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LESSON 1
Why Teams?

Topics Covered

 About the benefits of working in teams.

 How pooling resources supports teams.

 How diversity can strengthen team productivity.

Introduction

The workload associated with some projects and activities can sometimes be overwhelming for one
person to complete. This lesson explores the power of teams and why they can achieve so much more
than just one person alone.

❋

1.1. Strength in Numbers

 1.1.1. Division of Labor

One of the greatest benefits that come from teamwork is the ability to divide and conquer. The workload
required for a large project can be divided into smaller tasks, and distributed among the team members,
with each team member working on those tasks most suited to his or her individual skills.

This division of labor produces the benefit of achieving goals in a much faster time than if the work
were dependent upon one person, because all the team members can work on their tasks at the same
time, whereas one person is limited to working on tasks sequentially.

It is possible that teamwork can also require fewer man-hours to achieve the desired outcome. When
many people are working on the same project there is reduced redundancy, because:

1. Each person can share what they have learned.

2. Team members can build on other members’ work.
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 1.1.2. Deeper Thinking

Another strength that comes from teamwork is the ability for expanded and deeper thinking.
Brainstorming helps to solve problems by:

1. Bringing together different perspectives.

2. Pooling a greater knowledge base.

3. Breaking through mental blocks.

 1.1.3. Unity

Another very important strength that is inherent in teams is the strength of unity. A team that comes
together on a topic often has greater clout than an individual voicing the same opinion.

When a group speaks in unity, others more readily accept the team consensus because it is assumed
that they have all analyzed the subject well.
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 Exercise 1: Strength in Numbers
 5 to 10 minutes

Respond to the following regarding strength in numbers.

1. Match the following team strengths with the appropriate descriptions:

A. Strengths

i. Dividing and conquering.
ii. Expediency.
iii. Reduced redundancy.
iv. Deep thinking.
v. Unity.

B. Descriptions

i. Receiving acceptance by voicing the same opinion.
ii. Brainstorming and problem solving.
iii. Distributing tasks among team members.
iv. Sharing knowledge and using it as a mutual resource.
v. Performing work concurrently instead of sequentially.
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Solution

1. A. iiii.
ii. v
iii. iv
iv. ii
v. i
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 Exercise 2: Strength in Numbers - Personal
Application

 10 to 15 minutes

Respond to the following questions and discuss them in class.

1. Think of a time you were part of a productive team.

A. What was it that made this team productive?
B. How did you contribute to the productivity of the team?

2. Think of a time you were part of an unproductive team.

A. What was it that made this team unproductive?
B. Did you contribute to the unproductivity of the team? If so, how?

❋

1.2. Pooling Resources

Every team member provides assets that can contribute toward achieving a goal. These assets include:

1. Experiences.

2. Knowledge and skills.

3. Relationships.

 1.2.1. Experience

Part of our knowledge and wisdom is based on past experiences. When faced with choices, we rely on
the knowledge we have obtained through both education and experience to make a decision.

A team of four can quadruple the experience that is applied to a decision, so one can conclude that the
decision made will be wiser.

Similarly, combining the knowledge held by many can produce better outcomes than those made by
an individual with more limited training and education.
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One person with knowledge in masonry may be able to build a wall. But a more impressive wall can
be built if many people come together and share knowledge in:

1. Masonry.

2. Engineering.

3. Esthetics.

4. Supervision.

 1.2.2. Skills

In addition to pooling experiences and knowledge, teams benefit by pooling skills. Each person has his
or her own area of expertise.

1. One person may be able to design a computer component, while having no aptitude for
constructing the component.

2. Another person may be skilled in acquiring materials, but would not be able to visualize the
component in a design.

3. A third person may skilled at putting the parts together, but would not have the personality
to work with parts vendors.

A report written by four people can communicate concepts better because of diversity and skills.

1. One person may be proficient in typing.

2. Another may be proficient in composition.

3. The third may be proficient in formatting and presentation.

4. The fourth person may have a gift for proofreading and grammatical structure.

Very often, books, though credited to one author, are written by ghost writers and reviewed by proof
readers and editors. These people have distinct skills that support the author in communicating the
author’s own concepts.

 1.2.3. Relationships

Relationships are the fourth resource mentioned that can be pooled to benefit a team. People are great
resources for any project. When looking for solutions, we often think about the people we know, and
who might have that solution. As the old expression goes, “it’s not what you know, it’s who you know.”

While people who work in a team will typically have many mutual associations, the circle of connections
increases significantly when people work together.
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This can be very beneficial. When the team needs to:

1. Interview people who may have crucial information.

2. Gather reports that may contain important data.

3. Locate resources needed to complete a project.

4. Get assistance with a problem.

Expanding the number of connections can benefit a project greatly, because it increases the number
of resources available to the team.
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 Exercise 3: Pooling Resources
 5 to 10 minutes

Complete the following questions about pooling resources:

1. List three assets that members contribute to a team.

2. Which of the following is incorrect?

A. Expanding the number of connections increases the number of resources available
to the team.

B. Combining the knowledge held by many can produce better outcomes than those
made by an individual.

C. Each person has his or her own area of expertise.
D. We can only use the experience we have gained in our own life.
E. When looking for solutions, the people we know often can help us.

8 | LESSON 1: Why Teams?

EVALUATION COPY: Not to be used in class.



LESSON 1: Why Teams? | 9



Solution

1. Experiences.A.
B. Knowledge and skills.
C. Relationships.

2. d. is incorrect.
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 Exercise 4: Pooling Resources - Personal
Application
 5 to 10 minutes

Respond to the following questions and discuss them in class.

1. Think about a time you were working on a team and were dependent on the experience,
knowledge or relationships that another member brought to the team. What would you have
done if this person had not been a part of your team?

❋

1.3. Strength in Diversity

Every person is unique in:

1. Interests.

2. Motivation.

3. Skills.

Interest drives motivation, which then drives productivity. Because of this difference in interests, certain
tasks will be easier for one person than another. And because that person will be more interested in
that task, he or she will be:

1. More motivated to finish the task.

2. More likely to do the work well.

Because of the diversity of individuals, the best outcomes will result when the tasks are divided amongst
the members according to their skills and interests. If team members are not certain of their strengths,
personality assessments may be used to reveal their personality strengths.

 1.3.1. Assessments and Inventories

There are many assessments and inventories available that can pinpoint a person’s strengths, such as:

1. DISC

2. Myers Briggs
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3. MMPI

The DISC profile is one of the better assessments for teamwork, because it focuses on the person’s
working personality. People may be stronger in:

1. Dominance/Drive.

2. Influence.

3. Steadiness.

4. Conscientiousness.

When matched together, these personality types can enhance the strengths of the team, assuming the
team is managed correctly. Personality types can be applied to the different needs of the project, and
work can be done more pleasurably and more effectively. For example:

1. The person with a D personality may be charged with keeping the project on task and making
certain the needed resources are available.

2. The person with an I personality may be assigned the tasks related to reporting and gathering
information from a variety of people.

3. The person with a S personality may run the meetings and write the reports.

4. The person with a C personality may be responsible for standards compliance, maintaining
logs, and budgeting.

Using these tools permits teams to not only capitalize on the strengths previously mentioned, but also
to refine their understanding of individual skill sets to optimize the combined strengths.
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 Exercise 5: Strength in Diversity
 5 to 10 minutes

Perform the following activity about diversity.

1. True or false:

A. People are motivated by what interests them.
B. When divided into small tasks, any team member should be able to do any work

easily.
C. Personality assessments help uncover people’s strengths.
D. Outcomes will be better when tasks are distributed according to people’s skills,

interests, and strengths.
E. Matching tasks to a person’s normal work duties will optimize the combined strengths

of the team members.
F. Diverse personality types will strengthen a team, when the team is managed correctly.
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Solution

1. TrueA.
B. False
C. True
D. True
E. False
F. True
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 Exercise 6: Strength in Diversity - Personal
Application

 10 to 15 minutes

Perform the following activity about diversity.

1. Can you think of a time you worked on a team that was particularly productive because of
the diversity of the individuals? Describe that diversity.

2. Can you think of a time you worked on a team that was unproductive because it lacked
diversity? What did it lack?

Conclusion

In this lesson, you have learned:

About the benefits of working in teams.
How pooling resources supports teams.
How diversity can strengthen team productivity.
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LESSON 2
Team Formation

Topics Covered

 About the team life cycle.

 How to define the team and its purpose.

 How to create a team plan.

 About expectations and consequences.

 How to create a team charter.

Introduction

Good planning can make a big difference in how well a team functions. This lesson walks through the
development stages of a team, and addresses key elements that can prevent conflict and increase
productivity.

❋

2.1. The Team Defined

A team is a group of individuals brought together to fulfill a purpose by achieving short-term or
long-term goals. There are four stages in a team’s lifecycle.

This is a summary of the stages:

1. Forming

A. The team is formed.
B. Members are positive and polite.

2. Storming

A. Authority is challenged.
B. Competition sets in for position.
C. Ideas are challenged.
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3. Norming

A. The hierarchy is established.
B. Relationships stabilize.

4. Performing

A. Efforts are toward achieving the goal of the team.
B. Members work cohesively.
C. The team is productive.

Every team transitions through each of these phases. The desire is to move from forming to performing
as quickly as possible, minimizing time spent in the less productive storming and norming phases.

Without good leadership and direction, many teams remain in the storming phase, or oscillate between
storming and norming when there is a change in activity.

With good planning, this juggling can be minimized. The best way to do this is to create a team charter.
For the rest of this lesson, we will study the components of the charter, and then we will create one.
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 Exercise 7: The Team Defined
 5 to 10 minutes

Answer the following questions about teams:

1. Select the best reason we work in teams.

A. To introduce a social aspect to a dull work setting.
B. So that everyone can claim part of the final victory when a goal has been achieved.
C. To achieve a goal and fulfill a purpose.
D. To learn how to get along with people.

2. List the four stages of teams.
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Solution

1. c.

2. The four stages of teams are:

A. Forming.
B. Storming.
C. Norming.
D. Performing.
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 Exercise 8: The Team Defined - Personal
Application

 10 to 15 minutes

Respond to the following questions and discuss them in class.

1. Describe a team you are working on, or have worked on, in terms of the stages of a team.

2. Explain how good leadership did, or could have, minimized the storming phase.

3. How did you contribute to each phase, including the storming phase?

4. Could you have done something different to improve the situation?

❋

2.2. Defining the Team Purpose

Teams may be small or large, and may be called by one of many names, including:

1. Team.

2. Group.

3. Department.

4. Crew.

Regardless of what it is called, one of the most important parts of team formation is to define the team
purpose.

The fact that the team was brought together indicates an assumed purpose. That purpose may be
vaguely defined in the form of an assignment from a higher authority.

However, it is not uncommon for those involved in the development of the team and those working
with the team to have different ideas about the specific responsibilities of the team.

Team leaders and those involved in the formation of the team should work together to answer these
questions:

1. What is the background of the team, including:

A. The history that triggered the need for the team to be formed.
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B. The issues that the team is expected to address.

2. What is the desired outcome of this team?

3. What is the mission of the team?

4. What will other people, departments and groups receive from this team?

5. What will the team receive from other people and groups?

This information should be compiled and shared with all stakeholders. It is common for those working
to compile this information to encounter incompatibilities, which opens the door for communication
so that a united purpose can be agreed upon.

The following are problems that occur when a team purpose is not well defined:

1. The team ends up providing a service already provided elsewhere.

2. Effort is put toward projects, only to have the projects change mid-stream.

3. Projects are started but never finished.

4. Poor communication takes place with other people and groups.

5. Work that is completed gets “shelved”, so no benefit is gained.
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 Exercise 9: The Team Purpose
 5 to 10 minutes

Answer the following questions about team purpose:

1. Which of the following is not a symptom of a poorly defined team purpose?

A. Work gets “shelved” and never used.
B. The team does the same work as another person or department.
C. Projects are started and finished.
D. Communication with other groups is not adequate.

2. List three questions relating to the team purpose that should be asked when a team is formed.
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Solution

1. c.

2. Any three of the following are correct:

A. What is the background of the team?
B. What is the desired outcome of this team?
C. What is the mission of the team?
D. What will other people, departments and groups receive from this team?
E. What will the team receive from other people and groups?
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 Exercise 10:The Team Purpose - Personal
Application

 10 to 15 minutes

Respond to the following questions and discuss them in class.

1. Have you ever worked in a team that did not have a clear purpose? Describe your experiences
with the class.

2. What can a team member do to help an established team develop a purpose statement?

3. How can that purpose statement be communicated to other people and groups within the
organization?

❋

2.3. Capitalizing on Strengths

 2.3.1. Resources

A team will be most productive if its resources are allocated effectively and if the team members are
motivated. Often, team roles are assigned based on the team members’ regular position in the company.
The team may also be given a monetary budget and other material resources.

As the work progresses and needs arise for additional resources, the team may have to delay work while
it seeks out those resources. By proactively maintaining an inventory of all available resources, this type
of delay may be eliminated, or at least minimized.

 2.3.2. People

Regardless of the purpose of the team, people are the greatest resource. There are many assets that are
brought into a team through its members. These include:

1. Knowledge.

2. Skills.

3. Experience.

4. Expertise.
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5. Interests.

It should be noted that experience and expertise are not the same. A person may be very experienced
in a subject, but unless that person has performed that subject successfully and repeatedly, he or she
may not have expertise.

For example, an accountant who has been doing accounting work for years may be very experienced,
but if the work is sloppy, he or she does not have expertise.

Team members may also bring other types of resources to the table. By virtue of their position in the
company and past activities, they may have access to certain:

1. Tools.

2. Materials.

3. Supplies.

4. Funds.

5. People.

 2.3.3. Connecting Roles with Resources

Through the process of matching available resources with those that are known to be needed, the roles
that fit the team members best may be revealed by attribute, rather than position.

This can make the team more effective than the common practice of assigning roles based on historical
function. It also allows the team to capitalize on the person’s strengths, directing them to the areas in
most need of those strengths.

When delegating roles, it is important to consider the person’s:

1. Skills.

2. Personality.

3. Interests.

A highly skilled, but demotivated person will not perform a task as well as a less skilled person who is
excited about the task. In this situation:

1. The more motivated person should be assigned the activity.

2. The more experienced person may be assigned the role of advisor.
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 2.3.4. Inventory of Resources

The team should document what each member brings to the team in addition to what is provided to
the team by the company. This inventory might include the team member’s:

1. Applicable attributes, including:

A. Technical knowledge and skills.
B. Lingual abilities.
C. Artistic skills.
D. Expertise, even if the abilities are not job-related.
E. Interests.

2. Accessible material resources.

3. Connections with other departments and people with resources that may be beneficial.

Once the resources available to the team have been inventoried, the team can then define what resources
are needed based on the work that is to be performed. This will be done as the team creates its team
plan.
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 Exercise 11: Capitalizing on Strengths
 5 to 10 minutes

Answer the following questions about team resources:

1. Match the following words with their examples.

A. Terms:

i. Material resources.
ii. Experience.
iii. Interests.
iv. People resources.
v. Expertise.
vi. Attributes.

B. Examples:

i. A repeated activity.
ii. Skills, experience, knowledge, and interests.
iii. Tools, supplies, and money.
iv. A previous co-worker and an industry acquaintance.
v. An enthusiastic attraction to something.
vi. A mastery of something.
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Solution

1. c.A.
B. a.
C. e.
D. d.
E. f.
F. b.
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 Exercise 12: Capitalizing on Strengths -
Personal Application

 15 to 20 minutes

Respond to the following questions, and discuss them in class.

1. Share an activity:

A. You are very skilled in, but not motivated to do.
B. That interests you, but in which you are not proficient.

2. Why are you not motivated in your area of expertise?

3. Given the choice, which of these two activities, would you rather do?

4. If you are very busy, which of these activities would you most likely be able to find time for?

5. Think of a team you have been on. Do you have any skills or interests that could have benefited
other team members, even if those skills and interests were not a part of your role in that team?

6. How could you have shared those skills and interests with the rest of the team?

❋

2.4. The Team Plan

 2.4.1. Plan Components

All work requires a plan that defines what the work is to achieve, how it will be achieved, and by whom
it will be achieved. A team plan includes:

1. A start date and end date.

2. The goal, including a breakdown of what, specifically, the team will achieve.

3. A budget of:

A. Time.
B. Funds.
C. Resources.

4. Timed and measurable objectives that, when achieved, complete the goal.
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5. A breakdown of tasks that achieve the objectives.

6. An assignment of resources to the tasks, including:

A. The person or people assigned to the task.
B. The materials and resources needed to complete the task.
C. Funds, as needed, for the tasks.

7. A schedule, which is comprised of:

A. The beginning date of each task.
B. The end date of each task.
C. The owner of each task.

8. The connection between that specific task and any other task.

A good team plan:

1. Proactively addresses potential problems.

2. Eliminates “fire fighting”, which is required when emergencies arise due to poor planning.

 2.4.2. Tools

While not necessary for all projects and assignments, project management software is particularly useful
when a project is complex.

Project management software records and tracks all of the previously listed components of a team plan,
and it can report on the status of the project.

A very common tool used to visually track projects is the Gantt Chart. Project management software
often includes a Gantt chart feature. The Gantt chart visually displays:

1. The start and end dates of each task along a timeline.

2. The relationship of those tasks with other tasks.

A spreadsheet can also be used for project management tracking. Spreadsheets are more affordable and
easier to learn than project management software, but tracking, calculations, and reporting must be
performed manually.

A spreadsheet workbook may include:

1. Start and end dates of tasks.

2. A simulated Gantt chart.
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3. Budgetary information.

4. A listing of resources.

Team workspace software, such as Basecamp and Sharepoint, has some of the components of project
management software. However, team workspace software centers around the team members, rather
than the project.

Workspace tools may include:

1. File sharing.

2. Task assignment tools.

3. Communication tools such as:

A. Discussion forums.
B. White boards.
C. Internal email systems.
D. Instant messaging.

4. Reminders and notifications.

5. Tools for meeting agendas and minutes.

The benefits of using tools like these to manage a project are many. They include:

1. A method to help with organization.

2. A foundation for communication.

3. Information for the evaluation of the team’s performance.

4. Information for the evaluation of each team member’s performance.
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 Exercise 13: The Team Plan
 5 to 10 minutes

Answer the following questions about the team plan:

1. True or false - A team plan:

A. Includes a breakdown of what the team will achieve.
B. Specifies exactly how a task will be completed.
C. Includes a budget.
D. Includes every team member’s complete schedule.
E. Breaks down the goal into objectives and tasks.
F. Delineates who does what.

2. Which of the following are benefits of using project management tools?

A. They help team members keep on track.
B. They increase a person’s technical skills.
C. They keep all tracking and reporting organized.
D. They provide information for performance evaluations.
E. They minimize the need to communicate.
F. All of the above.
G. a. c. and d.
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Solution

1. True.A.
B. False.
C. True.
D. False.
E. True.
F. True.

2. g.
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 Exercise 14: The Team Plan - Personal
Application

 20 to 25 minutes

Perform the following activity, and discuss it in class.

1. Create a team plan for a team you are working on or one you have worked on. Include:

A. The team goal.
B. One objective that you are involved with.
C. The tasks that complete the objective.
D. The start and end dates for each task (may be fictitious).

2. Mark which tasks you are responsible for.

3. If your team does not have a written plan, or if you are ever on a team without a written plan,
how could you better support your team’s goals by creating a plan for yourself?

❋

2.5. Great Expectations

 2.5.1. Expectations

Defining the expectations of the group is very important. This is the key to avoiding conflict. Conflict
occurs when something does not happen as expected. If the perceived cause is another person, then
that person will be blamed for that problem.

When expectations are understood, agreed upon, and defined at the beginning, before work begins on
a project, people are more comfortable and ready to trust. People also know what the expectations are
of them, so they can focus their energies on performing according to those expectations.

Expectations can be expressed in the form of a code of conduct. The following are examples of
expectations:

1. A status report will be submitted by each team member at the end of each work week.

2. No issues will be left unaddressed when team meetings end.
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3. Any change to the timeline will be reported to the team and entered into the team workspace
immediately.

4. All communications will be responded to within one workday.

 2.5.2. Consequences

Every behavior (or lack of behavior) has at least one consequence, and consequences may be positive
or negative. For example, when we eat, we get full, we also get nourishment, and some of us may get
fat.

There are two types of consequences:

1. Natural consequences.

2. Logical consequences.

Natural consequences occur when we allow things to run their course. An example of a natural
consequence is if a person drives their car too fast, he or she may hit another car and get injured. Some
natural consequences:

1. Are too severe.

2. Are too final.

3. Could cause harm to other people.

4. Are too mild.

When we encounter these natural consequences, we may substitute the natural consequence with a
logical consequence. In the above example, driving too fast may result in a very expensive ticket.

Ideally, consequences motivate a person to perform according to the expectations, without causing
harm or discouragement.

In a team, a consequence is the result that occurs when an expectation goes unmet. Expectations are
meaningless if there are no consequences to support them.

When composing expectations, consequences should be included. They should explain what will happen
when work is not performed or if behavior is outside the agreed-upon parameters.

By adding consequences, our previous list of expectations now becomes:

1. Expectation: A status report will be submitted by each team member at the end of each work
week.
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Consequence: Any team member not submitting a status report will be expected to
contact each affected member individually to update them at the beginning of the

A.

next work week. They will also update the Issue Bin with current information, and
will not receive their week’s assignments until they have done so.

2. Expectation: All budget requests must be presented at team meetings for consideration.

A. Consequence: Any budget request that is presented after a meeting will not be
considered for the duration of the week, and no funds will be disbursed.

3. Expectation: Any change to the timeline will be reported to the team and entered into the
team workspace immediately.

A. Consequence: Team members neglecting to report timeline changes will be tasked
with taking minutes at the next team meeting.

4. Expectation: All communications will be responded to within one workday.

A. Consequence: Delays in communication will be documented and included in the
annual personnel evaluation.

By communicating expectations and consequences in the team charter, members know what they can
count on when they perform their daily work, and they know what to anticipate if they do not perform
their daily work.

A charter is a guiding factor in the smooth operation of a team. It is not, however, set in stone. If an
expectation or consequence turns out to be unrealistic, a meeting should be held and an agreement
made to modify the problematic piece.
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 Exercise 15: Expectations and
Consequences

 5 to 10 minutes

Answer the following questions relating to expectations and consequences.

1. Written expectations are the key to ____________ ______________.

2. List the two types of consequences and give a brief definition for each.

3. Which of the following is not a reason for consequences?

A. To support the agreement of the team members.
B. To punish team members who break the rules.
C. To motivate team members to fulfill expectations.
D. To reinforce an expectation.
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Solution

1. Written expectations are the key to avoiding conflict.

2. Natural consequences are what take place in response to behaviors.A.
B. Logical consequences substitute for natural consequences when they are too severe,

too permanent, could cause harm to others, or are too mild.

3. b.
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 Exercise 16: The Team Plan - Personal
Application

 20 to 25 minutes

Respond to the following about expectations and consequences.

1. Write down five expectations that your work team has. (If you are not currently working on
a team, think about a past team you worked on, or think about what might be good
expectations for a future team.)

2. Are these expectations written anywhere at work?

A. If not, how will you work with your team to insure they are agreed upon, and to put
them in writing?

3. Do these expectations have consequences?

A. If so, what are they?
B. If not, write down a reasonable consequence for each.

❋

2.6. The Team Charter

A charter is a defining document created by the team members that lays out the foundational information
of the team. It includes all the components discussed in this lesson to date. It defines:

1. The team members.

2. Team resources.

3. The purpose of the team.

4. The team goals.

5. The project timeline.

6. A code of conduct.

The reason a team charter is so important is because it spells out what is expected to happen and gives
a reference point to return to when things get off track.

This is an example of a team charter. Note that it contains all the components discussed in this lesson.
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1. Team Name: Weekly Widget Washing Task Force

2. History: For the last three years it has taken a full month to wash widgets. This turn-around
time has been a burden to the entire company, causing the company to lose contracts due to
dirty widgets. It was determined that a team should be pulled together to implement processes
that will improve the time required to wash dirty widgets.

3. Team Purpose: This team has been tasked to find a way to produce clean widgets within a
week.

4. Composition and Roles:

A. Name: Jaqueline Jacobs

i. Role: Team Leader
ii. Primary Duties: Keep project on track. Hold weekly meetings. Report

progress to stakeholders.

A. Name: Stacy Shallcroft

i. Role: Team Recorder
ii. Keep meeting minutes. Update project management data. Create reports.

A. Name: Mitchel Merryweather

i. Role: Technical Guru
ii. Primary Duties: Design technical layouts. Install components. Maintain

inventory of parts

5. Resources and Support:

A. Resource: Software licenses

i. Contact: IT Department
ii. Contact Information: Extension 2254

A. Resource: Bilingual support

i. Contact: Mitchel
ii. Contact Information: Extension 5866

A. Resource: Discount texting services

i. Contact: Stacy (has connections)
ii. Contact Information: Extension 5887

6. Expectations:
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Owner: MitchelA.

i. Expectation: Changes in inventory will be recorded within 48 hours of the
change.

ii. Consequence: If inventory is not updated, Mitchel will present the report
at the next stakeholder’s meeting.

A. Owner: All team members

i. Expectation: All weekly reports will be submitted to Stacy by the end of
the work week.

ii. Consequence: Team members submitting late work will take minutes at
the next meeting.

A. Owner: All team members

i. Expectation: All data entry will be completed prior to the end of the
workday.

ii. Consequence: Late submissions will be tracked and included in the team
member’s annual review.

7. Goals and Objectives

A. By July 31, 20xx, The following goals will be achieved:

i. To develop a system to transport dirty widgets to and from job sites within
48 hours.

ii. To update the current system to allow widgets to be washed in 72 hours or
less.
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 Exercise 17: The Team Charter
 5 to 10 minutes

Answer the following questions about the team charter:

1. Which of the following describe a team charter:

A. A team charter eliminates confusion.
B. A team charter describes the rules the company expects the team members to follow.
C. A team charter puts the foundational information about the team in writing.
D. The team charter is part of the policies and procedures of the company.
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Solution

1. c.
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 Exercise 18: The Team Charter - Personal
Application

 30 to 40 minutes

Complete the following exercise about the team charter. When complete, discuss your charter and
answers in class.

1. Using a team you are on now, or one you have been on previously, and the format below, fill
in the team charter form below.

A. Business Name:

B. History:

C. Team Purpose:

D. Composition and Roles:

i. Team Member Name:

a. Role:
b. Primary Duties:

E. Resources and Support:

i. Resource:

a. Location:
b. Contact Information:

F. Expectations:

i. Owner:

a. Expectation:
b. Consequence:

2. Describe how this charter, applied to your circumstances, could reduce problems you have
experienced on teams.

3. How might you introduce this charter to your team?

4. What are the benefits of having these things in writing?
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Conclusion

In this lesson, you have learned:

About the team life cycle.
How to define the team and its purpose.
How to create a team plan.
About expectations and consequences.
How to create a team charter.
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LESSON 3
Team Challenges

Topics Covered

 How personality and beliefs affect productivity.

 About the barriers that are created through miscommunication.

 To recognize logistical issues.

Introduction

As powerful as teams may be, they are not without their challenges. In this lesson we will look at some
of the challenges that are faced when bringing people together to achieve a mutual goal.

❋

3.1. Personality and Beliefs

 3.1.1. Personality

Often, attributes which are considered strengths may also be considered weaknesses. For example:

1. A driven person who pushes to get a job done may also try to dictate the behaviors of others.

2. A person who offers very creative ideas may find nothing wrong with ignoring policies.

So, the very strengths that are found with different personalities may also bring about challenges.

The MMPI personality inventory describes over a dozen unique personality types, each with its own
strengths and weaknesses. All people fall within these personality types. Few, if any, are only one
personality type. We are all unique blends of different personality types and each personality type
influences us to different degrees in different situations.

Each of these personality types has an extreme personality type that is, when extreme enough, considered
a disorder. This extreme personality presents itself when the characteristics of that personality type are
excessive to the point of negatively affecting the individual or others. These excessive traits are the same
traits a healthy individual demonstrates, but they are extreme enough to cause problems.
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For example, a self-confident personality type normally demonstrates the following characteristics:

1. He or she has confidence in his or her own abilities.

2. He or she expects to be treated well.

3. He or she is ambitious.

In its extreme form, this personality type is called the Narcissistic Personality Disorder, and demonstrates
these related characteristics:

1. He or she has an extreme sense of self-importance.

2. He or she expects excessive admiration.

3. He or she has an unreasonable sense of entitlement.

When unique and varying individuals come together to work toward a mutual goal, their personalities
must interact with each other. This can be quite challenging, particularly when more extreme behaviors
present themselves, even if they are not at a harmful level.

We tend to think other people should respond to situations in the same way that we do. But this is
not the case. Sometimes personalities conflict with each other and cause discord in the team. These
issues are best addressed proactively by recognizing the uniqueness of each individual and by setting
agreeable expectations for the team members. We will expand on this in the next lesson.

 3.1.2. Working Style

Another demonstration of personality is the person’s working style. In their uniqueness, each person
has their own working style that is strongly influenced by the individual’s personality and physical
makeup. For example:

1. One person may work best in the morning.

2. Another person may work best in the afternoon.

3. A third person may work in spurts.

4. A fourth person may do best working in diligence until the job is done.

One common mistake made by team leaders or team supervisors is to confine the working style of
individuals on his or her team. While it is wise to clearly define what is to be done by each individual,
it may not be wise to determine how the individual will achieve those results. Conflict between people
with different working styles can be avoided by defining the scope and parameters of all tasks to ensure
the work is done well. These parameters may include:

1. Due dates.
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2. Quantities.

3. Quality expectations.

4. Status reports.

Concerns should be communicated and suggestions for improvement made when an individual is
performing their duties in a way that is:

1. Cumbersome.

2. More time-consuming than necessary.

3. Problematic for the team, should the person leave their position.

However, what works for one person may not work for another person. It is better to work with the
person to make his or her own plan for improvement than to mandate one specific technique.

 3.1.3. Attitudes and Beliefs

Attitudes and beliefs play a major role in team cooperation. Attitudes and beliefs are:

1. Molded by education.

2. Formed through experiences.

3. Reflective of values.

Personality influences attitude as well. Some people are, by nature, depressive, while others are joyful.

A person’s opinion as to how to handle a situation is directly affected by their attitudes and beliefs. For
example, when faced with a decision about whether to reprimand an employee or dismiss the employee
for a particular offense, the individual opinion will be based on:

1. A person’s compassion for other people.

2. A person’s view of the severity of the offense.

3. The degree to which a person sees things in “black-and-white” or gray.

4. How a person values:

A. Punishment.
B. Remediation.
C. Forgiveness.

These situations can be viewed through many different lenses. Pulling diverse perspectives together
into a unified consensus requires each participant to be willing to:
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1. Negotiate.

2. Compromise.

Attitudes and beliefs create filters that affect:

1. The interpretation of a situation.

2. The response to a situation.

If a person understands his or her own filters, he or she can interpret and respond to circumstances
consistently and with less emotion.
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 Exercise 19: Personality and Beliefs
 10 to 15 minutes

Answer the following questions about personality and beliefs.

1. Communication style may be affected by:

A. Education.
B. Geography.
C. Culture.
D. Sex.
E. All of the above.

2. Fill in the words that complete the following sentences about personality:

A. Each personality type has an _________________ personality that may affect the
team.

B. We tend to think others should _____________ ___ _____________ just as we
do.

C. A person’s strengths may also be the person’s __________________.
D. Personality issues may be addressed proactively by setting agreeable ______________.
E. Each person is a blend of many __________________ _____________.

3. True or false:

A. It is very effective to expect all people do perform tasks in a prescribed method.
B. Some people work better in the morning, while others work better in the afternoon.
C. With proper training, everyone can perform any task with equal proficiency.
D. A good technique is to define the parameters of a task and allow the individual to

complete the task on his or her own terms.

4. A consensus opinion should be achieved through:

A. Remediation.
B. Negotiation.
C. Argument.
D. Compromise.
E. All of the above.
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5. People may differ in their opinions on how to handle a situation because of their:

A. Personality.
B. Attitude.
C. Values.
D. All of the above.
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Solution

1. e.

2. Each personality type has an extreme personality that may affect the team.A.
B. We tend to think others should respond to situations just as we do.
C. A person’s strengths may also be the person’s weakness.
D. Personality issues may be addressed proactively by setting agreeable expectations.
E. Each person is a blend of many personality types.

3. False.A.
B. True.
C. False.
D. True.

4. b. and d.

5. d.
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 Exercise 20: Personality and Beliefs -
Personal Application

 15 to 20 minutes

Answer the following questions about personality and beliefs, and discuss your responses with the class.

1. Think about your own personality. List some of your own weaknesses and how they might
negatively affect others with whom you work.

A. What can you do to compensate for your weaknesses so they do not adversely affect
others with whom you work?

2. Recall some teams you worked with in the past.

A. Were there any differences of opinion? Give an example.
B. Was this difference related to personality, attitudes, or beliefs?
C. How was this difference overcome?

❋

3.2. Communication

A team is a group of individuals working to achieve one goal. A team of people come together to act
as one unit. Effective communication is essential to the success of the team.

 3.2.1. Consequences of Poor Communication

When there is a breakdown in communication, the unity of the team is disrupted. To avoid this type
of disruption, it is important to keep communication flowing smoothly and continuously.

Every team member must know what the other members are doing, because at any given time, a team
member may need to speak for the entire team. If that team member does not have accurate and current
information:

1. He or she may miscommunicate with other groups or individuals.

2. The entire team will miscommunicate with other groups or individuals.

Additionally, team members that are uninformed or misinformed, may make decisions or take action
in a way that is not effective. This could cost the team:
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1. Time that is not available.

2. Scarce resources.

3. Money.

 3.2.2. Differences in Communication

Communication styles are as diverse as personalities. Communication style may be affected by:

1. Education.

2. Geography.

3. Culture.

4. Sex.

Perspectives on communication vary, too. For example, what one person considers to be concise,
another may consider to be rude.

When working in a team, extra effort should be put toward successful communication. This means
communication may need to take place in ways we would normally think unnecessary. For example,
we may assume something is obvious, but the person we are communicating with doesn’t understand
it and we may object to having to explain it to the person.

This can be frustrating, but we have to decide which is more important:

1. The principle of the matter.

2. Getting the message across.

Spending a little time explaining the obvious may save a great deal of time fixing something that took
place because of miscommunication.

Many times communication fails because:

1. The sender of a message assumes the receiver will understand his or her intentions.

2. The receiver of the message misinterprets the sender’s intentions.

If any assumption is incorrect, the communication is flawed. It is always best to:

1. Assume the very best of the other person.

2. Ask for clarification if there is any chance of error.
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 Exercise 21: Team Communication
 5 to 10 minutes

Answer the following questions about team communication.

1. Communication style may be affected by:

A. Education.
B. Geography.
C. Culture.
D. Sex.
E. All of the above.

2. True or false:

A. A breakdown in communication can cause a disruption in the team’s unity.
B. Every team has a designated spokesperson.
C. Uninformed team members may make poor decisions.
D. Message senders have to assume the receiver understands what they mean.
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Solution

1. e.

2. True.A.
B. False.
C. True.
D. False.
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 Exercise 22: Team Communication -
Personal Application

 10 to 15 minutes

Answer the following questions about team communication.

1. Think about a team you have worked on, whether a temporary team or a permanent work
group.

A. Have you ever experienced a team member who was a poor communicator?
B. What was the result?
C. Was the issue rectified and, if so, how?
D. Have you ever miscommunicated to the team or to a team member?
E. How could you communicate better in the future?

❋

3.3. Logistics

 3.3.1. What are Logistics

Logistics are, in their simplest form, the flow of resources. In a team environment, resources may
include:

1. People.

2. Supplies.

3. Products.

4. Time.

5. Information.

Team logistics can be problematic when:

1. There is a lack of communication between team members.

2. The team leader does not choreograph the work of the members effectively.

3. Personality conflicts occur.
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4. Team members do not have a mutual vision.

Logistics can be evaluated by defining:

1. Who.

2. What.

3. When.

4. Where.

5. Why.

6. How.

 3.3.2. Who

Selecting team members is an important process. When possible, team members should be selected
based on how their knowledge, skills, and other attributes that enhance the team.

Some teams are assigned, or already in place, not allowing for a selection process. If care was not taken
in selecting the members, conflict may be present. This conflict may be a result of:

1. Personality issues.

2. Competition for responsibilities or status.

3. A lack of communication.

4. Control issues.

5. Disagreements on what action to take.

When a new member joins a team, new problems may occur because the new member causes changes
to the dynamics of the team, sometimes disrupting what might have been a comfortable situation.
Change is often disliked.

When these issues occur, team members may need to be coached on:

1. What strengths they bring to the table.

2. Team member roles.

3. Protocol.

4. Communication.
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 3.3.3. What

“What” refers to:

1. Team purpose.

2. Team member roles.

3. Protocol.

If the team purpose is not clearly defined or not embraced by the team members, the team will not
work in unity. Members will act on their own perceptions of the team’s purpose, which may be in
opposing directions.

The team member roles have similar consequences if not clearly defined. Roles define a member’s
responsibilities. If team members are not given specific roles, tasks may go unfinished or may be
duplicated.

Protocol includes all team “rules,” such as:

1. How meetings are run.

2. How communication will take place.

3. How conflict will be resolved.

If the protocol is not defined, team members may act in ways that may cause:

1. Conflict.

2. Miscommunication.

3. A lack of communication.

 3.3.4. When

Problems occur when members are unclear about deadlines.

In a typical business setting, each team member has a busy schedule. Some items are inflexible, while
others are flexible. To avoid setting unrealistic expectations, deadlines for tasks should be clear and
should work around the members’ schedules. Group negotiations may be needed to plan meeting dates
and times as well.
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 3.3.5. Where

Team work flows much more smoothly when events, such as team meetings, are conveniently located.
The more inconvenient, the less likely there will be full participation. If team members have to travel
a long distance, alternatives to travel should be considered.

In many companies team members work at different sites. When a gathering is necessary, consider:

1. Rotating travel so the burden is not on only one person.

2. Finding a location that is central to all members.

3. Using distance communication methods that provide interaction, but not travel, such as:

A. A web conferencing system.
B. Teleconferencing.
C. Discussion forums.
D. Computer-based team workspace solutions.

 3.3.6. Why

This also relates to the team purpose. Every team member must have a clear understanding of the vision
and purpose of the team. Without this understanding, team members may lose motivation or direction.

Additionally, team members need to understand the value of their tasks. A task with no value is a waste
of time and effort. To avoid the perception of wasted time or effort, team leaders should define the
team’s:

1. Goals.

2. Objectives.

3. Tasks.

Each task should relate directly to the completion of an objective, and each objective should relate
directly to the completion of a goal.

The goal, of course, should fulfill the purpose of the team.

 3.3.7. How

As stated earlier, leaders should be cautious about specifying how tasks should take place. Each team
member should be given latitude to perform tasks in their own style. Too much control over how a
person works creates a micro-managed environment and demotivated workers.
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On a larger scale, it is fully reasonable to determine how a project will be completed. Examples of those
things that may be pre-determined include:

1. How to configure a network at a job site.

2. How classes should be scheduled at a college.

3. How to address issues with customers in a customer service setting.

4. How to format a report for a Board of Directors.

In a working team, many “hows” will be determined in team brainstorming sessions, particularly when
the goal is to problem-solve an issue.
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 Exercise 23: Team Logistics
 5 to 10 minutes

Respond to the following questions relating to logistics.

1. Which of the following are not listed as evaluation criteria for team logistics?

A. What.
B. When.
C. Which.
D. Where.
E. Why.
F. Whether.
G. How.

2. Complete the following sentences with the appropriate word:

A. Team members should be selected based on their _________________,
_____________, and other ______________.

B. ___________________ may be a result of personality or control issues.
C. “What” refers to team _________________, team member ___________, and

_____________________.
D. Team leaders should define the team’s _____________, ___________________,

and _____________, which should relate directly to each other and the team purpose.
E. In some teams, brainstorming sessions may determine _________ a project may be

completed.
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Solution

1. c. and f.

2. Team members should be selected based on their knowledge, skills, and other
attributes.

A.

B. Conflict may be a result of personality or control issues.
C. “What” refers to team purpose, team member roles, and protocol.
D. Team leaders should define the team’s goals, objectives, and tasks, which should

relate directly to each other and the team purpose.
E. In some teams, brainstorming sessions may determine how a project may be

completed.
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 Exercise 24: Team Logistics - Personal
Application

 20 to 25 minutes

Answer the following and discuss it in the class.

1. Think about a team on which you are currently involved, or a team on which you were involved
in the past.

A. Why were you selected for the team and what attributes did you bring to the team?
B. What was your role on the team?
C. Were deadlines clearly defined? Did you hold regular meetings?
D. Were all members located in the same area?
E. What was the purpose of the team?
F. Were you told how to do your tasks or were you given latitude?
G. Was it a productive team?
H. Were there any logistical problems?
I. What would have made things go smoother?
J. What could you have done differently to improve the team logistics?

Conclusion

In this lesson, you have learned:

How personality and beliefs affect productivity.
About the barriers that are created through miscommunication.
To recognize logistical issues.
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LESSON 4
Accountability

Topics Covered

 The value of accountability.

 How to measure behavior.

 The role of consequences in accountability.

Introduction

❋

4.1. Accountability Defined

Accountability is a complex concept, but for the sake of this class, we will consider accountability as
techniques used to help people achieve set goals.

 4.1.1. The Value of Accountability

Accountability should not be confused with punishment. Punishment is a negative action taken against
a person in response to a behavior or performance that is deemed unacceptable.

Accountability is used throughout society in positive ways, such as:

1. Weight watchers programs.

2. Support groups.

3. College mentoring programs.

Accountability supports a person through the process of achieving goals. In a team, accountability exists
in the form of:

1. Team member interaction.

2. Deadlines and measurements.

3. Consequences.
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 Exercise 25: Accountability Defined
 5 to 10 minutes

In this exercise, respond to the following question about accountability.

1. Which of the following is false:

A. Accountability is used to help people achieve set goals.
B. Punishment is a negative action taken against a behavior deemed unacceptable.
C. Accountability can be supportive.
D. Accountability is similar to punishment.
E. Accountability includes interaction and measurements.
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Solution

1. d.
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 Exercise 26: Accountability Defined -
Personal Application

 10 to 15 minutes

Answer the following questions, and share your answers with the class.

1. Think about a time when you were held accountable by friends or co-workers. Share that
situation in class.

2. Think about a co-worker who is trying to achieve a difficult task. How can you support that
person?

❋

4.2. Measurements

The best, most objective way to set accountability standards is through measurements.

1. Measurements show whether work is performed satisfactorily or not.

2. Measurements show whether behavior is acceptable or not.

3. Measurements minimize emotions.

4. Measurements keep criticism from being taken personally.

5. Measurements can be used for teamwork and for individual work.

6. Measurements provide a teamwork evaluation that can be transferred to individual performance
reviews.

In work that is very quantitative, measurements are easy. The following are examples of workplace
measurements:

1. Assembling 18 components in one hour.

2. Processing 20 briefs in one week.

3. Unloading 12 trucks daily.

Few jobs are fully quantitative. Most positions require good interaction between people and quality
standards in addition to the quantifiable tasks.
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 4.2.1. Rubrics

The rubric is an objective method to measure a team member’s contributions. Rubrics are used to assess
performance based on a multitude of criteria as opposed to a single measurement. Rubrics:

1. Provide benchmarks for performance.

2. Communicate expectations.

3. Minimize emotional responses that can inflame situations.

A rubric makes quantity and quality measurements easy. A well-developed rubric includes:

1. Weighted expectations.

2. Criteria for the actions based on quality or quantity.

3. Assigned values for each criterion based upon achievement.

4. A method to objectively discern quality.

This is an example of an accountability rubric that includes quantitative and qualitative criteria:
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Accountability Rubric
ExcelsExceeds

Expectations
Meet

Expectations
Below

Expectations
Needs

Improvement

5 pts4 pts3 pts2 pts1 pts
Enthusiastic,
interested in team
work, and is
motivated to do
well

Clearly enjoys
team work and
has a good
attitude

Shows interest
in team work
and does not
complain often

Shows little
interest in team
work

Shows no
interest in team
work

Attitude,
Weight: 15%

Interacts well with
all team members

Poised,
courteous, and
tactful with
others

Interaction with
team members
is acceptable

Needs to
improve
relationships
with team
members

Disruptive and
uncooperative
with team
members

Team
Relationships,
Weight: 25%

Assembles an
average of 121 or
more widgets each
week

Assembles an
average of
111-120 widgets
each week

Assembles an
average of
91-110 widgets
each week

Assembles an
average of 81 to
90 widgets each
week

Assembles an
average of 80 or
fewer widgets
each week

Productivity,
Weight: 30%

Achieves tasks on
time or ahead of
time, and helps
others achieve
tasks on time

Achieves tasks
on time or
ahead of time

Almost always
achieves tasks
on time

Is late with
tasks more than
30% of the
time

Is late with
tasks more than
50% of the
time

Task
Completion,
Weight: 15%

Performs above
and beyond
expectations.
Work is
consistently neat
and accurate

Exceeds
expectations in
quality and
quantity of work

Does expected
amount of
quality work

Needs help to
do quality work

Does little or
no quality work

Quality of
Work,
Weight: 15%
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 Exercise 27: Measurements
 5 to 10 minutes

In this exercise, respond to the following question about measurements.

1. Which of the following is true:

A. Qualitative work is easier to measure than quantitative work.
B. It is good to measure performance in addition to using a rubric.
C. A rubric provides a way to measure work.
D. Measurements keep things subjective.
E. Measurements communicate expectations.
F. It is uncompassionate to use measurements.
G. A rubric is a colorful square puzzle.
H. Measurements encourage conflict.
I. Measurements set benchmarks for performance.
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Solution

1. c., e., and i.
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 Exercise 28: Measurements - Personal
Application

 20 to 25 minutes

Perform the following activity.

1. Using the rubric format shown in this lesson, create a rubric for yourself using a current team
you work with or a team from the past.

2. Discuss how a rubric like this can help reduce conflict within the team.

❋

4.3. Rewarding and Corrective Consequences

 4.3.1. Motivation

Accountability goes hand-in-hand with motivation. A person cannot motivate another person because
motivation is an internal drive to do something. However, a person can put something in place that is
motivating to the other person. Motivation may be positive or negative. A person may be motivated:

1. To receive a reward.

2. To avoid a bad situation.

In teams, the consequences selected for each expectation should motivate the team member to do well.
For this reason, it is important for teams to discuss what is motivating to each member. What motivates
one person may not motivate another.

 4.3.2. Consequences

Consequences may be rewarding or corrective. Both rewarding and corrective consequences should be
applied.

Rewarding consequences should appeal to the individual’s interest, and should help motivate the person
to achieve a goal. Because people are motivated by different things, it may behoove the team to offer
a choice of rewards for team members who do well.
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Rewarding consequences should be given when a job is completed on time and at the best standards,
according to the agreed upon metrics. Examples of rewarding consequences include:

1. Time off.

2. A pay raise.

3. An easy assignment.

4. A break from a difficult assignment.

5. Public acknowledgement.

6. A promotion.

Corrective consequences teach a person how to do a task, or how to do the task better. Corrective
consequences do not punish a person. Examples of corrective consequences include:

1. Remediation.

2. Having the person redo the work until it is completed successfully.

3. Assigning a mentor/coach to work through the problems with the team member.

Only after corrective measures have been applied and proven unsuccessful should punitive measures
be taken. These may include:

1. Lower marks on an employee review.

2. Exclusion from celebrations until the expected work is acceptable.

3. Demotions to a level of work the person has proven himself or herself capable of doing.

4. Termination.

Punitive measures should only be applied by authority figures in the company; not by peer team
members.

 4.3.3. Benefits of Proactive Consequences

The primary benefits of setting consequences for each team member in advance are:

1. The team member agreed to the consequences, and therefore has buy-in.

2. There is no need to come up with a consequence when emotions are escalated.

3. Emotions are removed from the situation, so the situation stays objective.
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 Exercise 29: Rewarding and Corrective
Consequences

 5 to 10 minutes

Respond to the following questions about consequences.

1. Fill in the missing word in each statement:

A. One person cannot directly ___________________ another person.
B. A ___________________ is a positive motivating factor.
C. A bad situation is a ___________________ motivating factor.
D. People are ___________________ by different things.

2. Are the following rewarding, corrective, or punitive?

A. Revision of work.
B. A promotion.
C. A demotion.
D. Mentoring.
E. Exclusion from celebrations.
F. Re-training.
G. A gift.
H. Low scores on evaluations.
I. Public recognition.
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Solution

1. One person cannot directly motivate another person.A.
B. A reward is a positive motivating factor.
C. A bad situation is a negative motivating factor.
D. People are motivated by different things.

2. Corrective.A.
B. Rewarding.
C. Punitive.
D. Corrective.
E. Punitive.
F. Corrective.
G. Rewarding.
H. Punitive.
I. Rewarding.
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 Exercise 30: Rewarding and Corrective
Consequences - Personal Application

 15 to 20 minutes

Answer the following questions and discuss your answers with the class.

1. Think about a time when you were punished for something that you did not know how to
do, or that you did not know was unacceptable.

A. How did you feel at the time?
B. Did the punishment motivate you, or make you feel resentful?
C. What would have been a better approach?

2. Brainstorm different supportive activities that you could introduce to your team that would
be corrective in nature.

Conclusion

In this lesson, you have learned:

The value of accountability.
How to measure behavior.
The role of consequences in accountability.
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LESSON 5
Building Communication Channels

Topics Covered

 About the components of communication.

 Techniques to improve communication.

 About various tools that can improve team communication.

Introduction

In this lesson, you will learn about the components of communication., techniques to improve
communication, and about various tools that can improve team communication.

❋

5.1. Dissecting Communication

Communication is composed of many parts. Each of these parts can affect the quality of the
communication. Understanding these components helps us pinpoint problems in the communication
process and make changes that will improve team interaction.

 5.1.1. The Sender

The sender initiates the conversation by delivering a message to one or more people. The sender sets
the tone for the communication process.

 5.1.2. The Message

The message contains the information the sender wants the receivers to have. The quality of the
communication is impacted by both:

1. The content of the message.

2. The method in which the message is delivered.
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If the information is not well structured, it can be misinterpreted, which can cause problems in the
communication process.

 5.1.3. The Receiver

The receiver receives the initial message and decides whether or not to respond to the message. If they
respond, they send feedback to the sender.

 5.1.4. Feedback

When the receiver sends feedback to the sender, that feedback informs the sender:

1. That the message was received.

2. That the message was received correctly (the content was understood).

If the receiver adds new information to the communication, he or she then become the sender and is
responsible for ensuring that the message is delivered well.

Most messages benefit from feedback. There are four ways that a receiver can give feedback to the
sender. He or she may:

1. Send a simple acknowledgment that the message was received.

2. Repeat or paraphrase what was sent to confirm that it was received correctly.

3. Ask for clarification.

4. Give an answer or supply information which, in doing so, provides the sender with enough
information to know the message was received correctly.

In good communication, the message-feedback loop is repeated until both participants are satisfied
that effective communication has taken place.

These four parts of communication are called the communication loop. There are two additional parts
of communication that effect how information is delivered or received.

 5.1.5. Noise

Noise, as it relates to communication, is not exclusive to sounds. Noise is anything that distracts a
person from the conversation. Noise includes:

1. Mental distractions.

2. Activity.
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3. Auditory noise.

4. A busy environment.

The sender should make certain there is no noise affecting the message that is being sent, and the
receiver should make certain that they are paying adequate attention to the message so that it is received
correctly.

 5.1.6. Filters

Filters interfere with the formation or reception of a message. Filters are the result of personal values
and ideas, and when applied correctly, help a person evaluate messages.

When applied incorrectly, they can cause the message to be distorted or misinterpreted. Filters include:

1. Biases.

2. Preferences.

3. Values.

4. Emotions.

Both the sender and the receiver should be aware of their personal biases and how they affect the
communication process. This awareness, along with a desire to respect all perspectives, can prevent
defensive responses.
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 Exercise 31: Dissecting Communication
 5 to 10 minutes

Respond to the following question about communication.

1. Match the following definitions in the first list to their terms in the second list:

A. Definitions:

i. A paraphrase.
ii. Emotions.
iii. The initiator of the conversation.
iv. Anything that distracts a person from the conversation.
v. The information being shared.
vi. The sender of feedback.
vii. Biases.
viii. A busy environment.
ix. A simple acknowledgment.
x. The person who sets the tone for the communication process.
xi. A request for clarification.
xii. The recipient of the message.
xiii. Mental distractions.
xiv. The result of personal values.

B. Terms:

i. The receiver.
ii. Feedback.
iii. The message.
iv. Filters.
v. The sender.
vi. Noise.
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Solution

1. A. ii. Feedback.i.
ii. iv. Filters.
iii. v. The sender.
iv. vi. Noise.
v. iii. The message.
vi. i. The receiver.
vii. iv. Filters.
viii. vi. Noise.
ix. ii. Feedback.
x. v. The sender.
xi. ii. Feedback.
xii. i. The receiver.
xiii. vi. Noise.
xiv. iv. Filters.
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 Exercise 32: Dissecting Communication -
Personal Application

 15 to 20 minutes

Answer the following questions and then discuss them in class.

1. Think about a past conversation you had with a team member that, for one reason or another,
was complicated or confusing.

A. Who was the sender?
B. Who was the receiver?
C. What was the message?
D. Was adequate feedback sent?
E. Was there any noise that distracted from the conversation?
F. Did you filter any of the information through emotions, values, or biases?
G. What steps can you take to become aware of your filters?
H. What can you do to deliver messages correctly, in spite of other people’s filters?

❋

5.2. Communication Power Tools

The goal of communication is to exchange information. If we can communicate accurately, we can:

1. Save time by not having to revisit the conversation.

2. Minimize conflict caused by miscommunication.

There are certain techniques we can use to make our communication more effective.

 5.2.1. When Speaking

The following are basic speaking techniques that support quality communication:

1. Enunciate, do not mumble.

2. Speak slowly enough for the other person to follow your line of thought. This is particularly
important when:
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You know that you have a speech impediment or accent.A.
B. You know the other person is new to the language or is hearing impaired.
C. You are on the phone or in another form of audio-only conversation, since visual

cues are missing.

3. Do not send mixed messages with your body language.

4. Use “I” statements.

5. When possible, watch for non-verbal responses that confirm understanding.

6. Ask for feedback.

We can avoid accusatory language when we replace “you” statements with “I” statements. Starting a
sentence with, “you” puts the other person on the defensive. Using “I” statements keeps the criticism
from being focused directly on that person. An “I” statement is a paragraph that has three parts:

1. I feel ______________.

2. When ______________.

3. I would like ______________.

For example, instead of saying, "You are wasting our time because you always talk about sports in our
meetings.“ One could say, ”I feel frustrated when so much meeting time is spent talking about sports.
I would like us to stay on topic, and talk about sports after the meeting."

 5.2.2. When Listening

Listening is an essential part of quality communication. When we listen, we should listen for intent;
in other words, we should try to understand what the other person intends to say, regardless of how
his or her words are spoken.

Listening requires patience. We should wait for the speaker to express what is on his or her mind, and
pay close attention to what they are saying.

To be a good listener and improve communication, we should:

1. Remove distractions.

2. Maintain eye contact with the speaker.

3. Conscientiously work to understand the speaker’s viewpoint.

4. Be aware of the context.

5. Be patient while the other person speaks.
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6. Observe body language.

7. Avoid interrupting the speaker.

8. Ask questions to clarify possible misunderstandings.

If there is any question about whether a message was sent or received correctly, the receiver should
paraphrase the message. Paraphrasing means rewording the message and saying it back to the speaker.
By paraphrasing, both the sender and the receiver will know that the message was not only heard, but
understood.

 5.2.3. Managing Conflict

Many people try to “keep the peace” by avoiding conflict. However, conflict is inevitable and if it is
avoided, it can never be resolved.

Avoiding conflict only serves to exacerbate negative situations. It is better to manage conflict than to
avoid it. When conflict and misunderstandings arise, steps may be taken to clarify people’s intentions,
and thus eliminate misunderstandings.

There are certain rules of thumb that should be applied in any conflict:

1. Find a neutral time and location to talk.

2. Never assume you know what the other person is thinking.

3. Be attentive.

4. Take turns speaking.

5. Use good speaking and listening skills, as noted earlier.

6. Do not use the word, “but” because it negates what was previously said.

7. Be honest without being rude or demeaning.

8. Keep things as positive as possible, and end on a positive note.

9. Strive for a win-win resolution.

A win-win resolution is one in which both parties are satisfied with the results. Win-win resolutions
are often the result of negotiation and compromise. The end result may be that neither party receives
exactly what he or she wanted, but both parties gain something, and neither party loses.

If, in the course of conflict resolution, criticism is needed, make certain it is constructive criticism and,
when possible, sandwich the criticism between compliments.
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 Exercise 33: Communication Power Tools
 10 to 15 minutes

Complete the following questions.

1. For the following sentence, select the answers that fit best.

A. When we speak, we should:

i. Mumble.
ii. Speak slowly so the other person can follow our thoughts.
iii. Make certain our body language matches our words.
iv. Use “you” statements.
v. Avoid accusatory language.

2. Which of the following are good listening skills?

A. Maintaining eye contact.
B. Interrupting.
C. Removing distractions.
D. Being patient.
E. Paraphrasing.
F. Agreeing with the other person.

3. Complete the following sentences:

A. It is better to _________________ conflict than to _________________ conflict.
B. A win-win situation is the result of _________________.
C. Always try to sandwich the criticism between _________________.
D. Never assume you know what the other person ______ _________________.
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Solution

1. ii., iii., and v.

2. a., c., d., and e.

3. It is better to manage conflict than to avoid conflict.A.
B. A win-win situation is the result of compromise.
C. Always try to sandwich the criticism between compliments.
D. Never assume you know what the other person is thinking.
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 Exercise 34: Communication Power Tools
- Personal Application

 20 to 25 minutes

Respond to the following, and then discuss your responses in class.

1. Share a time when you have experienced the following, and describe how it affected you:

A. A conversation with a team member who kept interrupting you.
B. A team member who complained often about a situation, but would not address it

because they did not want to cause problems.
C. A team member or team leader who seemed critical when using “you” statements

instead of “I” statements.

2. In the above situation, how could you have helped these people change their approach?

❋

5.3. Workflow Tools

The best way to support good team communication is to use tools that promote teamwork and facilitate
workflow. There are many tools available at varying costs, each of which supports different team needs.

 5.3.1. Regular Meetings

Probably the most important of tools is the periodic team meeting. Team meetings are also the simplest
and most effective way for groups to communicate. In well-run meetings, communication takes place:

1. Between peer team members.

2. Between team members and team leaders.

3. Between task teams within the main team.

Meetings, whether held in person or virtually, provide opportunities to:

1. Share new information.

2. Provide status reports.

3. Brainstorm and troubleshoot issues.
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 5.3.2. Software Tool

Team software tools combine various features that can be used to expedite the team’s objectives. Team
software tools support team communication by providing team members with different ways to
collaborate.

Software tools can be categorized into two types:

1. Project management software, such as:

A. Microsoft Project.
B. Endeavour.
C. Genius Inside.
D. On Time.

2. Team workspace software, also called collaboration software, including:

A. SharePoint.
B. Wiggio.
C. Google Docs.
D. IT Team Workspace.
E. Basecamp.

There is a lot of overlap in the functions between project management software and team collaboration
software. In general:

Project management software centers heavily on project tracking, and usually includes the following
functions:

1. Estimation.

2. Planning.

3. Scheduling.

4. Resource management.

5. Documentation.

Collaboration software centers on member interaction, and normally includes:

1. Document sharing.

2. Communication features, such as:
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Discussion forums.A.
B. Instant messaging.
C. Email.

3. Task assignment and tracking functions.

Team Tool Features

There are many functions that are provided by team tools, and each product offers a different
combination of these functions. The choice of functions varies depending on the type of collaborative
work being performed, such as information technology or real estate construction.

Common functions that are available in team software tools include:

1. Goal setting and tracking.

2. Estimation.

3. Planning.

4. Task assignments.

5. Status reporting.

6. Issue tracking.

7. Scheduling, including:

A. Pert charts.
B. Gantt charts.
C. Calendars.

8. Resource budgeting and tracking, including:

A. Costs.
B. Man hours.
C. Materials.
D. Supplies.

9. Collaboration software, such as:

A. Discussion forums.
B. Instant messaging.
C. Email.
D. Chat rooms.
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10. Data analysis.

11. Reporting.

12. Document repositories.

13. File sharing.

By understanding each of these features, a team can weigh the value of each and better evaluate software
solutions for its particular needs.
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 Exercise 35: Workflow Tools
 5 to 10 minutes

Respond to the following questions about workflow tools.

1. What is the most important tool a team can use to promote communication?

2. True or false:

A. The features in team software solutions vary depending on the focus of the work.
B. Brainstorming and troubleshooting cannot be done in meetings.
C. Meetings provide a way to share status reports.
D. Understanding software features helps a team weigh the value of each feature.
E. Project management software centers on member interaction.

3. Complete the following sentences:

A. Team software tools support team ___________________ by providing team
members with different ways to ___________________.

B. ___________________ ___________________ ___________________ centers
heavily on project tracking, and ___________________ ___________________
centers on member interaction.
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Solution

1. Regular meetings.

2. True.A.
B. False.
C. True.
D. True.
E. False.

3. Team software tools support team communication by providing team members
with different ways to collaborate.

A.

B. Project management software centers heavily on project tracking, and collaboration
software centers on member interaction.
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 Exercise 36: Workflow Tools - Personal
Application

 15 to 20 minutes

Answer the following questions and then discuss them in class.

1. What tools does your team, or a team you have worked on, use to promote communication?
Describe the effectiveness of these tools to the class.

2. What additional software features would benefit your team, or the team you worked on?
Describe how they would improve the team’s communication.

Conclusion

In this lesson, you have learned:

About the components of communication.
Techniques to improve communication.
About various tools that can improve team communication.
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LESSON 6
Do Great Minds Think Alike?

Topics Covered

 About various decision-making techniques.

 How to negotiate an agreement.

 How to come to consensus within your team.

Introduction

One of the more difficult aspects of working in teams is the decision-making process. Individuals have
opinions which direct decisions. When many individuals come together as a team, they must make
decisions as if they were one person. This lesson explores the decision-making process and techniques
to unite diverse opinions.

❋

6.1. Decision-making Factors and Techniques

Whenever a decision needs to be made for the team, it should be determined whether the decision can
be made by an individual member or should be made by the full team. Factors that impact this choice
include:

1. Quality

A. If a decision is relatively unimportant, it can be made by an individual.
B. When a decision, or the quality of a decision, is important, it is often better that the

decision be made by the team.

2. Team member commitment.

A. A decision can be made by an individual member if the team will accept and support
the decision.

B. If there is concern about team support, a consensus will create greater buy-in than
a decision made by an individual because the members are active participants in the
process. The more involved members are, the more they will embrace the final
decision.
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3. Time.

A. Group decisions often take more time than decisions by individuals, so if time is
limited, an individual may need to make a decision for the team.

B. If a situation is not urgent, a group decision may be a better alternative.

4. Expertise.

A. Decisions that require the expertise of an individual on the team may be best if made
by that expert.

B. If the expert is outside the team, the expert may be given the authority to make the
decision, or the expert may be asked to share their expertise with the team, after
which the team can make a decision.

C. Decisions that are generic or require the knowledge of all members of the team are
candidates for group decision-making.

5. Clarity.

A. If a situation is unclear to an individual member, it should not be made by the
individual.

B. Through discussion and brainstorming, team members can work together to analyze
a problem and bring clarification. Decisions that start out with vague or confusing
information are normally better when decided by the team.

 6.1.1. Decision-making Techniques

There are many categories of decision-making models, and a wide variety of models within each category.
Often decisions are made using features pulled from many techniques. For this lesson, we will look at
some of the key features used in these models.

 6.1.2. Evaluating Options

Most decisions are choices between two or more options. When choosing between options, we are not
necessarily finding the perfect option; instead, we are striving to choose the best option. In order to do
this, it is important to

1. Be unbiased.

2. Prioritize alternatives.

3. Explore strengths and weaknesses.

4. Mitigate risk.
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5. Discover ways to minimize or alleviate potential problems.

When comparing options, it is helpful to weight them to determine which one is best for the team and
for the company. This process includes:

1. Listing the options available.

2. Listing the benefits of each option.

3. Ranking the value of each benefit according to how well the benefit fulfills the needs of the
team.

4. Listing the weaknesses of each option.

5. Discovering ways to overcome those weaknesses.

Obviously this is a daunting task if we are faced with a great many options, so before doing this analysis
in too much detail, we want to narrow the list of options. In a team, this is best done in a
brainstorming/decision-making session. We will explore how to do this later, when we learn about
group decision-making.

 6.1.3. Quantifying the Process

In an effort to be unbiased, it is best to work with objective facts as much as possible, and minimize
the subjective influence of our filters. We can quantify issues of quality by putting a numerical weight
to each quality factor.

We will now look at a method that supports the decision-making process by quantifying the options.

1. First, list the criteria (sometimes called the critical success factors) that are to be met as a result
of our decision in order for the choice to be successful.

2. Then assign a value to each criterion such that the sum of all values adds up to 1.0.

3. Then rate each option according to how well it fulfills each criterion, from 0% to 100%.

4. Finally, multiply each criterion value by the option’s rate for that criterion, and sum the totals.

After doing this for each option we will have a list of the option values. We can then compare these
numbers and select the option with the highest value.

For example:

1. The criteria for selecting a plan are:

A. Improve productivity, valued at .60
B. Increase sales, valued at .25.
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C. Improve morale, valued at .15.

2. Option A fulfills the criteria as follows:

A. Improve productivity, 45%
B. Increase sales, valued at 10%.
C. Improve morale, valued at 80%.

3. The option value is (.60 x .45) + (.25 x .10) + (.15 x .80) = .415.

4. If Option B’s value is .467 and Option C’s value is .388, Option B would be the best choice.

If the decision requires no established criteria to be met, we can still apply a similar method to quantify
the results of possible outcomes. In this case, we use a decision tree, and calculate the probability as
follows:

1. List all expected outcomes of an option, with the outcomes’ values.

2. Assign a probability to each outcome (a number that is less than 1).

3. Multiply the value with the probability and compare options.

For example:

1. Option A may have a .3 probability of making $100.

A. .3 x 100 = 30.

2. Option B may have a .5 chance of making $250.

A. .5 x 250 = 125.

3. Option C may have a .2 chance of making $600.

A. .2 x 600 = 120.

4. Option B is the final choice.

 6.1.4. Grid Analysis

A less mathematical way to make a decision between options is to use a matrix (a grid) that evaluates
quantity and quality criteria. In a grid analysis:

1. Criteria are listed on one axis.

2. Each criterion is given a value based on its importance.

3. Options are listed on the other axis.
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4. Each option is given a measurement according to how well it meets the criterion.

The product of those numbers is the value that is applied to that option. This is an example of a grid
with three options and four criteria:

Marketing Option Grid (options measured on a scale from 1 to 3)
Option 3Option 2Option 1ValueCriterion

2134Initial investment
1323Number of leads
1322Online exposure
2311Expanded markets

In this example:

1. Option 1 is (4x3)+(3x2)+(2x2)+(1x1)=23.

2. Option 2 is (4x1)+(3x3)+(2x3)+(1x3)=22.

3. Option 3 is (4x2)+(3x1)+(2x1)+(1x2)=15.

 6.1.5. The Plus/Delta Technique

Another visual technique for choosing between options is to use a Plus/Delta list. This technique is
similar to writing a list of the pros and cons or the costs and benefits. However, we are using delta here
because the delta is a symbol for difference, or change, and during the process we consider the weaknesses
to see what changes can be made to minimize them.

1. Draw a vertical line down the center of a page.

2. List all the strengths, or benefits, of an option on one side of the page.

3. Give each strength a positive value according to how it meets your needs.

4. List all the weaknesses of a decision on the other side.

5. Study each weakness and determine ways to mitigate them.

6. Re-evaluate the weaknesses, and give each weakness a negative value according to the negative
impact the weakness has on the project, team or company.

7. Total the scores of the strengths and also of the weaknesses.

8. Subtract the total weaknesses from the total strengths.

Once you have the value of the option, repeat this process for other options and compare the results.
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 6.1.6. Evaluating the Consequences of a Decision

Sometimes we need to consider what the consequences of a decision may be. This means we have to
look into the future and think through the impact our decision will have on our team and our company.

A visual method that shows the ripple effect of a decision is as follows:

1. Write down the decision in the middle of a sheet of paper and circle it.

2. Around that decision, list any consequences in circles, and draw lines from the decision to the
consequences.

3. Around each consequence, list any secondary consequences in circles, with lines from the
first-level consequence to the related secondary consequences.

4. If necessary, continue to a third or fourth level of consequences.

5. Once the diagram is completed, the team should weigh the positive consequences against the
negative consequence. If the decision appears to be worthwhile, the team can modify the
diagram to include feasible modifications, thus improving the outcomes.

All decisions result in change, and all changes have an effect. We want to see if the effects of our decision
are positive or negative, and what plans we need implement to make certain the effects are not
detrimental.

 6.1.7. “What If” Analysis

“What If” Analysis is a form of devil’s advocate. In “What if” analysis, a series of questions are asked
in an effort to discover the full consequence of a decision. The answers to the questions can reveal a
lot of unexpected information.

“What if” analysis can:

1. Help you decide whether or not to do something.

2. Reveal weaknesses in a plan, thus providing an opportunity to modify and improve the plan.

3. Reveal the unexpected benefits of a plan.

Regardless of what system is used to make decisions, it should reveal both the benefits and the weaknesses
of that decision. No decision should be discarded because of its weaknesses until those weaknesses have
been evaluated to see if they are manageable by:

1. Using existing assets.

2. Creating a contingency plan.
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3. Purchasing new assets.

If management of the weaknesses is not possible even after evaluation, the decision may be detrimental.
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 Exercise 37: Decision-making Factors and
Techniques
 10 to 15 minutes

Answer the following questions relating to decision-making factors and techniques.

1. List the five factors that help determine whether a team decision may be made by an individual
member, or whether that decision needs to be made by consensus.

2. When faced with choosing between options, what are five things we should do to select the
best option?

3. Which of the following is not part of the process in choosing between options?

A. Listing the weaknesses of each option.
B. Discovering ways to overcome those weaknesses.
C. Following your gut instinct.
D. Listing the benefits of each option.
E. Ranking the value of each benefit according to how well the benefit fulfills our needs.
F. Listing the options available.
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Solution

1. Quality.A.
B. Team member commitment.
C. Time.
D. Expertise.
E. Clarity.

2. Be unbiased.A.
B. Prioritize alternatives.
C. Explore strengths and weaknesses.
D. Mitigate risk.
E. Discover ways to minimize or alleviate potential problems.

3. c.
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 Exercise 38: Decision-making Factors and
Techniques - Personal Application

 30 to 35 minutes

Perform the following activity using the decision-making techniques you have learned.

1. Think about a decision between two or three options that you will be making in the near
future.

A. Using only the information you currently have, apply the quantifiable method for
selecting options, and calculate which option is a better choice. Do not worry if you
have to make a number of assumptions for this exercise. This will give you practice
for when you make the real decision.

B. Evaluate the consequences of the option you determined to be best by diagramming
them. You may wish to ask a number of “what if” questions to help you determine
what the consequences might be.

C. Use the Plus/Delta technique, considering the information you gained after evaluating
the consequences, to see if this is a decision you should make.

❋

6.2. Negotiation

During team decision-making sessions, it is possible for team members to reach an impasse. When this
happens, team members can negotiate an agreement. Effective negotiation is not about one person
getting their way. It is about carefully exploring both parties’ positions, and discovering what each has
to offer the other.

Damage to a team member relationship can be more harmful than losing a negotiation, so it is important
to approach negotiations with mutual respect.

 6.2.1. Planning for Negotiations

The key to successful negotiations is planning. The majority of the negotiation process feeds on the
knowledge you have of your own situation and that of the other team member. The following are steps
that should be taken to prepare for negotiations:

1. Determine your goals.
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What do you want to get out of the negotiation?A.
B. What do you think the other person wants?

2. Decide what is negotiable and what is non-negotiable.

A. Achieving the goal may be non-negotiable.
B. How the goal is achieved may be flexible.

3. Flexible items become trade items.

A. Use them as compensation in return for those things that will help you achieve your
goal.

4. Evaluate your resources.

A. Consider what resources you have that you can use as trade items.
B. Think about what the other party can offer in return for your trade items.

5. Consider alternatives.

A. If possible, brainstorm alternate options for both parties.
B. The other party may have ideas you have never considered, so be open to suggestions.

6. Find common ground.

A. Discovering the common ground in the parties’ ideas will build a foundation on
which to negotiate.

B. The more common ground you find, the easier it will be to work on the differences.

 6.2.2. Avoiding and Managing Conflict

Conflict is normal in any relationship. Conflict is a disagreement in which one or both parties perceive
there is a threat to their needs. When faced with conflict, find out what the perceived threats are. Even
if there is no real threat, the perceived threat needs to be addressed.

Two things that should be monitored closely when conflict arises are:

1. Emotion.

2. Communication.

Emotion: When conflict seems to be imminent, avoid emotional displays. Emotional displays can
exacerbate sensitive situations, and can be manipulative.
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Openly talk about the emotions that the parties may be feeling and, if possible, include something in
the terms of the negotiations that will satisfy those emotional needs.

Communication: Good communication is required to resolve conflict. Productive negotiations take
place when there is mutual respect, and that respect is demonstrated in how the communication takes
place.

As the situation becomes more sensitive, listening becomes especially important. Often perceptions are
the problem, but not real issues, so it is important to listen for the meaning behind the words.

Consider the communication filters that the other person is using. If you understand that person’s
values, biases, traditions and other filters, you might be able to find ways to appeal to those filters.

Good negotiations also end with mutual respect. Closure sets the stage for future good negotiations
and prevents future conflict. Always try to end on a positive note.

 6.2.3. Conflict Styles and Negotiation

There are five primary conflict styles. Each style presents itself in negotiations. The ability to recognize
a person’s conflict style allows us to approach the other person in a way that can achieve win-win
negotiations.

The conflict styles and their descriptions are listed here:

1. Competitors

A. Competitors are natural win-lose negotiators. They tend to be more aggressive, and
do not place much stake on the relationship, so their style tends to increase the feeling
of threat to others.

B. If you work with a competitor, be careful not to allow his or her personality to cause
a rift in the team. Gently remind the person that in a team everyone’s needs must
be considered.

2. Accommodators

A. Accommodators try to be diplomatic; however, they may give in quickly in order to
preserve the peace.

B. Be very careful not to take advantage of these people. Team negotiation must achieve
win-win results for the team to maintain its strength, so when negotiating with an
accommodator, you may find yourself negotiating in favor of your opposition.

3. Avoiders
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Avoiders do not like conflict, and may interpret negotiation as conflict. They may
stifle communication, allowing problems to fester.

A.

B. If you suspect you are working with an avoider, aim to make the environment and
discussions welcoming and friendly in order to encourage him or her to talk about
his or her needs openly.

4. Compromisers

A. Compromisers seek give-and-take. This sounds like a good trait for negotiation, but
compromisers often do not understand the other person’s needs, and keep distance
in the relationship. In doing so, they have difficulty trusting teammates with whom
they have conflict or with whom they are negotiating, so they avoid collaboration.

5. Collaborators

A. Collaborators seek to work with others to achieve the goal. They are not just
goal-oriented, nor are they people-pleasers. They are great win-win negotiators because
they seek that which benefits the group. Collaborators will fall naturally into the
negotiation process.
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 Exercise 39: Negotiation
 5 to 10 minutes

Answer the following questions relating to negotiations with team members.

1. List the five key activities that benefit planning for negotiation.

2. True or false:

A. After negotiations, both parties should feel like they have won, even if they have not.
B. By appealing to a person’s filters, one can demonstrate that you support his or her

feelings and values.
C. Conflict is a disagreement in which the parties perceive there is a threat to their needs.
D. Even if there is no real threat, the perceived threat needs to be addressed.
E. Negotiations should include careful exploration of both parties’ positions, and

discovering what each can take from the other.
F. When communicating, we should listen for the meaning behind the words.
G. Respect is demonstrated in how the communication takes place.
H. Conflict should not be a part of any relationship.
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Solution

1. Determine your goals.A.
B. Decide what is negotiable and what is non-negotiable.
C. Evaluate your resources.
D. Consider alternatives.
E. Find common ground.

2. False.A.
B. True.
C. True.
D. True.
E. False.
F. True.
G. True.
H. False.
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 Exercise 40: Negotiation - Personal
Application

 15 to 20 minutes

Perform the following activities using the decision-making techniques you have learned.

1. Review the five conflict styles.

A. Which style fits your personality best?
B. How does your style benefit your ability to negotiate with team members?
C. How might your style inhibit good negotiations?
D. What can you do to strengthen your negotiation skills within the context of your

personal style?

❋

6.3. Team Consensus

Decision making is not always an individual activity. When brainstorming or discussing an issue, team
members may be faced with differing opinions about options, even if all options have merit. In these
situations the team members may need to work together to make a group decision, or come to consensus.

 6.3.1. The Groupthink Barrier

“Groupthink” stifles consensus. Groupthink occurs when people do not present their own ideas or
critique others’ ideas, thus allowing the strongest or most popular idea presented to rule, regardless of
the logic or effectiveness of that idea.

Groupthink is very common, but avoidable. Often it occurs when the following dynamics are present
in the team:

1. Intimidation.

2. A fear of conflict.

3. Unwillingness to present, or to consider, unpopular perspectives.

Groupthink is often triggered by:
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1. A strong, persuasive group member or a coalition of group members.

2. A high level of group cohesion.

3. Intense pressure from the outside that influences the decisions of the team members.

It is widely recognized that groupthink behavior is commonly found in many situations and across
many types of groups and team settings.

We can recognize groupthink if we get to know its characteristics, which are listed here:

1. Unanimity in meetings and disparity outside of meetings.

2. Rationalization.

3. Assumptions based on:

A. Group values.
B. Group biases.

4. Ideas left unchallenged.

5. Ideas not valued or are unduly criticized.

6. Peer Pressure.

The danger of groupthink is that it can promote low-quality decision-making. When opposing views
are placed on the table, the quality of the final solution increases because the opposing views introduce
criticism, analysis, information and creativity.

 6.3.2. Avoiding Groupthink

To avoid Groupthink, it is important to have a process in place to:

1. Check the fundamental assumptions behind important decisions.

2. Validate the decision-making process.

3. Evaluate the risks involved.

For significant decisions, teams should include the following in their decision-making process:

1. Make certain all team members understand and agree to the objective.

2. Agree to a method of agreement, be it:

A. A simple majority.
B. A defined quorum.
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C. Unanimous agreement (consensus).

3. Gather information from many sources.

4. Explore alternatives and allow them to be challenged.

5. Weigh risks.

6. Test assumptions.

7. Processes information objectively.

8. Have a contingency plan.

If groupthink is recognized, bring it out on the table to be acknowledged and addressed.

 6.3.3. Brainstorming

Regardless of the method you use to come to consensus, you are quite likely to brainstorm ideas from
time to time.

Brainstorming:

1. Brings new ideas to the table.

2. Expands on ideas.

3. Adds depth to ideas.

4. Breaks down mental blocks.

5. Involves all participants.

6. Creates buy-in.

 6.3.4. How to Brainstorm in a Team

As with negotiations, the ultimate goal of brainstorming is to arrive at a decision all are comfortable
with, not to win while others lose. Brainstorming is an inclusive process, in which all members
participate. Listed below are best practices for brainstorming in a team setting:

1. Find a comfortable location to meet.

2. Appoint a recorder to write down ideas where everyone can see them. This might be:

A. On a white board.
B. On a flip chart.
C. In an electronic document projected on a screen.
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3. Define the problem you want solved clearly.

4. Outline all criteria and constraints.

5. Ask team members to share their ideas, encouraging all to participate.

6. Allow people to expand on others’ ideas.

7. Prevent criticism.

8. Write down all ideas, regardless of how illogical.

9. Stay on task.

10. Do not get sidetracked.

11. Do not obsess over one idea for long.

 6.3.5. Preparing for Group Decision Making

Most of the decisions we make are quite simple. However, some decisions involve:

1. Exploring and debating many different opinions based on diverse experiences.

2. Negotiating acceptable levels of risk.

3. Researching and comprehending a great deal of data.

4. Receiving buy-in from affected parties and stakeholders.

When approaching joint decision-making with other people, it becomes necessary to combine the
attitudes, ideas, and beliefs of all parties into one group decision. This is challenging and often requires
compromise. Because consensus includes all parties equally, however, the resulting decision is one that
should be acceptable to all.

 6.3.6. Group Decision Making Techniques

A consensus model can be helpful to get past barriers. Consensus models provide opportunities for all
members to voice their opinion and weigh in on the decisions.

 6.3.7. Multi-Voting

Multi-voting, also called cumulative voting, narrows a large list of options down to a manageable
number of the most popular ideas. It is called multi-voting because there are multiple rounds of votes.
The process is as follows:

1. All options are listed, often on a white board or a flip chart.
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2. Each option is discussed by the group.

3. Each person is given the same number of votes as there are options (often in the form of
stickers that they place next to the option.) This allows him or her to indicate the strength of
his or her support for each option.

4. Hold a vote on all options:

A. Eliminate those that received the fewest votes.
B. Retain the most popular options.

5. Hold a second round of voting on the options that were retained.

6. Continue the rounds until only one option remains.

 6.3.8. The Nominal Group Technique

The Nominal Group Technique is used to rank projects or issues in order of importance.

1. After brainstorming and discussion, the choices are listed where all team members can see
them.

2. Each member ranks the choices on a given scale, typically one-to-five or one-to-ten. Members
may rank more than one choice with the same weight.

3. These rankings are collected from the team members and combined.

4. From these combined results, the top five or ten are selected and discussed further.

5. Each team member prioritizes the remaining choices, but this time they are ranked in order
of priority. Each choice must be given a different ranking value.

6. The rankings are again combined, and the result becomes the consensus ranking.

 6.3.9. The Delphi Technique

The Delphi method is a systematic system used to develop a group plan. It is usually done with
anonymous, expert participants, but it can be adapted to a team. In the Delphi Technique:

1. Each person is given questions to which they offer their answer and an explanation for their
answers.

2. A facilitator summarizes the answers and shares them anonymously, after filtering out irrelevant
content and maintaining objectivity.

3. This process is repeated. During each repetition, the participants revise their answers based
on the information gained from the previous summary.
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4. The process ends when there is consensus or after a pre-defined number of rounds.

 6.3.10. Root-Cause Analysis

This technique helps teams address problems by analyzing their causes. Often, a team can eliminate
the majority of the consequences of problems by identifying and addressing a few critical causes.

Problems are identified and weighted according to negative impact, as follows:

1. In a team brainstorming session, a list of problems is gathered.

2. Each team member gives a value to each problem based on the importance of the problem.

3. The values are compiled, and the top problems are identified.

4. For each problem:

A. The causes are identified and listed.
B. Each team member gives a value to each cause based on the perceived impact of the

cause.
C. The values are compiled, and the top causes are identified.

5. The causes with the greatest impact are then addressed, resolving the majority of problems.

This technique assumes:

1. The causes can be addressed within the team, or the team is able to influence others to make
changes.

2. The team has the resources to address the causes.

If a solution is not within the control of the team, the team will need to move to the next problem.
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 Exercise 41: Team Consensus
 10 to 15 minutes

Respond to the following questions relating to team consensus.

1. Match the following attributes to the appropriate consensus technique.

A. Attributes:

i. Uses anonymity.
ii. Ranks projects by priority.
iii. Addresses the cause of problems.
iv. Options are narrowed down by ranking or voting.
v. Rounds of voting continue until one option remains.
vi. All options are discussed by the group.
vii. The problems are given a value.
viii. Narrows a list of options using voting.
ix. Used to develop a group plan.
x. The causes are identified.
xi. Options are first rated by weight, then by priority.

A. Consensus Technique:

i. Multi-Voting.
ii. Nominal Group Technique.
iii. Delphi Technique.
iv. Root-Cause Analysis.
v. i. and ii.
vi. All of the above.
vii. None of the Above.

2. Mark the following statements about brainstorming as either true or false:

A. Brainstorming allows people to build on ideas already expressed.
B. Brainstorming is a way to sidetrack a train of thought.
C. Brainstorming creates buy-in because all team members participate in the process.
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D. The problem to be solved should be clearly defined and understood by all team
members.

E. All team members should be encouraged to share their ideas.
F. Criticism should not be permitted.
G. Only ideas that have merit should be written down.
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Solution

1. A. iii.i.
ii. ii.
iii. iv.
iv. v.
v. i.
vi. v.
vii. iv.
viii. i.
ix. iii.
x. iv.
xi. ii.

2. True.A.
B. False.
C. True.
D. True.
E. True.
F. True.
G. False.
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 Exercise 42: Team Consensus - Personal
Application

 15 to 20 minutes

Answer the following questions about groupthink and share your answers with the class.

1. Have you ever experienced groupthink in your work team or your business?

2. What was the cause of the groupthink mentality?

3. How did that event affect your work, the team, or the business?

4. How would things have been different if groupthink did not prevail?

5. As a team member, what might you do in the future to prevent team members from falling
into groupthink?

Conclusion

In this lesson, you have learned:

About various decision-making techniques.
How to negotiate an agreement.
How to come to consensus within your team.
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