keeps
enthusiasm and achievement flowing and a greater commitment to pro-active problem solving. 

9. Build Self-Esteem - in all of us there is latent power - strengths and capacities that are unrecognized and
under utilized. By asking positive questions you can help another person recognize and own their own positive
potential. This self-esteem building is essential in building individual contributions to team problem-solving.

10. Plan a Course of Action for the Future - clarify and commitment to a course of future action can only be
generated in conservation. Solutions created by one person, alone at a computer, late at night do not instill
commitment or ownership - no matter how well disseminated. Conservation leads to action .   

The Anatomy of a Positive Question

What is a positive (appreciative) question? How do we know it when we see it? What’s the connection
between what we create in our questions, and what we believe as practitioners of Appreciation Inquiry? 

A positive question is an affirmatively stated question - a question that seeks to uncover and bring out the
best in a person, a situation, a problem or an organization. Here is a sample... Describe a time when you
were involved in a participatory problem-solving and decision-making process in which everyone felt
respected? What was the high point of the process? What made it successful? How were you included or
how did you contribute to the inclusiveness? How did people know their contributions helped bring forth
a solution to solve the problem? 
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Recognizing and Solving Problems?

Problems come in all shapes, sizes and types. Regardless of what kinds of issues you’re dealing with, however,
the problem-solving process typically centres around two major components: problems and decisions.

A problem is simply the difference between actual and desired conditions. A decision, on the other hand, is the
result of choosing between various actions or alternatives that could be taken to solve the problem. 

The activities of problem solving and decision making are closely intertwined, so you will often find
mention of the two topics together.  One of the most analytical yet creative skills you can possess as a
person is the ability to recognize and solve problems and drive organizational learning. 

The Problem-Solving Process

Recognizing problems and making decisions that resolve them are the objective of the problem-solving process.
In achieving these objectives, this process generally involves the following steps;

1. Think ahead and forecast potential problems;

2. Recognize that an abnormal situation exists (that you have a problem). Easier recognition is
possible when there are established visible standards that are distinguishable by everyone;  

3. Elevate the problem and request support from the team or group leaders. Ensure someone takes
responsibility for the problem. Define important differences between your actual state (current)
and the desired future condition (solution).

4. Evaluate the conditions... is this an isolated problem or a major problem? Then identify the
problem(s) and their underlying causes;

5. Generating ideas to create a number of alternative solutions that will allow for the problem to
 be contained and controlled;

6. Systematically analyzing the likely consequences (positive or negative) of these alternatives;

7. Decision making - choose the best solution;

8. Implementing the solution - anticipating any obstacles, sources of resistance, and forces that
may operate to keep things the same (people, situations etc.);

9. Evaluating the outcomes of your decision to determine if the problem has been resolved and any
new problems have emerged;

10. Evaluate on why the problem occurred and set systems in place to work so that it does not
happen again in the future. 
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Maximizing the Effectiveness of Group Problem Solving

Given that individuals tend to be proficient at only certain parts of the problem-solving process, effective leaders
involve others in this process to ensure that all of the steps are done to the best of their ability.  In addition,
group approaches to problem-solving can enhance effectiveness and creativity by incorporating a variety of
perspectives into the process. 

When leaders bring others into the problem-solving process, communication, trust and conflict resolution
become important factors - and, unless handled effectively, can become barriers to success. 

In terms of the group problem-solving process, communication typically focuses on three issues;

1. The situation, or current state;

2. The target, or desired future state;

3. Proposals, or actions to be taken to move from the current to the desired state.

Ideally, communication pertaining to the situation should centre on valid and relevant information that provides
as accurate assessment of what’s happening now. How people interrelate with each other - either with a
‘trusting’ or a ’distrustful’ nature effects the core of the reaction of the problem-solving process. Trust lends to
open communication and distrust lends to defensiveness. Conflicts at this stage should be resolved by referring
to available information or gathering new information, if necessary.

Communication concerning the target typically involves clarification of both personal and organizational values.
Conflicts regarding values should be settled using negotiation and interpretation of the organization’s goals,
mission, philosophies, strategies and ultimately core values.

Proposals require the generation of ideas. At this stage, it’s critical that group members feel comfortable (trust)
enough to voice their thoughts (no matter how divergent), listen to one another, and build on each others’ ideas.
Conflicts that arise are generally best resolved by further clarifying the situation and target, systematically
analyzing alternatives in terms of discrepancies, and determining the most appropriate proposals via consensus
decision-making. 

Follow through and check progress. After implementing a solution, monitor if for a while to make sure it’s
working. You might find that you need to make minor modifications or more extensive changes to your plan.

Evaluate results. Did you reach your goal? Did what you want to happen really happen? Don’t assume the
solution worked - find out! Evaluate the solution in terms of its effectiveness at correcting the problem. Then,
determine if any new problems have arisen as a result of solution implementation. Such problems may
necessitate a trip ‘back to the drawing board’ - in other words, a reactivation of the problem-solving process
described above. 
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Idea Generating Process

It seems incongruous that the generation of a good idea can be a process or that a process may lead to
insight. However, if you examine the behaviour of people who regularly generate good ideas – such as
creatives in advertising - you will find that common patterns of behaviour do emerge and it is possible to
make insight more likely. Below are just some elements of the good idea generation process:

a) Creativity is often triggered by the need to solve a problem. People who generate good ideas tend to
clearly identify the problem through a tangible process. They will look at a problem from various
perspectives, create multiple definitions of it and ask many others to contribute to the precise nature and
basic qualities of the problem as they see it.

b) Problems require intense investigation. People who generate good ideas intensely investigate the
problem using various knowledge bases and information sources. This allows frame breaking, reduces path
dependency and parochialism and allows the intellectual cross-pollination that gets people thinking. 

c) Forced productivity. People who come up with good ideas force themselves to produce ideas without
evaluating those ideas. They will separate creative from critical thinking and simply bash out ideas using
a variety of techniques. Common methods involve linking to diverse objects and concepts, vertical and
lateral thinking techniques. They will regularly maximise the size and quality of their idea pool. This
patterns the mind into seeking answers and triggers cognitive activity at multiple levels.

d) Seek stimuli. People who think of good ideas seek out stimuli from novel, diverse and numerous
sources. The range of stimuli is infinite and this tends to suit people who have or benefit from a life long
interest and curiosity in many subjects.

e) Constant conscious thought. People who generate good ideas constantly think about the problem at all
times. Often they describe themselves as incapable of thinking of anything else, no matter what distractions
may be present. Hence the common occurrence of descriptions such as “obsessed,” “single-minded,”
“preoccupied,” “compulsive,” “consumed,” “captivated,” “infatuated,” “absorbed”, “immersed,”
“possessed,” “hooked” and so forth.

f) Engagement in rest and unrelated activities. People who generate good ideas will allow for rest and
engagement in unrelated activities, which allows unconscious processes to take over. It is at this point that
insight is common. Having progressed past the previous stages numerous times, the solution presents itself
when engaging in something completely unrelated.

g) Incubation. Following intense cognitive activity, it may be best that the problem is set aside. A solution
may present itself at any point thereafter.

The above process can be learned, controlled and the effective use of it is just as much a matter of practice
as any tool. It explains why some people are more able capable of generating a large number of diverse and
novel ideas. Two relevant footnotes should frequently be applied:

a) It is compelling that the more complex the problem, the longer the process.

b) Further, the closer the idea is to the origin of the S-curve (a measurement of impediments), the greater
the number of intermediary issues requiring resolution before a solution can be obtained.
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What is Involved in the Idea Generation Process?

To be skilled at idea generation, it would be helpful to become more proficient at the following
competencies;

Idea Generating Process:

Step 1: Confirm why/where you need creativity

Step 2: Who needs to be included in this process? Why?

Step 3: Set clear expectations

Step 4: Designate a facilitator

Step 5: Pre-set the amount of time for developing ideas

Step 6: Write idea options down where everyone can see them

Step 7: Evaluate the pros and cons of each idea

Step 8: Clarify the decision  making style for implementing the idea

Step 9: Develop a clear implementation strategy

Notes on Synergy
What is synergy? Simply defined, it means that the whole is greater than the sum of its parts. It means that
the relationship which the parts have to each other is a part in and of itself. When you communicate
synergistically, you are simply opening your mind and heart and expressions to new possibilities, new
alternatives, new options. For synergy to occur, you must begin with the belief that the parties involved will
gain more insight, and that the excitement of that mutual learning and insight will create a momentum
toward more and more insights, learnings, and growth.  

Many people have not really experienced even a moderate degree of synergy in their family life or business
life. They have been trained and scripted into defensive and protective communications or into believing
that life or other people can not be trusted. Most all creative endeavors are somewhat unpredictable. They
often seem ambiguous, hit-or-miss, trial and error. And unless people have a high tolerance for ambiguity
and get their security from integrity to principles and inner values they find it unnerving and unpleasant to
be involved in highly creative enterprises. Their need for structure, certainty, and predictability is too high.

For many, at first the communication is respectful, careful and predictable. As we began to talk about
various alternatives, possibilities and opportunities ahead, people became very open and authentic and
simply started to think out loud. In this, groups can move from mutual respect and understanding to creative
synergistic communication. People need to be willing to come together prepared to listen rather than to
present, prepared to create and synergize rather than to defend and protect. 
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Synergy and Communication

Synergy is exciting. Creativity is exciting. It’s phenomenal what openness and communication can produce.
The possibilities of truly significant gain, of significant improvement are so real that it’s worth the risk such
openness entails. People have to get to know each other - their interests, their hopes, their goals, their
concerns, their back grounds, their strengths and weaknesses, their frame of reference, their paradigms.
Synergy creates a kind of human interaction that creates bonding between people. The attitude needs to be
“if a person of your intelligence and competence and commitment disagrees with me, then there must be
something to your disagreement that I don’t understand, and I need to understand it. You have a perspective,
a frame of reference I need to look at.” The following diagram illustrates how closely trust is related to
different levels of communication and therefore idea generation/problem solving. 

LEVELS OF COMMUNICATION

High Synergistic (Win/Win)

Respectful (Compromise)
TRUST

Defensive (Win/Lose or Lose/Lose)

Low

Low High
COOPERATION

The lowest level of communication coming out of low-trust situations would be characterized by
defensiveness, protectiveness, and often legalistic language, which covers all the bases and spells out
qualifiers and the escape clauses in the event things go sour. Such communication produces win/lose or
lose/lose. It isn’t effective and its creates further reasons to defend and protect. 

The middle position is respectful communication. This is the level where fairly mature people interact. They
have respect for each other, but they want to avoid the possibility of difficult confrontations, so they
communicate politely but not empathically. They might understand each other intellectually, but they really
don’t deeply look at the paradigms and assumptions underlying their own positions and become open to new
possibilities.

Respectful communication works in independent situations and even in interdependent situations, but the
creative possibilities are not opened up. In interdependent situations compromise is the position usually
taken. Compromise means 1+1 = 1 ½ . Both give and take. The communication isn’t defensive or protective
or angry or manipulative; it is honest and genuine and respectful. But it isn’t creative or synergistic. It
produces a low form of win/win. 
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Synergy means that 1+1 may equal 8, 16, or even 1,600. The synergistic position of high trust produces
solutions better than any originally proposed, and all parties know it. Synergistic people are change
catalysts. They improve almost any situation they get into. They work as smart as they work hard. In team
endeavors they build on their strengths and strive to complement their weaknesses with the strengths of
others. 

Application Suggestions:

1. Think about a person who typically sees things differently than you do. Consider ways in which those
differences might be used as stepping stones to third alternative solutions. Perhaps you could seek out his
or her views on a current project or problem, valuing the different views you are likely to hear.

2. Make a list of people who irritate you. Do they represent different views that could lead to synergy if you
had greater intrinsic security and valued the difference?

3. Identify a situation in which you desire greater teamwork and synergy. What conditions would need to
exist to support synergy? What can you do to create those conditions?

4. The next time you have a disagreement or confrontation with someone, attempt to understand the
concerns underlying that person’s position. Address those concerns in a creative and mutually beneficialy
way.  
 
A Closing Note: The more holistic a structure is operationally, that is, the more mutual interdependence
there is, the better the communications, etc., etc., the more the team has to rely on each other - the more
synergistic everything can be. The more teamwork there is, the more they rely on each other, the more they
trust each other, and so on; this is the same as saying, the more synergy there is. 

Taken from ‘Maslow on Management’ and ‘The Seven Habits of Highly Effective People’
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Priority Setting Processes

A Jar Full of Rocks - Story

While speaking to a group of business students, a facilitator took at few
moments to quiz them. She pulled out a one gallon jar and set it on a
table in front of her. She carefully placed a dozen fist-sized rocks into the
jar. When the jar was filled to the top she asked, “Is the jar full?”
Everyone answered, “Yes.”  “Really?” She replied.

Reaching under the table she pulled out a bucket of gravel and dumped
some gravel into the jar, shaking it so the pieces of gravel could work themselves into the spaces between the
rocks. She then asked the group once more, “Is this jar full?” Everyone responded “Probably not.” “Good,” she
said.

Then she reached under the table and pulled out a bucket of sand. She started dumping the sand in, and it
filtered into all the spaces left between the rocks and the gravel. Once more she asked, “Is this jar full?” “No!”
shouted the class. She once again said, “Good!” and grabbed a pitcher of water, which she poured into the jar
until it was filled to the brim. 

She looked up at the class and asked, “What is the point of this illustration?” One student responded. “The point
is, no matter how full your schedule is, if you try really hard, you can always fit some more things into it!” “No,”
the speaker replied, “That’s not the point. The truth this illustration teaches us is: If you don’t put the big rocks
in first, you’ll never get them in at all.”

Which activity looks like a big rock to you? 

1. Watching a rerun of a less-than-favorite TV show OR taking a walk with a friend or family member.
2. Checking your e-mail every few minutes OR writing a letter of praise/thanks to a co-worker or friend.

3. Giving your thumb a workout with the TV remote control OR lifting some heavier weights to benefit
your total body. 

4. Spending your time "crawling the mall" OR enriching your cuisine by learning how to prepare a healthy
vegetable. 

5. Doing that "one more thing" on a night you're extremely tired OR going to bed and getting a good
night's sleep. 

6. Screaming at other drivers when you're stuck in heavy traffic OR putting a symphony on the tape player
and thinking "life's too short to be uselessly angry." 

7. Trying to follow a "if it tastes good, spit it out" diet OR going on a treasure hunt for recipes for lower
fat and calorie treats. 

As you make choices this year, say "yes" to your "big rocks" first. Don't feel you need to explain each "no"
when the smaller gravel and sand try to fill your time. "No" can be a complete sentence! Setting priorities that
are in-line with are vision, values and goal is essential for satisfaction and success. Actions speak louder than
words... so what are your ‘big rocks’ at home? - at work? 
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Setting Priorities - Staying Out of the Urgent and Important Box

Important

1. Important, but not Urgent 2. Important and Urgent

Planning, research, design, development,

creativity, etc.

Emergencies, planned tasks,

commitments, meetings, etc. 

3. Not Important, Not Urgent 4. Not Important but Urgent

Idle gossip/chat, Interruption (phone, drop in

visitors)

Urgent

Important

1. Important, but not Urgent 2. Important and Urgent (START

HERE)

PLAN to do these tasks NEXT

These ones are critical to goal setting and

ultimate success. 

DO to do these tasks NOW!

You MUST meet your important

commitment and deal with critical

issues as they arise.

3. Not Important, Not Urgent 4. Not Important but Urgent

AVOID these activities and distractions

all together - they won’t help you achieve

success.

MANAGE these activities by

cutting them short, rejecting

requests and avoiding them while

doing important tasks.

Urgent

Urgent-Important Matrix for setting priorities 

Human nature means that we instinctively act on tasks that are ‘urgent’, whether these tasks are important or
not. That’s OK for the tasks that are also important, but the other ones are not necessarily the best use of your
time and effort. 

This matrix can also be used to explain why taking action on goals sometimes gets into trouble. Goals are
typically derived from dreams and desires, which by their very nature are not ‘urgent’. Goals are however VERY
important and their enabling actions need to be elevated in priority over tasks that are not really important. So
as a tool for helping you prioritise your action items, start by identifying which part of the matrix each task
belongs in, and then manage them as follows: 

The Big Rocks are the major things you want to get done this week. A report, launching a new website,
going to the gym, spending time with your spouse and kids, achieving your dreams. These Big Rocks get
pushed back from week to week because we never have time to do them — our days fill up too quickly, and
before we know it, weeks have passed and the Big Rocks are still sitting on the side, untouched.
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Plan your week ahead of time, placing your Big Rocks first

Here’s how you do it (with the unavoidable list, of course!):

Make a list. At the beginning of the week — Sunday evening or Monday morning — write out the Big
Rocks that you want to accomplish this week. These should be the important things — if you looked
back on the week and said you did them, you would be proud of having done them. Be sure to include
not only work stuff, but some of the tasks that will further along your life’s goals and dreams. 

Keep it short. In the beginning, just have 4-6 … you don’t need to try to do 10 or more Big Rocks,
especially not at first. Later, you may get better at judging how many Big Rocks you can do in a week,
but for now, shoot for about one per day. 

Place the Rocks. Look at your weekly schedule. If you don’t have one, write out the days of the week with
one-hour blocks (or print out a schedule from an online calendar). Write out pre-existing appointments.
Now take your Big Rocks, and put them in the schedule. Try to put them in a spot where you know
you’ll get them done. Not a spot that’s traditionally too busy to concentrate, and not in a little half-hour
window between meetings. Give yourself time to do it. 

Leave space for the incoming pebbles. Don’t fill in the rest of the schedule if possible. Every morning,
look at your schedule and commit yourself to doing the Big Rock(s) for that day. That’s your MIT for
the day. If there are less important MITs, you can put them in the schedule, but don’t put too much. A
tight schedule tends to bump into itself, pushing things back when other things inevitably take too long.

Do it early. If you can, place your Big Rocks first thing in the morning. Don’t schedule them for later in
the day if possible, because by that time, a few fires have come up, and the Big Rock will get pushed
back as always. Do it first, and then you’ve got the rest of the day for the busy-work. 

Be Proud. When your week’s done, look back on it — if you got any (or all!) of the Big Rocks done, be
proud of yourself and happy. It feels good!

 

How does this simple method make you more productive? Well, productivity isn’t about doing a lot of tasks.
It’s about getting the important work done. If you’re running around doing all the little stuff … sure, you
did a lot and you were very busy, but how much did you really accomplish? Oftentimes we can look back
on our week and say, “I didn’t get a lot done, but I sure was stressed doing it!”

This is a way of getting the important work done. Sure, you’ll still have to worry about the little stuff. But
at the end of the week, you can look back and say that you’ve been productive. It makes a world of
difference.
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A Simple Time Management Plan for Priority Setting

Effective time management is crucial to accomplishing organization tasks as well as to avoiding wasting valuable
organizational assets. The following nine rules will aid you in your priority setting: 

Get started - Get focussed 

This is one of the all time classic time wasters. Often, as much time is wasted avoiding a project, as actually
accomplishing the project. A survey showed that the main difference between solid employees and average
employees was their ability to start their work and get focussed in a timely manner. 

Get into a routine

Mindless routines may curb your creativity, but when used properly, they can release time and energy. Choose
a time to get certain task accomplished, such as answering email, working on a project, completing paper work;
and then sticking to it every day. Use a day planning calendar and take time to review what you have to get
completed for the day while reviewing your week at a glance. Find a planner that fits your needs. 

Do not say “yes” to too many demands/requests

Saying yes can lead to unexpected treasures, but the mistake we often make is to say “yes” to too many requests.
This causes us to live to the priorities of others, rather than according to our own. Every time you agree to do
something else, something else will not get done. Learn how to say “no.” 

Do not commit yourself to unimportant activities, no matter how far ahead they are

Even if a commitment is a year ahead, it is still a commitment. Often we agree to do something that is far ahead,
when we would not normally do it if it was in the near future. No matter how far ahead it is, it will still take the
same amount of your time. 

Divide large tasks

Large tasks should be broken up into a series of small tasks. By creating small manageable tasks, the entire task
will eventually be accomplished. By using a piecemeal approach, you will be able to fit it into your schedule. 

Do not put unnecessary effort into a project 

There is a place for perfectionism, but for most activities, there comes a stage when there is not much to be
gained from putting extra effort into it. Save perfectionism for the tasks that need it. 

Deal with it for once and for all

We often start a task, think about it, and then lay it aside. This gets repeated over and over. Either deal with the
task right away or decide when to deal with it. Schedule this into your day timer in advance. 

Set start and stop times

When arranging start times, also arrange stop times. This will call for some estimating, but your estimates will
improve with practice. This will allow you and others to better schedule activities. Also, challenge the theory,
"Work expands to fill the allotted time." See if you can shave time off your deadlines to make it more efficient.

Plan your activities

Schedule a regular time to plan and prioritize your activities. If time management and priority setting is important
to you, then allow the time to plan it wisely. 
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Effective Communication Processes

Interpersonal communication is defined as a message sent by a person to a receiver (or receivers) with the
conscious intent of affecting the receiver’s behaviour. This does not mean that there is always a sequence of
events in which a person thinks up a message, sends it, and someone else receives it. Communication is a
dynamic process in which everyone receives, sends, interprets, and infers all at the same time. There is no
beginning and no end; all communication involves persons sending one another symbols to which certain
meanings are attached. These symbols can be either verbal (all words and symbols) or nonverbals (all
expressions and gestures are symbols). The exchange of ideas, thoughts, feelings and experiences between two
persons is possible only when both have adopted the same way of relating a particular nonverbal, spoken,
written, or pictorial symbol to a particular experience. 

EFFECTIVE COMMUNICATION

  Sender - the communicator or the person who consciously or subconsciously is to sending the message.

  Receiver - any person to whom the message is aimed or directed.

  Message - any verbal or non-verbal symbol that one person transmits to another; it is the subject matter being
referred to in a symbolic way (all words are symbols).

  Channel - the means of sending a message to another person: the sound waves of the voice, the light  
waves that make possible the seeing of the words on the page etc.

  Noise - refers to those elements within the process that interferes with the communication process. 

• Sender Noise - attitudes, distrust, confidence and frame of reference and the appropriateness of  his
or her language or the expression of the message.

• Receiver Noise - attitudes, distrust, background, and experiences (baggage) that affect accurate
decoding process.

To a large extent, the success of communication is determined by the degree of which noise is overcome or
controlled.        

Channel 1 > 2
 

  Sender Functions Receiver Functions

    1. Encoding (what you want to say)     1. Decoding (what was said)
    2. Transmission of Message     2. Internal Perceptions

     < NOISE >

  Sender Functions Receiver Functions

    1. Decoding (what was sent back)         1. Encoding (what you want to reply)
    2. Internal Perceptions          2. Transmission of Message

      Channel 2 < 1
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Internal Noise or Filtering

1. Self-Image. 
Both sender and the receiver have an image or concept of themselves and feelings of self-worth and self-esteem.
What their self-concept is at any given moment and what value they attach to themselves personally in a given
situation will, in part, determine their communication. For example, if I think of myself as an expert in an area and
have great confidence in myself (attach great worth to myself) in any given situation, I am likely to communicate
in the first place, more likely to choose an assertive, telling style of communication rather than a different one, and
less likely to listen to others on the same topic. After all, I am the expert. 

2. Image of the Other Person or Persons.

Both the sender and the receiver have an image or concept of the others in the situation and attach certain values to
these others as people. These images of the others will also, in part, determine communication. For example, if I see
the others in the situation as being less expert and of lower status in the situation than I am, I am likely to talk down
to them, to interrupt them when I think they are off target, to listen less for their original points of view and more
for whether they are understanding me and/or agreeing with me. If I feel less expert or of lower status I will say less,
listen harder, and try to figure out how to gain status in the situation (this, incidentally, may inhibit good listening
also, diverting attention from the task to the relationship issue). Distrust in relationships cause our image of others
to be distorted or globalized to situations unrelated to the cause of the distrust. 

3. Definition of the Situation.

Both sender and the receiver have a certain picture of the situation in which they are jointly operating. Is it a meeting
to solve a specific problem? Is it an informal bull session? Are we here to give the boss a chance to tell his/her ideas?
Often this process of ‘defining the situation’ is not verbalized until someone raises the question “what are we here
for?” or “what is our task?”

The definition of the situation goes beyond specifying the goals or task to be achieved; it is the complete set of
perceptions pertaining to one’s own and others’ roles in the situation, its duration, its boundaries, and the norms that
will govern it (for example, is it a formal or informal situation?) Obviously, what we say and how we say it will be
largely governed by how we define the situation. 

4. Motives, Feelings, Intentions, Attitudes.

Another set of filters or internal noise in the communication process both for sender and listener are the various
needs and motives they bring to the situation, their intentions, and their attitudes towards others. If my needs are to
sell a proposal or to influence others, I will communicate differently from how I will if I am curious about something
and need to get information. If I am trying to influence, I will listen differently to what others say from how I will
if I am gathering information, and I will listen for different things. For example, if I am trying to influence, I will
listen for agreement or disagreement than for new ideas. 

5. Expectations.

The final category of psychological factors that create filters is our expectations of ourselves and of others in the
situation, based either on actual experience or on preconception and stereotypes. If I expect my audience to be slow
to understand, I will use simpler words; if I expect them to be receptive, I will talk in a more relaxed way; If I expect
them to be critical, I will frame my points carefully and precisely. For the point of the listener, if they expect the
speaker to be very smart, they may read more meaning than there is in the message; if they expect the speaker to be
inarticulate or unintelligent, they may fail to hear the good points. If they expect disagreements, they may read
hostility into what the speaker says; and if they expect support, they may fail to hear disagreement. 

Adapter from ‘process consultation’, by Edgar H. Schein, National Training Labs 
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Evaluation and Learning

“Hands-on” or “Head-trip”... How Do You Learn Best?

The general group leader has just described the differences among several styles of communication (e.g.
passive, aggressive, assertive). You aren’t sure you understand the differences, so you ask him or her to
enact some situations that illustrate the differences. (CE) 

For two days you’ve quietly watched several people enter into and successfully or unsuccessfully deal with
conflicts. Today you share with the group the differences you’ve noticed between successful and
unsuccessful attempts at conflict resolution. (RO) After a day and a half of feeling detached and sceptical
about your tea process and general work activities, you find yourself interested in a theory presentation and
engage the facilitator in a discussion of the theory’s merits and shortcomings. (AC) You’ve realized that
you’re harder to get to know than Lee, who is more self-disclosing, so you decide to try volunteering more
information about yourself. (AE)

If you recognize yourself and/or others in these scenarios, you may have already caught on to the fact that
people respond differently to the varying experiences that are part of a learning and evaluation process. As
a participant in a group, you have entered into a learning experience on a daily basis. You have the
opportunity to learn about yourself, the impact of your behaviour on others and their on you, about how
groups develop and function, how to communicate more effectively, solve problems in a pro-active manner,
and so forth. To benefit from these opportunities, you must be willing to explore and expand the ideas,
beliefs, and rules upon which you structure your world and base your behaviour. Your willingness to do this
is your entry to the learning process as an individual and thru evaluation as a group. 

David Kolb describes the learning process as a four step cycle; 

(1) you have a concrete experience about which
(2) you reflect and make observations from which
(3) you form abstract and generalizations that lead to
(4) hypothesis for which you structure tests 
  (i.e. experiments) that lead to new experiences. 

In order to learn a new behaviour, whether it is how to build a
solar collector or how to negotiate for what you want, you must
pass through all four steps in the cycle. For example, if you know
in theory (AC) how to resolve conflict, you have not learned for
application unless you have devised tests for the theory (AE),
carried out those tests (CE), and assessed the degree to which the
experience confirmed the degree to which the experience confirmed the theory (RO). 

While it is necessary to proceed through all four steps in order to learn, individuals exhibit a preferred point
of entry into the cycle and differing amounts of time spent on each step. You have developed a preferred
entry point and time allocation that will differ from those of others because your learning needs and life
experiences differ. This preferred learning pattern will manifest itself whenever you enter s new situation
or seek to learn a new task or behaviour. 
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Consider, for example, the challenge of learning how to behave in a work group experience. You may find
yourself wanting to jump right in and participate actively from the start, seeking feedback, offering
feedback, sharing information about yourself. If so, chances are that your learning style is based on a
preference for concrete experience (CE). 

Or you may be someone who prefers observation and reflection (RO) as the key entry point in the learning
process. If so, your behaviour is likely to be more quiet and attentive to others’ actions. You might also find
yourself to be a frequent writer in a learning journal. If you lean heavily on abstract conceptualization (AC),
you may find yourself voraciously reading this article, talking with people about what they know about
working in groups, enjoying the theory of groups; and you might even have done research or talked with
people about your work group experiences in order to understand what to expect. 

If you find yourself structuring situations or volunteering you can experiment with new behaviour or
volunteering to try activities in general work situations, you probably favour the active experimentation step
(AE) in the learning process. Which of these descriptions seems closest to your behaviour when working
in groups? In thinking about your preferred learning pattern;

- what one or two steps do you prefer over others?
- what steps do you allocate little time/energy to? Resist doing?
- what are the benefits and problems associated with your learning pattern? 

One of the consequences of your learning pattern is that you will respond differently to the varying
structures and experiences of your work place. Like the people in many work groups, you may find yourself
feeling bored or excited, confused or clear, resistant or engaged, depending on the learning situation in
which you find yourself. While this may be frustrating for you, it also represents one of the strengths of
working in groups with others. Group leaders (or a facilitator) can ensure that the opportunities for you and
others to process through the learning cycle in your own way - to ensure you as an individual are learning
and the organization (your work group) is evaluating your work projects and/or experiences to ensure that
people can best learn, utilize their strengths, and that people can actively evaluate to enhance individual and
group processes for a stronger group performance. 
  

Leadership Development Framework - Focussing Your Energy for Success
When behavioural scientists have looked at how people best apply ‘key learnings’ from individual or group
evaluated experiences, they have found the following percentages to be an effective balance for success.

10 % Education:

External Courses,   E-Learning Programs,  Selected Readings etc. 

70 % Experience:

On-the-Job Experiences, Special Projects, Job Changes & Rotations, Special Assignments

20% Exposure:

Coaching and Mentoring, Visibility Opportunities, Feedback and Role Models
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Individual and Team Developments 
Peter Jarvis on (experiential) learning

Jarvis (1987, 1995) set out to show that there are a number of responses to the potential learning situation.
He used Kolb's model with a number of different adult groups and asked them to explore it based on their
own experience of learning. He was then able to develop a model of which allowed different routes. Some
of these are non-learning, some non-reflective learning, and some reflective learning. To see these we need
to trace out the trajectories on the diagram he produces.

Non-learning:

Presumption (boxes 1-4). This is where people interact through patterned behaviour. Saying hello etc.

Non-consideration (1-4). Here the person does not respond to a potential learning situation.

Rejection (boxes 1-3 to 7 to 9).

Non-reflective:

Pre-conscious (boxes 1-3 to 6 to either 4 or 9). This form occurs to every person as a result of having
experiences in daily living that are not really thought about. Skimming across the surface.

Practice (boxes 1-3 to 5 to 8 to 6 to either 4 or 9). Traditionally this has been restricted to things like training
for a manual occupation or acquiring particular physical skills. It may also refer to the acquisition of
language itself.

Memorization (boxes 1-3 to 6 and possibly 8 to 6 and then either to 4 or 9)

Reflective learning:

Contemplation (boxes 1-3 to 7 to 8 to 6 to 9). Here the person considers it and makes an intellectual
decision about it.

Reflective practice (boxes 1-3 (to 5) to 7 to 5 to 6 to 9). This is close to what Schön describes as reflection
on and in action.

Experiential learning (boxes 1-3 to 7 to 5 to 7 to 8 to 6 to 9). The way in which pragmatic knowledge may
be learned.
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How to Integrate the Tool - Leading 4 Success

Individual that ensure they set aside time to evaluate the work often
utilize the ‘Plan, Do, Check, Act’ process and are often more
effective than individuals that only plan for a small percentage of the
time. 

Plan and Check - Are Where Process & 
Social-Emotional Functions Are The Most Powerful

Creating the Plan

Planning describes how the organization is going to get where it wants to be. Good planning involves
anticipating the future effectively;  it's organized thinking that assures that important tasks get done well.

Planning means making the best use of your three most important  resources: People, time, and materials.

Execute the Plan – the Doing

Breaking the work down into clear roles/responsibilities, having 
effective meetings and by setting clear priorities – allows individuals and
team to get their work accomplished in an effective manner. 

Check to See if Your on Track

In this stage, strong teams make an investment in continuous improvement.

As individuals and teams, they check to see if they are on their game plan,
evaluate their performance, implement key learning and initiate corrective
action as needed. 

Getting Back on Action

Working groups benefit from ‘huddling up” to collaborate with each other
as they assess results, provide feedback to each other and get back to the task at hand.  

Operational & Strategic Initiatives Tracking

The chart below shows an effective way to re-align the team to action by clearly labelling the concern, how
the team plans to counter measure and who’s responsible for the next steps. 
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Self-Awareness - A Key To Core Values
One key to being a successful leader is self-awareness. 

“I know who I was, who I am, and where I want to be.” So in other words, I know the level of commitment that
I am prepared to make and why I am prepared to make that level of commitment personally. I know what it
takes to achieve success for me. That success for me comes from paying a big price, putting a lot of work and
a lot of sacrifice behind it.”

These words reflect an ancient commandment that was carved over the entrance to the Delphic oracle of Apollo,
the mythological Greek god of the sun, prophecy, music, medicine, and poetry. This message - Know Thyself -
remains true today. Today’s leaders should seek self-knowledge if they mean to establish and enhance their
credibility. Knowing thyself is “the most difficult task any of us faces. But until you truly know yourself,
strengths and weaknesses, know what you want to do and why you want to do it, you cannot succeed in any but
the most superficial sense of the word.”

Your capacity to win the personal credibility jackpot - to align words and deeds - depends on how well you
know yourself. The better you know yourself, the better you can make sense of the often incomprehensible and
conflicting messages you receive daily. Do this, do that. Buy this, buy that. Support this, support that. Decide
this, decide that. We need internal guidance to navigate the permanent white waters of today’s environment.

Our research indicates that to know genuinely the level of commitment you are willing to make, you must
discover three essential aspects of your self: your credo, your competencies, and your confidence. Your core
values, your personal credo, give you the right words to say. Your capabilities, your competencies, give you the
skills to turn your words into actions. And your trust in your abilities to do what you believe, your confidence,
gives you the will to make use of those skills. 

Seek, then, to discover your credo, your competence, and your confidence. They are the required deposits in
your credibility bank account. As a first step, we will explore the process for discovering your leadership credo
(core values) and how to use them to guide your decision making within the organization. 

Clarifying Your Core Values

“THIS I BELIEVE”

The message is clear. We all admire those who stand for something. We respect those who believe in something.
Constituents rightfully expect their leaders to have the courage of their convictions. If leaders are not clear about
what they believe in, they are much more likely to change their positions with every fad or opinion poll. Without
core values and with only shifting positions, would-be leaders will be judged as inconsistent and be derided for
being “political” in their behaviour. The first step on the effective leadership journey is thus clarification of core
values. 

Defining Core Values

What does it mean to have beliefs? What does it mean to have values? According to the late Milton Rokeach,
one of the leading researchers and scholars in the field of human values, 

“a value is an enduring belief that a specific mode of conduct or end-state of existence is 
personally or socially preferable to an opposite or converse more of conduct or end-state of existence.”



106

Values inform us of what to do and what not to do. They are the guiding principles in our lives with respect to
the personal and social ends we desire - such as salvation or peace - and with respect to moral conduct and
personal competence - such as honesty and imagination. Values are directly relevant to credibility. To do what
we say we will do (our respondents’ behavioural definition of credibility) we must know what we want to do
and how we wish to behave. That’s what our values help us to define. 

Values can be thought of as a system of implicitly agreed norms that enable the smooth running of society; they
are not agreed by committee or imposed upon societies from above. They emerge from the collective behaviour
of individuals and respond to the needs of society as a whole. 

Using Core Values as Guides

Values serve a number of important functions. They are standards that guide our conduct in a variety of settings
and situations. Through them, we can take positions on issues, actively choose our policies, and evaluate ours
and others’ actions, beliefs, and attitudes. 

Values enable people to know in their own minds what to do and what not to do. When values are clear, they
do not have to rely upon directions from someone in authority. By knowing what means and ends are most
important, people can act independently, or at least they can recognize that they may have a conflict between
their own values and those of business or society. In either case, people are in more control of their own lives
that if the values are unclear and hidden. Values, in this sense, are empowering. Constituents know that at least
something - these values - will endure over time. The more volatile the environment, the greater the need for
clear and abiding principles. 

Values and value systems also serve as plans for resolving conflicts and making decisions. If you believe, for
instance, that diversity enriches innovation and service, then you should know what to do if the women in the
group keep getting cut off in conversation. By contrast, if you believe in the survival of the fittest, you would
be unlikely to intervene. If you think independence and initiative are more important than conformity and
obedience, you would be more likely to challenge something your manager said if you think it was wrong. 

It is unlikely, however that people can behave consistently with each one of their values all the time. For
example, a person may believe strongly in the merit of customer responsiveness and responsibility to the family.
But when a customer request for a special order requires that she and her colleagues work more hours than
normal, she is likely to be in conflict. If she works late and has to cancel a family engagement, she may be seen
as insensitive to her loved ones. If she tells her colleagues that she cannot work late because she needs the time
with her family, she may be seen as unresponsive to the customer or to her team members. Yet by being clear
about personal values and by being willing to articulate them, people can engage in a meaningful dialogue about
their priorities. It is not one specific incident that defines the importance that people give to values; it is how
choices are made over time.    

Values also serve a motivational function. They keep us focussed on why we are doing what we are doing and
the ends toward which we are striving. Values are the banners that fly as we persist, as we struggle, as we toil.
We refer to them when we need to replenish our energy. Through them, we can answer the question “was it
worth it?” Values, then, are the beliefs about what means and ends are desirable or undesirable, preferable or
not preferable.



107

Organizational Foundations

Vision, Mission, Core Values and Strategic Plan

These are the key foundations of all effective and highly successful organizations. Often the first step in the
development of the organization is to develop the organization’s vision, mission and core value statements. With
input from all employees, these three statements are used as guides for the rest of the organizations development.

It is important to tie culture into the overall company vision so that each department or area of the organization
realizes that culture is important to the company.

Vision

A vision statement outlines what a company wants to be. It focuses on tomorrow; it is inspirational; it provides
clear decision-making criteria; and it is timeless. 

Mission

A mission statement outlines what the company is now. It focuses on today; it identifies the customer(s); it
identifies the critical process(es); and it states the level of performance. 

It has been said that a vision is something to be pursued, while a mission is something to be accomplished.

Core Organizational Values

Core organizational values are those values that refer to here-and-now beliefs about how things should be
accomplished. Values help us determine what to do and what not to do. Members of an organization should be able
to enumerate the organizational values and have a common interpretation of how the values will be put into practice.
For people to understand the values and come to agree with them, they must participate in the process.

Impact of Vision and Mission on the Organization 

When a company collaboratively decides to express its vision, beliefs, goals, values and mission in words, it will
give direction to everyone in the company. Therefore, it is important to involve all employees and give them a chance
to indicate how they perceive the company and to identify what is important to them, i.e., things the company must
not lose sight of as it continues on its journey. If this step is done right, it will not be viewed as the latest gimmick.

The way that the vision and mission are communicated is important. This requires full commitment from senior
management and may result in several changes depending on where the company presently is and how well it
presently represents its vision. Quality must be recognized not as a separate entity but as an integral part of a person's
overall job. This communication process can take time and much effort but does become easier as people see that
the company truly uses these statements in their decision process and refers to them for guidance on a regular basis.

Once the direction is defined, then it will impact such things as strategic planning, objectives and goals. Strategic
planning includes reviewing the vision and mission of the company and then determining what has to be done in
order to achieve the goals of these statements. This normally translates into Objectives (Strategic Focus). Next, the
company determines how it will know when the statements have been achieved. This translates into Objective
Measures. From the measures, each department can set goals, objectives and measures that will help the company
achieve its strategic objectives (and, therefore, its mission as well as get closer to its vision).
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The Importance of Visionary Leadership

People aren’t engaged by strategies. They don’t form any strong emotional attachment to them. Strategies answer
what but don’t answer why, and knowing why is more important for long-term success. Therefore, leaders of
Canada’s strongest organizations must create and enhance... 

“a vision with which members can identify, in which they share a sense of pride, and
to which they are willing to strengthen their commitment.”

The vision statement implies an element of noble purpose and high values, of something considered especially
worthwhile. A Good Vision Contains the Following Components:

• Clarity • Motivation • Authenticity • Meaning • Pride

Vision is a force field that permeates an organization like a wave of energy. Everyone who encounters it is influenced
by it. Their behaviour is shaped by these encounters and made congruent with the organization’s goals.

The visioning process can be a long, hard and uncertain. It is often largely intuitive, evolutionary and an incremental
creative process. In order to help in developing a vision, we start by asking questions like, What business are you
in? What are the current values of the organization? Do people agree on a direction for the organization? Who are
the major stakeholders? Are their needs being met? What future developments might affect the vision? What are our
future scenarios?

A GOOD VISION

Gives meaning to the changes expected of people;
Evokes a clear and positive mental image of a future state;

Creates pride, energy, and a sense of accomplishment;
Is memorable, motivating and idealistic;

Offers a view of the future that is clearly and demonstrably better;
Fits the organization’s history, culture and values;

Sets standards of excellence that reflects high ideals;
Clarifies purpose and direction;

Inspires enthusiasm and encourages commitment;
Reflects the uniqueness of the organization;

Is ambitious;
Grabs and focuses attention;

Guides day to day activities;
Screens out the unessential

Provides meaning and significance to daily activities
Bridges the present and the future while moving people to action. 

Visioning is something that touches the heart, not just the mind. A vision, is a 

“shared image of what we want the enterprise to be or become... It ... provides an aiming 
point for a future orientation. The vision statement ... implies an element of noble purpose 

and high values, of something considered especially worthwhile.” 
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The Importance of Core Values

The message is clear. We all admire those who stand for something. We respect those who believe in
something. Constituents rightfully expect their leaders to have the courage of their convictions. If leaders
are not clear about what they believe in, they are much more likely to change their positions with every fad
or opinion poll. Without core values and with only shifting positions, would-be leaders will be judged as
inconsistent and be derided for being “political” in their behaviour. The first step on the effective leadership
journey is thus clarification of core values. 

Defining Core Values

What does it mean to have beliefs? What does it mean to have values? According to the late Milton
Rokeach, one of the leading researchers and scholars in the field of human values, 

“a value is an enduring belief that a specific mode of conduct or end-state of existence is 
personally or socially preferable to an opposite or converse more of conduct or end-state of existence.”

Values inform us of what to do and what not to do. They are the guiding principles in our lives with respect
to the personal and social ends we desire - such as salvation or peace - and with respect to moral conduct
and personal competence - such as honesty and imagination. 

Values are directly relevant to credibility. To do what we say we will do (our respondents’ behavioural
definition of credibility) we must know what we want to do and how we wish to behave. That’s what our
values help us to define. Values can be thought of as a system of implicitly agreed norms that enable the
smooth running of society; they are not agreed by committee or imposed upon societies from above. They
emerge from the collective behaviour of individuals and respond to the needs of society as a whole. 

Using Core Values as Guides
Values serve a number of important functions. They are standards that guide our conduct in a variety of
settings and situations. Through them, we can take positions on issues, actively choose our policies, and
evaluate ours and others’ actions, beliefs, and attitudes. 

Values enable people to know in their own minds what to do and what not to do. When values are clear,
they do not have to rely upon directions from someone in authority. By knowing what means and ends are
most important, people can act independently, or at least they can recognize that they may have a conflict
between their own values and those of business or society. In either case, people are in more control of their
own lives that if the values are unclear and hidden. Values, in this sense, are empowering. Constituents
know that at least something - these values - will endure over time. The more volatile the environment, the
greater the need for clear and abiding principles. 

Values and value systems also serve as plans for resolving conflicts and making decisions. If you believe,
for instance, that diversity enriches innovation and service, then you should know what to do if the women
in the group keep getting cut off in conversation. By contrast, if you believe in the survival of the fittest, you
would be unlikely to intervene. If you think independence and initiative are more important than conformity
and obedience, you would be more likely to challenge something your manager said if you think it was
wrong. 
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It is unlikely, however that people can behave consistently with each one of their values all the time. For
example, a person may believe strongly in the merit of customer responsiveness and responsibility to the
family. But when a customer request for a special order requires that she and her colleagues work more
hours than normal, she is likely to be in conflict. If she works late and has to cancel a family engagement,
she may be seen as insensitive to her loved ones. If she tells her colleagues that she cannot work late
because she needs the time with her family, she may be seen as unresponsive to the customer or to her team
members. Yet by being clear about personal values and by being willing to articulate them, people can
engage in a meaningful dialogue about their priorities. It is not one specific incident that defines the
importance that people give to values; it is how choices are made over time.    

Values also serve a motivational function. They keep us focussed on why we are doing what we are doing
and the ends toward which we are striving. Values are the banners that fly as we persist, as we struggle, as
we toil. We refer to them when we need to replenish our energy. Through them, we can answer the question
“was it worth it?” Values, then, are the beliefs about what means and ends are desirable or undesirable,
preferable or not preferable.

Establishing Strategic Goals and Objectives

Although the job pressures you encounter within your department as a manager may make it difficult,
establishing goals and objectives is very important. This will be a benefit to you personally (to determine
a direction for your work), to your work unit (to ensure consistency with strategic goals), and to your
organization (to help ensure you are moving towards your vision).

What's Involved in Establishing Goals and Objectives?
Goals are broad statements that describe desired outcomes, or what you and your staff members will try to
make happen in the future. Goals can vary in terms of their specificity, difficulty, and intensity.

Characteristics of Goals

Goal specificity refers to the extent to which the goal is clearly and distinctly defined. For example, a goal
to "decrease power usage by fifteen percent over last year" is far more specific than a goal to "decrease the
power we use." Specificity ensures that people accurately understand what's expected and know what to
strive toward.

Goal difficulty refers to the degree of challenge the goal poses to the person(s) to whom the goal is directed.
What you expect of your staff members and what they expect of themselves has a great deal to do with how
they perform. Low goals mean reduced expectations and a lack of achievement. Ideally, goals should be set
at a level that challenges or stretches the person's capabilities; goals should not be set so high that they are
perceived as unattainable. Reasonably challenging goals also tend to evoke greater commitment than goals
that are relatively easy.

Goal intensity refers to the relative importance of the goal, as well as to the effort required to establish the
goal. For a goal to have an impact on behaviour, it must be accepted (i.e., have at least moderate intensity)
by those toward whom the goal is directed. A goal that's considered to be worthwhile is far more motivating
than a goal perceived to have little or no value.



Peak Experiences - Goes ‘Carbon Neutral’ January 2008
On January 1st, 2008, Peak Experiences became Atlantic Canada First
‘100% Carbon-Neutral’ Consulting & Training Organization. In our
commitment to being a “leading environmentally sustainable business,”
we have committed to progressive action plans to eliminate our carbon
emissions in all areas of our work place - from how we travel (car or
plane), how we heat our offices, courier our assessment tools, to the way
we work to influence the manner in which our clients are fed, housed and
transported to our off-site workshops. 

In this, we have chosen to off-set our carbon ‘immediately’ rather than
over an ‘eighty year life span’ that is supported within many of the
‘carbon-off-setting’ organizations that exist world wide. For more
information, please go to our web-site at www.peak.ca

Our Sustainability Vision
To be a leading consulting organization that supports Atlantic Canadians to be leaders in sustainable living,
environmental literacy and the protection of the five capitals. Peak Experiences will be Atlantic Canada’s
first carbon-neutral and zero-waste consulting company.    

Peak Experiences Core Sustainability Strategies

Step 1: Study the Mountain (End State - Mount Sustainability)

Step 2: Eliminate Waste

Step 3: Reduce and Eliminate Emission

Step 4: Move Towards Sustainable Energy 

Step 5: Sustainable Management of Material Flows

Step 6: Sustainable Transportation

Step 7: Culture Shift with Our People, Clients, Partners and Suppliers

Step 8: Culture Shift within Our Home Communities

Peak Experiences – BirdsEye Culture Leadership 
 
BirdsEye is a 10-year project to change the mind-set of 120,000 Maritimers – one person, one company, one 
community at a time. (Starting in fall of 2017) 
 

We are creating a positive epidemic to become more collaborative, confident and globally competitive. For this to 
happen, we have to change the way we think and behave. Get past the parochial attitudes that separate and isolate us 
and turn loose the power of collaborative, confident people. Using their intelligence, energy and creativity to define 
our future.  Imagine tomorrow - positive, prosperous, self-sufficient. 
 

WE CAN DO THIS.  
  
It won't happen by chance. We need a persistent process. A process we will create for ourselves, based on the global 
experience of a company that already has deep roots in the Maritimes. Human Synergistics International (HSI) has 
been working in the Maritimes for over 25 years. They are a 45 year old global pioneer in quantifying organizational 
and leadership development concepts including culture, leadership strategies, behavioural styles and their connection 
to performance. This is hard work that takes time, commitment and effort. It requires a persistent collective effort.  
  

So we're going for it.  We're going to change the Maritimes - one person, one company, one community at a time. 
 

 

BirdsEye Culture Leadership Program 
 
A vantage point from above; the ability to see past horizons, opportunities and obstacles. 
  
GOAL 
Re-invent our future to create prosperity and fulfillment. 
  
WHAT 
A group of business and community leaders coming together to create a more productive, prosperous and 
sustainable region in the Maritime Provinces. 
 
Accept the challenging, long-term responsibility to create the conditions to fulfill that destiny. 
  
Connect and use our combined strength and determination to overcome self-imposed attitudinal and cultural 
barriers 
  
WHY 
Dissatisfaction with the status quo 
Opportunities and potential being squandered 
Slow economic growth 
Irrelevance 
Show ourselves what we can do – and then showcase it to the rest of the world. 
  
HOW 
Overcome self-imposed attitudinal and cultural barriers 
Transform our business and community leaders 
Accelerate change by design 
Create confidence, optimism, relevancy 
Exploit our advantages 
Engage cities/towns – close to the ground – where things get done 
  
IMAGINE 
A thriving, globally relevant region where creators collaborate in a positive, optimistic setting to change the 
world. 
 
You’re invited to be a part of this Maritime wide cultural transformation. www.peak.ca/birds-eye 
 

 



Inspire your people.
Strengthen your organization.
Build your community.

Group Process
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for
Enhancing
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Effectiveness

Peak Experiences
The Learning Company

experiences

peAK

Peak Experiences
Develop leaders, teams, and organizational cultures that drive 

engagement, innovation and performance.
Individual Development 

LSI Leadership 
Workshops

Effective 
Communication Skills

Management 
Effectiveness Profile 

System 

Executive 
Coaching Services

assessment tool by Human 
Synergistics International that 

promotes change and 
improvement by increasing 

understanding your own 
thinking and behaviour. 

Available as a self and/or 360 
feedback assessment.

This workshop emphasizes 
effective communication 

including issues on: sending 
messages, listening, trust, 

levels of influence, 
communications patterns, 

participation, and inclusion. 
Also available with virtual 
communication strategies. 

Human Synergistics has 
developed the Management 
Effectiveness Profile System 

(MEPS) - a powerful coaching 
tool that measures and 

evaluates the skills that are 
critical to management success. 
No matter how experienced the 
manager, mastery of the basics 

is critical to success.

Whether hiring external 
coaches or training their own 
people in leadership skills, 

organizations are finding that 
coaching is essential for 

creating change and evolving 
people towards their highest 
potential.  All our executive 
coaching programs provide 
support in 1:1 relationships. 

 

Team Development

Tip of the Iceberg Team Action Beyond Excellence GSI Group Stylus
An introduction to 

interdependence and the power 
of teamwork and team 

formation.

Strengthening interdependence, 
teamwork and organizational 

effectiveness.

An advanced workshop for 
creating and sustaining high 

performance teams. 

The GSI assessment enables 
group members to measure 

how effectively they worked 
together, and identify specific 

behaviours to change.       

Organizational Development

Envision a Culture of 
Quality

Organizational Culture 
Inventory (OCI)

Visioning and Strategic 
Planning 

Building Culture 
Leaders

Human Synergistics has 
instruments that can be used to 

help organizations become 
more effective. This tool is an 
excellent introduction to the 
key behaviours in a working 

culture that lead to excellence 
in customer service. 

The Human Synergistics OCI 
provides a valid and reliable 

measurement of how members 
of an organization perceive the 
culture, and help to define and 

working culture.

This program provides an 
informal atmosphere for 

participants to understand the 
importance of visioning, goal 
setting, and the alignment of 

core values while developing a 
template for future decision 

making. 

The distinguishing feature of 
leading organizations is their 
culture. Our use of industry-
leading diagnostic tools from 
Human Synergistics and our 
customized culture change 

process can help you with the 
right change solution.

 

Peak Experiences - The Learning Company

Halifax, Nova Scotia, B3J 3N2
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