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There are over three dozen books on teams currently in print, all of 
them extolling the virtues of teams, few of them explaining what it takes to 
make teams successful. The failure rate for teams is very high, in many 
cases as high as 55 percent. The reason for failure is as simple as manage- 
ment’s thinking that implementing teams will increase productivity 100 
percent and thereby change the culture of the company overnight. Maybe. 
Teams are a specific solution to a specific business problem. They are not 
the universal solution to all business problems. 

The content of most team books is based on anecdotal information, not 
empirical data collected over a long period of time. This book is based on 
performance measures collected from many sources over many years. We 
declared a team successful when it met four criteria: 

1. Did the team meet its specific objectives? It is surprising that many 
teams do not have specific objectives. Odd but true. We have seen 
many cases where management has said unilaterally, “POOF! you are 
a team,” and walked away letting the team fend for itself. Many other 
teams have productivity objectives, project objectives, customer satis- 
faction objectives, and financial objectives. 

2. Did the team meet its objectives on time? This is a straightforward, 
easy-to-understand performance measure. Unfortunately, far too 
many teams are saddled with unrealistic time constraints imposed by 
managers with a “bias toward action” and limited knowledge about 
the time it takes for a team to settle in before it starts to perform opti- 
mally. These same bias-toward-action managers do  not realize that 
teams need to spend a great deal of time planning. The more time 
they spend planning, the more likely they will be successful, sooner. 

3. Was the objective achieved within budget? Teams require the same, if 
not more, resources that work groups do. Teams need someone to 



hold their hands during their beginning stages, the equipment required 
to perform the job, the tools and techniques to help them solve busi- 
ness problems, and the training to help them understand how teams 
work. Without these resources and funding, teams are more likely to 
lengthen the time required to accomplish their objectives. 

4. Would team members participate on another team? This is the most 
important performance measure of all. Team members who have had 
a bad experience on one team are less likely to want to work on 
another. In many cases, implementing teams is a management excuse 
to impose long hours and long weeks. For short-term teams such as 
simple problem-solving teams or cross-functional teams, being away 
from their departments is closely akin to disappearing from the work 
force: out of sight, out of mind with less recognition, fewer opportu- 
nities, smaller base pay increases, and smaller bonuses. In the age of 
high demand for knowledgeable workers, management should 
remember that they do not own what they think they own-corporate 
knowledge. Once corporate knowledge has been learned by an 
employee, that knowledge stays with the employee no matter where 
he goes, even across the street to the competition. 

Other performance measures we used are too numerous to list, but 
there are some universals. We have found that the following list of perfor- 
mance measures are the leading indicators of success. 

* Cooperation. A team member comes to you to ask for help, and you 

* Teamwork. You have slack time, ask another team member if he or she 

* The degree of backlog as a percentage of total work. 
* The frequency and quality of management involvement. 
* The degree and quality of planning. 
* The ratio of planning to development or operations. 
* The degree to which management understands and uses performance 

* The degree and quality of human resources support. 
* How well team boundaries are managed. 
* The degree to which the team was provided with the resources (mater- 

give it to him. 

needs help, and you give it. 

management techniques. 

ial, equipment, time, money, etc.) they needed. 
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- The degree to which teams used tools and techniques to solve bus- 
iness problems, team problems, and measure team and managerial 
performance. 

However, more research needs to be conducted to determine what 
makes teams successful. Many of the performance measures listed above 
are nonlinear. In simple terms, they act like economic diminishing return 
curves, (i.e., one more unit of management involvement that may actually 
impede team performance). This makes it difficult for both team members 
and management to understand the when and how of intervention. This 
book aims to bring us closer to that better understanding. It addresses 
when to use what kind of team, the obstacles management and team mem- 
bers face when they start to implement teams, how others have overcome 
these obstacles, and provides a section on tools and techniques to help 
teams become more successful. 
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As the twenty-first cennuy approaches, the turbulence that began to accel- 
erate in organizations during the 1980s shows little sign of abating. Coping 
with this change, and striving to compete effectively in this environment, 
presents an immense challenge in a global economy. A constant theme 
sweeping through many organizations is cost cutting, which brings with it 
major changes in organizational structure. Vertical structures and functional 
silos are being replaced by horizontal and cross-functional structures. Layers 
are being removed, and white collar workers, especially middle managers, 
are losing their jobs or are having their roles changed extensively. 

The traditional models of excellence many executives used to determine 
the best way to operate have frequently been discredited. Organizations 
that were once stable pillars of society can no longer be viewed as models 
to which others can aspire. 

These changes raise critical questions. What is the best way to structure 
an organization to compete most effectively in the future? What kinds of 
organizations do we need? How should they be staffed? How can we 
ensure that employees have the skills that will be needed? What new tech- 
nology will emerge, and how will it affect the way in which work is per- 
formed, and so on? 

In an effort to work smarter, be more competitive, and meet customers’ 
needs more effectively, organizations have moved toward team-based 
structures. Teams have been touted as one of the best ways to meet the 
challenges of the future. But how true is this for all organizations? Are 
teams appropriate for some organizations and not others? 

As we review the past 50 years and consider some of the changes that have 
taken place in American businesses many theories of management and fads 
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have emerged about how to run an organization. Employees have naturally 
developed a strong skepticism for the so-called flavor-of-the-month 
approach to management. With this in mind, many argue that the move 
toward teams is yet another fad that will pass with time and should therefore 
be ignored. Others argue that teams are the only way to compete effectively 
in the future and are here to stay. 

Our position is that teams are not the panacea for all organizations. Team- 
based structures will be inappropriate for some organizations. Other organi- 
zations are clearly not ready for teams though management may be pushing 
for them. And, for some organizations teams can be extremely beneficial. 
The important thing to know is when to use teams and when not to use 
them and which teams are most appropriate to a particular situation. 

Missing from most discussions about teams is a careful analysis of the 
right conditions for teams to be successful. Whereas many authors discuss 
the importance of teams, their characteristics, and what to do once teams 
are established, a systematic analysis of the factors that have to be consid- 
ered to determine if teams should be implemented is missing. Many unan- 
swered questions remain about the critical factors to consider to deter- 
mine where and when teams are needed and the most appropriate types of 
teams and why. 

In spite of the excitement about teams and the constant talk about how 
teams are one of the main answers to productivity problems, one thing we 
know for sure is that many teams fail. For instance, even when an organiza- 
tion talks about the need to put teams into place, dissension among 
departments within an organization is common. Under these circum- 
stances, employees will do what they can to undermine teams. 

In addition, many employees still operate in hierarchical organizations 
and organizations where autocratic management is practiced so that even 
though they are told to move to teams, the existing culture will not support 
team development. In yet other organizations, senior managers give lip ser- 
vice to teams, tell middle managers to make teams happen, and then walk 
away, leaving those in the middle frustrated and confused about what 
exactly they are supposed to do. Many employees are told to work as a 
team but are still rewarded for individual contribution and competition. 
These mixed messages result in a lack of effective team implementation. 
So the question remains, when do teams work and why? 
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Background and Purpose of this Book 

We have worked with executives in organizations that are struggling to 
change. Some executives say that their organizations need more employee 
empowerment, some say that they are “going to teams,” some say that they 
know that they have to change and to push decision making down to 
lower levels. Clearly, in an environment fraught with change, empower- 
ment is not easy. It is very apparent to us that many organizations rush to 
put teams in place without really understanding what is involved and what 
critical factors must be assessed to determine whether teams are appropri- 
ate. Many executives and managers are confused about what it means to 
empower employees and how to ensure that teams work effectively. 

In this book we address the strategic advantage of teams and look at the 
conditions that must be in place before teams can be implemented. We dis- 
cuss how to implement different teams to meet the specific business needs 
of organizations. We show how those teams can optimally evolve and when 
they should be disbanded because they have outlived their usefulness. 

This book is different from others of its kind in three main ways. First, it 
creates a bridge between the concept of teams and their application within 
organizations. Considerable academic work has focused on ways to imple- 
ment teams and the ways they function in the workplace. Many assump 
tions have been made about when and where to implement teams, but lit- 
tle rigorous analysis has been done of all of the conditions that have to be 
looked at before the decision is made to use them. For this reason many 
attempts to put teams into organizations have failed. We contend that the 
decision to put in teams is often premature, and that teams might not be 
the right prescription for the problems the organization is facing. This is 
analogous to a patient going to a doctor with a headache, the doctor 
assuming the patient has a brain tumor, and then the patient having an 
operation without the doctor first doing a thorough exploratory examina- 
tion, aslung the right questions to establish the diagnosis and then ensur- 
ing that the appropriate treatment is administered. 

Second, little has been written about the exact linkage of strategic direc- 
tion of the organization and its culture to successful implementation of dif- 
ferent types of teams. This book addresses this linkage. In doing so, the 
book examines the strategic and tactical aspects of teams. 

Third, this book provides a link between the individual’s approach and 
the organization’s approach to teams. Little has been done to link, system- 
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atically, these two approaches-this book provides an integrated overview 
through organizational examples and case studies. Emphasis throughout is 
placed on customer satisfaction, acquisition, and retention; productivity 
and employee satisfaction; and performance management and learning. 

Who Should Read this Book? 

We see four main audiences for Teams. First, it is intended as a guide for 
middle- to senior-level executives who have either made a decision to move 
to teams as part of their organization’s structure or who are debating 
whether to implement teams and are weighing the best strategies to use. It 
will provide them with practical and specific information about the issues 
that need to be addressed to successfully implement teams. 

A second audience is internal or external consultants who are either try- 
ing to determine what teams should be implemented in an organization or 
who are trying to improve the performance of an existing team. 

The third audience is employees who are already team leaders, team 
members, or team support staff and who are charged with maximizing 
team performance. 

Finally, the book will provide useful information for students of organi- 
zations who are looking to the future to determine how organizations 
might be structured and what factors need to be considered when moving 
toward different structures. 

Overview of the Contents 

The book is divided into two parts. Part 1 consists of six chapters and 
provides a thorough conceptual overview of teams. In Chapter 1 we define 
what we mean by a team, look at the positive and negative implications of 
teams, discuss the major stages of team development, and examine the var- 
ious types of teams. In Chapter 2 we provide specific guidelines about how 
to select the most appropriate types of teams for specific situations. 

Chapters 3 through 5 discuss in detail simple problem-solving teams, 
task forces and cross-functional teams, and self-directed work teams. 
These chapters present the differences and similarities among the many 
types of teams, discuss design and implementation issues, identify the ben- 
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efits of each type of team, and present case examples of successful and 
unsuccessful team applications. 

Chapter 6 discusses the role of the manager in planning and successfully 
implementing teams. 

Part 2 of the book is divided into three chapters and presents a wide 
array of tools and techniques. Chapter 7 discusses business problem-solv- 
ing tools, Chapter 8 team assessment instruments, and Chapter 9 team 
effectiveness interventions. 
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T O  IelIS 
The Headlines 

Every person in a medium- to large-size organization hears the word 
team or team building at least once every day. No less than 50 books 
praise the business worthiness of teams or team building in modern orga- 
nizations. Americans have latched on to the concept “team” because the 
Japanese and the Europeans have used “teams” to improve productivity, 
customer satisfaction, and return on investment. Business, organizational, 
and psychological magazines and journals offer 20-point leads about the 
success of teams. 

Teams are associated with a management model Ed Lawler calls high 
involvement, high participation (HIHP). HIHP emerged from sociotech- 
nical theory, which originated in the coal mines of England during the 
early 1950s. This model suggests that increased productivity is achieved 
when workers are highly involved and participate in every aspect of the 
work they perform. 

2 
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Though the self-directed teams approach, based on sociotechnical the- 
ory, faded in the 1970s, it re-emerged in many companies in the 1980s. 
Just-in-time UIT) production greatly revolutionized the factory floor in the 
late 1960s in Japan and did the same thing in the United States in the late 
1970s. The quality and productivity work of W. Edward Deming, Joseph 
M. Juran, and Philip Crosby have all pointed out the positive effects of 
involving employees in decision malung, productivity improvement, and 
customer satisfaction. However, for the last 35 years HIHP has been 
largely a curiosity, not a mainstream style of management, in spite of 
impressive results like the following: 

Xerox plants using teams have 30 percent higher productivity than 

GE plans to eliminate layers of management through the use of teams. 
Proctor & Gamble gets 30 to 40 percent higher productivity in its 

Tektronix decreased product development time from 14 to 3 days 

GM reports a 30- to 40-percent increase in productivity in its self- 

their traditionally structured plants. 

team-based plants. 

using teams. 

directed, JIT plants. 

The HIHP model has seven basic tenets: 

L Employees must be actively involved in designing processes and struc- 
tures of the organization. This means that employees must be gwen 
all the information they need to be successful. 

2. Employees manage the team, management manages the boundaries 
and the environment outside the team. 

3 .  Employees are in charge of production and services; they have the 
authority to start, stop, or  fix production. 

4. Employees are cross trained to do several jobs and compensated for 
learning new skills. 

5. High-quality products and high-quality work life are inseparable. 
6. Continuous process improvement must be a way of life. 
7. To a greater degree than in the past, employees hire, fire, and deter- 

mine pay rates. 

Costs involved with the HIHP model include training both managers 
and employees to work in such environments and supporting employees 
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during the transition. Often dual systems are needed when employees 
migrate from an old system to a new one. Human resource personnel must 
be on-call to provide advice, support, and tools for managing change. 
Human resources also must learn to deal straightforwardly with managerial 
retrenchment-the single, most common threat to selfdirected employees. 

At about the same time sociotechnical theory was being developed in 
Europe, Douglas McGregor was beginning to wonder why traditional 
management systems, called the scientific management model (or com- 
mand and control), didn’t work anymore. The scientific management 
model focused on efficiency or time and movement in production. In the 
1970s another management model appeared called the performance man- 
agement model. This model stipulated that getting stakeholder buy-in was 
critical to increased productivity. The underlying theory in performance 
management is that employees need to know where they are going, how 
they are going to get there, and what their roles and responsibilities are. 
From this model we now have goals and objectives in our business plans. 

But how does an organization get from a command-andcontrol model 
of organization to a high involvement, high participation organization? 
This is a very frequently asked question, but it is the wrong question. The 
right question is, “What strategies can this organization use to improve 
productivity, increase customer satisfaction, cash flow, and employee satis- 
faction?” If the answer to this question is teams, this book will show YOU 

how to get there, what problems you will face, and what tools and tech- 
niques you can use. Figure 1.1 shows three different models of perfor- 
mance management. 

Everything Is Not Roses 

While all the praise for teams is warranted when they succeed, they 
often fail. The whole concept of teams is countercultural to the modern 
American organization. Everything from organizational culture and multi- 
tiered hierarchical structures to structures that reward individual perfor- 
mance can impede the successful implementation of teams. Organizations 
that have the best track records implementing successful teams also have a 
long history of implementing them. They have learned from their success- 
es and failures. 

Part of their success is based on why they chose to implement teams. 
They have learned through the years that for all the measurement done con- 
cerning teams, only four measures are ultimately important: 
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Figure LL Performance management in three different models of 
participation. 

1. Customer acquisition, satisfaction, and retention 
2. Increased productivity 
3. Employee satisfaction 
4. Improved cash flow 

It is no coincidence that these same four performance measures also 
happen to be the major drivers for most high-performing organizations. 
When investigating whether or not teams are right for an organization, 
these four important performance measures should be kept in mind. If 
teams cannot positively impact these four performance measures, chances 
are time and resources will be wasted implementing teams. 

What Is a Team? 

There is no common agreement about what constitutes a team. We, the 
authors of this book, work in organizations where our co-workers are 
called teammates and are collectively called a team. But they are neither 
teammates nor do they work on a team. Our co-workers work in intact 
work groups whose interdependence is very limited. In fact, they have 
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more interdependence with people in other departments than they d o  
with their department co-workers. Many of these people can carry out 
their responsibilities without the help of anyone in their department. In 
some cases, no one else in their department can do what they do. 

So why d o  they call themselves a team? From what we can tell, the every- 
day use of the word team is a positive euphemism that implies that group 
members work together in harmony and in a spirit of cooperation. This 
means, by simple definition, that most of the groups called teams are not 
really performing as a team. In our definition, teams have specific charac- 
teristics. We define a team as: 

A unified, interdependent, cohesive group of people working together 
to achieve common objectives. Whereas each person may have a special- 
ized function, each person also needs the resources and support of others 
and must be willing to forego individual autonomy to the extent necessary 
to accomplish those objectives. 

A successful team will have the following characteristics: 

9 Definable membership. This means defining the roles, responsibili- 
ties, and limits of decision-making authority of each member. Each 
team member must also be consciously aware of the deliverables for 
which they are responsible. 
Membership stability. Teams must have a core of individual members 
who will be with the team throughout the team’s life. This core pro- 
vides continuity. 
Common goals. Team members must understand the goals and objec- 
tives that they were brought together to achieve. Team sponsors and 
managers play a pivotal role in defining those goals and objectives and 
communicating them to team members. Of equal importance, the 
team members must think the goals are worthwhile so they will com- 
mit to achieving them. 
Sense of belonging. Team members must feel that they belong to the 
team and are full contributing members. This can be facilitated 
through ongoing discussions of team members’ perceptions, ideas, 
and concerns. 
Interdependence. Teams are only teams if there is a large degree of 
interdependence. That is, one team member’s performance is depen- 
dent upon the inputs and outputs of other team members. 
Interaction. Team members must interact with each other to be con- 
sidered a team. Our experience suggests that the most successful 
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teams usually occupy the same physical space. Close proximity helps 
to solidify and bond team members together. 
Common rewards. Having common performance metrics and reward 
systems is essential to a team’s long-term viability. Most organizations 
have compensation packages that reward individual, not team effort. 
This single factor is one of the most important underlying differences 
between members of intact work groups and teams. Intact work group 
members are in direct competition for rewards with one another, 
whereas team members work cooperatively together and should be 
compensated for what skills and knowledge they bring to the team, 
how well they work together as a team, and what the team accomplish- 
es as a group. 

Benefits of Teams 

Some common benefits of teams are: 

Better solutions. A group of individuals brought together to solve a 
business problem is much more likely to come up with a better solu- 
tion than is an individual working alone. The collective brain power of 
a team frequently out matches the single brain power of an individual. 
In a group of individuals there is more likelihood that an individual 
will be willing to say an idea is bad and needs to be reexamined. 
Increased motivation of members. Most managers are not trained, 
rewarded, or reinforced for making the workplace a sociologically and 
psychologically healthy experience and therefore misunderstand its 
importance in the forging of a good team. Employees who work in 
teams typically state they have received more support than they would 
have in a nonteam environment. In a well-run team the social interac- 
tion of team members is a positive and rejuvenating force. In most of 
the organizations we have worked in or have done scans on, members 
of successful teams often state that the experience was one of their 
best, most productive, and most creative. 
Increased knowledge. Teams provide all members with connections 
that can lead to new opportunities and new work experience that 
would be less likely to occur in a traditional work environment. People 
are exposed to other jobs and ideas that will make them more valuable 
in their own jobs. 
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Better use of resources. In today’s increasingly competitive environ- 
ment, a key source of competitive advantage for many organizations is 
waste reduction. Teams are frequently a cost-effective way of reducing 
resource costs through sharing human as well as material and financial 
resources. 
Zncreused productivity. Teams go through a life cycle. During the early 
stages of that life cycle, team failures are very high and very frequent. It 
is not unusual for cross-functional teams and self-directed teams to 
have failure rates as high as 60 percent. But once through that life 
cycle, initial productivity gains of 40 to 100 percent are not uncom- 
mon, and sustained productivity increases of 15 to 30 percent are com- 
mon. In organizations with a long history of implementing teams, their 
success rates are much higher, and consequently, productivity increas- 
es come more rapidly and with fewer failures. 

Negative Implications and Risks 
Associated with Teams 

Teams are not a panacea. When used appropriately, they can provide 
startling results. However, teams are not risk free. Some of the more com- 
mon risks associated with implementing teams are as follows: 

Loss of control. Most Americans have grown up in this century with- 
out experience working in a communal or team environment. Further- 
more, the compensation system in almost all corporations is based on 
rewarding the individual and not the team. Teams make many people 
feel as though they have lost some control or freedom over their work 
lives, whereas employees who have worked on factory floors or in the 
back office are much more likely to be at home in teams. Managers 
and supervisors tend to be threatened by teams because they have to 
surrender some of their traditional power to the team. 
Imposed consensus. With teams individuals may not always get what 
they want. All of us have identified and oftentimes offered what we 
think is the perfect solution to a problem; in teams, we may discover 
that we are the only one who thinks this is the perfect solution. In 
order for teams to work, a consensus among differing opinions must 
be forged and acted upon as a team. 
Managing multiple relationships can be difficult. In a team composed 
of ten members, the effort to manage relationships is complex. This is 
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especially true when the team is a task force or a cross-functional team 
because managers from other departments may have differing agendas. 
Changing roles and responsibilities. The roles and responsibilities of 
managers and employees change significantly when teams are imple- 
mented, and change is uncomfortable. Employees gain more power to 
influence work and are required to assume more responsibilities and 
be more proactive than in the past. Employees also tend to be held 
more accountable because they and not their bosses are responsible 
for key outputs. Managers become leaders instead of drill sergeants, 
coaches instead of control agents. To many employees and managers 
this shift in roles is disconcerting, particularly if they have not recieved 
enough training to take on the new responsibilities. 
Cost. Initially, teams are expensive to implement. Increased training 
costs and lost productivity can be expected. Sometimes redundant sys- 
tems must be maintained during the transition period. Human 
resources systems may have to be redesigned, including compensation 
and the performance management system. For example, Coca Cola is 
moving some of its operations to self-directed work teams. They esti- 
mate that employees will require three months of classroom and on- 
the-job training time over an 18 to 24-month period before they are 
ready. In addition, they forecast a 16.6 percent loss in productivity dur- 
ing training periods and will have to build a new slull-based pay system 
to offset some of this productivity loss. 

Kinds of Teams 

Today, teams are configured in hundreds of different ways. All teams fall 
across a conceptual continuum from those that are reactive, tactically 
focused like simple problem-solving teams, to those that are more proactive 
and focus on being self-supportive, as in self-directed work teams. Based on 
our experience, we have identified four main types of teams. We do not 
mean to imply these are the only kmds of teams. These are only reference 
points. Definitions for these four major configurations are given in Figure 
12. Each type of team is discussed in detail in the following three chapters. 

Simple Problem-Solving Teams 

On the left side of the continuum in Figure 1 2  are simple problem-solv- 
ing teams. Simple problem-solving teams typically address intra-unit prob- 
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Simple 
Problem 
Solving 
Teams 

- Cross- Self-Directed 
Task Functional Work 

Forces Teams Teams 

Increasing Involvement and Participation 

Figure 12. The team continuum. 

lems over a fixed time frame (less than one year). Membership is typically 
mandated, and these teams tend to be reactive and tactical. They are typi- 
cally easy to design and implement because they require little systems inte- 
gration (such as adjustments in the compensation system). 

Task Forces 

Task forces are composed of team members with highly specialized 
skills, brought together from different functions across the organization 
for the purpose of solving complicated problems requiring a high degree 
of specialization. Task forces conduct research and make recommenda- 
tions but do not implement solutions. 

Cross-Functional Teams 

Historically, cross-functional teams are composed of team members 
who are brought together from different functions across the organization 
to analyze, recommend alternatives, and solve complicated problems. 
Unlike a task force, a cross-functional team implements its findings and 
recommendations. Team members are often highly skilled or specialized, 
such as engineers, accountants, programmers and system analysts, design- 
ers, and representatives from management. More recently, as organiza- 
tions adopt a higher involvement strategy to problem solving, cross-func- 
tional teams have been composed of members from every part and level of 
the organization. Some organizations have attempted to create permanent 
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cross-functional teams, but the results so far are discouraging. The prob  
lems appear to be universal to all cross-functional teams. They include 
such things as lack of personnel resources, poorly detailed business plans, 
lack of clear roles and responsibilities, no clear chain of command, and 
lack of sponsor support. Fortunately, the reasons for this may be cor- 
rectable over time (see Chapter 4). 

Self-Directed Work Teams 

Self-directed work teams (SDWTs) manage their own internal affairs. 
More than any other team, self-directed work teams evolve over time. 
They may come to control human resource decisions (hiring, firing, com- 
pensation, vacation scheduling, and so forth), often have budgetary and 
financial control, interact with customers, decide production schedules 
based on business goals, and generally have the authority to improve work 
methods. 

Self-directed work teams are by far the most difficult type of team to 
implement because of the extensive systems integration required (they affect 
the information system, administrative control systems, human resource sys- 
tems, and so on), they; correspondingly, have the lowest success rate. 

Stages of Team Development 

All teams, whether they are simple problem-solving, task force, cross- 
functional, or self-directed, go through a life cycle (see Figure L3), gradual- 
ly progressing from one stage to another. The stages of team development 

Stage 1 
Team Stage 3 

Formation Independence stage 

I Development I Self-Direction 
Stage 2 Planning 

Stage 

Increasing Involvement & Participation 

Figure 13. Stages o f  team development from planning to selfdirection. 



12 Teams 

rraditional/ 
lirective 

Figure 1-4. 
Team Life Cycle. 
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(continued on next page) 
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Stage 3 
Independence 

Stage 4 
Self-Direction 

Figure 1-4 (continued). 
Team Life Cycle. 
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are planning, team formation, development, independence, and self-direc- 
tion. Each stage requires different kinds of preparation, leadership, team 
activities, and training. Figure 14 summaries each stage. 

Planning Stage 

In this stage the sponsor, team manager, and team leader draft the mis- 
sion, critical success factors, objectives, deliverables, milestones, due dates, 
and activities the team will have to complete in order to be successful. 

During this stage management determines the feasibility of using teams 
in the organization. It is essential that management understand the time 
and resources that are available to sustain the team’s efforts. As important, 
management must lay down the groundwork for changing roles and 
responsibilities for managers and employees. Someone who has had some 
experience implementing teams should be brought in to help. Designing 
and implementing teams cannot be done solely from a book. It requires 
experience to understand the subtleties of what is often as much a psycho- 
logical experience as a business experience. Our motto is see one, do one, 
teach one. 

Implementing teams is a major change for an organization. Whereas 
there are many change management models, we recommend the integrat- 
ed business-planning model, which states that a successful team must be 
part of the business plan and that managers and team members must be 
held accountable for their successful implementation. Building team 
implementation into the business plan, developing team implementation 
objectives, writing performance measures, and rewarding successful imple- 
mentation will communicate to managers that teams are important to 
upper management and to the success of the business. To do otherwise 
decreases the likelihood that managers will pay serious attention to team 
success. Successful implementation also must be significantly rewarded to 
encourage future performance. 

A communication plan must be designed and implemented to inform 
managers and employees about the need to take on new activities such as 
performance planning, coaching, and development. The best way to accom- 
plish this is through organizational newspapers and small, informal meetings 
(less than 20 people). These meetings should be held in local plants or 
offices. They should be led by someone who has had a lot of experience 
working with teams, supported by a management representative. 

This approach will provide management with information about the 
level of interest in teams and readiness for change. Quite simply, you will 
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discover which managers in which departments are ready, or at least will- 
ing, to implement teams. 

Leadership. Management during this preparation stage should be direc- 
tive. That is, managers should do the following: 

Organize and direct team activities 
Establish expectations 
Handle traditional supervisory roles 

Decide Who Will Sponsor the Team. Sponsors are the people who com- 
municate the mission of the team, guide the team from a distance, and 
most important, go to bat for team members when they are in need. The 
sponsor is usually the person from whose budget the team is funded, for 
instance, a plant manager or a new product manager. While they do not 
have time to work hand-in-hand with the team, their frequent visits and 
intervention with other sponsors o r  parts of the organization are very 
important. Good sponsors let the team members know that their effort is 
important to the organization and that team members are important too. 

Prepare a Business Plan. Three key factors will ruin a team: an ineffective 
sponsor, a weak manager, or the lack of a work or project plan. Most com- 
panies have a standard project or work plan. The plan is essential to suc- 
cess-it acts as a contract or covenant between management and the team. 
An example of a generic business plan that can be modified for all teams 
can be found at the end of this chapter (Figure L7). One for a cross-func- 
tional team can be found in Chapter 4. A simple motto to follow is Plan 
the work, work the plan! 

Have Sponsors Select Team Managers, Team Leaders, and an Experi- 
enced Team Facilitator. (This step does not apply to SDWT.) Sponsors do 
not perform the day-in, day-out management of the team. Sponsors need 
someone who can operate between the team and the management hierar- 
chy. It is the team manager’s responsibility to guide the team on its own 
turf. But the team manager should be good at multi-taskmg and boundary 
control because the ultimate advantage of teams is that one manager can 
manage several teams, one sponsor can manage several managers, thus 
reducing the size of middle management. A team facilitator can help all 
those involved in the team to avoid the many obstocles teams may 
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encounter. A facilitator skilled in process consultation and conflict resolu- 
tion can be especially helpful. 

Training for the next stage. Ensure that sponsors, team managers, and 
team leaders receive training in integrated business planning, group 
dynamics, process consultation, and conflict management. 

Stage 1: Team Formation 

During this stage the sponsor and team members meet for the first 
time. During this meeting the sponsor presents the organizational mission 
to the team. 

Preparing for the First Team Meeting. The sponsor is the person who 
provides the funding for the team and is often someone in charge of prod- 
uct development. The team manager will have overall performance 
responsibility for the team, including making sure they have all the 
resources they need to accomplish their mission. Like the sponsor, team 
managers may not have daily contact with the team but can be expected to 
support the team when needed. The team leader is the person who will be 
working with the team on a day-to-day basis. 

We suggest that a two-day team meeting be held off-site. We like to 
avoid calling this meeting a “team building” meeting because it often has 
negative connotations. There are many purposes for meeting, only one of 
which is team building. We have used the term team formation successful- 
ly. It receives less resistance than does team building. The following activi- 
ties occur in the two-day team formation meeting: 

Develop and document the organizational mission of the team. 
Identify and agree upon key deliverables and dates. 
Clarify roles, responsibilities, and spans of authority. 
Identify what and how many financial, human, and material resources 
are required. 

Conduct the Team Formation Meeting. The team meeting should be led 
by the team leader. The team sponsor should be there to present the orga- 
nizational mission for the team that sets the direction, expectations, and 
project targets as well as to provide background information about why 
the team is forming and to provide moral support. The meeting is manda- 
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ory for all team members and the team facilitator. The content and activi- 
ies of the meeting are as follows: 

Communicate the vision and mission of the team. The sponsor is usu- 
ally the person who communicates the vision and mission of the team. 
The vision tends to focus on a future end state and should be descrip- 
tive enough to create a picture in the mind of each team member. The 
vision is typically broader than the mission and is used to ensure team 
members are committed to the team. The mission identifies the 
team’s direction and purpose. Two examples of organizational team 
missions follow: 

“The Corporate-owned Variable Life Insurance (COLI) New Product 
Development Team will plan, design, develop, produce, and create a 
marketing plan for a variable COLI life insurance product that will 
have 5-percent market penetration by March 199x.” 
“In order to facilitate effective decision making within Rambunctious 
Life Insurance, we will provide immediate and direct access to accu- 
rate and relevant information, tools, and processes to analyze that 
information, consultation, and training.” 

Write the team mission. The team should write their own mission. It 
should describe their purpose, deliverables, and how they plan to 
work together. This process will help establish ownership and begin to 
solidify the team. 
Zdentify critical success factors, objectives, and other activities. The 
team needs to come to agreement about what factors will help guaran- 
tee their success. These will serve as guiding principles for the team. 
For selfdirected teams, the mission and critical success factors should 
be revisited bi-annually to ensure that the team is still headed in the 
right direction. 
Outline strengths and weaknesses. Strengths and weaknesses should 
be outlined and discussed. The strengths are what help the team get 
through the difficult times, and the weaknesses are what have to be 
guarded against all the time. Figure IS lists strengths and weaknesses 
from a selfdirected management-information team meeting. 
Clarify roles and responsibilities of each member. There is an amazing 
propensity among sponsors and managers to skip clarifying roles and 
responsibilities-this is a mistake. It has to be done, and it is better to 
do it in the beginning. Do not assume that everyone knows what the 
roles will be in the new team. Roles need to be clarified, and there are 
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Sponsor’s support 
We like what we do-self-motivated 
Confidence in each other 
Meet regularly 
Compatible personalities 
No hidden agendas 
Commitment to team 
Individually well respected- 

collectively, we’ll be better 
Good chemistry 
Enthusiasm and energy 

Professionalism 
Faith in team members by 

management 

Strengths 

Well-connected within the industry 
Wide variery of skills 
Bring out the best in each other 
Diverse group 
Customer oriented 
Recognize and willing to accept assistance 
Willing to spend the time 

We can be confrontational 
Conscientious 
Have reputation of doing good work 

Excellent business knowledge 
already 

Weaknesses 

Time commitment 
Insufficient access to management 
Lack of cross training 
Aggressive deadlines 
Insufficient resources Increased stress 
Customer dissatisfaction 

Lack of acceptance outside of team 
Strong outside demands 
Lack of balance between team and customer 
Customers going over the top to management 

Speed of team transformation 

Figure l.5. Strengths and weaknesses of a self-directed management- 
information team. 

many ways that this can be accomplished. Figure L6 is an example of a 
roles and responsibilities matrix from a cross-functional team. 

Select or Define Team Processes. During the development stage, the team 
leader must be somewhat directive, nudging the team to begin to take 
more responsibility for malung decisions, actions, and, ultimately, its sur- 
vival. Remember, employees in most organizations have not been asked t o  
help make decisions in the past, and they will be slow to take charge dur- 
ing this stage. But every team must decide for itself how it plans to work 
together, how meetings will be conducted, how conflict will be resolved, 
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Product 
Name Activities Products Links 

Arroyo 
Anderson 

Armageden 

Biglow 

Bleugreen 

DelFranco 

Depaola 

Fourth 

Goldstein 

Gottschal 

Product Champion 
Create market strategy, 
industry perspective, competitors 
analysis, customer wants 
Coordinate illustration software 
and send illustrations to the field 
Complete pricing of product, 
preparation of actuarial memo, 
semng assumptions, comparisons 
with other products 
Represents policy holder and 
their attitudes 
Takes system specs and makes sure 
they support product, tests, and 
QU 
Takes rates and product 
specifications and loads onto 
system, verifies issue of document, 
develops illustration support 
Represent customers, field agents 
and management 
Represents communications and 
training and development 
Underwrites and issues, internal 
and external customer analvsis 

Product profile Illustrations 

Illustrations and Tool 
illustrations training 
Final rates, actuarial memo, Illustrations 
Non-forfeiture testing 

Tools 

Policy, document a record 
of policy on administration 
system 
Proposals, illustrations, 
bales, policy documents 

Advice and 
recommendations 
Prospectus and 
marketing materials 
Policy 

Figure 16. Roles and responsibilities matrix. 

how problems will be solved, and how decisions will be made. These are 
the first steps to more responsibility. Almost every company that has a 
management development program will have examples of problem-solving 
techniques, project plans, and other tools that the team will find useful in 
solving problems and making decisions. Don’t try to reinvent the wheel- 
beg, borrow, and steal what you need! 

Continue Detailing the Business Plan. We have used the terms work plan 
or project plan frequently. Whether the team is working on a project or will 
be a permanent selfdirected team, a written plan is essential to success. At 
this point the team begins to provide more detail to the plan, including identi 
fylng milestones, due date, review points, performance measures, and individ- 
ual, team, and project assessments. 
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Dealing with Complaints. There will be complaints about the team-build- 
ing process from some team members; they will complain they could be 
getting some “real work” done back in the office or on the factory floor. 
Pay attention to those who feel this way and express their feelings so vocal- 
ly. They could be telling you that they don’t want to participate on a team. 
A judgment must be made as to whether the risk of disruption is less 
important than the potential loss of this person’s participation on the 
team. Key managers and the team leader should counsel the team member 
and point out that participating on a team is becoming an everyday part of 
work life and that not participating may eventually have a negative impact 
on their salary and promotional opportunities. 

The Team Facilitator. The team facilitator, who sits in the back of the 
room and watches the team work together, will be taking careful notes 
about the way the team interacts. At the end of the day, the facilitator will 
debrief the team about their patterns of interaction and discuss ways of 
overcoming negative patterns so that they can avoid problems in the 
future. 

The Emotional Content of Stage 1. Excitement, pride, tentative attach- 
ment to the team, and anxiety about the job ahead are all part of the emo- 
tional content of the team during this stage. Again, having a team facilita- 
tor on hand who has worked with teams in the past, knows what the stages 
are, and can provide tools will be of great value to the team. If the team 
says they are “positively uncomfortable” at the end of this stage, you can 
consider it a success. 

Stage 2: Development 

Team Activities. During this stage the team’s products are developed, and 
team members begin to grow into a solidified working unit. Team mem- 
bers will seek to formulate or refine their goals, objectives, and work 
processes. They will be trying out their new tool kits, finding out which 
tools work for them, and beginning to determine how they fit into the 
team. Teams begin to work on the business issues at hand, to self-assess 
how they are operating, and to take on more responsibility for the work to 
be done. Productivity can be expected to decrease for self-directed work 
teams as they take on more roles and responsibilities. Task forces and 
cross-functional teams will begin to develop a liaison relationship with 
their departments. 



Transitioning to Teams 21 

Leadership. In successful teams, team managers begin to be less directive 
and become more facilitative. Managers, with input from the team, should 
encourage increased candor, ask for feedback from the team about their 
performance, and begin to promote team independence. 

Team independence is something the team manager must develop in 
the team. In many cases, team members have had little authority, limited 
control, and were never gwen problem-solving tools with which to work. 
Then suddenly, they are asked to assume responsibility for many opera- 
tions and processes that are foreign to them. During this period, the team 
manager must patiently communicate, guide, and train all team members 
on how to take on more responsibility and make bigger decisions. Increas- 
ing the team's responsibilities without preparation or training will almost 
certainly cause the team to fail. 

Training for the Next Stage. Simple problem-solving and selfdirected work 
teams need training on the fundamentals of work effectiveness. All kinds of 
teams need training in project management, 360" feedback and assessment, 
coaching, and increased technical skills. Teams must be introduced to finan- 
cial reporting, business planning, and budgetary decision malung. 

Stage 3: Independence 

Team Activities. During this stage team members begin to gel as a worhng 
group and become less dependent on the team manager. The primary goals 
of this stage of team development are for the team to take on more respon- 
sibility for ensuring that the team aligns its performance with the business 
goals and objectives, increases customer contact, and continues to improve 
work processes. The team will also begin to go beyond the team bound- 
aries, establishing contacts with other teams, sitting o n  task forces, joining 
cross-functional teams, and representing the department in plant or corpo 
rate meetings. Many teams begm to make financial decisions at this stage. 
Quite often teams take part in the yearly budget cycle and, in some cases, 
make financial decisions such as purchasing new equipment. 

Leadership. Team members will refine their tool hts, find out which tools 
work for them, and begin to determine how they can run the team without 
supervision. The team manager will manage the team less and less and 
begin to manage team boundaries, both physical and political, as a primary 
responsibility. Team leaders will emerge to take over the role of the manag- 



22 Teams 

er within the team. However, in a very short time, other team members 
will insist that the team be run by the team. 

Training for the Next Stage. For simple problem-solving teams, task 
forces, and cross-functional teams, there is little additional training needed 
and, for that matter, would not be cost-beneficial. But self-directed work 
teams need much more training such as advanced project management 
and personnel policies and procedures including hiring, firing, perfor- 
mance reviews and feedback, compensation, and vacation scheduling. 

Stage 4: Self-Direction 

Team Activities. Team members receive business goals that have been 
developed at the location or maybe even corporate level, sometimes with 
team input. The team then develops its own business plan, writes its own 
objectives and action steps, assigns roles and responsibilities, performs all 
functions to accomplish the business plan, monitors and realigns its own 
performance with the plant or corporate business plan, and makes all per- 
sonnel decisions. 

Leadership. Team leadership is shared by all members of a team, sometimes 
on a rotating basis. The team manager manages the team’s boundaries. 

Team Training for the Next Stage. Training should continue to focus on 
business, organizational, and technical knowledge. Essentially, any training 
or conference you would consider for a line manager is potential training 
for selfdirected work team members. 

Summary 

Spectacular results have been achieved by successful teams. Successful 
teams are driven by 

A desire to improve customer acquisition, satisfaction, and retention; 

Good managers who are rewarded for successfully implementing teams. 

A business plan that focuses on team involvement as a strategy. 

productivity improvement; and employee satisfaction. 
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A commitment of time and resources by management. 

An understanding of the team life cycle. 

There are four different kinds of teams from which to choose: Simple 
problem-solving teams, task forces, cross-functional teams, and selfdirect- 
ed work teams. Chapter 2 discusses how managers can select the right 
kinds of teams for their organization. 

Figure l.7 
Detailed Team Development Business Plan 

Section 1 Define the team’s mission for the team 
A. Mission 
B. Critical success factors 
C. Fundamental components 
D. Resolve any conflict between the two missions 

Section 2 Define roles and responsibilities (technical/behavioral) 
A. Describe roles and responsibilities as they presently exist 

1. Develop Roles and Responsibilities Matrix 
B. Identify products and services associated with roles 
C. Identify links with other products and services 
D. Identify products and service links with other team members 
E. Develop current organization map 
Note: Roles and responsibilities and products and services 

establish the baseline from which all future operational 
decisions will be made. It describes who does what. 
From here, the team may wish to change, combine, 
rearrange, or eliminate responsibilities, or products and 
services. The organizational map will provide a horizon- 
tal view of the team functions, perhaps pinpointing dis- 
connect points. 

Section 3 Determine milestones and due dates 
A. Determine what new tasks will be absorbed by the team, and 

when the team will take over responsibilities for them 
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B. Plan hours to complete work 
C. Compare planned hours against actual hours 
D. Ditto for hours per team component 

Section 4 Develop performance measures (objectives, action steps, and 
indicators) for 
A. Individual 
B. Team 
C. Organization 

Note: Performance measures must be cross-checked with the 
new roles and responsibilities to make sure they are exact- 
ing fits and to ensure team members have control over 
them. Performance measures will be used to assess how 
well the team is doing as a team as well as individually. 

Section 5 Determine training needs 
A. Refer to the Team Life Cycle Chart as a baseline 
B. Write training plan 

1. Use current development plan as a model for writing train- 
ing plan 

C. Set training dates 

Note: Accepting a new responsibility generally requires suc- 
cessful training, but always think about how any new 
training may be used in ways for which it was not origi- 
nally intended. This may lead to accepting new responsi- 
bilities or increasing productivity. 

Section 6 Develop communication plan 
A. Identify audience 
B. Define team charter (purpose, deliverables, etc.) 
C. Define media 
D. Define performance measures 
E. Define milestones 
F. Write communication 

Note: The purpose of the communication plan is to ensure that 
the team’s message gets desseminated accurately and 
broadly. The first communication should go out over the 
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sponsor’s signature. This will ensure that future commu- 
nications will be taken seriously. 

Note: Throughout the development of the work plan, please 
keep in mind the strengths you possess that will help you 
and the hindrances you must overcome to become a suc- 
cessful team. 



Teamwork, empowerment, and participation. These words are com- 
monly spoken in the boardroom, hallways, and offices of most organiza- 
tions. Although these concepts appear simple, few organizations have 
demonstrated a consistent ability to successfully implement teams. 
Throughout the world, organizations are using teams to solve problems, 
improve quality and customer service, and enhance productivity. But all 
teams are not the same. The first challenge for managers is to select the 
most appropriate team for the work that needs to be accomplished. 

In Chapter 1 we discussed how teams can be viewed on a continuum. 
On the left side of this continuum, the teams tend to be reactive, to focus 
on intra-team issues, and to produce incremental results. As one progress- 

26 
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es further right along the continuum the teams tend to be more proactively 
focused, to address broader (usually more strategic) issues, and to focus 
on creating employee self-sufficiency instead of simple problem solving. 
Four points along this continuum have been arbitrarily selected, and we 
have identified an example of a commonly used type of team at each key 
point (that is, problem-solving teams, task forces, cross-functional teams, 
and self-directed work teams (SDWT). This is not meant to convey that 
there are only four different types of teams that can be used in an organiza- 
tion. In reality there are many different types of teams. Our purpose is to 
select these four commonly used teams as markers to more readily enable 
the reader to apply the concepts to their own environment. 

How to Select the Most Appropriate Team 

Based on our experience, a review of the literature, and studying many 
successful and unsuccessful teams, we have developed a decision matrix 
for selecting the most appropriate type of team (see Figure 2.1). Our 
model consists of six decision dimensions: 

1. What is the intended purpose of the team? 
2. What are the existing cultural characteristics of the environment in 

3. What resources will be required to design and implement teams? 
4. How does the existing technology affect the usage of teams? 
5. What are the prevalent workforce characteristics? 
6 .  How much organizational alignment is required to institutionalize 

which you wish to implement teams? 

teams within the organization? 

Before one can successfully utilize the matrix, an in-depth understand- 
ing of what should be measured under each dimension is required. Each is 
discussed in detail in the following sections. 

What Is the Intended Purpose or Use of the Teams? 

We have found that many organizations approach teams from the sole 
perspective of makmg employees “feel better” (to provide more input into 
decisions that affect them, to foster more autonomy, and so on). We 
believe the decision to use or not use teams should be based primarily on 
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Figure 2.1. Decision dimension for selecting the most appropriate type of team. 
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strategc advantage. Simply said, to what degree will teams support the 
business strategy and improve the strategic position of an organization? 
This presupposes that several elements are in place in the organization: 

I A business strategy is in place that is based on data that identifies 
strengths and weaknesses within the organization and opportunities 
and threats outside the organization. 

2. The business strategy is tightly linked to the customers’ requirements. 
This may appear obvious but all too often the business strategy is 
developed without appropriately considering customer requirements. 
Many organizations do not know the answers to the following ques- 
tions: 1) who are the customers, and what are their desired product 
or service attributes (do they value price, packaging, professionalism 
of sales force, and so on)? 2) what is the relative weight or importance 
of these attributes? 3) do they vary according to each customer seg- 
ment? 4) how satisfied are customers with the product or service 
delivery? 5) how well does the organization perform relative to its 
competitors? 

3. The strategy has been clearly communicated and is supported by key 
stakeholders. Our experience in working with many executives sug- 
gests that even at this level there is typically little consensus on exactly 
what the business strategy is. If we ask five executives in the same 
company what the strategy is, we usually get five different versions. 
Since the business direction is not clear, executives from different 
functions sponsor initiatives that at times conflict with one another. 

Figure 2.2 illustrates the link between the inputs and outputs of a well- 
designed strategic planning process. Although the more sophisticated 
organizations typically collect data on customers, competitors, markets, 
and socioeconomic trends, it is seldom integrated into the business plan- 
ning process. However, the data may not be useful because it is collected 
in different time periods and by different functions. For example, the 
strategic and tactical plans may be developed in January, but customer data 
may not be collected until May. Therefore, business decisions (such as the 
development of a strategy, goals, and objectives) are made based on miss- 
ing data. If this condition exists, the business planning process must be 
modified to eliminate these problems before assessing team readiness. If 
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the target or strategy is not clear, it is exceedingly difficult to organize peo- 
ple to work together for a common purpose. 

In many cases we have found that the business strategy is either nonexis- 
tent or inappropriate. When in doubt, study the strategic planning process 
shown in Figure 2.2. In many cases the strategic planning process is infor- 
mal and is not based on data. The business strategy and goals and objec- 
tives are frequently not integrated into all of the organization’s related sys- 
tems (performance management, budgeting, reward, and so on). We once 
worked with an executive who described his company’s strategic planning 
process as nothing more than the senior management team getting togeth- 
er once a year at a retreat and talking about their perceptions of the com- 
petition between holes three and four on the golf course. 

If you are satisfied that your overall organizational and, if applicable, unit 
business strategy are sound, then you need to clearly identi6 the intended 
purpose and desired outcome for using a team. Each type of team has a spe- 
cific purpose. Simple problem-solving teams are typically very focused. They 
are chartered to identify and solve tactical quality, productivity, and cost prob 
lems that affect a single department or work unit. Task forces, which usually 
report to an executive committee, are usually empowered to be fact-finding 
mechanisms. These teams are usually charged with recommending solutions 
to problems (such as, right-sizing, and merger integration) that cut across one 
or more functions or business units. The main difference between task forces 
and cross-functional teams is that the latter are responsible for both identih- 
ing and implementing approved solutions. Self-directed work teams are usual- 
ly created to achieve the following outcomes: 1)  to enhance productivity, 
quality, or customer service; 2) to reduce overhead and operating costs; 3 )  to 
increase employee and operational flexibility; and 4) to promote self-suffi- 
ciency in the workforce. 

Also important is identifying all planned and ongoing initiatives. Since 
operational initiatives can impact one another it is imperative to evaluate 
the most appropriate type of team in light of these initiatives. A client we 
recently worked with tried to force fit self-directed work teams to support 
a merger-integration initiative. The cultural diversity between the German 
company that was autocratically run and its American counterpart that was 
very egalitarian and participatory made the success of this kind of team 
highly unlikely. 
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Figure 2.2. An overview of the strategic planning process. 
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What Are the Current Cultural Characteristics Within 
the Organization? 

Culture is the prevalent set of attitudes, beliefs, and values held by the 
employees of an organization. As we discussed earlier, organizations may 
have an organizationwide culture and several subcultures. For teams to be 
successful in any organization the culture has to generally be participative, 
employees must be treated as valuable resources for the expertise they pos- 
sess, communications should be open and unfiltered, and labor/manage- 
ment relations should be cooperative. For cross-functional teams and self- 
directed work teams, additional characteristics are required. Since 
cross-functional and self-directed work teams tend to address issues that 
transcend multiple functions we have found that they work best in environ- 
ments that have the following characteristics: 

Little unresolved conflict and excellent cooperation among different 
functions or business units, labor and management, and among cus- 
tomers and employees. 

High customer focus. Customer focus is the essence of competitive 
advantage for most organizations. Cross-functional teams and self- 
directed work teams work best in an environment where the focus is 
on exceeding the needs of both internal and external customers. 

Culture that highly values results. Self-directed work teams and cross- 
functional teams tend to tackle complex problems. If the culture is highly 
political and managers are territorial, these teams are likely to encounter 
significant resistance and be much more difficult to implement. 

High employee flexibility. As organizations continue their rightsizing 
trends, employees must develop a broader competency mix. No 
longer will workers have the luxury of doing one thing very well. 
Employees must be willing to accept job rotation, cross training, and 
flexible work rules. 

Strong emphasis on new slull acquisition (such as problem solving and 
interpersonal skills) and employee development. The more complex 
teams require significant on-the-job and classroom training and coach- 
ing. The emphasis of this development should be on enhancing the 
competency levels of employees and creating an environment that 
challenges employees to do their best. 
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Low mediocrity. Lou Peluso, a consultant with CSC Index, has coined 
a phrase that encapsulates the growing problem of mediocrity in orga- 
nizations today. He believes that in too many organizations you have 
the “misinformed leading the uninformed.” He believes that many 
executives in today’s organizations are not the best and brightest but 
ascended to their preeminent position because they lasted the longest 
(they were the most politically astute). The best and brightest left long 
before to avail themselves of better opportunities in more progressive 
companies or as entrepreneurs. This acceptance of mediocrity is one 
of the largest problems in American organizations today. Self-directed 
work teams require a true pay-for-performance culture, not a culture 
that focuses inordinately on rewarding mediocrity. 

What Resources Are Required? 

We define resources as money and access to facilities, equipment, peo- 
ple, and information. Each of the four different types of teams has differ- 
ent resource requirements. Each requires different lengths of time for 
design, implementation, and institutionalization. 

When evaluating resource requirements we recommend you consider 
the following: 

1 Management commitment. How committed are all levels of manage- 
ment to the utilization of teams? Will senior management actively 
serve as role models? Are first-line supervisors threatened? What is the 
expected response of supervisors? 

2. Adequacy of budget. Do you have an appropriate budget for the 
design, implementation, and maintenance of teams? Do you have suf- 
ficient resources (such as training capabilities or consulting assis- 
tance) to support teams? 

3. Timing of introduction. Is it  the right time to implement teams? 
Where are the organization, its products, and services in terms of 
their expected life cycles? How will teams affect any planned or ongo- 
ing operational initiatives? 

Task forces are usually temporary teams (they dissolve after the problem 
is addressed) and tend to have a life expectancy of less than one year. In 
most cases employees who participate in task forces tend to take on team 
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responsibilities in addition to their normal day-to-day jobs. Team members 
are usually selected either for their subject-matter expertise or because of 
their position in the organization. Our experience in working with task 
forces suggests that aside from some occasional training in such topics as 
problem solving, meeting management, or team skills, these teams require 
minimal resource support. 

Cross-functional teams and simple problem-solving teams tend to require 
significantly more resource support. Since these teams are frequently ongo- 
ing, team members usually take on the responsibilities of the team in addi- 
tion to their normal job responsibilities. Based on our experience, these 
teams require extensive senior management support, a budget for training, 
outside consulting expertise, and moderate organizational alignment. 

Self-directed work teams are by far the most complex type of team. 
They require considerable process modification, changes to reporting rela- 
tionships, and job redesign. Organizations that have been successful in 
transitioning to self-directed work teams tend to approach the process in 
an evolutionary rather than revolutionary style. This process commonly 
requires three to five years of continuous support until the teams are self- 
sufficient. In most cases organizations require significant outside consult- 
ing assistance to modify the culture and align the organization to support 
self-directed work teams. 

What Are the Prevalent Workforce Characteristics? 

Organizations are made up of people who have a diverse array of needs, 
wants, concerns, and competencies. Before selecting a specific type of 
team it is important to identify the prevalent workforce characteristics to 
assess fit. Different types of teams place different kinds of demands on 
employees. The following key questions should be answered when consid- 
ering workplace characteristics: 

L What are the existing competencies (knowledge, skills, and experi- 
ences) of employees? Are new competencies required? Are there any 
competency shortfalls? 

2. What are the needs of management and of employees? Does each 
group have high or low needs for 

Achievement? 

Security? 
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Pay for performance? 

Job challenge? 

Willingness to accept responsibility? 

Willingness to take initiative? 

Recognition? 

Learning new skills? 

Flexibility in job assignments? 

Selfdirected work teams and cross-functional teams are the best fit when 
the workforce has high needs for achievement, job challenge, willingness to 
accept responsibility, initiative, and flexibility in job assignments. 

What Technology Is in Place? 

We define technology as the equipment (computers, telecommunica- 
tions, production machines, and so forth) that actively supports the deliv- 
ery of products and services. When assessing the impact of technology on 
teams, two key variables should be evaluated: 

I Is the current technology most appropriate for the products or ser- 
vices being delivered? Is it state-of-the-art? 

2. How automated are the processes, and to what degree can employees 
affect (quality, cost, and so on) the final product or service? 

In some manufacturing operations, employees turn on a switch to acti- 
vate a piece of production equipment and then just load or unload the 
machine. Employees have little effect on the attributes of the final product 
being produced. For teams to be optimally utilized, employees must be 
able to impact performance. The role technology plays in selecting a team 
varies considerably. For example, when utilizing a task force, technological 
issues tend to play a minor role. But if you are assessing technology with 
respect to problem-solving or selfdirected work teams, the impact of tech- 
nology is significant. Typically there are critical issues relating to the ade- 
quacy or sufficiency of the information system and production equipment. 
This can obviously have considerable impacts on the resources needed to 
design and implement these teams. 
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How Much Organizational Alignment Is Required? 

We believe all businesses are composed of an architecture that consists of 
the following three components: 

Technology: equipment, hardware, software, and data. 

Organization: This is the people element and consists of the organi- 
zation’s structure, job designs, unit boundaries, human resource sys- 
tems, workforce competencies, culture, business systems (adminis- 
trative policies, budgeting, planning), and physical layout of the 
work area. 

Process: The series of tasks that transform an input into an output 
(processes include order entry, new product development, and 
accounts receivable). 

When transitioning to teams it is important to identify how the team 
you wish to implement will affect each of these components. In most 
instances one or more of the components may need to be modified to 
closely support the team you are implementing. For example, self-directed 
work teams typically require re-engineering work processes, modifying 
existing unit boundaries and physical layout, and altering reporting rela- 
tionships. The performance management, reward/recognition, and suc- 
cession plan may need to be modified to support the behaviors you are 
attempting to foster. The information system may need to be modified to 
provide new forms of information to support decentralized decision mak- 
ing. Employees may need to participate in a wide range of education from 
team building and communications to meeting management. And the cul- 
ture may need to change to promote employee risk taking, empowerment, 
and a heavy emphasis on customer satisfaction. 

How Do You Determine the Most Appropriate 
Type of Team? 

We strongly recommend that an organization conduct a readiness 
assessment as a first step before utilizing any teams. A readiness assess- 
ment is a structured data collection and analysis process that is used to 
identify the following: 
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I What type of team is most appropriate for a specific application or 
environment. 

2. What issues need to be addressed to successfully utilize teams within 
an organization. 

3 .  What resources are required to institutionalize teams within an orga- 
nization. 

The length of time and resources required to complete an assessment 
vary according to the scope of analysis. Most readiness assessments can be 
completed in less than two months. The following sections detail the five- 
step approach we suggest. 

Step 1: Conduct an Archival Document Review. Identify and study rele- 
vant documents of the organization that can provide insight into any of the 
team decision variables. Depending on the size and sophistication of the 
organization, we typically review the following if available: 

Mission statement 
Vision statement 
Organization and unit business strategy and business plans 
Organization and unit goals and objectives 
Process flow diagrams 
Data from relevant previous employee/customer attitude surveys 
Employee handbooks and policy manuals 

In most instances the document review will serve as a starting point and 
will allow you to identify missing pieces of the puzzle. For example, if the 
organization doesn’t have a mission statement, vision statement, or busi- 
ness strategy, these may need to be developed before transitioning to a 
team-based work environment. In such cases, make sure that strategies are 
developed that will support team development. 

Step 2: Interview Key Stakeholders. Once you understand the strategic 
direction of the organization it is usually very useful to interview, at a mini- 
mum, senior management and key customers. We have found that inter- 
views with the senior management group can be extremely useful in deter- 
mining how well the strategy is understood (is the strategy uniformly 
understood?) and the level of their commitment to execute the strategy. 
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Interviews with key customers can confirm their desired product or service 
attributes, the relative importance of these attributes, levels of satisfaction 
with the delivery of existing products or services, and feedback on how the 
organization performs relative to other competitors in the marketplace. 
Any unique issues that need additional clarification can then be added to 
the employee readiness survey that is administered in Step 3.  

Step 3: Administer and Tabulate Employee Readiness Survey. Organiza- 
tions have used surveys extensively since World War 11. Surveys have become 
popular because they can identify 1) how an organization is performing rela- 
tive to a number of dimensions, 2) employee perceptions and needs, and 3 )  
perceptual difference across job or organizational groupings. 

Although a lengthy discussion of survey feedback is beyond the scope of 
this book, we believe the following guidelines should be followed when 
using a survey: 

1. Clarify the goal of the survey. Specifically what do you expect to learn 
as a result of the survey? How will this information be used? 

2. Select a survey team. If you have internal expertise to tap, select team 
members who have enough formal authority within the organization 
to make change happen. Collectively these members should also have 
the full range of survey feedback skills (from survey administration to 
data analysis) to ensure the survey is successful. 

3.  Finalize survey design and logistics. Early in the process, the survey 
team must decide how respondents will be selected (either a census 
or sample), which business units to include, and what particular job 
groups are most appropriate to include. At this time survey adminis- 
tration issues (such as through in-house mail or by telephone) should 
be finalized. The survey team can then design and pilot test the survey 
instrument. 

4. Administer and tabulate the data. Once the surveys have been com- 
pleted, the data should be cleaned (nonsense responses eliminat- 
ed), coded, and tabulated. Data tables may then be created to dis- 
play the results. 

5. Analyze the data. Data can be interpreted in a variety of ways. Gener- 
ally, the focus is on identifymg strengths and weaknesses, strategically 
prioritizing problems, and determining their root causes. This infor- 
mation can be incorporated into the overall design of teams. 
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Step 4: Conduct Focus Groups with Employees. Focus groups can be 
used in lieu of a formal survey or as a follow-up to a survey to elicit addi- 
tional information. A focus group is a structured question-and-answer ses- 
sion with a group of people that affords several benefits. Focus groups are 
usually very cost effective, don’t require much planning and analysis time, 
and can, therefore, yield considerable information and provide an oppor- 
tunity for free-wheeling interactions (see Part 2: Tools and Techniques for 
an in-depth description of focus groups). 

Step 5:  Analyze Data and Determine the Most Appropriate Type of 
Team. The data from interviews, the team assessment survey, and focus 
groups should provide you with more than enough information to evaluate 
each dimension within the team decision matrix. Although there is no 
mathematical formula for selecting the most appropriate team, we have 
identified the characteristics needed for simple problem-solving teams, 
task forces, cross-functional teams, and self-directed work teams to be suc- 
cessful. 

Figure 2.3 shows a simple method we have used to help several of our  
clients select the most appropriate type of team. In an effort to streamline 
the selection process we have developed a decision tree that utilizes the 
following seven decision dimensions: 

Decision Dimension 1: Do teams support the strategy? 

If teams do not support the business strategy, do not use them. They 
will consume resources that could have been applied to a more strategic 
initiative. 

Decision Dimension 2: Does the existing technology allow employees 
to impact performance? 

If the current environment is highly automated and does not allow 
employees the opportunity to significantly impact performance, we rec- 
ommend not using teams unless there is an unusual and compelling rea- 
son that would justify qualitative benefits (improvements in morale, job 
satisfaction, etc.) in lieu of significant bottom-line results. 

Decision Dimension 3: Will the existing culture support teams? 

If the existing culture is not conducive to teams (employees are not 
interested in working as part of a team, not willing to accept additional 
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responsibility, not willing to learn new things, etc.) and teams are need- 
ed to support the business strategy, it is absolutely necessary to identify 
and remove any cultural barriers before attempting to implement teams. 

Decision Dimension 4: Do the existing human resource systems sup- 
port teams? 

The performance management, employee selection, recognition, 
compensation, new employee orientation, training and development, 
and succession planning systems are the key human resource systems 
that are directly impacted by teams. Before teams can be successfully 
implemented, organizational alignment must take place. A key focal 
point of this alignment is the evaluation of key human resource systems 
to identify any gaps and the modification of one or more of these sys- 
tems to more closely support the specific requirements of the team 
being implemented. 

Decision Dimension 5:  Is the intended focus of the team one unit or 
across multiple units? 

I f  the purpose of the team is to solve tactical problems that occur 
within one unit, we suggest you implement a simple problem-solving 
team. Although this tends to be a reactive approach, it can provide con- 
siderable short-term benefits. 

Decision Dimension 6: Will the team be involved in implementation? 

If the team is not charged with implementation, use a task force. Task 
forces are teams that are chartered to collect information, perform root 
cause analysis, and recommend solutions to a problem that affects mul- 
tiple work units. Because task forces are usually temporary, they work 
best when they deliver a single product. This keeps the group focused. 
We have found that task forces work well in most cultures that are par- 
ticipatory, with good teamwork/cooperation across organizational 
boundaries. 

Decision Dimension 7: Is there significant time and resources avail- 
able to implement self-directed work teams? 

If the team is involved in implementation, we suggest you consider 
using a cross-functional team o r  SDWT. Cross-functional teams are 
much more complex task forces. Cross-functional teams tend to work 
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well in environments where they deliver multiple products to many dif- 
ferent customers. Since these teams are usually permanent in nature 
they require a significant amount of resources to align the organization 
to closely support them. Cross-functional teams frequently require con- 
sulting assistance in such areas as design, process consultation, modifi- 
cation of the MIS system, and the revision of many human resource sys- 
tems. 

If management has a time horizon of longer than two years and is 
not constrained too heavily for resources, then SDWT are recom- 
mended. Self-directed work teams require an extensive amount of 
resources and a three-to-five-year time commitment before full imple- 
mentation occurs. Resources typically include external consulting assis- 
tance, considerable training, and an extensive organization alignment. 

Summary 

In this chapter we have compared and contrasted four different types of 
teams: simple problem-solving teams, task forces, cross-functional teams, 
and self-directed work teams. We have also presented a thought process 
and a decision free for selecting the most appropriate type of team. In the 
next three chapters we will discuss in detail simple problem-solving teams, 
task forces, cross-functional teams, and self-directed work teams. 



Introduction 

Simple problem-solving teams evolved from quality circles. In the Unit- 
ed States, organizations began to implement quality circles during the 
1970s in response to worldwide competition in the manufacturing indus- 
try. At the height of their popularity in the early 1980s they had been wide- 
ly adopted by most of the Fortune 500. 

While quality circles lasted for many years in Japan, they were short lived 
in their original form in the United States. By the mid-1980s enthusiasm 
for them had decreased, and their widespread use began to disappear. 

Many people have viewed quality circles as a passing fad and yet another 
unsuccessful management program. This rather dismissive view overlooks 
the fact that the difficulties associated with implementing quality circles 
provided valuable lessons in what to do and what not to do when imple- 
menting other employee involvement programs, especially simple problem- 
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solving teams. In addition, many of the methods and tools that were intro 
duced in quality circles are still successfully used by problem-solving teams. 

We also believe that quality circles can be viewed as a demonstration of 
the danger of copying a process that worked well in Japan, without ade- 
quate consideration for the factors that are needed for success in another 
culture. In Japan, the emphasis on consensus management and long-term 
planning lends itself readily to the quality circle process, whereas the entre- 
preneurial culture and short-term focus found in the United States does 
not. Thus, both the national culture and the organizational culture should 
be considered in the implementation of such programs. 

In this chapter we will present an overview of simple problem-solving 
teams. We will show their evolution by outlining the history of quality cir- 
cles, discuss why quality circles failed, and what lessons have been learned 
from them. Following this, we will highlight the differences between quali- 
ty circles and the simple problem-solving teams used by most organiza- 
tions today to show what needs to be in place to ensure successful imple- 
mentation of simple problem-solving teams. 

The History of Quality Circles 

The history of quality circles is important for several reasons. One rea- 
son is to demonstrate some of the profound influences the Japanese have 
had on American business. The second reason is that simple problem-solv- 
ing teams were one of the main foundations for employee involvement 
programs that are so popular today. The third is to show how simple prob- 
lem-solving teams evolved from them to fit the American culture. 

W. Edwards Deming, a statistician for the U.S. Bureau of Census, is 
widely acclaimed as pioneering quality circles. In 1947, Deming went to 
Japan to work on a census with Japanese statisticians and convinced many 
of them that they could build their postwar economy using statistical tech- 
niques that he adopted from Bell Telephone Laboratories. Thus, the con- 
cept of statistical quality control, which came to be so important in Japan- 
ese organizations using quality circles, was actually developed in the 
United States. This approach became extremely important for the Japan- 
ese whose products at that time were generally regarded by the rest of the 
world as ”junk.” In less than five years the Japanese were able to change the 
perception of their products from poor to high quality. Deming’s success 
in Japan has been attributed to two things: 



46 Teams 

Production-level workers were taught statistical techniques for quality 
control. Then they were given the power to reorganize work so that 
product quality could be improved. 
Top management were convinced by Deming that it was necessary to 
have their direct involvement, understanding, and commitment to 
building quality products. 

These are still key points in the successful implementation of employee 
involvement programs, but their importance was underestimated and they 
were often ignored in the United States when quality circles were first 
introduced. As we shall see later, appropriate training in problem-solving 
tools and a clear definition of the role of the manager are critical to the 
success of simple problem-solving teams. 

In 1954, Joseph M. Juran, another American advisor to Japan, rein- 
forced the importance of quality control, statistical methods, and manage- 
ment in Japanese industry. The Japanese went to extraordinary lengths to 
apply the steps recommended by Deming and Juran. Meanwhile, the 
Japanese Union of Scientists and Engineers UUSE) began a campaign to 
teach their ideas to all production employees. Large numbers of supervi- 
sors learned the techniques of quality control, and the importance of quali- 
ty was accepted throughout Japanese society. 

All of this training in statistical process control techniques led Kaoru 
Ishikawa, a professor of engineering at Tokyo University, to develop a 
work system in 1961 called quality control circles. In 1962,200 employees 
participated in the first 20 regstered quality control circles. The term circle 
was used because employees sat around a table to discuss issues. Twenty- 
six years later, in 1988, there were approximately 10 million Japanese 
workers participating in more than a million quality control circles. 

According to Ishikawa, the purpose of quality control circles was to: 

Develop oneself and others 
Increase quality awareness 
Encourage the creativity and brain power of the workforce 
Improve worker morale 
Develop managerial ability of circle leaders 
Implement and manage accepted ideas 

The concepts being introduced f i t  well into Japanese society as a 
whole-a culture in which it is customary to obtain the ideas of everyone 
who will be affected by a decision and to obtain consensus on it. Theoreti- 
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cally, these would seem to have been laudable goals for the U. S. workforce 
and other countries too, so it is not surprising that the concept spread. 

In 1974, quality circles began to emerge in the United States. This 
occurred mostly in companies with declining productivity and poor work- 
manship that were looking for ways to improve and survive against the 
competition. Having heard about the quality circle concept, a team of 
managers from Lockheed visited Japan and decided to copy the Japanese 
quality circles model and implement it within their own company. 

The first formal use of quality circles at Lockheed was in the Lockheed 
Missile and Space plant in Sunnyvale, California. Initially the circles were a 
great success and resulted in significant cost savings for the company as 
well as reduced significantly the number of rejects ($30 million saved in 
three years). Interestingly, after one of the champions of the program left, 
the program languished and died. Today, Lockheed uses quality circles on 
a more ad hoc basis. 

Other large organizations that implemented quality circles included 
General Motors, IBM, Westinghouse, Texas Instruments, and 3M. Each 
organization used its own specific names for the circles. For instance, at 
IBM it was “quality improvement teams,” at Ford, “employee involvement 
circles,” and at Xerox, “study action teams.” 

In the United States, only about 25 companies used quality circles in 
1978. By 1980, many began to view them as a solution to all ills. Clearly 
they were not, however, and many of them failed. The process of statistical 
control, which was so favored by the Japanese, has met with varying results 
in the United States. So what went wrong? 

What Went Wrong with Quality Circles and 
the Key Lessons that Emerged 

It is probably accurate to say that the rise in popularity of quality circles 
can be attributed to managers assuming that if quality circles were success- 
ful in turning around Japanese businesses, they would most likely work in 
the United States and restore its competitive edge. Little thought was given 
to cultural differences that might influence the extent of their success, nor 
was sufficient attention paid to the critical factors that needed to be in 
place for their successful implementation. 

Starting with a working definition of quality circles and then comparing 
them with simple problem-solving teams, we can begin to lay the framework 
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for why quality circles lost popularity and understand the lessons learned 
from them and how they evolved into simple problem-solving teams. 

A quality circle is a group of eight to ten people who meet voluntarily 
with a leader once a week to identify and resolve work problems. Typical 
problems addressed center around work flow, tools and equipment, safety 
and training, paperwork and communication, materials and supplies, qual- 
ity improvement, and productivity improvement. In other words, anything 
to do with quality of work or quality of work life. Typically, projects cho- 
sen by circles were related to the four Ms: manpower, machines, methods, 
and materials. Areas that typically were not addressed included benefits, 
salaries, union contracts, grievances and personalities. Figure 3.1 outlines 
the main characteristics of quality circles. 

Lessons Learned at Each Phase 

Research indicates that problems with quality circles emerged at each of 
five phases. These were: 

L Start-up phase. Problems at this phase related to a lack of cultural 
readiness for teams, insufficient volunteers, inadequate training, 

Purpose: To improve communication between the line and 

To identify and recommend solutions to problems (some 
management. 

may be responsible for implementation). 
Roles: Team Leader 

Eight to ten employees from one work area. 
Coordinator. 
Facilitator. 

Leadership may or may not be voluntary. 

Circle selects its own problems, input can be obtained from 

Selection: Membership is voluntary. 

Type/Scope 
of Problems: 

management and non-circle employees; usually the 
problem is confined to one unit. 

cost, safety, morale, and the environment. 
In addition to quality, problems can also cover productivity, 

Generally one hour per week. Frequency: 
Rewards: Nonfinancial rewards are given. 

Figure 3.1. The main characteristics of quality circles. 
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inability of volunteers to learn new skills, and lack of funding. All of 
these issues draw attention to the importance of conducting a readiness 
or feasibility study before implementing teams. This is a key lesson and 
the one that has been most consistently ignored by corporations. 

2. Inital problem-solving phase. The team chose its own problems to 
solve. Conflict arose because of disagreement over which issues to 
tackle; sometimes there was inadequate knowledge to deal with an 
issue. Even when an issue was decided upon, it frequently did not 
have any significant impact on the organization as a whole. 

This draws attention to the importance of choosing strategic prob  
lems to focus on. 

3 .  Presentation and approval phase. If a problem was identified and a 
solution was agreed upon, approval then had to be obtained from the 
next level of management. Because management was not heavily 
involved in the early stages of problem solving, they often resisted the 
ideas or they simply took no action. The lesson learned is that it is 
critical to include managers at all stages of team formation and imple- 
mentation. This will significantly enhance the probability of a success- 
ful implementation. 

4. Implementation phase. Quality circles were not typically responsible 
for the implementation phase. Therefore, even if approval was given 
to a proposal, the people who were expected to implement the ideas 
(often, the managers) didn’t “own” the solution and would drag their 
heels during the implementation process. If the ideas were not con- 
verted to action, it is not hard to see that the motivation of the quality 
circle members was severely curtailed, and the program would often 
stop at this point. The lesson here is to involve all parties affected by 
an issue. In addition, it is important to give responsibility and account- 
ability for problem solving and implementation to the same group. 

5 .  Program expansion phase. If the earlier phases were completed suc- 
cessfully, the program could be expanded to other areas. Problems at 
this point arose when the program was not integrated into the culture 
of the main organization and an insider/outsider culture arose. Many 
members experienced a conflict between the day-to-day authoritarian 
decision-making culture and the quality circle’s consensus decision- 
making culture. Some quality circles ran out of problems to solve; we 
have seen cases of members meeting for the sake of meeting and 
becoming frustrated because they could not think of any new issues 
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to address. Meanwhile, others who had to pick up their work while 
they were meeting became extremely resentful. Again, the lessons 
learned are the importance of assessing the readiness of the organiza- 
tion for teams and making sure that any problems to be addressed are 
strategic for the organization. 

Additional Problems and Lessons Learned 

In addition to the problems already discussed, the following problems 
also arose. 

Burn-out. After about 12 to 18 months working as a team, quality cir- 
cle members often thought they had done enough or were tired of the 
process. At this point, an assessment should have been made about 
whether revitalization of the quality circle was required or whether it 
was time to stop and evolve to another type of team. When this did 
not happen, the quality circle was difficult to maintain. The lesson 
here is that teams will naturally evolve and mature with time (refer to 
the team continuum shown in Chapter 1, Figure 13) if management 
provides sufficient resources, such as training and materials. 
Design issues. The following team design factors contributed to the 
failure of quality circles: 
- Limited workforce involvement, which results in the “we-they” phe- 

nomenon and failure of the workforce to cooperate. 
- Dissatisfaction. Once the novelty wore off, the quality circle was 

seen as an extra chore by the participants. 
- People become tired of receiving nonmonetary rewards. In the orig- 

inal quality circles the people who developed the ideas were not 
rewarded financially resulting in a lot of resentment. We have seen 
cases where employees became tired of the same old tie pins, t- 
shirts, and plaques and wanted more share in the cost savings gen- 
erated for the company. While they may be willing to take nonfinan- 
cia1 rewards in the beginning, resentment may set in over time if 
employees see the company realizing large savings as a result of 
their ideas, but they themselves receive no financial recognition. At 
this point motivation drops, and willingness to contribute dwindles 
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or stops. Over the years, companies have struggled with the best 
way to deal with gwing financial rewards. 

-The role of the manager, which often was overlooked in the origi- 
nal quality circles, is now seen as critical to the success of any team 
program. 

Simple Problem-Solving Teams: How Are 
They Different From Quality Circles? 

The major differences between quality circles and simple problem-solv- 
ing teams are outlined in Figure 3.2 and discussed below: 

Membership. In simple problem-solving teams today, members are 
typically selected for their expertise to focus on a specific problem and 
to resolve it. In contrast, quality circles depended on voluntary mem- 
bership. Originally, this voluntary participation was thought to be a 
strength, but later it was viewed as a weakness because an “elite” group 
was formed, the most appropriate people did not necessarily volun- 
teer, and the members themselves began to feel “put upon.” 

I Quality Circles Simple Problem-Solving Teams 

Voluntary membership 

Continued indefinitely 

Team members define problem 
to be worked upon 
Fixed roles for members 

Management often left out 
Rigid hierarchic structures 
Intra-unit 

Select the best people to 
focus on the issue at hand 
Fixed time frame for 
project completion 
Project sponsored by 
organization 
Roles defined according 
to task to be accomplished 
Management role clearly defined upfront 
Flexible structures 
Can be inter-unit 

Figure 3.2. Major differences between quality circles and simple problem- 
solving teams. 
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Time frames. Simple problem-solving teams have a fixed time frame 
for project completion. Quality circles went on indefinitely, and, as we 
have noted, enthusiasm often waned. 

Task selection. Simple problem-solving teams are more likely to have 
their project sponsored directly by the organization. This means that 
the problems are selected by management and are more likely to be 
strategic in nature. As noted in Chapter 2, the task is very focused. 
Generally, the team is required to solve quality, productivity, and cost 
problems affecting a work department or work unit. In contrast, quali- 
ty circle defined for themselves which problems they wanted to focus 
on. These problems were commonly not strategic in nature, which 
made the team’s benefits difficult to quantify. 
Roles and Structure. Simple problem-solving teams have roles defined 
according to the task to be accomplished. As a result, h i b i l i t y  and 
focus on the outcomes to be achieved are emphasized. Quality circles 
had multitiered structures and fixed roles for their members. There- 
fore, people could become locked into a role. This was potentially an 
obstacle rather than a facilitator to the accomplishment of task-related 
goals. Additionally, the multitiered structure added cost (overhead) to 
the employee involvement process and considerably lengthened the 
cycle times for implementation. 
Management sponsorship. Simple problem-solving teams emphasize 
the importance of management sponsorship on an ongoing basis. 
Quality circles involved management only during key milestones (such 
as solution selection and implementation). 

Project implementation. Simple problem-solving teams are responsi- 
ble for implementation of the solutions. Quality circles made recom- 
mendations on how to solve problems but were not responsible for 
implementing the solutions. Thus, a greater sense of ownership of 
results and, consequently, higher levels of commitment and motiva- 
tion exist among simple problem-solving teams. 
Rewards. Simple problem-solving teams usually receive some financiaf 
reward that is tied to problem resolution. In contrast, members of 
quality circles were not financially rewarded for their contributions 
even though they put in extra time and were able to save the company 
money. This became a major stumbling block. 



Simple Problem-Solving Teams 53 

The Philosophy Behind Simple Problem-Solving 
Teams 

The main belief underlying simple problem-solving teams is that the 
people closest to the job are the ones best qualified to come up with solu- 
tions to work problems in their areas. By tapping the cumulative experi- 
ence and expertise of employees, the organization benefits financially and 
gains a more committed workforce through personal development and 
individual motivation because of decision-making involvement. Other 
philosophical underpinnings include the following: 

Employees should be trusted. They will work toward the implementa- 
tion of organizational goals if given the chance. 
There should be investment in training and treatment of employees as 
valued resources. Underlying this is the importance of building long- 
term commitment to the organization. 
Financial and nonfinancial recognition should be given for accom- 
plishments. This is to show that the organization values the contribu- 
tions of its employees. 
Decision making should be decentralized. This significantly shortens 
the time needed to identify and solve business problems. 
Work should be viewed as a cooperative effort. This implies consensus 
decision making. 

Benefits of Simple Problem-Solving Teams 

The overall benefits of simple problem-solving teams are an increase in 
morale, increased productivity, and an improvement in the quality of 
work without making big changes in policies, structure, or lines of authori- 
ty. In addition, significant cost savings can be realized. Other benefits 
include but are not limited to: 

Improved interpersonal skills. Some people say that the methods they 
learn to solve problems help not only at work but also at home. 
Demonstration of new skills. People can develop and demonstrate 
skills that had not been apparent before. This can sometimes help in 
making promotional decisions and in individual development. 
Improved relationships. An increase in respect between the employee 
and supervisor can occur through a greater understanding of what 
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each one does. Sometimes conflicts can be worked through more 
readily by using the team techniques. 
Increased efficiency through learning new techniques. Employees 
often see discussion and problem solving as productive. The ability to 
use new tools, express their ideas, influence decisions, and gain recog- 
nition for their ideas is valued. 
Bottom-line results. When properly implemented, simple problem- 
solving teams generate results. For example, Honeywell saved about 
$1.5 million dollars in two years based on suggestions from teams; 
Hughes Amraft improved the cleaning of parts and redesigned sam- 
ple boards for assembly for a savings of $93,000 per year; and 
Northrop workers recommended a redesign of drill bits to reduce 
breakage and saved $28,000 per year. 

Implementation Steps for Simple Problem-Solving 
Teams 

Typically, eight steps are involved in the implementation of a simple 
problem-solving team. The key features of each step are expanded here: 

t Ensure organizational support 
a. Assess the level of top management support. There is general agree- 

ment that in order for problem-solving teams to succeed, there 
must be ongoing support from top management regardless of 
whether there will be an immediate financial payback. Some firms 
have encountered problems when top management will say that 
they want problem-solving teams without fully understanding what 
they require to be successful. 

b. Assess the support of middle manager. A major question to be 
asked is “Are middle line managers willing to have workers share in 
decision making?” Many supervisors are initially skeptical about 
problem-solving teams and see them as a threat to their own posi- 
tions because they fear their power will be undermined. Any threat 
to the positions of middle managers should be eliminated. Train 
them about the benefits of teams and ask for their input at all stages 
of the program. We have seen extreme frustration and anger 
expressed by middle managers when their only involvement in 
teams was when solutions were being presented and they were 
being asked to rubber stamp them. 
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c. Assess the attitude and support of the union. In a unionized facili- 
ty, it is critical to assess the union’s receptivity to before deciding 
on teams. Assurances should be made that any changes in work 
methods will be approved through the usual channels. Because 
simple problem-solving teams can increase positive employee/ 
management relationships, they are sometimes opposed by adver- 
sarial unions. Therefore, union leaders should be included as soon 
as possible in the planning phase, and officials should be asked to 
participate at all stages. For the union to buy in, the program 
should be seen as improving the organization’s profitability and 
workers’ job security. 

d. Assess the availability of personnel and funds. Most organizations 
do not have the competencies (team design, human resource sys- 
tem design, change management, and so on) to design and imple- 
ment teams without outside help. If an organization doesn’t have 
sufficient internal competency, funds may be needed to hire a con- 
sultant and to purchase appropriate training materials. 

e. Assess the economic climate. Ideally, any widespread move to 
implement teams should occur at times of economic stability and 
when turnover of members is likely to be minimal. 

2. Senior management identifies a strategic problem. The support of 
senior management is usually advisable for any program to stand a 
chance for success. Grassroots movements can sometimes succeed, 
but their road is generally a tough one. It is important for the teams’ 
goals to be aligned with the strategic goals of the organization. Senior 
management must provide strong and vocal leadership to each simple 
problem-solving team and clearly identify which problems it wants 
the teams to focus on. 

3 .  Identify the objectives, deliverables, roles and responsibilities. We use 
a simple formula to guide our efforts when designing simple problem- 
solving teams: objectives + deliverables = roles + responsibilities. Sim- 
ply translated, simple problem-solving teams should use a flexible 
structure, and this structure should vary according to the desired 
objectives and deliverables. This contrasts with the commonly used 
roles found in most quality circles that include: a steering committee, 
a coordinator, a facilitator, a team leader, and team members. Most 
simple problem-solving teams utilize three roles: the steering commit- 
tee, team leader, and team members. 
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a. Steering committee. The steering committee is generally a support, 
advisory, resource-allocation, and direction-setting group. The 
steering committee is also expected to establish overall policies and 
procedures for teams and to hear and respond to proposals from 
team members. 

b. Team leader. Usually the leader of a simple problem-solving team 
is selected by management and is a supervisor or someone with 
subject matter expertise. This person also acts as a facilitator and 
may be drawn from the unit itself, from higher management levels, 
or from another work unit. The leader manages the meetings, 
makes sure that members participate, and makes sure that each 
step is executed properly. It is important that the leader is a self- 
starter who is willing to exert extra effort to ensure that the team 
operates effectively. 

c. Team members. Team members participate in meetings, learn to 
use problem-solving and team-evaluation techniques, identify prob- 
lems, collect data, recommend solutions to management, and 
implement approved solutions. They then track results after imple- 
mentation. 

4. Select team members. Care must be taken to choose members with 
appropriate expertise and whose skills can complement those of 
other team members. 

5. Conduct training. Newly formed teams require training. This training 
should address a wide range of technical, team, and problem-solving 
topics. Managers, especially, have to learn a new way of operating, 
and it is important to provide them with the tools to do that. 

6. Collect data on the root causes of problems. Simple problem-solving 
teams commonly follow a four-step process for problem solving (see 
Figure 3.3). Once a problem has been selected, data must be collect- 
ed to answer the following questions: 
What is the extent of the problem? 
Who is causing the problem? 
Why is the problem occurring? 
When does the problem occur? 
Where is it happening? 
How does the problem occur? 
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Steps Purpose Possible Methods 

Fact finding and 
Data collection 

Problem Definition 

Problem Analysis and 
Identification of 
Solutions and Goal 
Setting 

Recommended Solu- 
tions to Management 
Follow-up 

To determine the extent 
and cause of the problem, 
when and where the problem 
occurs, and how the problem 
occurs 
To clearly define the problem; 
to find the main causes of 
the problem; to concentrate 
on the critical few causes 
To identify root causes 
of the problem and to 
consider possible solutions. 

To present solutions for 
approval 
To determine effectiveness 
of pilot program and whether 

to expand promam 

Interviews 
Company records 
Check sheets 

Pareto chart 
Histograms 
Problem stream analysis 
Presidential diagnosis 
Cause-andeffect diagrams 
Process analysis 
Verify results by checking 
with others 
GANTT, PERT, CPM charts 

Formal presentation with 
supporting data 
Interviews 
Surveys 

Cost savings realized 

Figure 3.3. Four-step problem-solving process. 

Simple problem-solving teams use a variety of problem-solving tech- 
niques such as check sheets, work-flow analyses, (particularly useful in 
white-collar teams), interviews with experts or clients, archival docu- 
ment reviews, and cause-and-effect diagrams (sometimes called fish- 
bone or Ishikawa, diagrams) to identify the root causes of a problem. 

7. Teams identify solution(s). The data collection and analysis tools will 
allow a team to clearly identify causal relationships as well as to identi- 
fy potential solutions. Depending on the complexity of the problem, 
a solution may or may not be obvious, or a cost-benefit analysis may 
need to be conducted to prioritize solutions. Again, depending on the 
limits of the team’s decision-making authority, the team may then 
either implement their solution or may need to make a recommenda- 
tion to the steering committee or senior management for approval to 
proceed further. 
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8. Implementation and follow-up. Quick results and success are impor- 
tant. Many companies we have worked with strongly believe that 
team projects should be small and uncomplicated to help create a 
record of successes. We concur with this philosophy. It is important 
to have a quick success. Polaroid calls this a “quick victory concept.” It 
means that the initial problem should be solved and presented to 
management within eight to ten meetings. This provides quick feed- 
back and positive reinforcement to the team to continue. This strate- 
gy is favored by many organizations today when they are going 
through change and trying to increase productivity. 

Other Points to Consider in the Implementation of 
Simple Problem-Solving Teams 

Remember, the nature of teams changes as organizations evolve. One 
of the mistakes that some companies have made is to use teams without 
thinking about the ways the teams may need to change and evolve as the 
needs of the company change. To keep the teams going, it is important to 
be aware of problems that might occur at each phase in their evolution in 
order to proactively deal with them. 

When there has been a rigid adherence to certain teams even though they 
have not met the evolving needs of the company, failture of the team is guar- 
anteed. When a long-term view is taken of simple problem-solving teams, 
they may be seen as having an effect that ranges from benefiting the individ- 
ual to benefiting the organization through contributions to organizational 
change. In the latter case, the methods that they use may be adapted to fit 
any change in strategy. Consequently, the organization may start to change 
its focus to task forces, cross-functional teams and self-managing teams. 

Basic organizational issues must be recognized. Problems can occur 
when companies go through the motions of forming teams without realiz- 
ing the depth of some of the problems that their companies are facing. 

Although for most teams the culture of the organization must be taken 
into account before introducing an employee participatory program, sim- 
ple problem-solving teams may not be so sensitive to the type of culture if 
they are used purely on an adhoc basis to resolve a specific issue. 

In summary, a simple problem-solving team can be used when a specific 
organizational issue needs to be resolved in a relatively brief period of time. 
For this kind of team, make sure to select appropriate experts, train them in 
problem-solving methods, and provide appropriate support and rewards. 
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Summary 

This chapter has outlined the major characteristics of simple problem- 
solving teams and highlighted the issues that need to be addressed to 
ensure their success. In the next chapter we will review task forces and 
cross-functional teams to show how they differ from simple problem-solv- 
ing teams and when they should be used within organizations. 



TASU CORNS rno 
C R O S S - C U N T  

I eRmS 
Task forces and cross-functional teams are some of the hottest silver bul- 

lets in the business world. Task forces have been used since the develop- 
ment of modern corporations. Today we find task forces under such 
names as process mapping groups, productivity improvement committees, 
and workout sessions. Cross-functional teams are rapidly working their 
way into the heart of American business. Why? Because worhng across 
functional and organization lines has many advantages such as shortened 
time to market, increased productivity, and greater commitment from 
diverse groups on a single project. Further, task forces and cross-functional 
teams allow organizations to leverage fewer sponsors and managers over 
more projects, ultimately reducing costs and increasing productivity. 

60 
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Brief History of Task Forces and 
Cross-Functional Teams 

Task Forces 

The concept of task forces came out of military organizations during 
World War I. The widespread use of the term revolved around the Allies’ 
effort to locate and destroy the German battleship Bismarck. The term 
remained largely a military term until the 1960s when an increasing num- 
ber of government and civic groups began using it. The problems these 
groups set out to study were large by anyone’s scale, and it was the scale 
that helped to define the operating scope of a task force. Task forces per- 
form the following functions: 

1 Analyze issues and problems that have wideranging effects on a large 

2. Identify as many possible solutions to these problems as they can. 
3. Weigh the effects of each solution. 
4. Select a solution or solutions. 
5. Report their findings and recommendations. 

number of people. 

Because of the size and cross-functional nature of their solutions relative 
to the size and nature of the task force, task forces can not be the group 
that implements the solutions. 

Cross-Functional Teams 

Cross-functional teams (CFT) were an obvious and logical extension of 
task forces. A group that represented all the “factions” of the task forces 
had to be given the authority and resources to implement the changes rec- 
ommended by a task force. The term cross-functional was not in wide- 
spread use until the mid-l980s, when it became apparent that the more 
successful organizations were those that cooperated across functional 
lines. I t  became a necessary form of operation because of the speed and 
direction of change driven by customer demand and increasing downward 
pressure on costs. In short, the company that got to the market first had a 
distinct competitive advantage. This advantage could not last long because 
another cross-functional team in another company would build an equiva- 
lent product or service with better value. But the key is the cross-functional 
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nature of the group: get everybody involved early on to be able to identify 
and solve any problems that might occur later. The best recent example of 
the overall efffectiveness of a cross-fucntional group is Dodge’s Viper pro- 
ject. Historically, it took 36 to 48 months to get from design to the first car 
off the assembly line. The Viper was designed and rolling off the assembly 
line in 18 months. 

Similarities and Differences Between Task Forces 
and Cross-Functional Teams 

Task forces are composed of members from various departments or 
functions within the organization and are brought together to research, 
propose, and recommend solutions to one specific functional problem, 
such as increasing cross-functional selling of services in banks. Similarly, 
cross-functional teams are also composed of members from different func- 
tional areas and may be brought together to solve one specific functional 
problem, conduct research, or introduce a new product. Cross-functional 
teams, however, implement what they propose and recommend, task 
forces do not. Task forces disband after they have made their recommen- 
dations; some cross-functional teams are permanent. 

Both task forces and cross-functional teams make use of highly special- 
ized employees. For example, a task force could be brought together to 
reduce the time and effort required to put together an annual budget 
through process analysis, stakeholder interviews, and identifymg barriers 
to reducing paperwork. To accomplish this formidable objective, accoun- 
tants, business systems designers, programmers, various users, and human 
resources would be required to gather data and write a recommendation. 
Both task forces and cross-functional teams are subjected to multiple levels 
of review. 

An example of a cross-functional team would be a group of experts and 
specialists brought together to work on a new product during the planning 
and design phases, much like what was accomplished during R&D for the 
Dodge Viper (a large project) or when Aetna Life and Casualty developed 
a new variable life insurance policy (a small project). Dodge reduced the 
amount of time from design to the showroom floor from the average of 
36 months to 18 months, Aetna developed a 10-year term insurance in 
half the time originally planned, while getting rave reviews for its new 
product. 
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Benefits of Task Forces and 
Cross-Functional Teams 

The following sections outline the key benefits of task forces and cross- 
functional teams. 

Increased Functional Knowledge of Team Members. The least obvious 
and hardest to measure directly is the increased functional knowledge team 
members acquire while working with members from other departments. 
Once a team member has solved a specific problem, the time it takes to 
solve a similar problem will be reduced. This knowledge, leveraged 
throughout the organization, increases productivity and quality over time. 

Increased Cooperation Across Functions. The cooperative nature of teams 
with their emphasis on solving business problems will, over time, help make 
the organization more productive by focusing on how to work toward cross- 
functional organizational benefits as opposed to individual competition. 

Increased Productivity. Arthur Andersen & Company developed method- 
ologies and training products for many years using subject matter experts 
(SMEs) from various functions (auditing, consulting, and tax), instruction- 
al design, graphic design, word processing, and secretarial. Typically, a 
project would begin when a partner had an idea that would either increase 
productivity, start a new business line, or bring additional revenues. The 
partner would contact a training manager and discuss the project. This 
was often done long distance and generally over a period of months. The 
partner and the training manager would meet to discuss the ideas and put 
together a business plan. The plan was then used to secure funding from 
an industry sponsor. Once the funding was secured, planning, design, 
development, and production could begin. 

The partner or the sponsor would convene a meeting at the corporate 
training offices (SMEs) to discuss the idea. The SMEs would flesh out the 
idea and then convey this information to instructional designers, who in 
turn would organize the information. However, once this step had been 
completed, training materials took many months to develop and revise. 
Occasionally, the partner or a SME would check-in on the progress of the 
project. This almost always meant major, time-consuming revisions to the 
materials. The time to complete such a project was long usually, up to one 
year and expensive. 
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Fortunately, there were two things in Arthur Andersen & Company’s 
favor: they had designed and implemented many just-in-time/group tech- 
nology cell projects and the concepts were well known, even in the train- 
ing community, and they had developed cost standards for new methodol- 
ogy and training products. 

A study conducted by the Catalyst Consulting Group involved more 
than 40 cross-functional teams. Again, the results showed conclusively that 
if the critical success factors discussed below were followed, productivity 
and quality increased, cost and total product development time decreased. 
The data from the study were analyzed and the results provided the foun- 
dation for critical success factors discussed earlier in this chapter. 

For example, one new product development project was estimated to 
cost $900,000 and take eight months to complete. Using cross-functional 
teams in group technology cell, and applying the critical success factors 
listed below, the total cost was $303,000 and took three months to com- 
plete. This is a clear example of how a cross-functional team can have a 
dramatic impact on cycle time and overall costs. 

Increased cash flow. A bank in Connecticut used a task force composed of 
members from three different departments to  increase previously 
untapped banking fees. The purpose of the task force was to develop pro- 
cedures that would reduce some barriers that made it difficult to work 
cross-functionally and develop new operating procedures that would help 
identify and pass on business opportunities to other functional units, 
thereby increasing the overall profitability of the bank. The end result was 
an increase of over $1 million in fees for the fiscal year. Fees that would 
have been lost if not for the work of the task force. 

Decreased Time to Market. Many new product development teams using 
the procedures outlined in this chapter have greatly decreased their time to 
market. In one amazing case involving the development of new consulting 
services, a cross-functional team developed a business plan based on cus- 
tomer requirements, established roles and responsibilities, established team 
processes and procedures, and substantial sponsor support. This allowed 
them to deliver the training for the new services for 75% less money and 
sooner, “scooping” several other consulting firms by several months. 

Success Rates. The success rate for task forces and cross-functional team is 
often low. The data collected since 1990 by the Catalyst Consulting Group 
from several organizations indicate that less than 40 percent of cross-func- 
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tional teams were successful, compared with approximately 75 percent of 
task forces. But what do we mean by “success”? Success means that the task 
force or the cross-functional team accomplished its objectives, on time, at or 
under budget, met or exceeded product or problem specifications, and mem 
bers would elect to work on another task force or crossfunctional team. 

Why is there such a difference in the success ratios? Remember, task forces 
do not implement what they recommend, are not in control of the final 
outcomes, and, therefore, are usually not held responsible for them. Since 
a task force’s responsibility stops at the recommendation stage, the likeli- 
hood of achieving its mission and objectives is much greater. Further, task 
forces are usually the favorite child of a powerful sponsor with resources 
to support the effort, whereas a cross-functional team is responsible for 
the planning, design, development, and implementation (or production) 
stages of its charged responsibility. 

What Makes a Task Force or 
Cross-Functional Team Successful? 

The following are some critical success factors that the authors have iden- 
tified based on their research on task forces and cross-functional teams. 

1. Ensure Sponsor Support. The single most important success factor for 
any task force or cross-functional team is sponsor support. The research 
done by one of the authors during his tenure with Arthur Andersen & 
Company clearly showed that task forces and cross-functional teams that 
had the support of a sponsor willing to work closely with the team during 
the planning and design phases of a project were more frequently success- 
ful than those teams with less or unsatisfactory sponsor support. Task 
forces tend to have more complete sponsor support than do cross-func- 
tional teams, greatly increasing their chances of succeeding. 

Sponsor Involvement. This fact would be simplistic if involvement were 
not so misunderstood. But what kind of involvement are we talking about? 
In general, the more time a sponsor contributes to the team, the greater 
the chances are the team will deliver what the sponsor wants. For example, 
sponsors of task forces and cross-functional teams must take the time to 
communicate the vision and mission of the project if the team is to under- 
stand what it takes to be successful. Sponsors must be willing to come to 
the aid of the team when they need the sponsor’s insights and suggestions. 
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Sponsors are critical to success at the end of a project also, when many 
loose ends may need to be wrapped up. However, as was discussed in the 
overview section of this book, nothing about teams is linear. That is, spon- 
sor time adds value to the team up until the point of micro-management. I t  
is at this point that the sponsor becomes a hindrance to the team, the cost 
of the project accelerates, the line of authority blurs, team interdepen- 
dence drops, and productivity falls. 

In short, sponsors should set direction and expectations at the begin- 
ning of a project, wrap up loose ends at the end, but stay out of the way 
(except when needed) during the middle. 

Figure 4.1 provides a graphic representation of the sponsor-involvement 
problem. The figure is a diminishing-return curve. That is, at some level, 
increased sponsor involvement has a negative impact on the productivity 
of the task force or cross-functional team. The challenge for the sponsor 
and the team is to determine what the optimal level of involvement is 
before too much involvement becomes constraining. 

2. Assign Flexible Managers. Based on our experience and research, we 
recommend that task forces and cross-functional teams have a dedicated 
team manager other than the sponsor. Task forces and cross-functional 
teams need upfront direction. However, the team manager must learn 
when to be authoritative and when to be empowering. In general, team 
managers must be more directive at the begnning of the team’s life cycle 
and increasingly participative as the team becomes more mature. 

Sponsor Involvement Over Time 

Figure 4.1. Sponsor-involvement curve. 
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Further, task forces and cross-functional teams must have managers that 
are proponents of performance management and thoroughly understand 
the complex nature of working in a team environment. In a short period of 
time, the manager and the team must work out roles and responsibilities, 
business plans, group processing, and establish the degree to which self- 
direction and empowerment will be enacted. 

Leadership style is an important factor in team management and spon- 
sorship. Our research has shown that cross-functional teams have succeed- 
ed with very traditional sponsors who took the time to communicate their 
vision and mission. But sponsors and team managers that took the time 
and effort to develop a comprehensive business plan, listened to team 
members’ suggestions, and used good team processes were more success- 
ful. Further, our research clearly shows that ”micromanagement” always 
drives the cost of a team project up in two ways. First, micromanagement 
tends to violate the JIT rules of review and revision, and, second, micro- 
management prevents managers from workmg on more than one project 
at a time-both too costly in today’s business environment. 

3. Establish a Concept Design Group Before Forming the Team. Only new 
product development cross-functional teams need to establish a concept 
design group. The purpose of the concept design team is to conduct market 
research, calculate new product cost-benefit analysis, and make a “go, no go” 
decision about the new product. The concept design group is generally com- 
posed of subject-matter, market analysts, and any systems experts needed to 
determine the feasibility of the product or service being considered. 

4. Develop a Business Plan. The business plan establishes the parameters 
under which the team must function. From our task force and cross-func- 
tional team debriefings we have discovered that one of the principle rea- 
sons for team failure is the lack of a business or project plan. For some rea- 
son, managers, imbued with thoughts of empowerment, often just throw 
projects over the wall to a team and expect them to be successful. For 
many reasons, this is suicide for the team because all task forces and cross- 
functional teams come from many parts of the organization, each with 
their own agenda. Therefore, to assure that the team has a unified focus, a 
business plan is essential. See Figure 4.2. 

(text continued on page 69) 
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Figure 4.2. 
A High-Level Business Plan for Cross-Functional Teams and Task Forces 

1. Develop the organization and team mission 
A. Write the mission 
B. Determine critical success factors 
C. Determine objectives/metrics 
D. Identify needed resources (people, facilities, equipment, budget) 

2. Determine and obtain resources 
A. Determine and secure capital resources 
B. Schedule and dedicate personnel 
C. Secure technological resources (machinery, hardware, software) 
D. Get sponsor commitment for long-term support 

A. Refer to the Team Life Cycle Chart as a baseline 
B. Write training plan 
C. Set training dates 

A. Establish a communication process within the team 
B. Establish how work will flow within the team 
C. Develop a team charter and operating principles 
D. Clarify roles, responsibilities, and limits of decision-making 

3. Determine training needs 

4. Determine team operating processes 

authority 
5. Determine product specifications based on customer requirements 

A. Translate specifications into quantity, quality, capital, and cycle 

B. Identify links with other products and services 
C. Identify products and service links with other team members 
D. Develop current organization map 

time metrics 

Note: In the dozens of debriefngs that we have conducted, 
one of the top three complaints we hear about is the lack of 
good, stable product specifications. Our advice is not to form a 
team until product specifications have been approved and signed- 
off on by management. 

6. Develop performance measures (objectives, action steps, and indi- 
cators for) the: 
A. Individual 
B. Team 
C. Organization 
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Note: Roles and responsibilities and products and services 
establish the baseline from which all future operational decisions 
will be made. These describe who does what. From here, the team 
may wish to change, combine, rearrange, or eliminate responsibili- 
ties, or products and services. The organizational map will provide 
a horizontal view of the team functions, perhaps pinpointing dis- 
connect points. 

7. Develop an implementation plan 
A. Determine what new tasks will be absorbed by the team and when 

B. Determine milestones and due dates 
C. Plan hours to complete project 
D. Compare planned hours against actual hours 

the team will take over responsibilities for them 

Note: Performance measures must be cross-checked with the 
new roles and responsibilities to make sure there are exacting fits 
and to ensure team members have control over them. Perfor- 
mance measures will be used to assess how well the team did as 
well as how each team member did in the team. 

8. Develop communication plan 
A. Identify audience 
B. Define problem 
C. Define purpose of the plan 
D. Define strategy 
E. Define media 
F. Define performance measures 
G. Define plan timelines 
H. Write communication 
I. Distribute communication 

Note: The purpose of the communication plan is to ensure that 
the team's message gets disseminated accurately and broadly. The 
first communication should go out with the sponsor's signature. 
This will ensure that future communications will be taken seriously. 

9. Support the team 

(text continudfrom page 67) 

At a minimum, a team business plan must contain the following: 
A. Defined customer requirements. Determining customer require- 

ments, needs, and their quality requirements should be the first 
step that any cross-functional team takes. Customers should be 
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active participants in any cross-functional team. Their input will 
ensure that the final product or outcomes will be guided by their 
thinking, not just by assumptions. Customer wants lead directly to 
developing product or result specifications. 

B. Written mission statement. Most sponsors of task forces and cross- 
functional teams have a specific problem they would like to solve 
or a product they would like to develop. In order for this to be 
accomplished successfully, the sponsor must take time to explain 
the mission of what it is he or she wants. In the many cases where 
task force and cross-functional teams have failed, one of the major 
reasons for failure is that the sponsor did not take the time to fully 
articulate the mission. In today's business environment, the "I will 
know it when I see it" approach is too costly in terms of time and 
resources to be an acceptable method of business operation. 

C. Defined product or service specifications and quality requirements 
of deliverables. Specifications and quality requirements describe 
the features and characteristics of the deliverables and communi- 
cate to the team what the final product will look like, what it will 
do, and how it will do it, which in turn determine the scope of the 
project. Therefore, a task force or cross-functional team cannot go 
forward until specifications are completely understood. Further, 
these specifications will be used as the basis for performance mea- 
sures when the team's work is assessed. 

D. Established milestones and due dates. Milestones signify the com- 
pletion of some subcomponent of the final product. Milestones 
and their due dates should be set for each subcomponent of the 
final product. Establishing milestones and due dates communi- 
cates another level of team performance expectations to team 
members. This approach works especially well when combined 
with JIT reviews. 

E. Scheduled and dedicated team members. Scheduling and dedicat- 
ing team members are difficult to achieve without the direct SUP 

port of the sponsor. By dedicated we mean that a person is official- 
ly part of the team and will be working with the team throughout 
its duration. Scheduled personnel are those that are assigned to 
work with the team at specified times, such as during reviews. This 
does not mean that the employee must be with the team every 
minute the team meets; but it does mean the employee will be 
expected to meet with the team when requested and appropriate 
and deliver designated products to the team on schedule. 
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Unlike more permanent teams, the membership of task forces 
and cross-functional teams is largely predicated on the specialized 
skills each member brings to the team. The number of task force or 
team members is generally a straightforward proposition. Each 
functional department has to be represented. However, teams 
composed of ten or more members can become unwieldy and hard 
to manage. 

If task forces or cross-functional teams are to be successful, there 
must be some continuity of the team members and managers. This 
continuity requires setting priorities and the added discipline of 
saying to management or other team managers, “No! You can’t 
have Sandra-she is still working on the New Doodad task force,” 
once Sandra has been committed to a team. 

The addition or subtraction of team members causes the team 
to have to backtrack, introduce the new team member, bring them 
up to speed, and help them find a spot on the team. This is down 
time that costs the organization money. Unfortunately, most 
white-collar organizations do  not consider labor a resource as 
important as capital. What often happens is that labor is squan- 
dered through lengthened time lines and unnecessary revisions 
due to lack of personnel dedication or bad scheduling. The fol- 
lowing example illustrates the problem. A cross-functional team 
was formed to design and implement a new insurance information 
system within 11 months for sales agents information system in 
the field. After 13 months the project has 2 systems managers, 2 
systems analysts, and 2 project directors. The project is 2 months 
overdue and management wondered why. The reason is simple. A 
vice president with theoretically greater needs than Sandra’s vice 
president pulled Sandra off the team to work on another project. 
And this happened a number of times. 

F. Defined roles and responsibilities. Our research shows that in 
almost 50 percent of the cases, cross-functional team members are 
never told what their role and responsibilities will be. Managers 
generally assume that they do not have to define roles and responsi- 
bilities for team members. Nothing could be further from the truth. 
Each member must know what functions they will perform and 
how and when they will perform them. Further, defining roles and 
responsibilities clarifies lines of authority. 

One of the most amazing things to witness is when managers do 
two things: 1). “Alakazam! You are a team,” and 2) walk away with- 
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Planned 
Hardwood 

out defining roles and responsibilities, assuming everyone would 
know what to do. We have seen this happen so many times that it 
has become a standard joke. But the fact is this is a very expensive 
joke. Unfortunately, managers will probably continue to perform 
this magic trick until they are held accountable for such action in 
their business plan and are measured by the team through the use 
of 360" assessment and feedback (see 360" feedback in team 
assessment instrument section). 

G. Estimated versus actual hours and costs. The business plan should 
include the estimated hours it will take to complete the project. In a 
worksheet, planned hours can be placed in one column, actual 
hours in the next column, and the variation between planned and 
actual in the next. See Figure 4.3 for an example. 

A C N ~  Variance 
Hardwood Hardwood 

Review I 2 3 +1 1 I 0 

Figure 4.3. Planned versus actual hours. 

The data can be further expanded by multiplying each team 
member's internal costs by the number of hours. We encourage 
management to consider this approach. I t  will provide them with 
an approximation of labor cost for developing new products and 
services. Amazingly, most organizations d o  not capture such data 
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and therefore they do not know what it actually costs them to pro- 
duce a new product or provide a service. Capturing such data will 
help to illustrate where capital is being spent and who is spending it 
and help management to make better economic and human 
resource decisions. 

H. Estimated subcomponent costs. Similarly, we think that capturing 
the costs of each subcomponent will help management make better 
decisions about the cost-effectiveness of task forces, cross-functional 
teams, and new products and services. Costs to be captured should 
include such things as consultants fees, material costs, capital costs, 
internal operating costs (particularly if the organization is a "charge 
back" organization), and downtime. Every time a team has to stop 
working on his or her assigned task, the labor and the internal oper- 
ating cost clocks are still running. In a team with eight highly trained 
professionals, this cost could be as much as $3,000 a day. 

I. Decision-making authority. Team members need to know what 
they can and cannot do without managerial consent. This should 
be decided early in the team's development and in an open discus- 
sion with all team members present. It is an important topic that 
will, during some portion of the life cycle of the team, become a 
very important concern. 

J. Performance measures. Almost all cross-functional teams are orga- 
nized to solve a specific business problem. Most business problems 
are identified in the business plan as one of many objectives. The 
team as a whole should be held accountable for accomplishing this 
objective. But also, each team member should be held accountable 
for the quality of any deliverable produced. This includes the spon- 
sor and the manager. Therefore, the team must develop some 
"team" performance measures that every member will be evaluated 
on by every other member (see Figure 4.4). To evaluate only the per- 
formance of team members and not the performance of the spon- 
sor or manager violates the very essence of what a team is about. 

5 .  Conduct JIT reviews. A business plan can be greatly facilitated if it is 
developed on a computer and the information is either projected onto a 
large screen with the use of an overhead or hooked up to a large-screen 
monitor. In either case, the purpose is to shorten the development time by 
making revisions then and there, eliminating the revision cycle. Review and 
revision cycles are very costly. Our studies using activity-based costing have 
shown that using on-line documentation is an exceptional productivity tool. 
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Manager 9 
Figure 4.4.360”Assessment and Feedback 

JIT reviews have two distinct levels. Level One JIT review is one in 
which a SME and the SME’s supervisor together review work that has been 
completed. For information-based products, the review should be done 
“while both are sitting at the computer.” This means a copy to the work 
should be given to the supervisor before the review. Any suggestions or 
revisions of the work should be done when the supervisor finishes with the 
SME and makes any corrections on the computer. This completely elimi- 
nates the costly shuffling of paper revisions, greatly increases productivity, 
and reduces work cycle time and production costs. Level Two JIT reviews 
take place when the sponsor, or the sponsor’s representative, signs-off on 
the subcomponent. Again, if the product is information-based, the review 
should be done with the SME sitting at the computer and inputting any 
corrections on the spot. 

All of the authors of this book have been involved in JIT reviews with 
senior management in our respective companies. While JIT reviews are exas- 
perating for most managers and sponsors in the beginning, our evidence 
clearly shows that ]IT reviews are one of the single most effective ways of 
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drastically reducing review, revision, and work cycle time. The first review 
reduces costs and the second review gets products to the market sooner. 

JIT reviews become somewhat more complicated when the product is 
not information-based. However, the same principles can be used. For 
example, any changes to some physical component can be noted or 
changed in most CAD/CAM systems. The idea is to make changes or revi- 
sions as close to the product as possible. 

6.  The physical working environment. The design of the work environ- 
ment can have a significant impact on cross-functional productivity for 
two basic reasons. First, boundary management is very important when a 
cross-functional team is put together to create a new product or service. 
All boundary crossings can have a negative impact on the productivity of 
the team. 

Second, research conducted by the Catalyst Consulting Group suggests 
that close proximity of team members greatly increases communication of 
new ideas and decreases the time it takes to solve specific problems. 
Therefore, we have adapted the JIT group technology cell as the best 
model for the physical working environment for cross-functional teams. 
Figure 4.5 shows what the “cell” looks like. 

A. The cross-functional team should be located away from normal traf- 
fic patterns. Boundary crossings are disruptive and should be mini- 
mized as much as possible. 

B. Each team member should have all essential resources, his or her 
own computer, reference materials, etc., nearby. 

I 1’3 w w w l  
I I 

Figure 4.5. Group technology cell configuration. 
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C. Team members should face the wall of the cell. This is because work- 
ing in a cell is very intense, and our research shows that people find 
facing each other over long periods of time makes them feel some- 
what uneasy-there is no place to “hide” in a cell. 

D.A conference table should be placed In the middle of the cell. This 
makes it possible for cross-functional team members to have JIT 
meetings whenever necessary. 

E. The team leader should be located outside the cell’s boundaries. The 
leader is a facilitator and coordinator, not a worker. 

F. There is limited data on how well such a configuration would work 
for task forces because of their temporal nature and because mem- 
bers meet infrequently. But the concept of having all the necessary 
resources in one central place is difficult to discount. Furthermore, 
if productivity were to increase like it does in successful cross-func- 
tional teams using this configuration, the benefits would surely jus- 
tify the costs. 

Arthur Anderson & Company decided to place cross-functional teams 
in a group technology cell configuration. The reasoning was that close 
proximity of team members would decrease total work cycle time, 
increase product quality, and reduce total costs. In a preliminary study 
involving five teams, pre-, concurrent-, and post-conduct evaluations were 
made using individual interviews, questionnaires, and time and cost com- 
parisons against standards. The results clearly demonstrated that cross- 
functional teams in group technology cells tend to realize dramatic 
improvements (45 percent reduction in costs and 60 percent reduction in 
task-related cycle times). It was from this study that preliminary cross-func- 
tional team performance variables were developed. These variables were 
used to conduct a more thorough and complex analysis of cross-functional 
teams. 

7. Managing the boundaries. Boundary management is a fairly recent but 
important concept. What is a boundary? For our purposes, the boundary is 
the imagined or real physical boundaries surrounding a team. The concept 
emerged with the introduction of JIT, focused factories, and group tech- 
nology cells. Focused factories and group technology cells have physical 
boundaries that designate what kind of operations take place, such as 
milling operations or upholstering car seats, and what kind of material 
exchanges take place across those boundaries. These concepts have been 
adapted to task force and cross-functional teams with great success. 
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The reasoning behnd boundary management is straightforward: the fewer 
times team members or products cross the boundary, the greater the produc- 
tivity. Further, the more vemcally and horizontally specialized a team is, the 
more costly boundary crossings become. The team leader’s job is to make 
sure that all of the resources that a team needs can be found within the 
team’s boundary. No team member should have to leave the team to secure 
resources. Further, the team leader should limit the number of non-team 
members crossing team boundaries. 

Managing relationships with constituents and stakeholders may be time 
consuming and tedious and may infuriate traditional managers. Managing 
a team means managing the relationships inside and outside the team, if 
the team is to be successful. Team leaders must become facilitators instead 
of movers, shakers, doers, or direction givers. 

8. Team Support. Task forces and cross-functional teams need to be nur- 
tured. Our experience has shown that a cross-functional team in a cell 
developing a new product can be exhausting. Working in a cell, while 
unquestionably increasing productivity, is very much like living in a fish- 
bowl. Everything everyone does is visible. Peer pressure to conform to 
unwritten productivity standards is enormous. All of this, coupled with 
short time lines, makes this environment a difficult one to adjust to. 

Sponsors and Managers of successful teams have been experts in perfor- 
mance management, particularly good at coaching, and exceptional in hand- 
ing out pats on the back, “way to go,” and 730 pizza parties. Equally impor- 
tant, good sponsors and managers have seen to it that the team received a 
much deserved “break” after a project was successfully completed. 

Team members on successful teams have stated that they would work in 
such an environment again if they had the same sponsor or manager and 
because they felt like they were able to accomplish goals they thought 
would have been impossible to reach without the team. In contrast, spon- 
sors and managers that did not nurture team members found that they 
were less likely to attract top performers when they asked for volunteers 
and had higher turnover rates after completion of projects. 

Other Ways to Ensure Team Success 

Team Formation Meetings. The team must spend time together develop- 
ing a business plan that includes all of the points discussed earlier. We rec- 
ommend that teams take at least two days off-site to put together the corn- 
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ponents of the business plan. Many managers are taken aback by this sug- 
gestion, but it must be remembered that a task force or cross-functional 
team that has to backtrack as a group is costly in terms of additional time 
in revision and lost opportunity costs. The time spent in developing a mis- 
sion and a business plan will be more than made up during the develop- 
ment cycle of the project. 

Training. Training is essential to the survival and success of any long-term 
task force or cross-functional team. Joining a team is a highly emotional 
experience, and team members need to understand how to manage the 
process. We recommend that managers and team members receive train- 
ing in the fundamentals of integrated business planning, performance 
management, team design and development, and process consultation. 
Performance management will establish the ground work for developing 
performance objectives and measures, define how coaching works, and 
introduce review and assessment concepts. Process consultation is essen- 
tial to understanding what is going on within a team at any given time and 
provides a nonthreatening way to discuss problems and solutions. 

Rewards. Task forces and cross-functional teams have reward issues that 
d o  not exist in other kinds of teams. In self-directed work teams, team 
members are almost always from the same level and similar pay ranges. 
This is not the case for task forces and cross-functional teams. Some task 
forces have members from every function and level of the organization. 
The reward system has to be carefully thought through, especially if cross- 
functional teams become common in an organization. Why? Rewards, and 
how they are distributed, are one of the most divisive factors in modern 
organizations. Managers and sponsors who believe employees d o  not 
understand the reward distribution rates, how such decisions are made, 
and the large disparities between employees and management are mislead- 
ing themselves. If  the disparities between rewards for  sponsors and 
employees are too great, or if the sponsor receives bonuses based on team 
performance and team members d o  not, it is very likely that the program 
to establish task forces or cross-functional teams will fail. 

Debriefing the Task Force or Cross-Functional Team. We think that one 
of the most valuable efforts that an organization can d o  is to debrief task 
forces and teams at the end of a project. This should be conducted by a 



Task Forces and Cross-Functional Teams 79 

facilitator from outside the functions of the team members. The purpose 
of the debriefing is an honest and open evaluation of what went wrong 
and what went right. It should be structured in such a way that the same 
questions are asked of every team so that data can be compared over time. 
The information from the debriefing should be treated as “developmental” 
data as opposed to assessment or personnel decision data. 

Customer-Value-Added 
Performance Measures 

Almost all task forces and cross-functional teams are brought together 
to develop new products and services or solve complex problems. The fol- 
lowing list of customer-value-added performance measures will help most 
task forces and cross-functional team develop better products and services 
in shorter time. 

Anticipation. Every team member has a responsibility to anticipate 
customer (or stakeholder and user) needs and requirements. This is 
not as difficult as it seems. A few hours spent conducting focus groups 
or telephone interviews, and reading between the lines of the data, 
almost always leads to a better fit with customer needs and require- 
ments. 
Innovation. Innovative products and services based on good customer 
feedback analysis almost always turn out to be a money maker. Teams 
members should be encouraged to come up with innovative solutions 
to routine problems that get in their way and the customer’s way. 
Expertise. Task forces and cross-functional teams can cost upwards to 
tens of thousands of dollars a day just in labor costs. What team mem- 
bers bring to the table is often vital to the success of the team. There- 
fore, all teams members should be evaluated on their expertise and 
business knowledge. 
Integration. Team members must think through how their portion of a 
project will integrate with all other parts, or how a new product or ser- 
vice integrates with existing products and services. Keeping the “big 
picture” in mind often reduces rework and redundancy. We feel that 
this should be a primary performance measure for all information 
technology teams because team members are often dazzled by tech- 
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nology without thinking about the consequences of its implementa- 
tion, particularly for stakeholders and users. 
Alignment. Teams should keep a copy of the business mission and 
plan close at hand. Team leaders and members should frequently 
check to see if the project products and services are still aligned with 
the business mission and plan. 
Project management. If you can’t manage a project, you can’t manage 
a task force or a cross-functional team. Project management (i.e., mile- 
stones, due dates, quality, customer requirements, cost control, and 
intra-team functioning) should be a primary measure for all team man- 
agers and leaders. 
Translation. The new products and services that come out of task 
forces and cross-functional teams often have new language, processes, 
and procedures. It is the team’s responsibility to make sure that cus- 
tomers, stakeholders, and users understand, in their own language, 
what these new products and services mean to them, and how they 
will changes their work. 
Application development. No new product or service should be intro- 
duced without first having in place the tools and techniques needed to 
sell, maintain, or service it. 

Summary 

The skills required for successfully implementing task forces or cross- 
functional teams do not require years of experience. In fact, we have seen 
new managers who were quite successful in implementing cross-functional 
teams. Success starts with a sponsor who is willing to share his or her 
vision and provide the team with the support they need. Next, a good busi- 
ness or project plan must be developed that outlines the team’s mission, 
roles and responsibilities, milestones and due dates, and established team 
processes. Team, individual, and project performance measures must be 
written as well. All teams must be stable, and task forces or cross-function- 
a1 teams are no exception. Therefore, team members should be dedicated 
or scheduled for the duration of the project. We also think it’s important 
for the team to have a working knowledge of process consultation and 
conflict resolution. 

Last, but not least, we think that there are ways to physically arrange task 
forces or cross-functional teams to have positive impacts on productivity 
and overall quality of products. Adopting some principles from JIT and 
group technology cell design may be one way to increase productivity. And 
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bringing the team together during a team formation meeting to build the 
business plan and work out team operating procedures is a sure way to 
increase productivity. 

In the next chapter we will discuss self-directed work teams. We will dis- 
cuss their historical evolution, characteristics, components, and suggest a 
methodology for designing and implementing them. We will also examine 
several successful organizations that use self-directed work teams as a 
strategic advantage. 



What Are Self-Directed Work Teams? 

We define a self-directed work team (SDWT) as a small group of 
employees (usually 5 to 20 people) who are responsible for carrying out a 
significant piece of work. This team is empowered to control their work 
environment and to strive for self-sufficiency. Although the exact roles and 
responsibilities of each team vary, SDWTs are usually responsible for most 
of the activities that relate to work planning, execution, and evaluation. 
Common roles and responsibilities of a SDWT include work scheduling, 
job assignments, material handling, preventive maintenance, housekeep 
ing, personnel administration, record keeping, improving work methods, 
training, equipment set-up, assembly and fabrication, and safety. 

Developing the capability to operationalize the concepts behind SDWTs is 
difficult for most managers and employees. The theory upon which they are 
based, sociotechnical systems theory, was developed by academics, and the 
vast majority of research and writing on the subject is conceptual rather than 
implementation focused. An accurate understanding of what SDWTs are is 
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exacerbated by the many different variations of SDWTs that have evolved 
over the years. These variations are known as high-involvement work teams, 
super teams, autonomous work groups, and self-managing work teams. In 
the minds of most academics there are critical differences between each of 
these teams, but to those managers who are looking for a means to optimize 
their units’ performance the differences are barely discernible. 

SDWTs are not a new approach to job and organization design. They 
have been used in Europe and Asia for the last 40 years. Since the 1970s a 
number of companies in the United States, such as General Foods, PPG 
Industries, Inc., Proctor & Gamble, Sherwin Williams, TRW, General 
Motors, M&M Mars, Best Foods, and Cummins Engine, have implement- 
ed SDWTs in one or more of their facilities. Articles and books abound 
with stories of companies achieving dramatic results with SDWTs. The fol- 
lowing are some examples. 

TRW’s Oil Well Cable Division of Lawrence, Kansas, realized an 80 
percent increase in work output over a six-year period while staffing 
levels only increased 12 percent. Turnover during this time was less 
than 1 percent and absenteeism was 2 percent. 
Donnelly Mirrors implemented SDWTs in the 1970s. At the end of the 
first year, the company realized cost reductions of $15 million, pro- 
ductivity increased 48 percent, and quality improved 8.5 percent. 
A team of clerks in the back office operation of a Federal Express office 
in Memphis improved quality by 13 percent and spotted and solved a 
billing problem that was costing the company $2.1 million a year. 
General Mills realizes 40-percent higher productivity in plants that use 
SDWTs as compared to their traditionally designed plants. 
Over a four-year period the Dana Corporation reduced its corporate 
staff from nearly 475 to less than 100. During this time the number of 
levels of management was reduced from 14 to 6 while sales increased 
four-fold. 
Westinghouse Canada at Airdrie, Alberta, reduced the cycle time for 
made-to-order motor control devices from 17 weeks to 1 week. 
Zilog’s SDWT wafer fabrication plant in Nampa, Idaho, has had quali- 
ty yields 15 to 25 percent better than the industry average ever since its 
start-up in 1978. 
Shenandoah Life Insurance Company reduced the cycle time of their 
policy application process from 27 work days (it required 32 clerks in 
three different departments) to less than 2 days. They are processing 
50 percent more applications with 10 percent fewer employees. 
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Benefits 

Although we’ve cited several success stories of well-designed SDWT ini- 
tiatives, the exact types of benefits vary according to such variables as the 
objectives of the redesign effort and the specific application (white-collar 
staff function versus shop floor manufacturing setting) of SDWTs. Based 
on our experience with SDWTs we believe a well-designed program can 
provide benefits to both the organization and its employees. 

From an organizational standpoint, we typically see significant improve- 
ments in operational and employee flexibility. Processes are usually 
redesigned to maximize the overall process and not one fink or unit with- 
in the process. For example, the order entry process in most manufactur- 
ing companies includes a number of departments such as customer ser- 
vice, marketing, production planning, and shipping. Instead of redesigning 
the work flow in just the customer service function, SDWTs redesign the 
entire process and redraw, if appropriate, the reporting relationships and 
unit boundaries. Since jobs are redesigned to promote multi-skilling, this 
maximizes both operational and employee flexibility. Overhead and oper- 
ating costs are invariably decreased because as work is leveraged down to 
the operating workforce, staffing levels of support and management are 
decreased markedly. Productivity is increased because output is significant- 
ly increased while input has been reduced. Functional silos are also mini- 
mized because work processes, information systems, and performance 
measures promote cross-functional cooperation thereby reducing the 
power of fiefdoms. Since the work itself is more challenging and motivat- 
ing, absenteeism and tardiness tend to decrease. Interestingly, we also find 
in the short term that turnover increases. Because the work becomes more 
demanding we find that the “dead weight” most organizations carry on 
their payroll tends to self-deselect. Pressures from the team as well the 
redesigned work processes (that eliminate hiding places for this dead 
weight) immediately bring to light those who are unable or  unwilling to 
carry their own weight. 

Employees also tend to realize benefits as a result of SDWTs. Since 
SDWTs rely heavily on cross-functional training, on-the-job training, and 
classroom training, employees have greater opportunities for professional 
development. This, coupled with the fact that most SDWT initiatives USC 

either a skill-based pay or gainsharing reward system, has enhanced 
employees’ opportunities for career and salary progression. Since job 
redesign is an integral part of S D W s ,  the redesigned jobs tend to provide 
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greater opportunities for employees to participate in decision making and 
to take responsibility for their actions. We believe this increases employee 
perceptions of job and company satisfaction. Plants that adopt SDWTs 
provide more job security than those that are traditionally organized. Aside 
from those individuals who are displaced during the transition (who prob- 
ably would have been displaced due to market conditions anyway), those 
who survive operate in a “leaner” organization that is better able to com- 
Pete in the marketplace. According to our research, organizations that use 
SDWTs tend to have better quality and higher productivity, which allows 
them to compete more effectively. When an economic downturn occurs, 
these organizations are not hurt as badly as organizations that are tradi- 
tionally organized. 

History and Evolution of Sociotechnical 
Systems Theory 

SDWTs are based on sociotechnical systems theory, which was originat- 
ed by Eric Trist and his colleagues at the Tavistock Institute in London. 
During the early 1950s the National Coal Board asked The Tavistock Insti- 
tute to conduct a study to isolate characteristics of high-producing and 
low-producing coal mines. The research team focused on the relationship 
between increased productivity and the application of state-of-the-art tech- 
nology. Trist’s initial studies centered around the difference between high- 
performing units with good group relations and successful diffusion of 
innovative work practices and those with low productivity, quality, high 
absenteeism and turnover, and poor labor-management relations. Trist 
concluded the following from this early study: 

1. Productivity failed to increase in step with technological advances. 
High-performing units used autonomous groups of employees who 
had interchangeable roles (employees could perform multiple jobs 
from filling to cutting and loading). The high-performing units used 
minimal supervision and had high degrees of intergroup cooperation. 
The jobs were structured around “whole” tasks with definable prod- 
ucts, ongoing feedback was provided to the employees, and the jobs 
fostered high task variability. Employees were empowered to make 
decisions that were previously made by management (such as, work 
scheduling and job assignments). 
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2. Low-performing units tended to be bureaucratic and utilized jobs that 
were repetitive and fragmented. Employees only knew their jobs and 
were not knowledgeable in upstream or downstream activities. Also, 
management tended to closely supervise these employees. 

3.  A production system is composed of a technology system and a social 
system. In order to optimize overall performance, each system had to 
be optimized to meet the demands of the external environment. 

Trist reported his findings to the National Coal Board along with rec- 
ommendations for reorganizing around work teams. Those mines that 
implemented his recommendations realized an average increase in output 
of 15 percent. 

In the late 1950s the Tavistock Institute conducted additional research 
on work organization, this time studying a weaving shed at Ahmedabad, 
India. Two different studies were conducted on automatic and manual 
looms. Trist again concluded from these studies that there was a direct 
relationship between the technology employed and the way work was opti- 
mally organized. Productivity was low in areas where the technology 1) 
minimized worker interactions, 2) created jobs that were highly repetitive 
and allowed minimal opportunities for learning and development, and 3 )  
fostered work processes that were highly fractured and convoluted. Trist 
also concluded that other systems within the organization (such as, the 
way workers were paid and, the amount of structure-policies, procedures, 
rules, regulations) also impacted worker motivation and productivity. 

In the early 1960s the Tavistock Institute became involved in the Norwe- 
gian Industrial Democracy study, which focused on job design and further 
developed the sociotechnical theory by suggesting that work had to satisfy 
the social needs of the worker. Specifically, a well-designed job should pro- 
vide conditions for learning, involvement in decision making, and oppor- 
tunities for personal growth. 

The importance of meeting the social needs of employees was never 
more evident than during strikes in 1972 between the UAW and General 
Motors at their highly automated Lordstown, Ohio, Vega plant. This was 
the first time that the key issue in a strike was the quality of the jobs them- 
selves rather than pay. 

In the late 1960s Saab-Scandia conducted additional research on 
SDWTs and established their first work group in 1969. Within four years 
approximately 130 production groups and 60 development groups were 
being used. Productivity increased considerably, downtime was reduced 
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from 6 percent to 2 percent, and turnover on the chassis line was reduced 
from over 70 percent to under 20 percent. These successes led to the 
design and construction of Saab’s Volvo plant at Kalmar, Sweden, in 1974. 
This highly innovative plant was one of the first to be specifically designed 
around work teams of 15 to 25 workers who were responsible for assem- 
bling complete subassemblies and sections of the car. 

During the last two decades a number of highly progressive companies, pri- 
marily in the manufacturing industry, have been at the forefront of SDWT 
technology. Proctor & Gamble, Digital Equipment Corporation, and TRW 
have invested considerable resources to convert much of their manufacturing 
facilities to a SDWT approach. Executives from these companies believe that 
SDWTs have allowed them to reduce costs, improve productivity, improve 
labor-management relations, and enhance customer responsiveness. 

Requirements for Success 

Over the years a number of research studies have been conducted to 
determine what environmental factors are positively correlated with a suc- 
cessful transition to SDWTs. The studies and our personal experience sug- 
gests the following variables tend to support a SD\W transition: 

Egalitarian culture. SDWTs require a culture that deemphasizes status. 
Perquisites such as executive dining areas, separate lunch rooms and 
restrooms, and large offices should be avoided to eliminate barriers to 
communication and cooperation. 
Timely and targeted education. The redesign of jobs, unit boundaries, 
and reporting relationships typically creates critical competency gaps 
for such groups as first line supervisors, technical and administrative 
support functions, and employees whose jobs are redesigned. Educa- 
tion is needed to clarify new roles and responsibilities, to delineate 
decision-making authority, and to facilitate new skill (both technical 
and nontechnical) acquisition. 
Participatory management style. The transition to SDVVTs requires a 
management team that is comfortable with empowerment and lever- 
aged decision malung. Supervisors and managers who are unable or 
unwilling to adopt this style of leadership should be identified, coun- 
seled, and, as a last resort, transferred or terminated. Employees must 
also want to accept new responsibilities (such as being process experts) 
that were previously handled by management or support personnel. 
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Employment security. SDWTs are perceived very differently by each 
stakeholder group. Managers usually see them as a means of improv- 
ing customer service, reducing overhead, and enhancing quality and 
productivity. Supervisors and employees may see them as a mecha- 
nism to reduce staffing levels. Fear of job loss is real because these 
groups of employees are frequently displaced when companies transi- 
tion to SDWTs. It is, therefore, important for organizations to develop 
mechanisms to equitably address employee concerns. These can range 
from outplacement assistance and developing a skill bank to guaran- 
teeing employment security and using seasonal or part-time workers as 
a means to address fluctuations in product and service demand. 
Stakeholder commitment. There are a variety of stakeholders who 
have “yes” and “no” votes regarding the ultimate success of SDWTs. It 
is important to solicit input and commitment from such stakeholders 
as unions, all levels of management, employees, suppliers, and cus- 
tomers. If you operate in a unionized environment, we suggest you 
involve the union at the earliest possible time (during the readiness 
assessment or early design stages). Since it commonly takes 24 to 60 
months for an organization to fully institutionalize SDWTs, maintain- 
ing stakeholder commitment is critical to the overall success of this 
type of initiative. 
Rewards and recognition. No matter how you cut it, implementing 
SDWTs means more work. The focus is to get more output with less 
input. If carefully packaged, employees are typically willing to invest in 
the SDWT approach, but their investment must be rewarded appropri- 
ately. Management should have in place a base-salary system that 
rewards flexibility or a bonus-based system that rewards team output. 
We highly recommend managment consider a skill-based pay or gain- 
sharing compensation system. 
Task differentiation. SDWTs require work processes that allow the 
completion of a relatively whole task. If work is highly automated or 
existing processes do not lend themselves to task enrichment, then 
S D W s  are not a viable alternative. 
Boundary control. This relates to the extent employees can influence 
transactions (rates of inputs and outputs) within their work environ- 
ment. In a SDWT environment employees are responsible for manag- 
ing interactions and transactions within their own work area. The 
team leader is responsible for managing transactions and interactions 
between different teams or work units. This can include obtaining 
needed resources, facilitating inter-team communications, and trou- 
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bleshooting operational problems that either are caused by or impact 
other areas. 
Task control. This relates to the degree to which employees can 
impact work output. This can include ability to choose work methods 
and scheduling work. If employees have minimal control over tasks, 
then SDWTs may not be a good fit. 

Now that you have an understanding of the key success criteria for 
SDWTs, we would like to discuss issues that management should consider 
when designing and implementing this type of team. 

The Design and Implementation of 
Self-Directed Work Teams 

Sociotechnical systems theory is based on a view that an organization is 
composed of a series of processes where inputs are transformed to out- 
puts that are valued by the customer. These processes occur within a social 
and technical system. Each system affects the other and is directly affected 
by demands in the external environment. 

This view of organization or job design sharply contrasts with the way 
organizations are typically organized. Functionally, product, or geographi- 
cally organized companies typically have problems with centralized deci- 
sion making, are composed of narrowly defined jobs that promote special- 
ization, utilize a structure that doesn’t promote innovation and creativity, 
and have insufficient levels of intra- and inter-unit cooperation. 

Table 5.1 compares the characteristics of traditional organizations and 
organizations that use a SDWT structure. Interestingly, organizations that 
utilize SDWTs tend to create an environment where employees are encour- 
aged to be flexible, multiskdled, and work as part of a team to identify and 
redress variances. These types of organizations tend to foster open com- 
munications and reward employees for team performance or  new skill 
acquisition. 

When designing a SDWT we have used the following guidelines: 

Ll&ntify and strive to eliminate the causes of variance. Variance is any 
unplanned event (such as poor quality of incoming materials or equip- 
ment failure) that critically affects an outcome. If a variance can’t be 
eliminated, control it as close to its point of origin as possible. Incor- 
porate inspection into jobs where possible. This shortens the time 
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Table 5.1 
A Comparison of Traditional Organizations and SDWTs 

Design Variables Traditional Organization SDWT-based Organization 

Job design Focus on specialization 
Leadership style Leader directed 
Reward system Focus on individual initiative 

Information flows Typically top down 
Employee involvement Commonly voluntary, focus 

on problem solving 

Variance control Controlled by management, 
technology, and support groups 

Focus on multitashng 
Employee directed 
Focus on team performance 
and employee flexibility 
Three way 
Involuntary within intact 
work teams. Focus is on 
prevention. 
Controlled at point of origin 

needed to detect a variance, reduces rework, and decreases the need 
for interdepartmental communications. 

2. Avoid too much specification. This refers to the amount and sophisti- 
cation of documentation, rules, and policies. Only specify what is 
absolutely essential to maintain control of the process. Don’t plan for 
contingencies you don’t have to plan for. Too much specification 
impedes innovation, operational flexibility, and employee motivation. 

3 .  Design jobs that focus on the completion of a whole task. Employees 
need to understand the overall process and how what they are doing 
relates to it; they must perceive their actions as adding value. Also, 
provide considerable skill and task variability (cross train, use job 
rotation, maintain flexible work rules), delegate decision-making 
authority to the lowest level, and provide ongoing performance feed- 
back (from customers, the work itself, and peers). 

4. Ensure the information system provides timely and accurate infor- 
mation in a format that is usable. I t  is critical to use technology as an 
enabler for performance improvements. 

5. Modify the role of the supervisor. Most supervisors are responsible 
for planning, directing, and evaluating the work of others. In a SDWT 
environment, supervisors need to focus on being internal consultants, 
trainers, coaches, and boundary managers. Since these individuals are 
usually highly slulled, they should focus their attention on shortening 
the learning curve for other team members. For example, if a supervi- 
sor has 20 years of experience, he or she should strive to pass on their 
accumulated knowledge to other team members so that it doesn’t 
take them 20 years to develop the same knowledge base. 
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6 .  Unit boundaries should not separate employees who need to share 
information, work together, or learn from each other. Focus on elimi- 
nating physical barriers that impede interactions. 

7. Modify the organization’s impacted systems (human resource 
systems, planning systems, budgeting systems) to closely support 
SDWTs. These systems should not send mixed signals-they should 
support the culture needed to institutionalize SDWTs throughout the 
organization. 

Phases of Design and Implementation 

SDWTs are not a panacea for all the maladies that afflict the modern 
organization. Rather, they should be used selectively when they closely 
support an organization’s business strategy and thereby improve its com- 
petitive position. An organization that is interested in transitioning to 
SDWTs should conduct a readiness assessment as a preliminary step. A 
readiness assessment will answer three critical questions: 1) To what 
degree do SDWTs fit within the organization? 2) What are the best applica- 
tions of SDWTs within the organization? (SDWT may be most appropriate 
for one or more departments, manufacturing cells, or SBUs), and 3) What 
are the requirements for a successful transition? 

Over the years we have designed and successfully implemented several 
S D W  programs. The three-phase approach we use is based on the model 
illustrated in Figure 5.1. 

Phase I: Organization Analysis 

During Phase I the following five key activities occur: 

1. A management advisory group (MAG) and a design team are estab- 
lished and trained. 

2. A plan is created that outlines the scope, approach, and timelines for 
the project. 

3.  An analysis is undertaken of the demands and constraints that the 
external environment imposes on the organization. 

4. The technical system is analyzed to identify inputs, transformation 
processes, and outputs for each operation; this will assist in the identi- 
fication and control of variances. 
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TECHNOLOGY 

STRUCTURE 

Figure 5.1. Design variables for self-directed work teams. 

5. The social system is analyzed to identify ways to more closely align it 
with the technical system. 

An initiative as complex as implementing SDWTs requires project man- 
agement skills. This iniative starts with the creation of a project team. 
Depending on the scope of the project it is not uncommon to have a multi 
tiered project organization. Typically this consists of a MAG (usually 6 to 
10 members) composed of senior management, union representatives (if  
applicable), and 2 to 3 members from the design team. The critical role the 
MAG takes on is the creation of a charter (see Figure 5.2). A charter typi- 
cally outlines such things as the purpose of the redesign, the approach to 
use, timelines, expected outcomes, level of employee participation, and 
the design team’s limits of decision-making authority. 

MAG’S Role. In addition to creating a charter, the MAG provides overall 
direction to the design team, ensures adequate resources, approves deliver- 
ables, members act as role models, acts as a liaison to corporate manage- 
ment, develops a vision statement. 
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Figure 5.2 
The Team Charter Operating Procedures and Norms 

Operating Procedures 

The Membership of the Team 
There will be a cap of 14 teams members, roughly reflecting the orga- 
nization’s population. 
The quorum number for the team is ll, when it has achieved its 14 
member cap. 

Otherwise, quorom is a super-majority (80 percent) of current team 
membership. 
Team members can be nominated by any team member; however, the 
initial team membership interview will be conducted by the supervi- 
sor, who will make a yes/no decision to present the candidate to the 
full team. 
The team will interview all candidates forwarded by supervisor. 
Membership to the team will be determined by first round team vote. 
Admission to the team requires a super-majority (9) of members voting 

Team membership is not a right, but a privilege; therefore, 
in favor of the candidate admission. 

missing five or more meetings could result in membership termination. 
missing three meetings in a row could result in team membership 
termination. 
dismissal from the team requires a quorom of members to recom- 
mend dismissal. 
dismissal from the team will be determined by first-round anony- 
mous team vote. 
all subsequent votes will be by the showing of the hands. 

Team Meetings 
Meetings will be held every other Monday, except for holidays; alter- 

There will be one meeting each in the months of July and August. 
The meeting will be limited to 2% hours, with each agenda item allo- 

At the beginning of a meeting 

nate dates may be assigned. 

cated a specific time limit. 

the previous meet week’s minutes will be reviewed. 
school updates will be given. 
old business will be discussed. 
new business discussed. 
the agenda discussed. 
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Minutes will be kept for each meeting. 
Minutes will be kept in bullet point fashion. 
The scribe will summarize accomplishments and next steps on agenda 
before close of meeting. 
The scribe will be responsible for following week's agenda. 
Each team member may call three working days prior to meeting with 
new items. 
The keeping of minutes will rotate weekly. 
No one should keep minutes twice before any team member has done 

Team members have the right to invoke the team conflict manage- 
ment decision-mahng process by calling for a second and a simple 
majority vote. 

two. 

The Role of the Moderator 

The supervisor will be the primary moderator but will elect others to 
fill post to help leverage knowledge. This monitor will 

recognize new business from floor. 
recognize people to speak. 
monitor/reduce side bars. 
call time outs during heated debates. 
limit speakers to not more than five minutes per issues. 
invoke the team conflict management decision-making process by 
calling for a second and a simple majority vote. 

Further, everyone will do one stint as moderator before any team member 
has done two. 

The Team Norms 

We will show respect for other team members by 
not using put downs. 
being open minded. 
listening carefully. 
eliminating cliques. 
keeping focus on issues, not personalities. 
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We will communicate effectively by 
calling, if not coming. 
keeping disagreements within the team. 
thinking before speaking and being concise. 

We will build and implement a business plan by 
developing realistic short/long term goals. 
building and implementing an accountability matrix. 
using a formal decision-making process. 
developing an “outside the team” communication plan. 

We will show active involvement by 
regular attendance. 
sharing equal responsibility for implementing ideas. 

Beliefs 
We can make a difference. 
A positive attitude will help build a better organization. 

Design Team’s Role. The design team is typically responsible for: learning 
about SDWTs; conducting an environmental, technical, and social systems 
analysis; educating employees regarding SDWT concepts; recommending 
the overall design to the MAG; acting as a role model; facilitating vertical 
and horizontal communications; and leading the implementation process. 

The design team should work closely with the MAG and is typically com- 
posed of 6 to 12 employees from each function within the scope of the p r o  
ject. The team is usually empowered to collect data, educate themselves 
and other employees, keep employees informed about the project, and 
implement approved recommendations. Two key activities the design team 
should complete early in the project are the creation of a commitment plan 
and a communication strategy. The commitment plan should identify 1) the 
stakeholders impacted by SDWTs, 2) winners and losers-(some groups of 
stakeholders will be positively impacted by SDWTs by gaining more input 
into decision making and, having jobs that provide more growth, whereas 
others will be losers-(they will lose power, status, and so on), 3) people 
whose support is essential for success, and 4) any outstanding concerns 
from any stakeholder group. The communication strategy should identify 
the communication vehicles (meetings, videotapes, and so on) that will be 
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used to convey each message, specify the frequency of communications, 
identify methods to counteract rumors, and develop mechanisms to solicit 
employee input and to address their concerns. 

Once the design team has completed its preliminary tasks it can focus its 
attention on conducting an environmental analysis. The objective of this 
analysis is to identify the organization’s interdependencies with external 
stakeholders. It also should identify the present and anticipated demands 
the environment places on the organization as well those factors that influ- 
ence organizational performance. Key questions to ask in an environmen- 
tal analysis include: 

1. Who are the organization’s stakeholders? 
2. What demands does each stakeholder currently place on the organi- 

3 .  What demands is each stakeholder expected to place on the organiza- 

4. Can the organization influence these current and future demands? 
5. What effect will changes in demand have on the organization? 
6. How well is the organization meeting these demands? 
7. What constraints or  opportunities d o  these stakeholders create? 

zation? 

tion in the future? 

In most instances these questions will generate a large amount of data. 
The data must then be synthesized, and a desired future state, or vision, 
must evolve from this synthesis. 

Technical Systems Analysis. The technical system includes work flows and 
processes, procedures, instructions and information, techniques, tools, 
equipment, machines, and physical space that are used in transforming the 
organization’s inputs to outputs, The focus of the technical systems analy- 
sis is to reduce the probability of key variance from occurring. 

The technical systems analysis usually begins with an indepth work analy- 
sis. This frequently employs one of the many process mapping technologies. 
Additionally, data should be collected on the physical work setting (amount 
of light, temperature, noise levels, orderliness, and so on) and spatio-tempo- 
ral layout (anything that can affect the amount and quality of interpersonal 
interactions). Key aspects of the technical systems analysis include: 
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1. Identifying the mission or purpose for each process. 
2. Creating a process map for each process. This includes identifying 

the inputs, outputs, transformation processes, information flows, and 
existing unit boundaries. These maps should note bottlenecks, points 
of inspection, cycle times, activity costs, and productivity and quality 
problems. 

3. Identifymg the sources and causes of variance. 
4. Understanding how key variances are controlled, the information 

needed to control variances, where the information comes from, how 
the information is used, and how employees are kept informed about 
the effectiveness of their efforts to control variances. 

5 .  Examining how the social system actually controls or copes with vari- 
ances in the technical system. 

6.  Strategically prioritizing key variances. 

Social Systems Analysis. The social system consists of the people who 
work in an organization, their attitudes and perceptions toward the organi- 
zation, their expectations and needs relative to their jobs, supervisory-sub- 
ordinate relations, worker interrelations, the way jobs are grouped into 
units, and the tasks that are completed. The primary emphasis of the social 
systems analysis is to identify what employees want in their jobs and the 
extent to which the job is fulfilling their needs, and to understand and 
improve the effectiveness of focal roles (individuals who can most readily 
impact key variances). 

The data for a social systems analysis is usually collected through any of 
the following methods: focus groups, interviews, archival document 
reviews (review of quality of work life indicators, such as trends in employ- 
ee surveys, absenteeism rates, grievances, and turnover rates), observation, 
and surveys of employees. 

Typically, the analysis focuses on four key activities that occur in all orga- 
nizations: goal setting, adaptation, integration and coordination, and long- 
term employee development. Analysis of the goal-setting process address- 
es how well the basic business mission, strategy, and goals have been 
communicated and accepted by the workforce. It should also address lev- 
els of involvement in the process and stakeholder’s understanding and 
commitment the strategy and goals. It includes the strategic and business 
planning activities and budgeting processes. Adaptation refers to how well 
the organization is able to identify and react to changes in its environment. 
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I t  relates to the appropriateness of current policies and practices that 
impact risk taking, environmental sensing, innovation, and feedback from 
customers, suppliers, and competitors. Integration and coordination con- 
cerns the effectiveness of the activities of individuals to get interrelated 
units and people to work together. I t  includes policies and practices 
regarding conflict management, organizational communications, and 
cooperation. Long-term employee development concerns the effective- 
ness of policies, procedures, and systems that are designed to develop the 
knowledge, skills, and abilities of the workforce. This can include the train- 
ing and development, performance management, reward and recognition, 
and selection and advancement systems. 

In addition to analyzing the effectiveness of these systems, it is also 
important to identify employees needs, perceptions, and attitudes relating 
to 1) the most important and least important attributes of a job; 2) the 
extent to which these attributes are present in their current job; 3 )  issues, 
systems, and processes that are preventing them from doing a better job; 
4) the nature and effectiveness of communications (that is, who interacts 
with whom? when? and how?); and 5 )  how can goal setting, adaptation, 
integration, and long-term employee development be improved? 

Phase II: Detailed Design 

During this phase, the design team analyzes the data from the environ- 
mental, technical, and social systems analyses. Utilizing the vision state- 
ment, charter, design objectives, and the list of critical variances, the team 
identifies as many redesign alternatives as possible. At this point it is 
important not to put any unnecessary boundaries on idea generation that 
will curtail creativity. Once a large list of redesign alternatives is developed, 
a cost-benefit analysis should be undertaken to prioritize the alternatives. 

When the design team feels confident their alternative design will appre- 
ciably improve the organization, they should select their preferred modifi- 
cations and create a detailed action plan with budget and present it to the 
MAG for their review. A well-developed action plan will identify proposed 
modifications to inputs, transformation processes, outputs, unit bound- 
aries, technology, job design, staffing levels, and organization systems and 
processes. At this time the MAG will usually d o  one of three things: 
approve the plan, request a pilot test of the design on a smaller scale, or 
identify issues and concerns they have that must be addressed before final 
approval. If the design team has done its homework it is extremely unlikely 
the MAG will veto the plan outright. 



Self-Directed Work Teams 99 

Phase 111: Implementation and Evaluation 

During this phase, a number of implementation teams are usually creat- 
ed to assist the design team in carrying out a myriad of activities. These 
teams are usually composed of representatives from the units that are 
impacted by the redesign and are responsible for addressing the nuts-and- 
bolts issues (such as, modifying work processes, and revising performance 
standards). 

One of the critical activities that implementation teams and the actual 
S D W s  must complete is a code of conduct that dictates the ground rules 
for interactions between team members. Unless this is addressed early in 
the process, we tend to find significant dysfunctional behavior occurring in 
the team. See Figure 5.3 for an example of a code of conduct that was used 
by a Fortune 200 manufacturer of mailing systems. 

Members will become skilled in all team and team leader roles; 

All relationships and actions should lead to increased trust and con- 

Communication will be open and honest, without fear of negative 

Team values will reflect individual member values. 
9 All interactions, problem solving, and decision-makmg activities are 

Solutions to conflicts will be sought assertively and cooperatively. 
Suggestions, comments, ideas, information, and criticisms are 
offered and received with a helpful attitude. 
Team members will help each other reach their fullest potential in 
technical knowledge and share their knowledge and slulls with each 
other. 
Efforts will be made to keep stress, anxiety, fears, and unnecessary 
pressure at the lowest possible level. 
Goals set by the team will be attainable; members will give mutual 
help in attaining goals. 
Each team member has 100 percent responsibility for team success. 

members will assist each other in developing skills. 

fidence. 

consequences. 

done in a supportive atmosphere. 

Figure 5.3.  Sample code of conduct. 
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During the implementation process, a number of employee groups, 
including the implementation teams, should participate in a wide range of 
educational opportunities. Listed below are the common topics addressed 
during a SDWT transition: 

An overview of SDWTs 
An overview of the redesign plan (to set expectations). Minimally, this 
should include modifications to the mission, vision, physical layout, 
unit boundaries, job design, and changes to the organization’s systems 
and processes. 
Project management 
Change management 
Job and organization redesign principles 
Team facilitation 
Team skills 
New role of the supervisors 
Relevant job content training 

Summary 

In this chapter we discussed the conceptual underpinnings of SDWTs 
and key design and implementation issues. In Chapter 6 we will discuss the 
important role management plays in leading the transformation to teams. 



When new CEOs are brought in, or those already in place are charged 
with bringing about change, they generally surround themselves with a 
team of executives who already have the same values and beliefs as they 
do. In fact, these executives may be part of a cross-functional team, whose 
role is to help execute their strategy by putting into practice the values and 
beliefs that are needed to support it. Generally speaking, if someone fails 
to buy into the values and beliefs and refuses to support the strategy, they 
either remove themselves voluntarily because they cannot or will not 
adjust, or they are eventually told, as Lee Iaccoca would say, ((to get out of 
the way.” 

The extent to which success in implementing teams occurs at lower lev- 
els depends on having managers in place further down in the organization 
who also: 

buy into the strategy 
adopt the values and beliefs required to implement the strategy suc- 
cessfully 
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currently operate in a fashion conducive to a team; or, 
are able to change their behavior to operate in a fashion conducive to 
teams 

I t  is a t  these middle levels that  the role of the manager becomes 
extremely difficult. This is especially true if these managers have been 
accustomed to operating in a hierarchical organization, have previously 
been rewarded for autocratic styles of management, and are then told to 
implement teams. Even when the CEO sets an environment for teams, the 
transition to teams may still be difficult. This change becomes even more 
difficult when managers are told, as often happens, to implement teams 
but the level above continues to operate in a hierarchical fashion. 

Therefore, there are two major challenges facing managers: 

1. Lack of Support. Often senior management tells middle managers to 
“put in teams,” and then walk away expecting teams to happen. In 
doing this, they often provide little, if any, support and guidance. They 
are often surprised when nothing changes or teams fail. When this 
takes place, and in our experience it is a fairly common occurrence, 
middle managers are often blamed for failing to execute senior man- 
agement’s directives, even though these may not be clear, and there 
are mixed messages and conflicting goals. 

2. Role ambiguity. This is closely linked to the first point and occurs 
when managers are caught in a conflict of operating with a hierarchy 
above and a team below or when managers say to employees, “Now 
you are empowered” without themselves knowing what this really 
implies. Under these circumstances, employees become anxious and 
consequently resistant to change as ambiguity surrounding expecta- 
tions increases. Stress is frequently felt. One manager that we worked 
with said that she thought that she had empowered her team because 
she let them get on with things by themselves. She hadn’t realizcd that 
she was supposed to work with them to help set mutual goals and let 
her expectations for team members be known. When she went 
through a 360 degree feedback process, all of her direct reports com- 
plained that they had no idea what she expected them to do  or what 
they were supposed to d o  to achieve the goals of the organization. 

Because we believe that the role of the manager is of critical importance 
to the success of teams, in this chapter we examine the changing role of 
managers as new organizational structures, and especially those involving 
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teams, emerge. The resultant role may be so different that a new title such 
as coordinator may be needed. 

In this chapter we will: 

Summarize some of the underlying forces that have an impact on the 
manager’s role and why it is so important to pay attention to the role 
of the middle manager. 
Compare the skills of managers in “traditional” organizations with those 
expected in “high performance/high participation” organizations. 
Examine the role of the manager in the specific types of teams we 
have identified. 

Forces Affecting the Manager’s Role 

As we have indicated in previous chapters, the nature of management in 
many organizations is being altered as a result of several forces. At a macro 
level, the most important of these are: 

Intensified competition both globally and domestically 
Widespread corporate renewal and restructuring 
Plant and product obsolescence and excess capacity 
Rapid changes and improvements in technology 

These forces have had a significant impact on the structure of organiza- 
tions. Organizations have become flatter, reduced corporate staff, made 
use of part-time workforces, moved production offshore, and broken 
large systems into smaller ones. And, as we have noted in other chapters, 
teams have become very much a part of this new organizational model. In 
some organizations, the traditional functions of the middle manager have 
disappeared. All of this has had an impact on the manager’s power, status, 
security, and work load. 

Listed below are some of the other major trends that are taking place 
that have an impact on the manager’s role: 

Information Overload 

Managers will have to become more accustomed to allowing more 
involvement among employees in the decision-making process. With all of 
the changing forces that are taking place, it is becoming increasingly difficult 
for one person to possess the required knowledge and experience to make 
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fully informed decisions, and these individual decisions are more prone to 
errors and oversights. Therefore, the manager’s role will become more of a 
coordinator who ensures that the right people with the right backgrounds 
and skills are available when important decisions have to be made. 

Even Greater Emphasis on People Management 

Managers will have to spend more time managing change than manag- 
ing the status quo. This means an enormous change in mind-set, together 
with the acquisition and application of new skills and a much greater 
emphasis on managing people as well as the workflow will be required. 

Continued Chaos 

Managers will have to deal with uncertainty resulting from changes 
inside and outside the organization. They will have to act as integrators 
and help others to make sense out of chaos. They will have to be big-pic- 
ture thinkers and also detail oriented. A major challenge will be to remain 
big-picture thinkers in the context of the current trend to break work 
processes into small parts. To do this, well-managed cross-functional 
teams will be essential. 

Increased Complexity in Technology 

Some estimate that scientific knowledge has been doubling every 6-10 
years since the 1960s. As rapid changes and improvement in technology 
occur, there will also be increases in the complexity of technology, and it is 
likely that additional technical skills as well as business skills will be need- 
ed. Implications of this for the manager can be enormous. Questions that 
will have to be addressed are: a) will managers have to keep up-to-date, b) 
will they have to rely on people reporting to them, c) will they have to par- 
ticipate in special training on a regular basis, and d)  will they stay in the 
manager’s role for a much shorter period of time than before. 

Increased Diversity in the Workforce 

Organizations will become more multicultural, which will provide 
numerous challenges for the manager who has never had to consider the 
needs of employees from different cultural backgrounds in getting teams 
of people to work together. 
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Other Issues in the Workplace 

Managers will have to spend more time on legal issues such as sexual 
harassment, workers with disabilities, and so on. 

Managing these issues presents some major challenges that may be exac- 
erbated at the top as well as the middle levels where, as we have already 
noted, those people who rose in the organization were rewarded for the 
very behaviors that are now no longer espoused. In fact, some of the “mav- 
ericks’’ who conducted themselves in ways that are now valued were most 
likely the ones who left because they were unable to operate in the old cul- 
ture. 

All of this is further complicated by the fact that in the past (and even 
today), management was the career path many employees chose for mov- 
ing up in the organization and receiving greater financial rewards. This has 
often resulted in a variety of problems that are counterproductive to the 
kinds of organizations and the management behaviors that are needed 
today. They include: 

Poor job matches. Many good technicians were rewarded for their 
performance by being promoted into management where they were 
like fish out of water and failed. 
Politicking. Many people who were hungry for power rose in the orga- 
nization by treading on others or by using their political power to 
advance. Unfortunately, many didn’t have the interpersonal skills or 
adaptability required to manage effectively at higher levels, especially 
in the new organizational structures. 
Lack of technical expertise. In the past, many people believed the phi- 
losophy that a manager is a manager is a manager. For this reason, 
people were promoted into management positions and put in charge 
of functions where they had little and, in some cases, no technical 
expertise. Many of these managers have ultimately failed because they 
had no credibility, were unable to help in effective problem solving 
and frequently made poor decisions because of a lack of understand- 
ing of the most important factors which needed to be taken into 
account in order to make a good decision. 

In spite of their drawbacks, many of these practices are still adhered to 
and the people who advanced in this way may still be in place. Therefore, 
although many organizations have bought into the concept of employee 
involvement in decision making through the use of teams, old manage- 
ment practices still exist and the role of the manager in this transition 
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process has generally been paid less attention. A key issue in moving to 
new organizational forms is that training and preparation for new 
demands has not occurred at middle and upper management levels. 

So, it seems that managers can be faced with unrealistic expectations, lack 
of adequate support, and lack of clarity about how to move from traditional 
systems to the new team-based, customer-focused, organization designs. 

Why Is It So Important to Pay Attention 
to the Manager’s Role? 

Fewer management layers and the need for greater flexibility in process 
ing work has probably had a greater impact on managers than almost any 
other employee group. By the year 2000, many believe that of all employ- 
ees, executives and managers will have undergone the most radical re-think- 
ing of their roles. In moving to the new model, all levels of management are 
forced to relax their tight control over employees as the spans of responsi- 
bility increase, and lower levels are required to manage themselves. 

As supervisors and managers increase their spans of control, they often 
experience a loss of power and may have less energy for close supervision. 
The teams they manage are unlikely ever to be static due to constant shifts 
in customer expectations, technology, products, and services, and often 
require a continuous retraining. Management control over employees 
shifts to a role of gaining commitment on new ways to work. Therefore, 
managers may find themselves having to deal with self-managing teams 
and empowerment, business processes rather than functional silos, and 
constant change in information technology that requires that information 
be distributed rapidly to any part of the organization. 

Major challenges for managers are: 

To steer their organizations through transitions 
To find new and effective ways of managing in organizations that have 
been transformed, especially when the transformation includes 
employee involvement and teamwork. 

As we have already indicated, a major impact on the effectiveness and 
productivity of the organization can occur if the role of the middle and 
upper level manager is overlooked. These managers play a key role in help- 
ing teams to work effectively and in acting as a link to other parts of the 
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organization. If insufficient attention is paid to them, they can act as barri- 
ers to effectiveness in the following ways: 

Resistance to new behaviors 
Traditional bureaucracies were designed for making repetitive deci- 

sions on products/services with long-life cycles in a comparatively sta- 
ble environment. This was appropriate at one time and was not in 
conflict with customer requirements. However, the new breed of 
manager must be able to operate in a variety of situations and organi- 
zations that are increasingly complex and be able to deal with differ- 
ent values of the emerging workforce. A major shift in behaviors may, 
therefore, be required. This shift is extremely difficult, if not impossi- 
ble, for some managers, and they will do whatever they can to be dis- 
ruptive and fight it. This shift will be particularly hard in the many 
cases where managers have been selected and rewarded in the past for 
behaviors that are no longer acceptable. For example, the “newn man- 
ager may he expected to change from being an authoritarian boss who 
told people what to do, to a “participative” coach who is expected to 
solicit ideas from other people and operate through consensus deci- 
sion making. The difficult question facing him or her is, “What on 
earth does this mean and how on earth am I going to do it without 
totally losing sense of who I am?” 

Resistance to change from perceived threat to security 
When downsizing or delayering occurs, the middle manager is the 

one who is generally the most hard hit. The AMA reported that while 
middle managers were only about 5 percent of the workforce at the 
836 companies it surveyed in 1992, they accounted for 22 percent of 
the layoffs (Fortune, Vol. 127, No. 4, February 22, 1993, pp. 80-86). 
Consequently, apart from resistance to learning new behaviors, at 
these levels there is frequently some resistance from middle managers 
whose jobs may become threatened when teams are implemented, 
and it is at the middle levels of management that the team is most like- 
ly to fail. 

Resistance due to perceived loss of status 
Not only is there a threat to managers in terms of loss of jobs, there 

is also the threat of having to manage and lead work groups through 
transitions. They then have to figure out  how to manage (if they are 
kept in place), in the new company that emerges when they have no 
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idea what this really means for them and the immediate impact 
appears to be loss of power and status. 

Role ambiguity affects performance 
When senior managers decide to bring about change in the organiza- 

tion, they may know that they have to involve people at the bottom but 
they may have no idea what it means for the people in the middle. Given 
that the current mindset of senior managers is that change necessarily 
means cutting the middle layer, they frequently shy away from dealing 
with those people in it. This means that there can be a repetition of the 
situation found in quality circles when middle management became the 
“frozen layer” that was not necessarily eliminated but was not included 
in the change. Therefore, when asked for their support at a later date, 
they refused to provide it. By not providing guidelines for middle man- 
agers and helping them define and carry out their new roles, a critical 
piece needed in the shift to teams can be lost and their failure predicted 
in advance. In addition, if the critical role of the middle manager is over- 
looked altogether, time, money, and self-esteem are all lost. 

How to Ensure Management’s Success 

There are four major factors that should be in place to avoid resistance 
to change from managers and ensure their success when teams are intro- 
duced. These are: 

Involvement from the begnning 
Commitment from the top 
Training and development 
Appropriate rewards 

Why are these factors so important? Let‘s look at each one in turn. 

Involvement from the beginning. Many employee-involvement efforts will 
backfire unless the critical role of the manager in the transition is recognized 
and the managers are involved in the process of change from the old to the 
new right from the start. Unless this happens, managers feel a lack of trust. 

G.E. Aircraft found that when supervisors were needed to support 
change, such as redesign of the work, their involvement was needed as 
soon as possible in design planning and decision malung. This could cover 
inclusion in design teams to designing segments of a new work system. 
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After managers understand the new work system, they should take part in 
the design of their new roles. Once more, a lesson can be learned from 
quality circles where those managers who were left out often resisted and 
sabotaged efforts to make changes and implement projects. 

Commitment from the top. Based on our experience, the leadership at 
the top of the organization should be committed to teams or failure is like- 
ly. The process of consensus decision making, which is critical for teams, 
may take longer than senior management thinks it should. Meanwhile the 
managers in the middle are held accountable for getting the results within 
a set period of time. 

When managers don’t get the support from above, they occasionally 
work outside the system, go underground, form a plan, form a team. and 
get out new work. Some of them gain credibility by bringing in large sums 
of money for their organizations by using the plan and implementing new 
methods of processing work or meeting customer needs. However, this 
way of proving a point is not easy. 

Training and Development. Once managers have a better understanding 
of those skills required to perform their new roles, support and training 
through coaching and counseling either by their own boss or by an outside 
consultant can help the manager through difficult transitions. Formal 
training also needs to accompany this. Specifically this would include train- 
ing managers in understanding their new role, how to coach and counsel 
subordinates, managing multidisciplinary teams, and learning how to tol- 
erate reasonable mistakes from subordinates. 

The use of feedback to the manager from his or her subordinates, peers, 
and boss through instruments measuring perceptions of how the manager 
performs when measured against multiple criteria along a number of dimen- 
sions is increasing. This 360-degree feedback process aims to help develop 
the persons being assessed so that they can continuously improve their skills. 
This system views the customer as everyone with whom the manager works. 
In the future, it is likely that it will become even more important to give indi- 
vidual managers more frequent feedback on their work. 

Appropriate rewards. Support can also be provided through new reward 
systems and helping managers to deal with plateauing, which frequently 
occurs in a flatter system. If the manager’s position is not eliminated but 
the opportunities for advancement disappear, this should be discussed. If 
the position is eliminated, help in finding another position should be 
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offered while the manager is still on the payroll. If the manager stays, new 
pay incentives may be needed so that pay is tied more closely to perfor- 
mance of the team, and less to the annual merit increase. 

Comparison of the Manager’s Role in 
Traditional and High InvolvemenIYHigh 

Participation (HVHP) Organizations 

In this section, we will talk about managing performance at three differ- 
ent levels of participation. We will examine the differences between the 
most traditional type of organization and the most participative one. This 
will provide a jumping off point for demonstrating the different types of 
behavior required of managers, the challenges faced in moving from one 
type of organization to the other, and how there can be a variety of differ- 
ent mixtures between the two. 

The traditional model of management developed out  of the work of 
Frederick Taylor, the founder of American industrial engineering, and Lil- 
lian and Frank Gilbreth. Often called scientific management or command 
and control management, this approach sought to reduce work to its sim- 
plest pieces. The emphasis was on output and getting the most done in the 
least amount of time. It was an approach readily adopted by entrepre- 
neurs, such as Henry Ford, who at the time found the approach invaluable 
for assembly line work. 

Employees had little say in how the work got done and had no contact 
with customers. Customer input was, for the most part, ignored. 

In examining these models, it is important to realize that we are not nec- 
essarily advocating one management model for an entire company. Several 
companies use the traditional model, the high perforinance/high partici- 
pation model and models in between (which we have generally lumped 
under the heading of performance management models typical of Man- 
agement By Objective-MBO systems), simultaneously. 

Figure 6.1 contrasts the main roles of the manager in traditional and 
HI/HP organizations. The role of the manager in performance manage- 
ment models falls somewhere in between these two models. Figure 6.2 
demonstrates this shift in employee/management roles for the three levels 
of participation, namely traditional, performance management, and high 
performance, high participation. Figure 6.3 highlights the main differences 

(text continued on page 114) 
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Traditional Participative 

Managers expect order, control and 
subservience to rank and authority. 

Managers lead by telling others 
what to do. 

Territory is defended against other 
groups. 

Communication is generally 
vertical. Selective filtering occurs, 
information is hoarded. 

Decision making is done mostly 
by the manager regardless of 
expertise. Implication is that 
the manager has the answer to 
everything, and in fact, is expected 
to know all the answers. 

Manager has the last word o n  
performance appraisals. Feedback 
is rarely given and then people only 
hear when something is wrong. 

Initiative is discouarged. No risk 
takmg and no questioning of the 
status quo. 

Blame others for mistakes. 

Focus is internal. 

Manager called supervisor or boss. 

Follows chain of command. 

Tries to master one discipline. 

Tends to be activity driven. 

Encourages internal competition. 

Managers expect commitment and 
participation. 

Managers lead by example. Organization 
of work is decided by the employees. 

Manager of boundaries, encourages 
cooperation and resolves conflicts 
within and between teams. 

Horizontal and vertical communication 
with more emphasis on the former. 
Negotiation at different levels. 

Decision making is by consensus. 
Others are invited to join in. Implication 
is that “the whole is greater than the sum 
of the parts.” Manager facilitates process. 

Employee input and discussion is 
encouraged and valued. Information 
is shared. Feedback is given with 
recognition for good work. Guidance 
provided when problems occur. 

Initiative and reasonable risk taking 
is encouraged. Development of trust is 
critical. 

Mistakes seen as a learning experience. 

External focus, customer driven. 

Manager called sponsor, leader, 
internal consultant, coordinator. 

Deals with anyone necessary to get the 
job done. 

Tries to master a broad array of 
managerial disciplines. 

Tends to be results driven. 

Encourages sharing and teamwork. 

Figure 6.1. Manager’s role in traditional and high involvement/high 
participative (HI/HP) organizations. 
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(text continued from page 110) 

among the three types of organization from the perspective of employee/ 
management interaction. 

In the next section, we will look at the ways in which managers have to 
operate in a participative organization and will then look at the specific 
implications for the different teams that we have identified. 

The Role of the Manager in 
Moving to Teams 

In many traditional organizations, there is an emphasis on daily fire 
fighting, and competition among work groups is encouraged. Manage- 
ment methods are often in conflict with quality and customer service. In 
an organization that emphasizes quality, the focus of the employee shifts 
from top management to the customer as the controller of the employees’ 
actions and generally the focus is on teamwork with continuous improve- 
ment, doing the right thing right the first time, and talung ownership at all 
organizational levels. 

When managers become team leaders, there are two major roles that 
they have to perform. One is their role as a member of the team. The other 
is their role as the manager of the boundaries of the team in its relation- 
ships with other members of the organization, and its relationships with 
clients, other stakeholders, and competitors outside the organization. 

In the next section, we will discuss these two main roles of the manager, 
what actions need to be taken, and what skills have to be acquired to tran- 
sition into these new roles effectively. 

Role Within the Team 

If we start to think about the characteristics and behaviors needed for 
success among managers in a participative work environment, it is impor- 
tant to remember those characteristics that are needed for teams to be 
effective. This is because the manager’s role is to move the team towards 
this desired state and to help maintain it. 

Managers have to ensure that their teams have the following character- 
istics: 
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They operate in a supportive environment. 
They have clear, worthwhile goals that all members agree upon. 
All members are committed to the goals. 
The team members are competent. 
Members obtain the hefp and input of one another to succeed. 
Standards of excellence are established and prompt feedback is provided. 
There are rewards for the team and not just for individuals. 
Have a clear charter and operating principles that focus efforts and 

They collaborate with one another and share information openly. 
clarify roles and responsibilities. 

With this in mind, the major activities of the manager are to: 

a. Create a Supportive Environment. The major role of the manager in rela- 
tion to the team is to create an environment which supports effective deci- 
sion making. The manager has to act as a facilitator in the decision-making 
process and has to help the team reach effective decisions. This is critical to 
the team’s ultimate success. The environment should allow people to take 
educated risks. Blame has to be eliminated and learning stressed. 

When a supportive environment is created in which team members can 
trust the manager and one another, it is more likely that change can occur. 

b. Develop Trust. The greatest challenge to the manager is to develop 
trust among team members. Team members have to be given responsibility 
and allowed some autonomy to carry out decisions. For trust to be 
achieved managers have to demonstrate: 

Integrity. This means that they tell the truth, don’t try to hide things, 
accept responsibility when they make a mistake, and don’t try to put 
the blame on others when an error is made. They make sure that team 
goals take precedence over their own individual goals. 
Open Communication. This means that they demonstrate receptivity 
to new ideas and are willing to be persuaded to the viewpoints of oth- 
ers. It also means that they share ideas and realize that different view- 
points can result in new and creative ways to solve problems. They 
should encourage communication and demonstrate that ideas have 
been listened to by acting on them or discussing them even if they dis- 
agree. They provide feedback to group members and encourage mem- 
bers to give feedback to one another. 
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Fairness. This means that they treat people with respect and courtesy. 
They avoid politicking to further their own ends and avoid showing 
favoritism among employees. Management must present challenges, 
encourage educated risk taking, reward and recognize superior perfor- 
mance, and support the team in its decisions. Therefore, an effective 
team leader will give all team members the self-confidence to act and 
the responsibility to make changes. 

Consistency in these behaviors is critical. 

c. Create and Communicate a Clear Vision. Managers need to be able to 
look at the organization and be able to determine where it needs to go to 
be able to compete and survive in the future. This means that they have to 
have a vision of where they want to take their team. 

To formulate this vision, they have to be able to read the environment 
well. This requires that they understand the needs of their customers and 
other stakeholders; have a good comprehension of political, social, eco- 
nomic, and technological trends that are taking place; have developed spe- 
cific ??? performance expectation with their suppliers; and have a good 
grasp on how their competitors do business. 

Generally it is the chief executive of an organization who writes case 
studies that set a vision for the future state of the organization; however, 
passing this responsibility along to lower levels can be equally important. 
To do this means creating a sense of shared purpose and getting team 
members to feel excitement when the goal for which the team is striving is 
perceived to be worthwhile. 

The organization’s vision has to be translated into clear goals that have 
to be communicated and agreed upon. The members have to understand 
their roles within the context of these goals. Managers should help set 
clear goals and should establish a few clear priorities. The managers 
should know when to give direction and when to let the team decide on 
issues. In conjunction with this, they should make sure that team members 
communicate openly with one another and work through their own dis- 
agreements. They must be able to help the group to think through activi- 
ties and establish plans. They should set high standards and gve guidance 
on how to achieve them as well as give prompt feedback. The best team 
leaders constantly look for ways to improve doing things and will bring the 
team along in this endeavor. 

Once the team has been selected, it has to sit down to figure out how to 
achieve its goals. This means planning an attack, working out strategies, 
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being clear about the role of each team member, and defining objectives 
and action steps. 

The leader can create trust by being honest, open in sharing ideas and 
listening to ideas, consistent in behavior, and by treating team members 
with respect. This should help to augment the skills of team members 
rather than just compensating for the lack of skills. 

Note that the people who were good managers in the old system should 
have no difficulty shifting to the new system. 

d. Act as a Role Model. Just about the worst thing that the manager of a 
team can do is to become caught up in his or her own self importance. If 
the manager’s self interest starts to take precedence over that of the team, 
it is more than likely that the team will not be effective. Thus the team 
manager must have the welfare of the team in mind and act accordingly. 
This means acting with integrity and behaving in a way that sets the tone. 

Team managers should provide a model of expected behaviors. They 
should have values and principles that they consistently live by and should 
hold others accountable for standing by these values and principles. Key 
among these values are integrity and treating others with respect and digni- 
ty. Their values and principles should be clear to others, and they should 
hold others accountable for living by these values and principles. They 
should demonstrate commitment to goals by working at them as hard as 
the team members and should deal directly with performance issues. 

e. Select Effective Team Members. I t  is most important that team man- 
agers understand what is needed to reach the goals that have been set 
(hopefully by themselves) and that the right players are in place to accom- 
plish them. They should select good people with appropriate skdls. One of 
the main drawbacks to managers who become caught up in furthering 
their own self interest is that they may surround themselves with people 
who are not perceived as a threat to them and, in doing so, may surround 
themselves with an ineffective team. If the right team members are select- 
ed and an appropriate atmosphere of trust is created, members are willing 
to compensate for one another’s weakness. 

All of the above requirements mean that the manager has to have good 
skills in facilitation, the ability to sort through a great deal of data, and be 
able to identify the most relevant pieces. They should possess the ability to 
learn quickly, to communicate effectively, and to act consistently and with 
integrity. Needless to say, identifying managers with all of these skdls is a 
major challenge to many organizations. 
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~~ ~ 

Ensure effective communication vertically and horizontally. This 
means communication to and from upper management and from the 
team and to any other person involved. This requires outstanding 
negotiation skills. 
Link different work teams. This is particularly important for teams 
that may depend on one another to reach a mutual goal. 

~ 

Role as a Manager of Boundaries 

One of the most difficult tasks a manager faces in leading a team is man- 
aging the boundaries between the team and other parts of the organiza- 
tion. As we noted earlier, middle managers often find themselves caught 
between the demands of senior management to whom they report and 
those of the team for which they are responsible. One company that we 
work with is typical of this. Managers find themselves running a team 
below them and dealing with a rigid organizational hierarchy above. The 
result is role ambiguity, stress, and burnout. Only about one in four man- 
agers succeed in this environment. The key features of these managers are: 

1. They are very smart. 
2. They are very adaptable and are able to change roles from being 

3. They demonstrate the ability to live with high levels of ambiguity with- 

4. Generally, they have support from the level above. 
5. They are slulled in negotiation and the ability to influence others. 

directive to collaborative. 

out being too stressed by it. 

The ability to manage boundaries can become critical when two organi- 
zations merge and teams are formed of members from two different cul- 
tures. The ways in which the boundaries are managed can vary from one 
organization to another. GE Broment, for example, uses standing commit- 
tees, ad hoc committees, and task forces to do this. 

The role of the manager in managing boundaries is detailed in Figure 6.4 . 

Figure 6.4. The Role of the Manager in Managing Boundaries 

(continued on next page) 
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Train inexperienced employees. In most organizations, management 
is more experienced than those employees who report directly to 
them. An effective manager should therefore leverage his/her exper- 
tise to each team member, greatly reducing their learning curve. 
Make sure necessary equipment and supplies are available. A big part 
of boundary management entails providing the team with the needed 
resources (facilities, equipment, access to people, budget) to achieve 
their objectives. 
Facilitate the workflow. An effective team manager is like a baseball 
coach. He can’t hit, run, or catch the baseball for his players, but can 
and should work with each team member to put each in a role that 
optimizes his/her talents. Once this has been accomplished, attention 
should be focused on developing a process for allowing the player to 
work most effectively. 
Resolve conflicts with other groups or with senior management. One 
of the most difficult things to work out is where the responsibilities at 
different levels in the organization end. This is especially difficult 
when there are teams at all different levels. 
Integrate relevant information from other sources to present to the 
team in order to meet business goals. 
Ensure that the team meets the needs of customers both within and 
outside of the organization. 
Communicate a vision for the company. The vision should be steady 
and consistent. This vision should be supported by strategic and tacti- 

Translate the vision into guiding principles and practices that become 
an organization’s belief system, showing how the company will go 
about its business. 
Demonstrate the constancy of purpose in his/her behavior and com- 
munications to members of the organization. 
Identify the external customers for the products and services of the 
Organization. 
Make sure that the customers’ needs are reflected in the attributes 
and characteristics of the products and services 
Make sure that the resources of the organization are directed to meet- 
ing the needs of the customer and to continuous improvement of the 
product and the service to the customer. 

cal plans. 
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Once the team has been selected, it has to decide how to achieve its 
goal. This means planning an attack, working out strategies, and being 
clear about the role of each team member. 

The skills required of managers may vary somewhat in accordance with 
the emphasis the organization places upon these skills and the way in 
which these skills are translated at different levels. Figure 6.5 provides an 

Figure 6.5. Management Behaviors Matrix 

TOP Middle Supervisory 
Vision: 
Establishes vision 
Communicates it 
Models it Models vision/value 
Translates it to next level 

Communicates top level vision 
Develops for our business unit 

Describes expected behaviors 

Market/Custorner Focus 
Identifies right niche 
Manages existing 
relationships finding and keeping customers 

Translates marketing strategy 
into plans and systems for 

Financial Excellence 
Monitors financial results 
Takes corrective action 
Manages “public” reaction 
to stock price ingvalue added 
Maintains confidence in 
furure of company 
Develops/communicates 
realistic financial strategies 

Operation Excellence 
Understands overall Understands workflow, 
business operations and information flow 
systems critical to results 
Understands output resource use 
desired in business unit 
Sets overdl operative 

Translates operational results/ 
srrategies/issues into bottom line 
Implements process for moniror- 

Maintains data on current 

Defines desired business 
processes against customer 

Communicates company vision 
Translates to unit 
Develops/cornmunicates local 
level vision/mission 
Models values and creates 
mission described by vision 

Conducts customer surveys 
Studies indicators of customer’s 
satisfaction 
Maintains data on best practices 
and applies them 

Sets realistic budgets 
Holds those accountable for 
cost effectiveness 
Communicates role of team/unir 
business unit financials 

Understands quality 
requirements of customers 
Puts processes in place to ensure 
efficient cycle time, waste, quality 
and delivery 
Monitors against cycle rime, 

standards specifications waste, quality and delivery 
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Figure 6.5. Continued 

T O P  Middle Supervisory 
States what is expected/ 
desired 

StrategicCollaborativc 
Resource Use 
Ensures resources are in 
place to: 
-meet market strategy 
-achieve excellence across 

lines of business 
-develop candidates for 

own succession 
-ensure procession place 

to ensure resources 
support business needs 

-reward others for meet- 
ing business standard 

-analyze decision factors 

Communicates gaps and 
standards for operation 
Coaches for success 
desired state 
Ensures strategy connected to 
customer 

Responsive decision making 
Includes key players as 
needed in decisions 
Weighs long-term vs. short- 
term issues 
Makes thoughtful deci- 
sions in time to make a 
difference 

Ensures efficiency of resource use 

Bench strenph 
Technology 

Empowerment 
Removes bureaucractic 
barriers to decision malang 
Frees up resources and 
information for access to 
all levels 
Holds employees account. 
able for results 
Coaches, trains others 
Rewards employees for 
positive results 

Develops and implements 
strategy for filling gaps 
Process in place for information 
technology 
Applies variety of decision- 
making methods 
Trains others in responsive 
decision making 

Removes bureaucratic barriers 
to decisions 
Frees up resources 
Holds employees accountable 
for results 
Rewards employees for positive 
results 

Removes obstacles to achieve 

Ensures people, technology have 
capacity/compctencies needed 
to produce quality products and 
services 
Ensures bench strengths 
Applies technology to reduce 
costs, enable best use of people 
Uses resources/teams across 
functions 

Uses resources/teams across 
functions 
Develops information sources 

Removes bureaucratic barriers 
to decisions 
Frees up resources 
Holds employees accountable 
for results 
Rewards employees for positive 
results 
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example of how a Fortune 100 financial services company decided on the 
core activities for their top, middle, and supervisory managers and how 
these activities were translated into expected behaviors for the three levels. 

The Manager’s Role in the Four 
npes of Teams 

In this section, we will look at the four types of teams and the manager’s 
major role within them. 

Simple Problem-Solving Teams 

The general role of the manager is to provide resources, model correct 
behaviors, act as a facilitator and coordinator, act as a decision maker, 
communicate to higher levels, and help align the goals of the team with the 
organization’s goals. 

The Task Force 

A task force can operate in almost any kind of culture, regardless of the 
leader of the organization. This is because the members usually meet for a 
relatively short (3-6 months) period of time to resolve a specific problem 
and make recommendations for its implementation. 

The members will most likely be drawn from various parts of the organi- 
zation and are often selected for their different perspectives as well as to 
provide them with a developmental experience. Usually the task force will 
have a chair or chairpersons responsible for “managing” the process. The 
main management skills required are group facilitation skills, the ability to 
delegate and coordinate activities, and the ability to plan and organize to 
make sure that the task is completed on time. 

The manager or chair of the team has to be able to influence others, but 
this skill may not be too demanding because the team project is generally 
sponsored by a higher level manager who has position power over all 
members of the task force itself. In addition, members are generally 
viewed as good performers and have the reputation for having specific 
expertise and getting things done. 
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Cross-Functional Teams 

The most difficult issue is managing the boundaries across functions. 
Also, managmg the egos and different personality types involved in the 
team and getting them to work effectively together can be difficult. Gener- 
ally these teams have a sponsor who has daily contact with the team, brings 
tasks to the team members, and helps keep team members away from 
organizational conflict. The manager has to clarify roles and responsibili- 
ties and makes sure systems are in place to support teams. Teams are usual- 
ly formed for strategic business reasons and can trace back the activities 
required of them to the overall business plan. 

Self-Directed Work Teams 

In contrast to the role of the traditional manager whose major functions 
centered around planning, organizing, leading and controlling, and using 
authoritarian methods, self-directed work teams view the role of the man- 
ager as a facilitator and a coach. Managing boundaries and alignment of 
the team’s goals with the goals of the organization are key. The manager’s 
role changes as the team evolves to become more and more independent. 

When the team is first put into place, the main activities of the manager 
will be to create and maintain trust, create a learning environment, devel- 
op the team’s ability to solve problems, and provide focus and vision. 

At the next stage, the focus will be on decision-making skills, acting as a 
teacher of group skills, and identifying what people need to learn and 
mento ring. 

Later on, as the team begns to manage itself, the manager becomes a 
coach, a facilitator and helper, a consultant for advice, a manager of 
boundaries, and a mediator. 

All of these required changes place a spotlight on the importance of 
identifying the right managers for the future and training them in the 
appropriate slulls. Different recruiting strateges may have to be adopted 
in organizations trying to bring about the changes needed to compete in 
the year 2000. Different training strategies will probably be required. In 
fact, there has already been a qualitative shift in what companies expect 
from executive education to meet the needs of emerging structures. This 



I24 Teams 

often involves getting managers together to discuss the organization’s new 
vision and strategy and placing less emphasis on case studies. 

Summary 

This chapter concludes Section One of this book. In Section Two we 
will present a number of tools and techniques for improving the perfor- 
mance of any team. 



P A R T  2 
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Part 2 of the book provides managers, team members, and team facilita- 
tors with a wide array of tools and techniques we have found to be particu- 
larly valuable. These tools are applicable no matter where your team is or 
what industry it’s in. Many individuals often confront us with an old, tried, 
but not true, ploy about how they need something specific for their indus- 
try because it is so different from every other industry. To be blunt, this is 
just “hog wash!” The following selection of tools has been used in almost 
every industry listed by the Department of Commerce. All teams face the 
same issues no matter the industry. These issues include business problems 
that must be solved in order to be successful, ways in which the team can 
be more effective internally, and ways to measure performance of the 
team. To this end, we have provided a set of tools, divided into three logi- 
cal sections: business problem-solving tools, team assessment instruments, 
and team intervention tools. 

Section One, Business Problem-Solving Tools, has several old familiars 
including Pareto analysis, focus groups, flowcharting, brainstorming, and 
force field analysis. We have also included some less familiar techniques 
such as Komatsu diagramming, spider diagramming, storyboarding, and 
cost-benefit analysis. This selection of tools will help you break any busi- 
ness problem into its functional components, examine its structure, guide 
you to some alternative solutions, and help you determine the best way to 
solve most business problems. 

Section Two, Team Assessment Instruments, introduces the concept of 
360” review and how to use it in a team setting. Team leaders also need 
feedback and we provide you with a team leader evaluation questionnaire. 
We also provide teams with tools to evaluate their meetings, and their 
internal or external consultants. 

Finally, in Section Three, Team Effectiveness Interventions, we provide 
you with a selection of team effectiveness interventions, a consultant‘s way 
of saying “ten ways to help yourself become a better team.” In this section, 
we demonstrate how and why each team needs to develop norms and set 
up operating procedures even before they get started on “the more serious 
stuff.” We have tools and techniques to help you identify and solve team 
issues, set up effective meetings, identify and solve performance problems, 
learn how to handle conflict and improve coaching techniques, and learn 
who is communicating with whom and what that means. 

We think that you will find these selections of tools valuable. After you 
have tried a tool or technique once o r  twice, don’t be afriad to make 
changes to it so that it better fits your business needs. In short, don’t be a 
slave to tool and technique convention. We have, for example, used focus 
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groups for everything from conducting structured task analysis, to deter- 
mining customer needs, to developing performance measures. Communi- 
cation maps and spider diagrams both have their foundations in 
sociograms used in sociology, and both techniques can be used to track 
wayward operations. Don’t forget that one of the reasons you are in a 
team is to give you and your team members an opportunity to try new and 
different things. So once you have the hang of how to use a tool, try modi- 
fying it for other situations. You will soon find that you can increase the 
size of your tool kit by simply giving one of these tools a little tweak. 



Bus I neSs 

Overview of Problem-Solving 
Tools 

Business Problem-Solving Tools Purpose 

1 Pareto Analysis A technique used to graph problems of a system, 
process, machine. Generally, 80 percent of all prob- 
lems are generated by 20 percent of all causes-this 
technique helps to identify that 20 percent. 

2 FocusGroups Used to collect face-to-face data, generate ideas, or 
solve problems in a structured way; focus groups are 
structured Brainstorming sessions. 

3 Executive Diagnosis Executive Diagnosis 
4 Matrix Design and Analysis Identifies relationships 
5 Storyboarding A visual planning, organizing, and communicating 

tool modeled after the storyboards used in the 
motion picture industry where every scene is 
sketched out and planned in detail. 

128 
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Business Problem-Solving Tools Purpose 

6 

7 

8 

9 

10 

11  

12 

13 

14 
15 

Flowcharting 

Problem Stream Analysis 

Data Flow Analysis 

Komatsu Diagram 

Spider or Target Diagram 

Brainstorming 

Force Field Analysis 

Cost-Benefit Analysis 

Morphs 
Comment Analysis 

Flowcharting uses standardized symbols to “map” 
the way work “flows” through a job, process, 
machine, or program. 
Identifies root causes and set procedures for 
correction 
Similar to Flowcharting, but the “mapping” is only 
concerned with the flow of information through a 
system 
A variation of a Tree Diagram, using charts and 
graphs instead of texr. 
A two-dimensional plot of concentric circles that 
helps to identify specific issues or problems. 
Designed to generate ideas in volume. Brainstorming 
groups are generally composed of individuals who 
would not ordinarily get to offer their suggestions 
under “normal” circumstances. 
Identifies the factors (“forces”) to drive a condition 
to, or constrain it from, a certain position. 
A structured approach to determine the benefit of any 
costs incurred for a project, product, or service. 
Combinations of other tools. 
A set of procedures used to sort, categorize, analyze, 
and interpret written comments. 

Pareto Analysis 

What Is It? 

Pareto Analysis is a tool that separates important concerns, causes, and 
results from less important ones. It is based on principles developed by Vil- 
fredo Pareto, an Italian sociologist and economist who lived from 1848 to 
1923. The Pareto principle states that 80 percent of the “effects” of any sys- 
tem are due to 20 percent of its “causes.” Though the “80/20 rule” is not 
always literal, Pareto’s premise generally holds true, that is, the overwhelm- 
ing majority of effects arise from a critical few causes. 

Why Do It? 

Human and capital resources are becoming more critical and less abun- 
dant for most organizations today. In addition, competition is getting 
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stiffer. Therefore, organizations must make wise decisions about where to 
commit resources. Pareto Analysis will focus resource commitment in the 
areas that are most important. 

How to Do It 

1. Collect the data 
a. Use data from Brainstorming, Process Monitoring, or another 

data-collection technique. Record the frequency of each cause by 
category. 

b. Ensure that categories are delineated and descriptive enough to 
communicate exactly what causes are involved. Avoid redundancy 
and generalization. 

c. Combine rare or poorly defined causes in an “other” category. No 
specific causes should be included in this category. 

d. Total all occurrences. 

such as the one shown in Figure 7.1. Always list “other” last. 
2. Sort the data from highest to lowest frequency. Enter on a worksheet 

XYC Company Pareto Analysis Worksheet 
Machinery Downtime Causes, 1996 

Cause 
Frequency Cumulative 
(Hours) Percentage 

1 
2 
3 
4 
5 
6 
7 
8 
9 

10 
Other 

Change orders 
Machinery breakdowns 
Unscheduled stops 
Material not available 
Parts not available 
Waiting on lab tests 
Order errors 
Operator error 
Labor not available 
Power interruption 
Other 

257,188 
64,297 
40,186 
20,093 
10,046 
5,023 
2,s 12 
1,256 

628 
63 

2,364 

64.0 
79.6 
82.2 
94.6 
97.1 
98.3 
98.9 
99.2 
99.4 
99.4 

100.0 

Figure 7.1. 
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362 - 
321 - 
281 - 
241 - 
201 - 
161 - 
121 - 
80 - 

n- 
I I I I I I I 

3. Calculate and record the cumulative percentage represented at each 
cause. For example, if the total of the occurrences is 100 and the fre- 
quencies of the first two causes are 40 and 20, then the cumulative 
percentages would be 40 percent and 60 percent, respectively. 

a. Draw a vertical bar chart with two y-axes. 
b. Label the left y-axis “frequency,” the right y-axis “cumulative per- 

centage,” and the x-axis “cause”. 
c. Scale the left y-axis based on the total from step Ld. Scale the right 

y-axis from 0 percent to 100 percent. Make sure that the 100-per- 
cent line corresponds with the total of the left y-axis. 

d. Plot the frequency data as vertical bars. Plot the highest frequency 
cause against the left y-axis and proceed to the right, plotting each 
cause in decreasing frequency. Remember to plot “other” last. 

4. Graph the data (Figure 7.2). 

e. Plot a dot for the cumulative percentage at each cause. 
f. Connect the dots to make a line. 

a. Draw a straight line at 80 percent (on the right-hand y-axis) across 
5. Interpret the data. 

the entire chart (Figure 7.2). 

- 90 
- 80 - 70 
- 60 
- 50 
- 40 
- 30 
- 20 
- 10 

0 

- 

XYZ Company Pareto Analysis Worksheet 
Machinery Downtime Causes, 1996 

FREQUENCY (THOUSAND HRS) CUMULATIVE PERCENT 

CAUSES 

Figure 7.2. 
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b. The point at which this line crosses the cumulative percentage line 
(from step 4.f) is the “Pareto” or “critical” point (Figure 7.2). 

c. Take corrective actions for those causes to the right of the critical 
point that are easy, low in cost, and quick to implement. Do not 
take any time in action planning for the noncritical causes. 

i. It may be necessary to conduct a second-level Pareto Analysis on 

ii. If so, display the data in a horizontal bar chart: 

d. Conduct action planning for the critical causes. 

the critical causes. 

(1) Collect the data. 
(2) Sort the data. 
(3) Graph the data (Figure 7.3). 

(a) Draw a horizontal bar chart. Label the y-axis “frequency” 
and the x-axis “cause.” 

CAUSE 1 
CHANGE ORDERS 

FREQUENCY (THOUSANDS HRS) 

FULL 

LIMITED 

COLOR 

WIDTH 

THICKNESS 

DIAMETER 

I 
1 

1 

I LENGTH 

OTHER I 
10 20 30 40 50 60 70 80 90 100 110 120 130 140 150160 170 

Figure 7.3. 
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(b) Scale the y-axis to about 10 percent or so above the high- 
est frequency. 

(c) Plot the causes as horizontal bars in decreasing order from 
top to bottom on the chart. Label each bar top with the 
frequency of the bar. Remember, again, to plot “Other” 
last (Figure 7.3). 

(4) Interpret the data. 

Case Example 

A major manufacturer has made a capital investment of $2.5 million to 
improve its technology. It  has bought five copies of one machine and 
installed them in five locations in two states. A technology transfer agree- 
ment has been signed with the machinery manufacturer that controls the 
start of the warranty period. The buying company must make sure that the 
machinery maker constantly knows how each machine is running. 

It  does this by maintaining a set of Pareto charts that it sends to the 
machinery maker weekly. There are two charts for each installation. The 
first shows the major faults on each machine in the most recent week. The 
second shows the major faults on each machine since the beginning of the 
installation. By comparing the two charts, both the buying company and 
the machinery maker can quickly determine if problems are being solved. 

A final set of two charts shows the same data for all five machines com- 
bined. By comparing the latest week and whole installation charts on this 
basis, the two companies can make agreements about what machine com- 
ponents should be redesigned because they produce common faults at all 
locations. 

Additional Information 

Brassard, Michael. The Memorylogger Plus+, Methner, MA: Goal/QPC 1989. 
Lynch, Robert F., Werner, Thomas J., and Lynch, Livia C. Continuous Improve- 

ment: Teams & Tools, Atlanta, G A  QualTeam, Inc. 1992. 
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Focus Groups 

What Are They? 

Focus groups can be used for collecting data, generating ideas, and solv- 
ing problems. Focus Groups offer a number of advantages over many 
other data-collection tools because they are simple and cost effective to 
run, provide multiple views on a specific subject area, and provide a vehi- 
cle for freewheeling interactions. 

Based on our experience in running Focus Groups, we have developed 
the following guidelines to aid in planning and facilitating a session: 

Keep participation limited to a manageable size-8 to 13 participants is 
optimal; this allows for a free exchange of ideas and allows the facilita- 
tor to keep control of the session. 
Do not include superiors and their direct reports in the same session. 
Also avoid including "blockers" (people who will adversely affect group 
interactions-secretary to the president, union president, and so on.) 
When selecting participants, only select people who are interested in 
participating and have appropriate knowledge of the subject under 
discussion. Pay careful attention to the demographics (age, sex, and so 
on) of the participants and functional composition of participants. 
Do not schedule sessions for longer than 2% hours. As fatigue sets in, 
the usefulness of the data will decrease markedly. 
Select a setting that ensures privacy and is conducive to obtaining the 
objectives of the session. 

How to Do It 

Utilizing a Focus Group involves three steps. 

1. Plan the meeting. Select a facilitator who is skilled in group dynamics, 
conflict management, group probleni solving, and meeting manage- 
ment. We have found that the most effective facilitators are sensitive to 
what is said, good listeners, able to express themselves clearly and are 
keenly intuitive; they are able to communicate the objectives of the 
Focus Group session and the categories of information to collect and to 
develop questions for each category. We strongly suggest the questions 
progress from broad and easy-to-answer questions to specific questions. 
Always ask questions about sensitive or volatile issues last. Do not use 
close-ended (yes/no) or leading questions. In some instances it may be 
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necessary to develop and administer a questionnaire prior to the Focus 
Group. Once the Focus Group protocol has been completed, a list of 
stakeholders should be identified to invite to the Focus Group. Each 
should receive an announcement that specifies the purpose of the focus 
group, its location, scheduled time and length, and expected outcome. 
Select a neutral location for the meeting. Arrange the chairs in the room 
in a circle and provide for either a secretary, flip chart, or tape recorder 
to accurately record data that is generated in the meeting. 

2. Conduct the meeting. At the outset of the meeting, the facilitator 
should introduce him or herself; confirm the purpose of the meeting, 
review the agenda, and time allotted for each topic or issue; identify 
the roles of the facilitator and participants; and discuss why each par- 
ticipant was selected, expected outcomes of the session, and how 
data will be used. The facilitator must quickly establish the norms 
(only one person will talk at a time, raise hand before spealung) for 
the meeting and stress confidentiality. Although the data will be 
reported, individual confidentiality should not be compromised. 
Before starting the discussion ask participants to introduce them- 
selves. When the session has been completed thank each participant 
for their involvement, reconfirm next steps and how data will be 
used, answer any questions they might have, and close on time. 
During the meeting the facilitator should focus on: 

Collecting data on the various issues discussed in the session. 
Ensuring good group process (equal participation, eliciting oppos- 

Clarifymg points. 
Keeping the participants focused on the topic. 
Managing conflict. 
Summarizing key points and agreements. 

3. Analyze the data. If a facilitator is takmg his or her own notes, we 
strongly suggest writing up notes, immediately after the completion 
of each session. Detailed analysis of the data usually occurs at a later 
date. During this analysis the facilitator must digest and synthesize the 
data. Irrelevant comments are coded and themes may be sorted by 
topic. Trends are studied and interpreted, and tentative conclusions 
are developed. Supporting documentation (quotes to support percep- 
tions) and recommended next steps should be noted for inclusion 
into an executive summary. If an executive report is developed, it 
should detail the size and make-up of the group, and include themes, 
verbatim comments, and detailed recommendations. 

ing views). 
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Case Examples 

The Focus Group Protocol on the next page was used to evaluate how 
well an internal consulting department of a Fortune 50 company satisfied 
the needs of its customers. 

Quality Analysis Focus Group Protocol 

1. Build rapport (10 minutes). Good afternoon and welcome to our ses- 
sion. Thank you for taking the time to participate in this Focus 
Group. My name is 
The objective of this session is to identify how well the XYZ Consult- 
ing Department is meeting your needs and identify opportunities to 
improve their value-added to you. Since you are all customers of the 
XYZ Department you have been invited to share your perceptions 
and ideas on this topic. Please feel free to share your point of view 
even if it differs from other’s opinions. 

Before we begin let me suggest the following ground rules. In 
order for us to understand one another, I request only one person 
speak at a time. We will be taping the session because we don’t want 
to miss any of your comments. We will be on a first-name basis, but in 
our report to management there will not be any names attached to 
comments-I guarantee the confidentiality of each of your comments. 
We are just as interested in negative comments as positive comments, 
and at times the negative comments are the most helpful. 

Our session will last approximately two hours. Before we begin, 
please introduce yourself to the rest of the group. 

What is your core business strategy? What are your differentiating 
product attributes; pricing, product functions and features, quality, 
and so on? 

and I work for 

2. Understanding the strategic direction of the company (20 minutes). 

What are your key success factors? 
What initiatives is your unit currently involved in? 

3.  Perceptions of client organization’s products and services (30 minutes). 
What role, if any, has the client organization played in helping you 

What other roles have they played? 
What roles should they play? 
What specific services or programs have you found to be most use- 

to improve your organization’s competitive position? How? 

ful? Why? 
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Which services or products have you found to be least useful? Why? 
Looking ahead, what additional services or products would you like 

If there were one thing the XYZ Consulting Department could do 
them to offer? 

to increase its usefulness to your efforts here, what would it be? 
4. Identify next steps; thank interviewees for their assistance (5 minutes). 

Additional Information 

Anderson, Al. “A Stepby-Step Way to Conduct Focus Groups.” Training, Dec. 1978. 
Axelrod, M. “10 Essentials for Good Productive Research.” Marketing News, 

Bogdan, R and S. Taylor. Zntroduction to Qualitative Research Methods. New 

Ensman, Richard. “Focus Groups: How and When to Use Them.” Successful 

Greenbaum, Thomas. “Don’t Lose Focus: Tips for Effective Focus Groups.” Bank 

Hitchcock, Darcy, and Willard, Marsha. “Measuring Team Progress.”]ournal for 

Love, Barbara. “Focus Groups, Fast and Cheap.” Folio: The Magazine for Man- 

Mar. 1975. 

York: John Wiley & Sons, 1975. 

Meetings, Vol. 41, No. 8, July 1992. 

Marketing, Vol. 25, No. 2, Feb. 1993. 

Quality and Participation, Vol. 15, No. 5, Sept. 1992. 

agement, Vol. 22, No. 11, June 1993, 



138 Teams 

Executive Diagnosis 

What Is It? 

Imagine you’re planning to take a long, unfamiliar trip. Before you 
could even buy a road map to help you plan your course, you would need 
two pieces of information: where you are or will start from and where you 
are going. For organizations, Executive Diagnosis is a tool that is used to 
answer the first question “where are you?” More specifically, Executive 
Diagnosis identifies the strengths and weaknesses of an organization. But, 
before we can proceed with a discussion of Executive Diagnosis, we must 
discuss the Organizational Performance Model, on which Executive Diag- 
nosis is based. 

The Organizational Performance Model. The Organizational Perfor- 
mance Model is a representation of the factors that predict the ability of 
an organization to promote and survive paradigm shifts and to sustain sat- 
isfactory performance. Organizational Performance Model identifies two 
interacting sets of features that characterize any organization. These are 
the defining features and the sustaining features. 
The defining features (or “definers”) identify the characteristics that make 
each organization unique. They predict the ability of an organization to 
promote and survive paradigm shifts. There are three such features: struc- 
ture, culture, and externals. Structure includes the hierarchy of an organi- 
zation or  its tiers of management and nonmanagement, the nature of its 
decision malung, the nature of its relationship between management and 
labor, the design of its jobs, its reporting relationships, its unit boundaries, 
and, in public organizations, the role of its directing boards. Culture 
addresses the management style, politics, norms, beliefs, values, and poli- 
cies of the organization, especially regarding employee involvement, par- 
ticipative management, and general quality-of-work-life issues. Externals 
are those things outside of the organization that influence it. This includes 
customer regulatory and legal requirements, policies, and demands; labor 
union requirements; technological changes; shifts in socioeconomic and 
monetary trends; and competition. The definers can be viewed as equal 
slices in a pie (Figure 7.4). Some definers will play a larger role than others 
in some organizations, but for this discussion, let’s say they are all equal. 
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Figure 7.4. The defining features of an organization. 

The other set of features of an organization, the sustaining features (or 
sustainers), determine the degree to which an organization can sustain suc- 
cessful performance inside the framework of the definers. The sustaining 
features are commitment, systems, and resources. Commitment addresses 
the willingness, primarily of top management, to devote resources to orga- 
nizational improvement. No organization can sustain meaningful improve- 
ment if there is no commitment. Systems deal with the existence of ade- 
quate processes to guarantee improvement. This includes such systems as 
information management, human resources, strategic and operational 
planning, administration, budgeting, and productivity and quality improve- 
ment. Resources weighs the existence of human, financial, and other 
assets dedicated to achieving improvement. Even when commitment and 
systems are in place, improvement is unlikely with inadequate resources. 

The sustainers can be viewed as three interloclung circles. The circles 
interlock such that when each is as large as it can be-representing rnaxi- 
mum performance-a small space remains that prevents all three from 
intersecting (Figure 7.5). 

The size of this space represents the potential for unsatisfactory perfor- 
mance (Figure 7.5). When the circles are as large as they can be, the risk o€ 
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Degree of Risk of 
Unsatisfactory 
Performance 

Figure 7.5. Sustaining features of an organization. 

unsatisfactory performance is very, very low. As the circles decrease in size, 
the risk of unsatisfactory performance increases. 

The interaction of the definers and sustainers is shown in Figure 7.6. In 
addition to limiting unsatisfactory performance, high “sustainer perfor- 
mance” also limits the influence of definers. This serves to “buy the time” 
that an organization will need to change paradigms. This paradigm shift 
must take place before any organization can reshape its definers and pre- 
pare for the future. 

mu% COMMITMENT ,(+. 

-me of Risk of 
Jn&tisfactory 

Performance 
--L) s Point of Pressure to Sustaining feature 

Figure 7.6. Organizational performance model bringing it all together. 
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Why Do It? 

When used with Organizational Performance Model, Executive Diagno- 
sis gives organizations a tool that can be used to 1) estimate sustainer per- 
formance, 2) identify specific action plans to improve it, and 3) position 
themselves for significant, positive change. 

Executive Diagnosis will help an organization to keep focused. When it 
is used properly there will be more “successes” and fewer “failures”. I t  will 
also deter the “program-of-the-month” mentality. 

How to Do It 

Eight steps are involved in implementing Executive Diagnosis: 

1. Identify health/strength indicators to be used. 
2. Identify qualifiers for each health/strength indicator. 
3. Assign owners for each health/strength indicator. 
4. Rate sustainers for each qualifier. 
5. Identify determinants. 
6. Produce summaries and graphs. 
7. Identify causes for determinant performance. 
8. Develop action plans for determinants. 

Step 1: Identify Health/Strength Indicators to Be Used. Executive Diag- 
nosis is much like a physical examination-a doctor looks at each major sys- 
tem (respiratory, cardiovascular, and so on) of the human body and evalu- 
ates the health or strength of each. Likewise, Executive Diagnosis starts by 
conceptually dividing the organization into distinctive areas of perfor- 
mance. These areas are called health/strength indicators. 

Step 2: Identify Qualifiers for Each Health/Strength Indicator. Each indi- 
cator has a set of criteria that “indicates” whether an organization can 
achieve and sustain success. These criteria are called “qualifiers.” Typical 
health/strength indicators and qualifiers are shown in Table 7.1 The indi- 
cators and qualifiers will vary from organization to organization. 

Step 3: Assign Owners for Each Health/Strength Indicator. An owner 
should be assigned for each health/strength indicator, and a list of owner 
responsibilities should be developed and agreed upon. Impressive results 
can be achieved when ownership is assigned “cross-functionally.’’ For 
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Profitability Evidence of a goal-oriented profit plan. 
Evidence that profitability is improving from year to year. 

Evidence that customer satisfaction is improving from 
year-to-year. 
Evidence that customer satisfaction is superior to Competition. 
Evidence that a structured quality improvement process is 
in place. 
Evidence that quality improvement activities are under way at all lev- 
els of the organization. 
Evidence that Quality Function Deployment activities are taking place. 
Evidence that measurable quality levels are improving from year to year. 
Evidence that quality improvement is a specifically stated objective in 
every job description. 

Evidence that a structured cost-reduction process is in place. 
Evidence that cost reduction activities are under way at all levels of 
the organization (including value analysis, short cycle manufacturing, 
flexible manufacturing, and/or JIT manufacturing). 
Evidence that Qualty Function Deployment activities are taking place. 
Evidence that measurable cost levels (variable and fixed) are improv- 
ing from year to year. 
Evidence that cost reduction is a specifically stated objective in every 
job description. 
Evidence that concurrent engineering is taking place. 

Quality 

cost  
Reduction 

I Evidence that idle inventory and idle depreciation costs are declining. 

Table 7.1 
Basic Health/Strength Indicators and Qualifiers 

1 Health/Strength 
Indicator Qualifier 

Sales Evidence of a goal-oriented sales plan. 
Evidence that competitive analysis is an everyday facet of business. 
Evidence of a comprehensive plan to out-perform competition. 
Evidence of partnerships with customers. 
Evidence that value-adding customer services are being developed, 
pursued, and implemented. 
Evidence that sales performance is improving from year to year. 

example, this could involve assigning a manufacturing manager the “sales” 
indicator, and so on. 

Step 4: Rate Sustainers for Each Qualifier. Look at each qualifier and rate 
it in relation to the sustainers (commitment, systems, and resources). This 
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Table 7.1 (continued) 
Basic Health/Strength Indicators and Qualifiers 

Health/Strength 
Indicator Qualifier 

Productivity Evidence that equipment capability has been analyzed and understood. 
Evidence that equipment capacity utilization is improving from year 
to year. 
Evidence that process reliability has been analyzed and understood. 
Evidence that process reliability is improving from year to year. 

Evidence that delivery commitments are being met. 
Evidence that cycle times are being reduced from year to year. 
Evidence that order expediting is being eliminated. 

Delivery 

Safety Evidence that safety awareness programs are in place and active at all 
levels of the organization. 
Evidence that frequencies in all categories of unsafe incidents are 
decreasing. 
Evidence of compliance with all governmental safety 
regulations. 

Evidence of an active suggestion and participation program. 
Evidence that participative management is in place and active. 
Evidence that selfdirected work teams are in place and active. 
Evidence that an effective recognition system is in place and active. 
Evidence that an effective reward system is in place and active. 
Evidence that decision making follows input from all levels of the 
organization whenever possible. 

Evidence that environmental awareness programs are in place and 
active at all levels of the organization. 
Evidence that frequencies in all categories of environmental incidents 
are decreasing. 
Evidence of compliance with all governmental environmental 
regulations. 

Morale 

Environment 

New Product Evidence that Quality Function Deployment activities are taking place. 
Development & Evidence that new products represent a significant portion of total 
Innovation sales each year. 

Evidence that innovation is encouraged, recop;nized, and rewarded. 
~ ~ ~~ ~~~ ~ 

Service & 
Responsiveness 

Evidence that customer contact is consistently practiced. 
Evidence that customers are consistently invited for site visits. 
Evidence that customer concerns are satisfactorily addressed. 
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rating should be based on a 1 to 5 scale with 5 being the best. Definitions 
should be given to each point on the scale to increase the chances that dif- 
ferent people will mean the same thing when they rate a qualifier. 

Step 5:  Identify Determinants. There will be three ratings for each qualifi- 
er (one for each sustainer). The lowest sustainer rating for each qualifier 
should be highlighted. This rating is called a “determinant.” A determinant 
is the sustainer that has the most influence in making a qualifier’s score as 
low as it is (Table 7.2). 

These determinants, the underlined figures in Table 7.2, are very impor- 
tant evidence of organizational performance. Remember, as the “health 
or “strength” of sustainers deteriorates, there is more room for the definers 
to influence performance and higher risk for unsatisfactory results. Con- 

Table 7.2 
Sample Qualifier Ratings for Cost Reduction Health/Strength Indicator 

with Determinants 

Cost Reduction Commitment Systems Resources Total 

1. Evidence that a structured 
cost-reduction process is in place. 2. 2.40 

2. Evidence that cost-reduction 
activities are under way at all 

3.  Evidence that Quality Function 
levels of the organization. __ 1.80 2.20 

Deployment activities are 
taking place. __ 1.75 1.75 

4. Evidence that measurable 
cost levels (variable and 
fixed) are improving from 
year to year. 2.30 2.20 

5. Evidence that cost reduction 
is a specifically stated objective 
in every job description. 1.60 1.20 

6. Evidence that concurrent 
engineering is talung place. 1.20 1.60 

7. Evidence that idle inventory 
and idle depreciation costs 
are declining. 2.80 2.80 
Total 11941 2.02 

2.60 

2.20 

1.75 

2.80 

1.60 

2.60 

2.40 
2.28 

2.40 

2.07 

1.75 

2.40 

11471 

1.80 

2.67 
2.08 
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versely, when an organization is at “5” ratings, it will be better able to over- 
come deficiencies in structure, culture, and external pressures, and it will 
be better able to survive the paradigm shifts necessary to alter its definer 
characteristics. 

This exercise is repeated for each health/strength indicator. An overall 
score for each health/strength indictor is developed showing each indica- 
tor’s “qualifier determinant” (the qualifier for each indicator that has the 
lowest total rating) as well as its “feature determinant” (the sustainer with 
the lowest total rating). 

Step 6: Produce Summaries and Graphs. A summary should be produced 
that shows the total score and identifies 1) the feature determinant for 
each health/strength indicator, 2) the organization’s overall feature deter- 
minant, and 3) the “indicator determinant“-the health/strength indicator 
with the lowest total rating (Table 7.3). 

Finally, the overall scores should be put in graphical format. A good way 
to show this is as a 3-D bar chart (Figure 7.7). This format quickly points 
out where the strengths and weaknesses of the organization are. 

Step 7: Identify Causes for Determinant Performance. Before any 
improvement can take place, it is very important to know the root causes 

Table 7.3 
Executive Diagnosis Summary Showing Indicator 

and Feature Determinants 

Summary Commitment Systems Resources Total 

1. Sales 
2. Profitability 
3. Quality 
4. Cost Reduction 
5. Productivity 
6. Delivery 
7. Safety 
8. Morale 
9. Environment 

10. New Product 

11.  Service & Responsiveness 
Development & Innovation 

Total 

4.50 
4.50 
2.77 
1.94 
1.60 
2.50 
4.90 
3.34 
3.00 

2.95 
3.35 
3.21 

3.00 
2.60 
2.90 
2.02 
1.20 
2.50 
4.80 
3.19 
2.67 

2.25 
3.50 

4.50 
2.80 
2.82 
2.28 
1.60 
3.60 
4.25 
3.65 
2.67 

2.50 
2.95 
3.06 

4.00 
3.30 
2.83 
2.08 
11471 
2.87 
4.65 
3.39 
2.78 

2.57 
3.27 
3.02 
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0 COMMITMENT SYSTEMS RESOURCES TOTAL 

Figure 7.7. Sample executive diagnosis summary chart. 

for “determinant performance.” For example, under the health/strength 
indicator of quality, one of the qualifiers may be: Evidence indicates that 
customer satisfaction is continually improving and significantly superior to 
competition.” In this case, suppose that resources was identified as the 
determinant. Root-cause analysis would then be conducted to determine 
what practices, policies, or  processes are involved with this determinant 
performance-for example: “Not enough resources allocated for non-crisis 
customer contact; also none allocated solely for the purpose of fact find- 
ing in relation to competitors.” 

Step 8: Develop Action Plans for Determinants. After all determinants 
have been identified and analyzed, action plans for each determinant must 
be developed. The plans should be devised to directly produce determined 
performance improvement. In the above example the plan might be: 
“Establish the following measurement parameters for engineers: number 
of days spent face-to-face with customers and suppliers, number of hours 
spent on competitive analysis per period.” 

The Timing of Executive Diagnosis 

Except for steps 4 through 6 ,  all activity should take place in controlled 
discussion sessions. More success is realized when these sessions take 
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place away from the normal work environment. This cuts down on such 
distractions as phone calls, visitors, and other interruptions. More impor- 
tantly, being away from the work environment makes it easier for people 
to get into a different mindset, leave their territorial armor behind, and be 
open to evaluating different ideas. 

The discussion sessions are divided into two parts. The first is a three- 
day session that covers steps 1 through 3 .  

Day 1 is used for health/strength indicator identification. Identifica- 
tion of qualifiers should also begin. Qualifiers should be chosen 
because of their primary support of customer-satisfaction-related per- 
formance. If any qualifier doesn’t primarily support customer satisfac- 
tion, then some justification for using it must be gven. This should be 
done to ensure that the organization doesn’t spend time and resources 
trying to improve on things that don’t really matter. 

Besides primary customer-satisfaction-related performance, other 
justifications could be legal or regulatory compliance or conformance 
to company policy. In relation to conformance to company policy, the 
justification of the policy itself should be brought into question. 
Depending on the level in the organization that the Executive Diagno- 
sis team holds, this may not be practical. 

Having a good mix of process and results-oriented qualifiers is impor- 
tant. “Process-oriented” means that emphasis is placed on how things are 
done. “Results-oriented” means that emphasis is placed on the outcome. 
In the example we used earlier involving the health/strength of the “quali- 
ty indicator,” both actions that were planned (spending time with cus- 
tomer and in competitive analysis) are process-oriented. 
On day 2 identification of qualifiers should be completed. A prioritiza- 
tion of qualifiers and indicators should take place. This should help 
the Executive Diagnosis team understand which qualifiers and indica- 
tors are most critical to organizational success. Prioritization Matrix 
Analysis is a useful tool to use for this. Prioritization Matrix Analysis 
allows for the identification of the factors that have the most bearing 
in a given situation. 
On Day 3 the health/strength indicator owner responsibilities list 
should be developed and communicated. This list may turn out to be 
only primary and may be adjusted later after the root-cause snalysis 
and action planning sessions are complete. 

After this session there should be a two-week time period to allow 
the individual ratings to be done. The results should be tabulated and 
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provided to everybody far enough ahead of time so that the owners for 
each health/strength indicator can predict what information will be 
needed for rootcause analysis. They should begin to collect facts and 
data to present during the second focused session. This period repre- 
sents steps 4 through 6 of Executive Diagnosis. By doing the actual rat- 
ings before the next session, the focused meeting time can be used to 
perform analysis on determinant scores to find root causes and to 
develop plans and contingencies for improvement. 

After this two-week period, the second session, this time five days, 
should begin. 
On day 1 the facts and data about determinant performance are pre- 
sented. This information should increase the chance that everyone on 
the team will start from the same base of knowledge, then the analysis 
and planning that is done will be more thorough and everybody will 
be able to bring their own expertise to bear on determinant “opportu- 
nities.” Care should be taken to make sure that facts and data are pre- 
sented in terms and formats that are familiar to the organization and 
its members to avoid wasting valuable time. 
On days 2 and 3 root-cause analysis should take place to determine 
specific reasons for determinant performance. This relates Step 7 of 
Executive Diagnosis. When in this stage, and when in the process of 
developing plans to improve determinant scores (step 8), Brainstorm- 
ing should be used to help with idea generation. Flowcharting, Ydia- 
grams, and Process Mapping can also be used to find root causes. 
Force-Field Analysis, Interrelationship Diagraphs, and Affinity Dia- 
grams can be used to show interrelationships of varying causes and 
effects. Structured Tree and Value-Time Analysis can be used to gauge 
the overall effect of the determinant performance outside the bounds 
of the immediate functional area being looked at. 

This session is critical to the effectiveness of step 8, which takes 
place on days 4 and 5. 
On day 4, action and contingency planning takes place. Matrix Analy- 
sis can be used to define ownership, and Process Decision Program 
Charting can be used to develop contingency plans. Prioritizing the 
action plans may be difficult, but it is critical. Since there will be one 
determinant score for each qualifier, if the organization attempts to 
act on all determinants at the same time there is a danger that 1) there 
may be no or limited success because the resources of the organization 
are being spread too thin, or 2) so many things will be done at one 
time that there will be no way for the organization to gauge success. In 
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the latter case, some things that are being done may have negative 
effects while other things may have positive effects. Whereas the net 
effect may look like no change at all, some things are actually working 
and some things aren’t. This may cause the organization to move away 
from some things it should be doing and allow it to keep doing some 
things it really shouldn’t be doing. 

Though the temptation is great to conduct root-cause analysis and 
action and contingency planning in parallel, these two activities should 
not be done together. More success will be gained if root-cause analysis 
is done on all determinants and then action planning is done in a differ- 
ent session. There is a tendency, when mixing root-cause analysis with 
planning, to start making plans much too soon and never to get to the 
root cause of the problem; the causes identified first are often acted on, 
but many times these are only symptoms. Any plans made to address 
symptoms will not deal with the real issues and may require work later to 
solve the same problem again. Furthermore, there may be a high degree 
of failure and frustration leading to no success at all. In any case, it may 
be harder to get involvement in later efforts due to lack of momentum. 

Day 5 is used for implementation planning. In this session the details 
for timing and follow-up of the plans from day 4 are worked out. 
While doing this, the Organizational Performance Model must be 
used as a guideline, especially in relation to sustainers. The Executive 
Diagnosis Team must ensure that the commitment, systems, and 
resources are all in place to implement the plan. Many well-inten- 
tioned plans have failed because they didn’t mesh well with the capa- 
bilities of the organization trying to carry them out. 

The definers cannot be forgotten either. Does the organization have 
the structure, culture, and externals to carry out the plan? Will any 
external partners have to be informed or consulted? Will there be any 
potential breaches to compliance or conformance issues? Another role 
of implementation planning is the determination of what measures 
must be used to gauge success. Benchmark dates for performance 
review should be set. There should be predetermined thresholds of 
performance that dictate planned actions. 

This way, a lot of time and energy won’t be wasted during the imple- 
mentation deciding what alternate routes to take. This will serve to 
reduce in-fighting and territorial disputes that may arise. It will also 
promote joint ownership of the plan by the Executive Diagnosis team. 
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Any measurements that are used should be ones that primarily sup- 
port customer-service-oriented performance. The same criteria that 
applies to qualifier justification should be utilized here. 

A summary of the timing of Executive Diagnosis: 

Session 1 Day 1: Indicator and qualifier identification (steps 1 and 2). 
Day 2: Qualifier identification, prioritization of indicators and 
qualifiers (step 2). 
Day 3: Development of indicator owner responsibilities (step 3) .  

Day 1: Presentation of determinant facts and data. 
Day 2: Root-cause analysis (step 7 ) .  
Day 3 : Root-cause analysis (step 7). 
Day 4: Action and contingency planning (step 8). 
Day 5: Implementation planning (step 8). 

Rating Period (2 weeks) (steps 4-6). 
Session 2 

Additional Information 

Kano, Norialu. “A Perspective on Quality Activities in American Firms.” Califor- 

Townley, Preston, “Decentralizing for Competitive Advantage,” Across the Board 

Vogl, A. J. “It Could Happen to Us,” Across the Board, Vol. 30, No. 8, Oct. 1993, 

nia Management Review, Vol. 35, No. 3, Spring 1993, pp. 12-31. 

IlCSupplement, Jan. 1994, pp. 24-29. 

pp. 27-32. 
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Matrix Design and Analysis 

What Is It? 

Matrix Design and Analysis is a tool that makes the communication of 
relationships, influences, and interdependencies easier by representing 
them graphically. Using Matrix Design and Analysis, any volume of non- 
quantitative data can be logically displayed, evaluated, and even quantified. 
This characteristic, in particular, makes Matrix Design and Analysis a valu- 
able decision-making tool because it  facilitates the evaluation of the 
strength of key relationships. 

Why Do It? 

Many times successful project implementation depends on effective 
communication of responsibilities and objectives. Most people respond 
more to visual explanation than to written or oral directives. Any time a 
large amount of information has to be organized, compared, evaluated, 
and communicated, Matrix Design and Analysis is the tool of choice. 

How to Do It 

L Clearly identify the objective or desired outcome of the analysis. This 
objective must address what specific information will be conveyed by 
the completed matrix and who it will be conveyed to. This will guard 
against overlooking information critical to communicating the proper 
understanding or placing unrelated information in the same matrix. 

2. Decide on a matrix type. There are at least seven types of matrix dia- 
grams. We will discuss the most frequently used two of these. 

The simplest matrix design is the L-shaped matrix, which is used to 
compare two variables. Figure 7.8 depicts an L-shaped responsibility 
matrix. By listing tasks along one axis, and functions, departments, 
regions, or individuals along the other, responsibility can be quickly 
demonstrated. 

In figure 7.8, the matrix communicates responsibility for the phases 
of TV design for a major electronics manufacturer. Any symbols can 
be used to denote the strength of relationships. (The symbols used 
here come from Japanese horse racing; at Japanese race tracks these 
symbols are posted next to the names of the horses that win, place, 
and show in each race.) Figure 7.7 quickly communicates several facts: 
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NDesign Matrix 

Audio Module 

Video Module 

A B C D Total RF 

@ A A 15 .18 

a A A 15 .18 

Electronics 

Controls 

Cabinet 

Total 

Figure 7.8. L-shaped matrix. 

A A @ A 18 .21 

A A @ A 18 .21 

A A A @ 18 .21 

18 18 27 21 84 1.00 

Teams A, B, and C must keep team D informed of their designs so 
that the cabinet is designed to accommodate the other phases. 
Team C has more involvement in the design than any other team. 
Therefore, if all design phases are equal, team C should have the 
most human resources. This is a real strength of this tool. Based on 
the relative weight of each phase, this matrix will help with the 
assignment of resources. 
The resource factor column indicates the relative amount of resources 
that will be required to coordinate the project. For instance, around 21 
percent of the total coordination resources will be needed to plan, 
design, implement, and control electronic development; 18 percent for 
audio design; and so on. This doesn’t indicate the quantity of resources 
that will be needed, but how the available resources should be used. 
The T-shaped matrix compares any one variable against two others. 
In the TV design example, this matrix would allow the relative invest- 
ment cost of each phase to be added to the evaluation. For example, 
initial capital investment, staffing and training costs, and expected 
project time could be stated for each phase (Figure 7.9). Symbols for 
high, medium, and low could be used instead of actual numbers dur- 
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A LOW 

Figure 7.9. T-shaped matrix. 

ing the early planning stages, which is another strength of matrix 
analysis. Even when complete quantitative data is unavailable, deci- 
sions can be made based on sound business judgment and practices. 

3.  Question the experts. Like Flowcharting, much of the essence of 
Matrix Design and Analysis is in separating important issues and ele- 
ments from trivial ones. To gain this level of understanding, time 
should be spent with process experts before any observation ever 
takes place (an expert is one who has, employs, or displays special 
skill or knowledge derived from study, training o r  experience). In 
practice, the experts are the people who are most closely involved 
with the process on a consistent basis. 

4. Identify the variables. As a result of the understanding gained in step 
3 ,  work with the experts to identify the variables to be evaluated. 
Make every effort to minimize the number of variables being evaluated- 
use only those that are essential to satisfying the statement developed 
in step L 

5 .  Decide on the symbols. As stated in step 2, any symbols may be used 
to show relationship strength. Make sure that everyone understands 
the symbols to be used beforehand. Symbol use should be consistent 
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across the organization. This will eliminate wasting time repeatedly 
explaining the symbols. 

6. Assemble an evaluation team. In some cases, the team of experts con- 
sulted in steps 3 and 4 may not be the right team for conducting the 
analysis. The proper team will be one that has expert knowledge of 
the processes involved in the analysis and also has a high enough level 
of knowledge of the organization to be able to draw the conclusions 
that may be called for. In general, this is more true of responsibility 
matrixes and matrixes dealing with capital expenditures. The more 
empowered a workforce becomes, the more likely that the same team 
will be able to participate in steps 3,4, and 6. 

7. Fill in the matrix. The most important considerations to keep in mind 
while completing the matrix is that each axis should be kept pure. For 
instance, in a responsibility matrix, make sure that the people, depart- 
ments, units, regions and so on are all on the same axis (horizontal or 
vertical). Another important point is to decide whether quantitative 
data is desired. If it is not, don’t bother with the math, which tends to 
make people draw conclusions that may not be desirable. Use the 
math to make the “correct” conclusions easier to draw. 

This brings up a very critical point. Don’t start with a conclusion 
and then construct a matrix around it. If the facts are broadly known 
and understood already, matrix analysis is probably a waste of time. 
Remember, this is a communication tool. Don’t use it to manipulate 
results and actions! 

Additional Information 

Brassard, Michael. The Memory loge.+, Methner, MA: Goal/QPC, 1989. 
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Storyboarding 

What Is It? 

Storyboarding is a creative tool used for planning, organizing, and com- 
municating ideas through a simplified visual format. The storyboard is a 
quick sketch that highlights key issues and decision points reached during 
a group meeting. There are four types of Storyboards: 

Planning. In the Planning Storyboard, items are action-oriented and 
indicate what must be done and how the job will get done. 
Idea Generation. The Idea Storyboard is used for detailing specific 
ideas and generating new and unique solutions to problems. 
Communication. The Communication Storyboard answers the ques- 
tions what? who? when? and how? regarding information that needs 
to be communicated. 
Organization. The Organization Storyboard is used to identify specif- 
ic task areas in a project and the appropriate people responsible for 
each task. 

How to Do It 

The Storyboarding process has two distinct iterative sessions: 

1. The creative session. The creative session should be used to generate 
ideas concerning a particular subject (for example, a solution to a 
problem). Participants write their ideas on cards. At the same time the 
idea is written, the participant announces it aloud so all participants 
can hear it. Vocalizing the idea reduces the number of duplicate ideas 
and stimulates other ideas. As the idea is submitted to the group, the 
card should be pinned to the board. 
The following are the Storyboarding rules for creative thinking: 
Absolutely no criticism. Respect all participants’ ideas. 
Hitchhike on other participants’ ideas. Feel free to modify or combine 

Generate many ideas. Quantity, not quality, of ideas is the key in this 

Generate wild ideas. The wilder the idea, the better. There are no 

ideas of other participants. 

phase. 

“wrong” ideas. 
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2. The criticism session. During the criticism session, ideas become 
“group property” for debate. Any participant can object to an idea on 
the board, while others should counter-object until consensus is 
reached. Ideas are either kept or discarded. 
The following are the Storyboarding rules for critical thinlung: 

Review and methodically critique each idea. 
Make ideas clear and precise. Often rewriting a card for clarity can 
produce consensus. 
Assign meaning to an idea. Individuals no longer “own” the ideas. 
Therefore, group consensus determines what the idea means. 
Keep only valid ideas. If the group feels an idea is invalid, it should 
be discarded. 
Don’t use “killer phrases.” Use constructive instead of destructive 
criticism. Consensus cannot be accomplished if participants are put 
o n  the defensive or are demoralized. 

Steps in Storyboarding. These steps are basic Storyboarding guidelines that 
you may augment or delete according to your specific task and audience. 

1. Storyboarding set-up. 

Storyboarding session: 
A room with ample wall space for drawing. 
Pens, push pins, tape, skein of yarn. 
5” x 7“ cards (“topic cards”). 
4“ x 6” cards (“header cards”). 
3” x 5” cards (“subtopic cards”). 
2” x 2“ cards (modifiers and qualifiers). 
Paper or board spanning entire length of wall. 
A neutral facilitator should direct and organize the Storyboarding 

process. In the creative session, the goal is to generate ideas. In the crit- 
icism session, the facilitator’s goal is to achieve consensus. In addition 
to these two basic objectives, the facilitator should follow these rules: 

Motivate, don’t dictate. 
Pace the group. 
Direct participants to talk to the entire group, rather than to specific 
individuals. 
Be a diplomat. 
Praise the group’s efforts. 
Don’t mistake activity for accomplishment. 

The following equipment and facilities are recommended for a 
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Establish good rapport with participants; have fun! 

with that of other experts and should follow these rules: 
Use creative-thinking skills. 
Use critical-thinking skills. 
Share ideas with the group; don’t talk to individuals during the 

Be specific when submitting ideas. 
Don’t try to be a star. 
Pay attention to other participants and respect their ideas. 

Participants should be encouraged to combine their knowledge 

process. 

2. Determine a clear, concise, measurable goal for the discussion topic. 
The goal should be clearly and concisely stated. If it cannot be writ- 

ten on a normal business card, it is too long. No more than one hour 
should be taken to determine the goal. 

3. Construct the Storyboard framework. 
A. Write the Storyboard topic on a 5” x 7“ card. Pin the “topic card” 

B. Write the word purpose on a 4” x 6” card. Pin it below and to the 

C. Write the word Miscellaneous on a 4” x 6” card and pin it to the 

on the top center of the Storyboard. 

extreme left of the topic card. 

right of and below the topic card. 

The facilitator should choose a participant to be the “pinner,” the 
person who will pin idea cards to the Storyboard. The result of the ini- 
tial creative session is the development of the purpose in greater detail 
than when the goal was initially determined. The final purpose should 
then be pinned under the purpose card on the Storyboard. 

4. Finalize the purpose. 

5.  Finalize the headers, 
This session begins the iterative process of Storyboarding. A cre- 

ative session should be used to develop headers (4” x 6” cards) on the 
main topics of the Storyboard. The same rules used in the initial cre- 
ative session apply. When all “headers” or topics are agreed on, these 
cards should be pinned in a horizontal row at the same level as the 
“purpose” and “miscellaneous” cards. 

6. Finalize the subtopics. 
The creative and critical process continues through the develop- 

ment of subtopics. Each header is selected at random and directed 
into subtopics. The subtopics are written on 3” x 5” cards and pinned 
under their respective headers. If any subtopics need modifiers or 
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qualifiers, 2” x 2” cards can be pinned next to their related subtopic. 
(Repeat steps 5 and 6 until all “header” cards are completed.) 

7. Refine the Storyboard. 
The yarn can now be used to provide emphasis and to “tie” ideas 

together at various locations on the board, thus creating a picture of 
the topic and its interrelated ideas. 

8. Save the Storyboard. 
There may be times when a Storyboard cannot be left in its original 

displayed form. To “save” the Storyboard so that it can be reconstruct- 
ed, use one of the following: 
a. Number the cards. 

Put the purpose cards together and number them consecutively. 
Put the miscellaneous cards together and number them consecu- 

Number the header cards as columns, then number the subhead- 

Number modifiers appropriately. 

store the Storyboard. 

tively. 

ers with row and column. 

b. Use a computer spreadsheet program (such as, Lotus or Excel) to 

c. Take a photograph or videotape of the Storyboard. 
d. Copy the entire Storyboard, including relative position of the 

cards, by hand onto paper. 
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vpes of Storyboards 

The Planning Storyboard 

In the Planning Storyboard (Figure 7.10), all items are action-oriented 
and time-based. Participants determine a “topic” (the measurable goal) 
and the “purpose” (“create an action plan for implementing quality 
improvement strategy throughout the organization”) for the session. 

measurable goal 

purpose of the miscellanecus 

Name 

“Who is 
responsible?” 

Action 

“How will the 
job get done?” 

Figure 7.10. The planning storyboard. 
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Heads identify activities, and subhead are the list of actions. Along the 
side of the Storyboard is the list of individuals who are responsible for 
each activity. 

The Idea Storyboard 

The Idea Storyboard (Figure 7.1 1) is used to detail ideas concerning a 
specific issue and to generate new and unique solutions to problems. 

Detail 

Detail 

Detail e 1 1  
detail sbwt 
the rnaior idea - - 

Detail 

Detail 

Detail 

Detail 

1 

'who I. 
responsible?" 

Figure 7.11. The idea storyboard. 
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Head identify ideas and subheads are the details of each idea. Along 
the side of the Storyboard is the list of individual who are responsible 
for each idea. 

The Communication Storyboard 

- The Communication Storyboard (Figure 7.12) is used to answer the 
questions what? who? when? and how? about information that needs 
to be communicated either internally or external to the organization. 

- clear, c 0 n c i ~ .  
measurable goal 

"When and How will 
the Infomation be 
mmunicated?" 

'who win 
uxnmunicate?" 

Figure 7.12. The communication storyboard. 
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I Step 1 : Organizational Storyboard I 

P 
r r  Misc 

Step 2: Organizational Chart 

purpose of the 
storyboard 
1 

clear, concise, 

IyL individual goal 

Topic measurable goal LA- 
U 
1-1- 

I Task 1 

miscellaneous 
"Tasks to be done?" issuedconcerns cf Misc 

Figure 7.13. Organizatiorial storyboard. 
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Heads identify what needs to be communicated, and subheads indi- 
cate when and how the information will be communicated. Along the 
side of the Storyboard is the list of individuals who are responsible for 
communicating the information. 

The Organizational Storyboard 

The Organizational Storyboard (Figure 7.13) is used to identify both spe- 
cific task areas in a project and the individuals who are responsible for 
each task. There are two steps to creating the Organizational Storyboard. 
First, tasks and individuals need to be identified. Second, the Storyboard 
should be rearranged into a suitable organizational chart. It is important to 
pay attention to the particular tasks, leaders, and doers when creating a 
successful organization chart. 

Additional Information 

Bunch, John. “The Storyboard Strategy.” Training and Development, Vol. 45, 

Hanke, Ed. An Exercise in Creativity. Credit Union Management, Vol. 16, No. 

Symons, Paula. “Shedding Some Light on Creativity.” Credit Union Manage- 

Talbot, Mary. “Storyboard Your Meetings.” Success, Vol. 40, No. S, Aug. 1993. 

No. 7, July 1991. 

11, Nov. 1993. 

ment, Vol. 15,No. 12, Dec. 1992. 
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Flowcharting 

What Is It? 

“A picture is worth a thousand words.” Flowcharting, sometimes called 
Flow Process Analysis or Process Flow Analysis, is the act of drawing a 
“picture” of a process. It produces diagrams using connecting lines and 
symbols to show a stepby-step progression through a system or process. A 
Flowchart is the lowest-level tool available for showing cause-and-effect 
relationships. There are several types of Flowcharts. Some of these have 
very specialized uses. This discussion will be limited to Simple, Top-Down, 
and Multi-Process Flowcharts, and Process Mapping. These differ from 
one another in scope, objective, and use of symbols. 

As you move from Simple to Top-Down to Multi-Process Flowcharts, 
you move along a continuum that progresses from very broad (limited 
detail) to very specific (extreme detail). Therefore, the choice of which of 
these to use should be based on the level of detail that is needed and the 
complexity of the process being analyzed and documented. 

The Process Map adds two dimensions to the analysis that are not easily 
depicted with basic Flowcharts: time and space. The major advantage of 
the “map,” as it is commonly called, is that it communicates ownership and 
duration. Typically, the Flowchart has no spatial component and defines 
time only in terms of chronology. The Multi-Process Flowchart comes 
closest to providing spatial representations. 

Why Do It? 

Flowcharts should be used to fully understand, document, and commu- 
nicate systems and processes. Let’s briefly define process terminology 
before we proceed further. The levels of composition are system, process, 
and task. 

Systems. Systems work together to achieve some common, normally glob- 
al objective. For instance, human physiology involves the working of sever- 
al systems: nervous, circulatory, respiratory, digestive, reproductive, and so 
on. Systems, in turn, require the coordination of several processes. 
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Processes. Processes are broken down into tasks. The circulatory system, 
for instance, involves cardiac and vascular processes, one to pump blood, 
the other to transport it. 

Tasks. Tasks occupy a level of detail that involves what must be done. For 
example, the tasks in the circulatory system would describe what each ven- 
tricle of the heart needs to do at each instant; what the arteries, veins, and 
capillaries need to do; and so on. 

Because Flowcharts can produce and communicate understanding to 
such a detailed level, they should be prerequisite to approval of capital 
funds targeted for improvement, innovation, or modernization. In fact, 
before any improvement activity is implemented, Flowcharts should sup- 
port decision making. No machinery, stores, not even a desk should be 
moved without the sanction of Flowcharting. They should also be 
demanded before any changes to organizational structure or responsibili- 
ties take place. Their objective would be to demonstrate that capabilities 
would be at least maintained and, ideally, enhanced. Flowcharts should be 
an integral part of every training process. 

How to Do It 

1. Define the scope of the analysis. Construct a complete, well-thought- 
out purpose statement. This statement will prevent analyses that are 
too narrow in scope to fully define the process or too broad to offer 
clear direction. 

2. Approve the symbols. Many symbols are used in Flowcharting. In gen- 
eral, however, very few symbols are absolutely needed. The oval, rec- 
tangle, circle, diamond, mangle, square, and arrow will suffice for most 
efforts (Figure 7.14). Use the fewest symbols possible, and make sure 
everyone who is or will be involved understands the meaning of each 
symbol. This will make the interpretation of the charts much easier. 
Operation. The circle denotes an operation. An operation is a 
process step that involves a “state change.” This means that some, 
normally irreversible, change takes place in the product or service 
that is the final objective of the process. This sounds ominous, but 
really it is simple. In a manufacturing example, for instance, only 
process steps that involved “changing” the actual product (assem- 
bling, painting, and so on) would be considered operations. In an 
administrative example, steps involved with, for example, adding 
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Operation inspection ransportation Process Step OOO= 
Decision 

Figure 7.14. Common flowchart symbols. 

information to a document would be considered an operation, 
whereas simply reviewing that information would not. Some sup- 
port the position that an operation is anything that “adds value” to 
the end product or service. We certainly agree that, by definition, 
an operation is a value-adding process element. But, once an ele- 
ment‘s classification as an operation depends on its position in the 
value equation, unnecessary subjectivity is introduced. There is 
nothing subjective, however, about “state change,” so using our def- 
inition will make improvement to processes easier to attain. This is 
because improvement begins by targeting non-value-adding ele- 
ments of process for elimination. 
Inspection. The square denotes inspections. Any step that involves 
checking, verifying, counting, or grading or classifying would be 
called inspections. Based on the discussion on operations, inspec- 
tions would, by definition, be non-value adding (NVA). 
Transportation. The arrow denotes transportation. Anytime some- 
thing is moved in physical space or time, depict it in a chart with 
the transportation symbol. Since electronic data is ”moved” in vir- 
tual space and time, it is handled specially (see Data-Flow Analysis 
later in this chapter). 
Decision. The diamond denotes decision points. When a process 
reaches a branching point where the path taken depends on a deci- 
sion or condition, use a diamond. The decision or condition that 
causes the least disruption to the flow should always proceed from 
the bottom point of the diamond. The other(s) can proceed from 
either side, but right is normally preferred. 
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Storage. The triangle (with a point down) denotes storage. Storage 
is used to represent steps in a process where the product being 
charted is placed in some physical location for some period of 
time. Sometimes, you may run across a D-shaped symbol. This is 
used to denote a delay and, while product may be idle during this 
period, be careful not to confuse this with storage. In storage, there 
is an intent to store the product or material, and many times the 
storage time is predetermined. 
Process boundary. The oval (with the long axis horizontal) denotes 
process boundaries. Use these to denote where the beginning and 
ending points of the chart are. These points may be different from 
the actual process boundaries from a functional standpoint. The 
main function of these is to establish points of connection and 
overlap to other process documentation. 
Process step. The rectangle (with the long axis horizontal) denotes 
process steps. 

3. Question the experts. Much of the essence of Flowcharting is in sepa- 
rating important issues and elements from trivial ones. To gain this 
level of understanding, time should be spent with process “experts” 
before any observation ever takes place. By definition, an expert is one 
who has, employs, or displays special skill or knowledge derived from 
study, training, or experience. In practice, the experts are the people 
who are most closely involved with the process on a consistent basis. 

4.  Chart the process. As this questioning takes place, chart the process 
using the symbols approved in step 2. Make notes that indicate the rea- 
sons why process steps exist. Also note any procedural requirements 
that may by indicated be various successor and predecessor steps. This 
is done for two reasons. First, without a full knowledge of what 
should be done, it may be easy to omit critical steps that are not actual- 
ly being observed; second, this forces every step to be justified. 

5. Observe the process. The observer should d o  more than simply 
watch and record the process. During this time the observer must 
also begin to identify the nature of the improvement needed in the 
process. In order to develop the best possible improvements, you 
will have to understand causes of process deficiencies. The three 
general categories of causes are as follows: 

Communication or “didn’t know.” Some people are consistently 
observed following a specific procedure while others are not. The 
key for this type of cause is inconsistency from one individual, 
department, and so on, to another. 



168 Teams 

Non-adherence, or “knew, but didn’t do.” In some instances the 
experts will describe steps that will not be observed in practice con- 
sistently, if at all, even within the same individual, department, and 
so on. If experts have indicated that these steps are critical, espe- 
cially if they are important predecessors to other steps, the non- 
adherence must be addressed. 

Steps that will not be adhered to can normally be predicted dur- 
ing questioning of the experts. These steps will be the ones that are 
described as “a pain,” hard or unpleasant to do, or time consuming. 
Non-ability, or “didn’t work.” When procedures are followed as 
prescribed, the deficiencies must be caused by faulty process 
design or lack of or insufficient training. 

6. Question the process. Compare the chart developed before the 
observation with the one resulting from observation. There will be 
elements that were observed but not described. These are “intra- 
improvement opportunities”: they have been inspired by tinkering 
and will many times involve alternatives to the non-adherence to crit- 
ical elements that are difficult, unpleasant, o r  inconvenient. All dif- 
ferences between the charts must be documented. 

7. Question the experts again. Meet again with your experts so they can 
help you to reconcile the differences. Challenge each step, even 
those that are consistently followed. Force every step to be justified. 

8. Improve the process. Use the following method to improve the 
process (remember, the experts are still the vital link): 

Eliminate as many NVA or nonessential steps as possible-a nonessen- 
tial element is one that is not customerdriven. Keep only those that 
cannot be eliminated because of relationships to other steps. 
Co’mbine the NVA or nonessential steps that remain with other 
steps, even other NVA or nonessential ones. After this, combine as 
many other steps as possible. Do not make any combinations that 
will compromise the effectiveness of the process. The goal of the 
combination should be to make steps easier, faster, more conve- 
nient, or less costly in some other way. 
Rearrange the order of remaining NVA and nonessential steps to 
minimize their impact on the process. After this, rearrange as many 
other steps as possible. The goals of rearrangement are the same as 
those of combination. 
Finally, simplify as many value-adding and essential steps as possi- 
ble. Do not commit resources to simplifying NVA or nonessential 
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elements. If they are important enough to simplify, they are proba- 
bly more essential than believed. Simplification has the same goals 
as combination and rearrangement, only to a much greater degree. 

9. Sell the improvement. Since so much care has been taken to involve 
the experts, the process of selling the improvements from step 8 
should progress naturally. During this stage, take care of particulars 
such as ownership, timing, and measurement and follow-up. 

10. Train the improvement. In our experience, this is probably the step 
most often neglected in most organizations. Many times, after sub- 
stantial effort has been expended studying and improving processes, 
the improved procedures are never communicated. As a result, later 
effort is required to make the same or similar improvements all over 
again. This can be avoided if you use the chart itself as a training aide 
and use check-offs to ensure that everyone understands the proce- 
dure. Use the experts’ reasoning to explain why the procedure is an 
improvement. 

11. Install the improvement. The primary objective of installing the 
improvement is standardization. Until the process is standardized, 
the results of the improved procedure won’t be realized. This is espe- 
cially critical if capital expenditure decisions were based on the bene- 
fit to be derived from the new process. The keys to installing the 
improvement are: 

Updating process documentation. 
Incorporating the chart into the job summaries of everyone 

Posting the chart where it can be easily accessed and referred to. 
Ensuring that all documentation showing the old procedure is 

involved. 

removed. 

Case Example 

Simple Flowchart. The Simple Flowchart is used to show the essential 
steps of a process; very little detail is included. This type of chart is used to 
communicate overviews or overall conceptualizations. Figure 7.15 is an 
example of a simple flowchart for building a house. Obviously, no one 
unfamiliar with home building would use this chart as a guide for the actu- 
al construction. That same person could, however, get a good idea of what 
types of activities would be involved with the project. In general, use only 
rectangles in Simple Flowcharts. Not enough detail is shown to be con- 
cerned with decisions, and so on. A time-line could easily be added along 
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Figure 7.15. Simple flowchart for building a house. 

the left or right edge of the chart. This would be useful for resource plan- 
ning and coordination. 

TopDown Flowchart. The next level of charting detail is the Top-Down 
Flowchart. It communicates the major steps required to proceed from a 
specific input to a specific output. Steps to proceed to the next level of 
detail are listed below each of these major steps. Figure 7.16 expands on 
the chart from the home-building scenario. Though this is not very 
detailed, it is a clear enough “picture” to help resource decision making. 
Any prospective builder could look at this listing and almost immediately 
know what tasks will have to be out-sourced. The detail level on this chart 
should be confined to five or  six items for each major step. If more items 
than this exist, each should be challenged and kept only if essential. As 
with the Simple Flowchart, only rectangles should be used. This is still a 
rather high-level, strategic tool, so more symbols would be meaningless. 

The major disadvantages of the Top-Down Flowchart are that there is 
no reference to time, interrelationships are not indicated, and the process 
tends to look more linear than it really is. 

Multi-Process Flow Chart. On the other end of the flowcharting continu- 
um is the Multi-Process Flowchart. This chart is like a collection of Simple 
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Flowcharts that have been expanded in detail and joined together (Figure 
7.17). Use Multi-process Flowcharts to document and communicate 
process details to the task level and to show interrelationships between 
processes. 

Process Mapping. Like the Flowchart, the Process Map is a “picture” of a 
process or system. Though both are visual representations of a process or 
system, Process Mapping offers a dimension that Flowcharting does not. 
This dimension is the advantage of diagramming all the functional areas, 
internal and external, that are involved in a process. 

The flowchart is normally produced and displayed vertically, like in a 
grain silo. Because of this, flowcharting does not indicate cross-functional, 
interdepartmental, intercorporate, o r  international relationships and 
dependencies conveniently. The Process Map, on the other hand, is hori- 
zontal, like in a pipeline. Therefore, it indicates the interactions, interde- 
pendencies, and interrelationships that Flowcharting cannot. This is the 
spatial dimension referenced earlier. Another dissimilarity between 
Process Mapping and Flowcharting is that mapping uses only three sym- 
bols: the oval, denoting the endpoints of the process; the rectangle, denot- 
ing internal process steps; and the diamond, denoting decisions. When 
analyzing processes that span multiple departments, sites, or companies, 
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Figure 7.17. Multi-process flowchart, Delta Company customer order 
process. 
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mapping is in order. The higher the risk and penalty of suboptimization, 
the more appropriate mapping is. 

The steps to using Process Mapping are as follows (these steps are the 
same as in Flowchartingwith noted exceptions): 

1. Define the scope of the analysis. 
2. Define the scope of interactivity. Determine how wide the span of 

the analysis will be from a functional perspective. Which organiza- 
tional functions will be involved and mapped? What externals will 
be included? What function (internal or external) triggers the begin- 
ning and ending of the process? 

The functional areas involved should be listed vertically down the 
left side of the map. The functions should be separated from one 
another using horizontal lines. Figure 7.18 demonstrates this with the 
blank map used for the process of writing this book. 

Mapping is used to develop a picture of processes not functions. 
Therefore, when the endpoints of a process are determined, make 
sure that these endpoints are process-oriented, not function-orient- 
ed. It is helpful to name processes in a manner that does not confuse 

AUTHOR 1 

AUTHOR 2 

AUTHOR 3 

AUTHOR 4 

REVIEWERS 

PUBLISHER 

Figure 7.18. Bkznk process map. 
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them with their respective functions. For instance, rather than dis- 
cussing the “humafi resource” process, it would be better to talk 
about the “recruitment” process, or, better still, the “eniployment 
slot open, employment slot full” process. 

3 .  Add a timeline along the bottom of the chart. The units will be depen- 
dent on the process being mapped. The important thing is to make the 
units consistent, meaningful, and small enough to capture the essential 
detail of the map. This is the time dimension referred to earlier. 

4. Question the experts. 
5. Develop issues and problems list. This is perhaps the most impor- 

tant difference between “mapping” and “charting.” The issues list is 
a record of concerns that come up that may be peripheral or unrelat- 
ed to the central issue but are still important to the organization. 
The list serves as a ‘‘parlung lot” for these items, thus allowing them 
to be retained in memory but preventing discussion of them from 
derailing the primary effort. 

6. Chart the process. This is done identically to Flowcharting with one 
major and three minor exceptions: 

The major exception is that there can be no “loop-backs” in the 
flow on a process map. This is because the map is time based, and 
a loop-back would indicate reverse time, which i s  impossible. 

1.Always proceed along the path of least resistance at decision 
points. 

2. Vertical alignment is important! Show elements vertically aligned 
only when they occur in the same reference of time. 

3.  Clearly denote steps that are shown in detail on another chart (in 
Figure 7.19, these are shown with drop shadow). 

Figure 7.19 is the first page of a simplified map of the spring 
baseball camp of a Major League team. Time and cost have been 
left out to show the relationship mechanics more clearly. 

The minors exceptions are: 

7. Observe the process. 
8. Quantify the process. Each rectangle on the map should be quanti- 

fied in terms of time and cost. The maximum (M), minimum (m), 
and typical (T) times should be provided. Cost should be stated, at 
least, in terms of material cost and labor cost (Figure 7.20). 
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I 

- 
Sales I, 
Staff 

Figure 7.19. Basic process map. 

Process Steps 

Secure Bidding for 
Excavation Contracts 

Figure 7.20. Cost and time data for process steps. 

9. Question the process. 
10. Question the experts again. 
11. Improve the process. 
12. Sell the improvement. 
13. Train the improvement. 
14. Install the improvement. 
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Problem Stream Analysis 

What Is It? 

One of the most important steps toward empowering a team is develop- 
ing decision-making ability. Decision making should be viewed as any 
other process. In other words, there are value-adding (VA) decisions and 
there are non-value-adding (NVA) decisions. VA decisions are those that 
involve strategy and support the business. These decisions require partici- 
pation and expertise from all levels of an organization. The “better” an 
organization gets, the more time it will and must spend in VA decision 
making. NVA decisions are those that are involved with day-to-day process 
and operational management. To a large degree, NVA decisions involve 
fire fighting. Problem Stream Analysis formalizes, standardizes, and docu- 
ments problem solving. It uses a hybrid of a Structured Tree Diagram. The 
diagram from Problem Stream Analysis is sometimes referred to as a Prob- 
lem Chain because it takes a given result or process condition and traces 
its symptoms down to root causes. 

Why Do It? 

There are two overriding driving forces for Problem Stream Analysis. 
First, in order to spend the time needed on VA decision making, involve- 
ment in NVA decision making must be minimized. Second, since most 
operational decisions should ideally be made by an empowered team, the 
quality of the decisions being made must be high. Problem Stream Analysis 
accomplishes these objectives well. By tracing problems to their root caus- 
es, the time that would normally be spent “reinventing the wheel” for each 
incident is eliminated. And since there are a gwen number of possible caus- 
es already documented for each incident, a high likelihood exists that 
proper decisions will be made. 

Problem Stream Analysis work best on discrete events. A discrete event is 
one in which something definable and identifiable happens. Problem chains 
don’t work well on general, systemic process deficiencies. This is especially 
true of symptoms that are hard to tie to specific causes or where specific 
solutions are not clear. If a process is not well-defined enough to offer clean- 
cut cause-effect relationships, VA decision-making techniques like Process 
Decision Program Charting and Functional Decomposition should be used. 
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Functional Decomposition is a hierachial breakdown of a system into its 
elements for analysis. Once cause-effect relationships have been estab- 
lished, Problem Chaining will be effective. Problem Stream Analysis is one 
of the most reliable methods available for standardizing processes and 
ensuring adherence. Problem Stream Analysis can also be used to prepare 
for simulation and knowledge-based (expert systems) programming. In 
many cases Problem Chains can be compiled directly into program code- 
software programs are available to do this. 

How to Do It 

L Write the problem statement. 
The key to effective Problem Chaining is often in the quality, clarity, 

and accuracy of the problem statement. It should specifically and 
clearly define a problem that is easily detectable. If the problem state- 
ment addresses a condition that is hard to recognize, the chain will 
not be used when it should. 

The problem statement must do more than simply describe the 
problem. Descriptions don’t in themselves spur on or point to solu- 
tions. Examples of poor statements are: 
Machine 2000 in Process Alpha is not functioning properly. 
Today’s shipment of Widget B did not arrive. 
The car won’t start. 

What parameters ensure the proper functioning of Machine 2000 in 

What factors and activities ensure the on-time arrival of Widget B. 
What factors ensure the proper cranking of a car? 

Better statements would be: 

Process Alpha? 

By stating the problem this way, the focus will remain on the 
process itself. The key to effective Problem Chaining is defining and 
understanding the process. 

2. Identify the check points. 
The first level of the Problem Chain should communicate what 

things should be checked when problems arise. This will allow the 
problem to be closed-in on quickly. See the car problem example in 
Figure 7.22 Even the person with no automotive skills could use this 
chart to quickly narrow the possible causes of the problem by check- 
ing for the type of engine sounds. If the chart were complete, this 
would be even more evident because there would then be many more 
possibilities that could, otherwise, confuse the issue. 
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Figure 7.21. Typical problem chain. 
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A second advantage to constructing the chart this way is that team 
members begin to accept responsibility and feel more empowered 
because this type of knowledge increases confidence. It is also an effec- 
tive training tool because it clearly demonstrates the process parame- 
ters that must be controlled if problems are to be avoided. When read 
from bottom to top, the chart says, “If these factors, parameters, or 
activities are controlled and maintained, then the overriding problem 
will be avoided.” So, once this analysis is complete, it can move from a 
resolution tool to a preventive one. 

3.  Establish control points for the check points. Each check point 
should terminate at a control point. The control point dictates what 
action should be taken. In some cases, a check point will terminate 
without action. This may be because none is needed or because prop- 
er action is unknown. It is important to identify those points to which 
there is no known action. This knowledge allows the empowered 
team member to move up the chart until the first point at which the 
check is completely contained and to take corrective action there. 
This will correct some things that do not need correction, but the 
decision to do so is based on sound process knowledge. This again 
will increase the confidence of the team member. 

4. Change the problem statement. Rephrase the problem statement to 
make it more descriptive and less probing of the problem itself. In 
this example, “Action required when car won’t start” is a good state- 
ment to use. Do not restate any other statements in the chart. 

5. Include the chart in the training process. The completed chart should 
be immediately incorporated into the training process. All team mem- 
bers should be taught how to interpret the chart. Each should be 
encouraged to refer to the chart as often as necessary. This is the step 
that makes Problem Stream Analysis critical to the team process. A nec- 
essary precursor to empowerment of teams is “enablement“ of teams, 
and enablement is the process of transferring decision-makmg capabili- 
ties. Obviously, the earlier that this is done, the better, so preparing 
teams for the situations they are likely to encounter in a training process 
is a very powerful way to address team development needs. 

6 .  Post the chart in the workplace. The chart should be posted or filed in 
the workplace. Ideally, it should become a part of work instructions 
or  other types of manuals that are fully accessible to all teams 
involved with the process. 

7. Change the chart as often as necessary. Open (non-action-terminated) 
control points should be closed whenever possible. In addition, some- 
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times process improvements will be made that make certain check 
and control points unnecessary. When this happens the chart should 
be updated immediately and then steps 5 and 6 followed. 

8. Review the chart at least annually. Even if no changes have been made 
to the process, each chart should be reviewed and verified at least 
annually. Many times steps will come to light that need attention or 
improved focus. Taking a relatively benign look periodically can sur- 
face concerns that have been previously taken for granted. 
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Data Flow Analysis 

What Is It? 

Data Flow Analysis is a specialized Flowcharting tool. It demonstrates 
what information flows into a system and in what form, what happens to 
it, and where it goes when it leaves; who needs it; and uses it. It produces a 
picture of the information flow through a process or system. Almost all 
other Flowcharting techniques deal with the movement of something tan- 
gible and physical such as material, equipment, or people. Data Flow Dia- 
grams are challenging because what they analyze is not always tangible. 
Many symbols are accepted for charting the flow of information; only 
three, however, are necessary for Data Flow Diagrams (Figure 7.22). 

Figure 7.22. Basic data flow analysis symbols. 

Why Do It? 

No process can be fully understood until the flow of information 
through it is visible. In fact, data flow is such an integral part of process 
control that, without adequate information systems, many processes are in 
danger of failure. In addition, many process improvements will fail or not 
reach full potential because information systems are not extensive or 
healthy enough to support them. DFA must be done in parallel with other 
process analysis techniques in all but the very simplest of systems. Without 
this, there will be no guarantee that improvement will be successful and 
sustainable. 

How to Do It 

1. Clearly define the process to be analyzed. 
Since Data Flow Analysis is so boundary (input-output) oriented, 

the process should initially be defined based on its boundaries. This 
will help to ensure that the whole process and not some functional 
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part of it will be captured. Sometimes it even helps to name the 
process based on these boundaries. Examples would be the order-to- 
delivery process, the idea-prototype process, and the position open, 
position filled (personnel recruitment) process. 

2. Question the Experts. Like other Flowcharting efforts, spending time 
with the people who actually run the process is essential to the success 
of Data Flow Analysis. During this period the five Ws and one H (what, 
when, where, why, who, how) should be used extensively, Data systems 
typically have more hidden waste in them than other processes. C h d  
lengingold habits and procedures is the best way to identify this waste. 

3. Follow the paper trail. Identify every form, report, and memoran- 
dum that is a regular and required part of the process. Even in the 
most advanced systems, if the paper trail is followed, most of the 
information required to sustain the system will be identified. 
For each document, collect and record the following information: 
The purpose for the document. Be tough! Ask, “What does the 
information on this piece of paper do?; W h y  do you need the infor- 
mation?” 
The information in the document that is actually used, who uses it, 
where it is used, and when it is used. 
The distribution of the document-every copy must be accounted for! 
The final disposition of the document. Is it filed? For how long? Is 

Remember, this should only be done for regular and required 
documentation. Nonstandard documentation will stick out later 
during charting. 

4. Create a purpose statement for each regular and required docu- 
ment. Using the data from step 3, write a statement that justifies the 
existence of each document. The statement should include, in addi- 
tion to the information in step 3,  reporting frequency and identifica- 
tion of originators of all data contained in the document. 

5. Chart the process. With the additions noted, steps 5 through 11 are 
identical to the steps described in Flowcharting. A simple chart is 
shown in Figure 7.23. 

6.  Observe the process. 
7. Question the process. 
8. Question the experts again. 
9. Improve the process. Emphasis should be placed on eliminating 

nonessential steps of the process, repetitive data elements, and 
excess paperwork. Special attention should be paid to document 

it destroyed? After what period of time? 
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Figure 7.23. Simple data /low chart. 

distribution; use the purpose statements for each document as a 
hard-and-fast guide to how many copies to circulate and to whom. 

10. Train the improvement. 
11. Install the improvement. 
12. Identify technology that eliminates paper. Don’t accept “improve- 

ments” that simply delay paper production or allow people to pro- 
duce paper copies “as needed.” If data is not used electronically as it 
was originally input or intended to be used, then waste may be hid- 
den in the process. Information Technology can save time and elimi- 
nate wasted effort, but only if it is used properly. 

13. Sell the improvement. 
14. Train the improvement. 
15. Install the improvement. 



Business Problem-Solving Tools 105 

Komatsu Diagram 

What Is It? 

The Komatsu Diagram is a variation of the Tree Diagram. However, 
instead of text appearing at each branch of the tree, charts and graphs 
appear. These charts and graphs explain the state of the central issue, 
which is also a chart or graph. 

Why Do It? 

The Komatsu Diagram demonstrates cause-and-effect relationships or 
identifies components of a condition of process. It also indicates the 
process variables that are the most important to control, and clarifies what 
the objective of the control of these variables is. For instance, if a branch 
chart (one under the central chart or issue) has an inverse relationship to 
the central chart (when the branch variable increases, the trunk variable 
decreases), then it is immediately apparent whether to try to maximize or 
minimize that variable. Of course, care must be taken to ensure that rela- 
tionships are direct before these kinds of assumptions can be made. 

How to Do It 

1. Choose a broad process measurement parameter. 
2. Identify the major components or control causes for this parameter 

3. Construct the diagram (Figure 7.24) 
using Pareto Analysis or Force Field Analysis. 

a. Place measurement parameter from step 1 at the trunk (top) of the 

b. Place the components or causes as roots from the trunk. Note: For 

4. Design process-control procedures around the diagram. In Figure 
7.24, the diagram would obviously dictate the control of caloric 
intake, fat intake, and exercise. 

diagram just as you would the central issue in a Tree Diagram. 

clarity, show only one level of detail on the chart. 

5. Implement the procedures. 
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Figure 7.24. Komatsu diagram body weight tracking. 
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Spider or Target Diagram 

What Is It? 

The Spider or Target Diagram is a tool that visually represents perfor- 
mance of 8 to 12 parameters on a single chart. It is named by its resem- 
blance to a spider web or, when used properly, to a target. 

Why Do It? 

This diagram quickly and clearly points out, by area, whether perfor- 
mance is acceptable o r  not. This makes resource management and 
improvement efforts much easier to plan and predict. It can also be used 
as a basis for recognition and reward systems-when used this way, the dia- 
gram can eliminate subjectivity and assure fairness between individuals, 
teams, departments, divisions, and so on. 

How to Do It 

I Determine parameters to be tracked. Though any number of parame- 
ters may be used, the diagram works best with 8 to 12. It is important 
to involve as many of the people who will be rated or affected by the 
tracking as possible. 

2. Put all parameters on the same scale for performance. For example, 
each could be evaluated on a five-point scale, ten-point scale, and so on. 

3 .  Develop the guidelines for point performance for each parameter. 
4. Publish all guidelines. 
5. Draw the chart. 

a. Draw a “target” containing the number of rings as the maximum point 
value on your scale. Put numbers on the circles to represent the scaled 
rating. Begin from the outer circle and put the highest rating on the 
inner circle. This will allow the diagram to be used as a “target” (Fig- 
ure 7.25). 

b. Draw straight lines out from the center of the circles. The number 
of lines should equal the number of parameters that you will track. 
Distribute the lines around the circles as evenly as possible. 

c. Place labels on these lines to represent the parameters (Figure 7.26). 
d. Use Executive Diagnosis to rate or weight the parameters. 
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Figure 7.25. Target diagram with point levels. 

Morale Safety w 
Figure 7.26. Blank spider diagram. 
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I Qualitv 

' cost 

Figure 7.27. Completed spider diagram. 

e. Add a single marker to each line to represent its parameter's rating 

f. Draw a line to connect the markers (Figure 7.27). 

tion will be the ones closest to the outer circle. 

or weight. 

6. Interpret the diagram. Those parameters that deserve the most atten- 

7. Make plans to improve the performances of these parameters. 
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Brainstorming 

What Is It? 

Some have defined insanity as “doing the same things you’ve always 
done, but expecting different results than you’ve always gotten.” In order 
to “stop the insanity,” the molds of habit and tradition must be broken. 
Brainstorming was developed in the 1960s by advertising executive Alex 
Osborn as a group idea-generation technique to help do this. Brainstorm- 
ing is designed to generate ideas in volume. These ideas lead to problem 
solving and breakthrough thinking. Because Brainstorming requires partic- 
ipation from everyone in the group, many times the ideas come from 
members who would otherwise not be consulted or  included in the 
process. This advantage alone, aside from improvements gained from 
solutions and breakthroughs, is critical to organizational performance. 
The expansion of involvement throughout the organization leads to 
improvements in morale, job satisfaction, and, consequently, commit- 
ment. The more dedicated an organization becomes to “teamwork 
philosophies,” the more critical this commitment will become. 

Why Do It? 

Brainstorming is a useful idea-generation tool during periods of 

* strategic planning 
problem solving 

* breakthrough thinking 
innovation 

How to Do I t  

1. Develop the purpose statement. Clearly state the purpose of the 
Brainstorming session before any meeting planning or communica- 
tion takes place. The statement should indicate whether the group 
will engage in strategy, problem solving, or innovation. The overriding 
role of the purpose statement is to focus the group. The most effec- 
tive statements for Brainstorming are often presented in question 
form and should be complete phrases containing at least a noun and a 
verb. Of the “five Ws and one H” (who, what, why, when, where, 
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how), “what” and “how” are more effective for use in purpose state- 
ments than the others because they don’t easily allow answers that 
affix blame. Use the purpose statement to keep the Brainstorming 
effort focused on improvements to the process and away from finger 
pointing. Examples of good purpose statements are: 

What are the factors involved with the increase in customer com- 

What are the critical areas needing improvement if we are to 

What changes can we make to the design of the Model Z Widget in 

2. Choose the facilitator. Before being allowed to lead sessions, make 
sure that potential facilitators have had as much training in group 
dynamics, communication (especially listening and negotiating), and 
leadership as feasibly possible. They should also fully understand the 
rules of facilitation: 
Do not promote or allow personal attacks. 
Do not offer opinions, even if asked by the group. 
Do not participate in voting. 
Do not manipulate or influence discussion or voting. This includes 
exerting influence by calling for votes while discussion is swayed 
toward a given point of view. 

plaints at the North Road branch office? 

become the benchmark of the industry in safety? 

order to create a marketing advantage of at least three years? 

Speak only to keep discussion active. 
Do not allow individuals or subgroups to dominate the discussion. 
Do not allow the group to discard outcomes that are uncomfortable 
or differ from expectations. 

Because of these rules, the facilitator sometimes has more success 
when he or she is not a stakeholder in the outcome of the Brain- 
storm. When this is impossible, drafting the most influential mem- 
ber of the group can be effective because it allows others more 
opportunity for involvement. 

3 .  Communicate the rules. The success of Brainstorming depends to a 
large degree on how effective the facilitator is at helping the group 
obey the rules of Brainstorming: 

Every member of the group has an equal voice. 
Only one member is allowed to gve an idea at a time and then only 

N o  explanation of ideas is asked or  given, but clarification is 

No evaluation or criticism of ideas is allowed. 

according to the sequence that has been agreed upon. 

allowed. 
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“Far out” ideas are welcomed. 
Expanding on the ideas of other members is encouraged. 
No ideas can be combined or eliminated without the permission of 

Voting cannot take place until all ideas have been exhausted. 
the member(s) giving them. 

No matter how often the group members have been through 
Brainstorming, these rules should be reviewed before each session. 
If the group neglects any rules during the session, the rules should 
be reviewed as many times as necessary. I t  may help to post the rules 
conspicuously whenever sessions are active. 

4. Generate the ideas. Several methods are used for generating and col- 
lecting ideas: 

The most common method is Round Robin. For this method the 
group should be seated in a U-shape with the facilitator at the open 
end. The steps for this method are: 

a. Any member volunteers to give one idea. 
b. The facilitator paraphrases the idea after hearing it and asks the 

“gver” for approval of the wording. 
c. Once the “giver” approves the wording, the facilitator records the 

idea on a flipchart or overhead velux. The idea should be coded to 
identify the member who gave it, either by color or initials. I t  
should also be given a sequence letter (beginning with “A”) for later 
reference. The 27th idea should be given the sequence “AA”, the 
28th, “AB”, and so on. 

d .The facilitator then calls for an idea from the member to either 
side of the last “gver” (once this direction has been established it 
should be maintained throughout the session). 

e. That member can either gve  an idea or  “pass” to the next member. 
f. Steps b and c are repeated each time an idea is given. 
g. Control goes to the next member and steps e and fare repeated. 
h. Once a full round of “passes” is achieved, the facilitator begins the 

next phase. 
Bruinwriting was developed at the Battelle Institute in Germany. 
For it, the group should be seated at a round table. The steps for 
this method are: 
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a. Each member is given a sheet of legal paper and a pencil or pen of a 
unique color. Each is instructed to turn the paper sideways and fold 
it into a number of columns equal to half the size of the group, but 
no less than three or more than five. The rest of the process is done 
in complete silence. 

b. Each member lists two to four ideas on his or her paper. Unrelated 
ideas should be placed in different columns. 

c. All papers are placed in the center of the table and shuffled. 
d. Each member takes a sheet from the center. If any member gets a 

sheet that he or she has already had, the entire group should 
exchange sheets in one direction. 

e. Each member adds as many ideas as possible in three minutes to 
the list that he or she picked. Members should use the ideas already 
on the list for stimulation and should be encouraged to modify or 
make them more complete. Totally unrelated ideas are also 
allowed, but should be entered in a new column. Columns on the 
back of the paper can be used if necessary. 

f. Repeat steps c through e the number of times as there are group 
members or until 30 minutes have elapsed, whichever occurs first. 

g. The facilitator transfers all ideas onto a flipchart or overhead velux 
and proceeds to the next phase. The ideas should be sequenced as 
in Round Robin. 

Mind Mapping is designed to achieve breakthrough thinking. 
The human mind stores and processes information in associative 
rather then compartmental “chunks.” Mind Mapping tries to par- 
allel this process and, thereby, makes idea generation more effec- 
tive and creative. The steps are: 

a. The facilitator writes the purpose (or central) statement in a box in 
the center of a flip chart. (It may be useful to tape three flipcharts 
together on a wall (use markers that will not bleed through). 

b. Use consensus to determine the major issues related to the central 
statement. 

c. The facilitator writes these issues as branches from the central 
statement. The rest of the process is done in complete silence. 

d. Each member should be given a unique color marker. 
e. All members gather around the flip chart and add limbs to branch- 

es on the chart when they have an idea that is related to what is 
already on the chart. When a member generates an idea unrelated 
to any of the branches, another branch is added by that member. 
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f. Once a member has no more ideas, he or she sits down but can return 
to the chart if new ideas come up as long as the session is active. 

g. When all members are seated, the facilitator transfers the ideas to a 
flipchart and sequences them, as in Round Robin, and then moves 
to the next phase. 

5. Clarify ideas. This is not a period for detailed explanation or defense 
of ideas. If a member questions an idea, then the member who gave 
the idea should clarify it as briefly as possible. The facilitator may help 
by rephrasing the idea for more clarity if necessary. This step and the 
next one are the reasons that maintaining the identity of the member 
giving each idea is so important-without this, even the member who 
gave an idea will sometimes not remember giving it. 

6. Combine redundant ideas. No matter which method is used for gener- 
ating ideas, redundantcy will occur. These ideas should be combined 
to aid voting. Before any ideas are combined, all members who were 
involved with giving them must agree to have them combined. No 
pressure should be exerted to combine ideas. Ideas that are only simi- 
lar (as opposed to identical) should not be combined unless there is 
agreement and the essence of each idea is retained in the combination. 

Multi-Voting is useful for a large number of ideas, 50 or more. It 
allows the group to quickly and equitably reduce the number of 
ideas on the list. The steps to Multi-Voting are: 

a. Assign each member a number of votes equal to roughly 20 percent 
of the total number of ideas remaining. 

b. Have each member write numbers from one to the number of 
votes assigned on a sheet of paper. 

c. Have each member secretly assign letter sequences for the ideas 
they feel merit further investigation to the numbers on their paper. 
Only one sequence can be assigned to each number. 

d. After all voting is complete, the facilitator should go to  the 
flipchart and ask for the number of votes for each idea by a show of 
hands. The facilitator should then record the total votes given to 
each idea next to the idea on the chart. 

e. Ideas with less than two votes should be lined through on the chart 
lightly enough to still be legible. 

f. If more than S O  ideas remain, the process should be repeated. This 
time the facilitator should use a differently colored marker to 
record the voting. 

7. Rank the ideas. Several methods are useful for ranking: 
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Nominal Group Technique is similar to Multi-Voting in that it too 
can quickly reduce the number of ideas on a list. I t  should be used 
when there are 25 to 50 ideas. The steps to Nominal Group Tech- 
nique are: 

a. Assign each member a number of votes equal to twice the number 
of team members. 

b. Have each member write the sequence letters of the ideas that 
remain on a sheet of paper. 

c. Have each member distribute votes to ideas as desired. For 
instance, if a member has ten votes, those ten votes could be spread 
to as many as ten ideas or as few as one. 

d. After all voting is complete, the facilitator should go to the 
flipchart and ask for the number of votes for each idea. The facilita- 
tor should then tabulate and record the total votes given to each 
idea next to the idea on the chart. 

e. Ideas with less than two votes should be lined through on the chart 
lightly enough to still be legible. 

f. Only one round should be necessary. 
Force Ranking is probably the most widely used ranking tech- 
nique for Brainstorming. It should be used when the number of 
ideas remaining is less than 25. To Force Rank: 

a. Choose a number equal to about one-half the number of members, 
but never less than four. 

b. Have each member write the sequence letters of the ideas that 
remain on a sheet of paper. 

c. Have each member secretly assign the ranking “1” to the idea they 
feel has the most merit. Have them continue to assign ranks up to 
the number from step a. All other ideas should get the next highest 
ranking. For example, if there are eight members in the group, the 
top four ideas would be ranked. After each member has chosen the 
four ideas that each feels is best, all other ideas should receive the 
ranking of “5.” 

d. After all voting is complete, the facilitator should go to the 
flipchart and ask for the ranking of each idea from each member. 
The facilitator should then record the rankings next to each idea 
on the chart. 

e. The ranhngs for each idea should then be totaled. 
f. The ideas with the lowest totals are the ones that should be chosen. 

The number of ideas depends on the number from step a). If there 
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are eight members, then the four ideas with the lowest totals are 
chosen. 

8. Move on to planning. After the most critical ideas have been identi- 
fied, the group must identify what actions need to be taken. Force 
Field Analysis is a useful technique for determining the next steps. 

9. Save the charts. The charts from Brainstorming should always be 
saved. Later, after improvement is made, they can be revisited to see if 
any of the ideas that were not given high priority have become easy to 
implement. They can also spur new learning and idea generation after 
better understanding of processes has been gained by other efforts. 

Case Examples 

During a major expansion, a grim discovery is made: the budgeted esti- 
mate for a significant portion of the project is $1 million short of providing 
the funds that will actually be needed. Approving additional funds will not 
be easy and can only be considered as a last resort. The implementation 
team uses Brainstorming to figure out how to complete the project within 
the budget and with no compromise to effectiveness. 

A major service corporation has used Continuous Improvement 
philosophies to reduce customer complaints to the lowest level in its 50- 
year history. It has been at this level for five years even though expenditures 
on training and incentives have continued to rise each year. The organiza- 
tion uses Brainstorming to help it "revolutionize" its customer service. 
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Force Field Analysis 

What Is It? 

“All systems naturally move from a state of order to one of disorder.” 
Almost every general physics course introduces this as a basic premise 
early in the curriculum. Kurt Lewin developed Force Field Analysis as a 
tool for identifymg the forces that impact and shape management systems. 
His premise was that a situation can only be held static by opposing fac- 
tors, some driving change and others resisting it. Think of Force Field 
Analysis as a sort of “balance sheet” of system performance. 

Why Do It? 

Use Force Field Analysis when there is a need to identify the factors, 
issues, and concerns (the forces) that are preventing progress and those 
that, if enhanced, can drive an organization toward improvement. Force 
Field Analysis is effective during problem identification as well as problem- 
solving efforts. When engaged in another tool, such as idea generation, 
Force Field Analysis can be invaluable. 

How to Do It 

1. Draw a large T on a board, flipchart, or paper. 
2. Write the current situation above the T. 
3. Write a goal statement or desired state to the far right of the top of 

the T. 
4. Use Brainstorming or some other idea-generation technique to identi- 

fy the forces involved in the situation. Record those that are or could 
be driving you toward the desired state on the left side of the T. 
Record the forces that are restraining movement on the right side. 

Case Examples 

An organization is trying to implement Total Quality Management. The 
implementation team must identify all of the factors that will influence this 
effort throughout the organization (Figure 7.28). 

A major newspaper is faced with declining circulation and, therefore, 
declining advertising profits. It must quickly determine the factors that COD 

trol its circulation so that it can begin to prime itself for survival (Figure 7.29). 
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Driving Forces 
w 

Force Field Analysis Case Example 1 

Restraining Forces 
4 

Total 

Competition 
Increasing customer demands 
Rapid Technology Expansion 
Shortening of product life cycles 
IS0 9000 objectives 
Baldridge objectives 
Customer certification objectives 
Customer complaints 
Cost reduction 

Management systems 
Information technology 
Recognition/reward systems 
Organizational structure 
Measurement systems 
Fear of change 
Risk of failure 
Program-of-the-month mentality 

Figure 7.28. 

Force Field Analysis Case Example 2 

Low Circulation - Flexibility 

Declining circulation 
Changing societal roles of women 
Changing societal roles of minorities 
Increasing influence of cable, pay 

Declining advertising profits 
Coupon package mailings 
Third Dartv advertising 

TV, sports 

Restraining Forces 
4 

Unequal community coverage 
Organizational structure 
Budgetary policies 

Inadequate gender diversity 
Inadequate culture diversity 
Advertising rates 
Advertising sales policy 

Figure 7.29. 

Additional Information 

Lynch, Robert F., Werner, Thomas J., and Lynch, Livia, C. Continuotts Improve- 
ment: Teams and Tools. Atlanta, GA, Qua1 Team, Inc. 1992. 
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Cost-Benefit Analysis 

What Is It 

Cost-Benefit Analysis is an analytical tool that can be used to: 

Compare the costs and benefits of alternative solutions or projects 

Evaluate and reassess ongoing projects. 
Compare with a new system the cost of operating and maintaining an 

and thereby select the best ones. 

old system. 

How to Do It 

Five steps should be completed to conduct a Cost-Benefit Analysis. 

L Determine the parameters of the assessment. Specifically this relates to: 
a. The time period to be used in calculations. 
b. The reliability and exactness of data. 

Most Cost-Benefit Analyses use a three-to-five-year time span. Any- 
thing less than three years will favor solutions or projects that are 
“quick hit” and not factor in projects that begin to return considerable 
benefits in later years. If a solution or project will accrue benefits for 
significantly longer than five years, it may be necessary to lengthen the 
time span accordingly. 

A direct relationship exists between the cost of doing a Cost-Benefit 
Analysis and the degree of reliability and exactness of data that are 
used in the calculation. The greater the detail and reliability, the larger 
the cost. We recommend you seek out the controller of your organiza- 
tion when determining the appropriate reliability and exactness of 
data for each application. If ballpark estimates will suffice, don’t con- 
sume resources that can be better allocated to other efforts. 

2. Quantify the financial and nonfinancial benefits. A benefit is anything 
that has a positive affect on an organization’s performance. This can 
include, but is not limited to, reducing cycle times, improving produc- 
tivity and quality, cost avoidance, and enhanced efficiency. If your 
organization has a sophisticated accounting system, most benefits can 
be easily quantified. Some benefits are nonfinancial because no clear 
and direct link exists between a solution and its bottom-line impact. 
Examples of nonfinancial benefits include improvements in employee 
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morale, job satisfaction, and organizational image. Even though these 
benefits are difficult to quantify we suggest you contact your cus- 
tomers to, at the very least, ask for their assistance in weighting or pri- 
oritizing each benefit. 

It is also important to note the assumptions underlying each benefit 
and to identify any risks, the probability and potential impact of each 
risk occurring, and how each risk will be managed. 

3. Quantify the direct and indirect costs. When quantifying costs we sug- 
gest you focus on significant costs relevant to equipment, facilities, 
material, and people. These costs can be categorized as direct or indi- 
rect. A direct cost is directly attributable to a project or solution. 
Examples include salaries and benefits, outside services (such as con- 
sultants), training, travel, utility charges, and lease and rental fees. 
Indirect costs are all other costs (such as, lost business and customer 
complaints). Costs can be identified using either past performance or 
history, interviewing key decision makers, or through Functional 
Decomposition. Functional Decomposition allocates costs by break- 
ing down a process into its major tasks and steps; key cost drivers can 
then be determined. Remember to take inflation into consideration 
when determining costs. As with benefits, it is important to note 
underlying assumptions, risks, and so on, for each cost. 

4. Determine cost-benefit ratio. In order to calculate the cost-benefit 
ratio, the net present value (NPV) must be identified. The NPV dis- 
counts future net benefits to their present value. In order for this cal- 
culation to be reliable, it is imperative to select the right rate of dis- 
counting. Again we suggest you  seek out your organization’s 
controller to assist you in selecting the most appropriate discount 
rate. High discount rates penalize projects with benefits occuring far- 
ther in the future. Listed below is the formula for computing the NPV. 

CR 
(1 +interest) 

NPV = CI = 

CI = Initial cash investment 
CR = Expected cash return 
Periods =Number of interest periods at the interest rate 

The resulting calculation will be either a positive number, a nega- 
tive number, or zero. A positive number means the project generates 
more benefits than costs. Zero means there is no gain or loss, and a 
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negative number means the project lost money. From a purely NPV 
perspective, the option with the highest NPV is usually the solution 
most often selected. 

5 .  Select the solution or project. Before final selection of a solution or 
project, we highly recommend performing a double check to ensure 
the numbers used are realistic. We encourage you to identify the vari- 
ables that will have the highest impact on the NPV formula. Reevalu- 
ate assumptions underlying all cost and benefit estimates, identify 
risks, the probability of each risk happening, and contengency plans 
for addressing each risk. For some projects it may be necessary to 

identify low and high estimates for each variable to see how they 
affect the attractiveness of each alternative. The final decision should 
be based on the following variables: 

The option or solution with the best financial return. 
Strategic importance of the solution or project. 
Regulatory requirements, that will affect the solution or project. 
The organization’s capability to take on additional debt. 
Stakeholder perceptions (shareholders, suppliers, customers, and so 
on) about the solution or project. 

Case Example 

You are a member of a cross-functional team that has been charged with 
making a recommendation to senior management of either 1) designing 
and implementing a new information system internally, or 2) continuing to 
use the existing system that does not provide employees with timely and 
accurate information to make business decisions. A breakdown of the 
costs of each option are outlined in Table 7.4. 

Additional Information 

Anwar Tahmasp Khan. Cost-Benefit Analysis. National Institute of Public Admin- 

Dasgupta, A., and Pearce, D. Cost-Benefit Analysis. New York: Barnes and 

Lesourne, Jacques. Cost-Benefit Analysis and Economic Theory City: North Hol- 

Pearce, David. Cost-Benefit Analysis, New York: St. Martins Press 2nd ed., 1983. 
Sassone, Peter, and Schaffer, William. Cost-Benefit Analysis: A Handbook New 

istration, 1965. 

Noble, 1972. 

land Publishing Company, 1975. 

York: Academic Press. 1978. 
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Table 7.4 
Cost-Benefit Analysis Example 

Design System 

costs Year 1 Year 2 Year 3 

Labor for design + inflation 
adjustment = (1.03) 

Labor support + inflation 
adjustment = ( 1.03) 

Utility + inflation adjustment 
= (1.03) 

Total cash outflows 

Benefits 

Efficiency 
Expense reductions 
Total benefits 

$100,000 $103,000 $106,000 

50,000 5 1,500 53,045 

45,000 46,360 47,74 1 
195,000 200,860 206,786 

147,000 180,000 195,000 
130,000 150,000 160,000 
277,000 330,000 355,000 

Current System 

costs Year 1 Year 2 Year 3 
~~~ ~ 

Labor + inflation adjustment 
= (1.03) $100,000 $103,000 $106,000 

Computer center operations + 
inflation adjustment = (1.03) 400,000 4 12,000 424,360 

Total cash outflows 500,000 515,000 530,360 
Benefits 
Expense reductions 175,000 190,000 195,000 
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Advanced Tools: Morphs 

What Is It? 

“Morphs” combine one or  more basic tools; the combinations that 
result greatly increase the usefulness and effectiveness of the basic tools 
alone. Many other combinations than the ones presented here are possi- 
ble. We have chosen two that, in our experience, have been the most use- 
ful. Morphs are named by the tools they contain. 

Why Do It? 

In most organizations today, communicating ideas involves “selling”. 
The window of time that the audience is “sellable” is small in most 
instances; employees simply have too many other concerns and considera- 
tions, for a lot of time to be spent listening to long pitches. Morphs are 
designed to add punch to the sell by connecting different representations 
of data. They associate, for example, implementation-level tasks with own- 
ership so that relationships that might otherwise be strained can be easily 
communicated. Using morphs adds credibility to conclusions and recom- 
mendations. At the same time, they increase the “comfort level” of deci- 
sion makers because there is less ambiguity associated with approvals. 

Examples of Morphs 

Tree Morphs. The Tree Morphs (Figure 7.30) allow for analysis to be 
conducted and displayed at the implementation level of a Structured Tree 
Diagram. 

Use the right-hand side of the morph for: 

A Matrix showing responsibilities, ownership, interrelationship to 
other projects and processes, project cost, past performances, and so 
on. By definition, this would be named a Tree-Matrix Morph. 
A Gantt chart showing the critical path of a project. This is a Tree- 
Gantt Morph. 
A bar or line chart, if the right-hand side of this morph is envisioned as 
a graphical grid. This produces the Tree-Measure Morph. This is very 
useful for showing trend, impact, and basis data to support the imple- 
mentation conclusions of the Tree Diagram. 
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Figure 7.30. Tree rnorph structure. 

Matrix Morphs. The Matrix Morphs take matrix elements, normally 
implementation tasks, and explode them out using: 

A Gantt chart, the Matrix-Gantt Morph. 
A bar or line chart, the Matrix-Measure Morph. 

Perhaps the most widely known and used morph is the “House of Quality” 
used in Quality Function Deployment. It is also, by far, the most complex. 
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Comment Analysis 

What is it? 

Comment analysis is used to categorize, sort, and analyze written or tran- 
scribed comments. There are many instances where it is feasible and infor- 
mative to capture and analyze comments. For example, many question- 
naires have open-ended questions. Also, comments can be gathered and 
analyzed from telephone interviews, and focus groups provide an abun- 
dance of comments. Until the advent of recent versions of word processing 
software and spreadsheets, it was difficult to organize and analyze these 
comments. Fortunately, most current Windows'"' or Macintosh'"'-based 
word processing and spreadsheet software allow the user to sort comments 
into useful categories. Most spreadsheets provide greater control over the 
sorting routines than do word processors, but, over the last 15 years, I have 
found that most word processors are more than adequate. 

Why Do It? 

Comments contain a great deal of information about the context, 
nature, characteristics, and innuendo of the information being gathered 
that just cannot be captured from quantitative data. Analyzing comments 
allows you to develop themes and trends that would not emerge from 
quantitative data. And, using word processing software and spreadsheets 
to help you sort the comments into a predefined structure greatly increases 
the speed with which you can identify trends in the data. 

How Do You Do It? 

Well-designed questionnaires allow the respondent to submit written 
comments at the end of each section of a questionnaire. For example, a 
questionnaire on leadership can include a section in which respondents 
write additional comments. The written comments are then transcribed into 
either a word processor or spreadsheet table with appropriate heading. For 
example, the written comments below were transcribed from an organiza- 
tional assessment questionnaire into a simple four-column table. The 
columns are labeled and the comments sorted by organizational codes: 

Org Code The organization code number that identifies the location 
of the department 

Supr Code The supervisor or non-supervisor code 
Sec Code The section code (e.g., B = leadership). The section code 

could also be a theme code, such as training. But any 
agreed-upon code would be sufficient. 
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Non 

005 10 Sup 

Sorted by Questionnaire Organization Code 

B Favoritism is a big offender and morale crushing 
throughout the department. 

I t  is difficult to do a good job at communicating when 
you are working so hard and things are changing so fast. 

A 

00668 Sup A I think this organization does a good job with commu- 
nication. We have worked very hard to improve this one 
the last 18 months. Good job Laura Estes!! 

00668 

Teamwork training is always helpful. 

This survey is confusing, regarding unit and depart- 
ment. As a supervisor, I wasn’t sure how to complete 
many of the questions, c.g., “my unit” as the unit I 
supervise? Or “my unit” as peers?? 

~~ ~~ ~ 

Non B Favoritism is a big offender in morale crushing through- 
out the department. 

Non B Teamwork training is always helpful. 

The following examples, taken from the same organizational assessment question- 
naire, are sorted by supervision code and section code. 

Sorted by Questionnaire Supervision Code 

Org Supr Sec 
Code Code Code Comments 

A 1 006691 1 Department. 
There is no communication within the Marketing 

A My supervisor and I usually only communicate through 
profs. I guess that I should be fortunate that we commu- 
nicate at all! My supervisor claims that he does not have 
time to communicate! So profs it is! 

A New employees are constantly hired without anyone in 
the SBU (other than the directly affected unit) knowing 
about it. 

A See “teamwork comment. Applies here to interdepart- 
ment communication, too. 
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Sorted by Questionnaire Organization Code 

Org Supr Sec 
Code Code Code Comments 

00.5 10 

00668 

00669 

00669 

00669 

00669 

Non 

SUP 

- 
Non 

~~ 

A It is difficult to do  a good job at communicating when 
you are working so hard and things are changing so fast. 

1 think this organization does a good job with commu- 
nication. We have worked very hard to improve this one 
the last 18 months. Good job Laura Estes!! 

A 

A My supervisor and I usually only communicate through 
profs. I guess that I should be fortunate that we commu- 
nicate at all! My supervisor claims that he does not have 
time to communicate! So profs it is! 

A Downward communication at Laura’s staffs level is not 
good. Information has to be actively obtained. The atti- 
tude is “careful management of information, only to the 
extent of the organization’s perceived ability to handle 
it.” It is better at Laura’s level, but still not adequate. 

New employees are constantly hired without anyone in 
the SBU (other than the directly effected unit) knowing 
about it. 

A 

A There is no communication within the Marketing 
Department. 

Other Uses 

Written comments  come in all shapes and  formats. We designed an  
interview protocol to be used to provide a structured interview format 
about organizational architecture with a group of senior executives of a 
Fortune 100 company. The following is a portion of the interview protocol 
we  used to collect the data. 

We collected the data, transcribed it into a table, sorted the data, and 
developed trends in about one-fourth the time it would take sorting the 
written data by hand. 
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VMS = Very much so, FTM = For the most part, SW = Somewhat, 
0s = Only slightly, NAA = Not at all, DNA = Does not apply 

1 SettingStrategy: VMS FTM SW 0 s  NAA DNA Comments: 

3 ManagingCulture VMS FTM SW 0s  NAA DNA Comments: 
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Sorted by Questionnaire Section 

Org Level Sec 
Code Code Code Comments 

005 10 

005 10 

00520 

00520 

00530 VP 

- 

1 In my particular unit, every employee has worked for 
ZCCG and the SBU for a considerable amount of time. 
I think the people are bored, yet not self-motivated 
enough to take on additional responsibility or move on 
to other areas. Each individual knows their own job. I 
think the team gets along well, but work hasn’t anything 
to do with it. 

Very poor teamwork within unit. More attention needs to 
be placed on impact of decisions that may affect others. 

1 

1 I think, on a whole, the entire workforce has changed 
and all people in all fields are expected to do more for 
the same pay. It’s a vicious world out there. I think the 
unit has problems, but I think the people are very lax in 
their responsibilities. 

SBU management appears to be very separate from the 
rest of the SBU regarding open communications. This 
leaves them unaware of the underlying atmosphere out 
in the trenches. It appears that little accurate informa- 
tion about the real world gets passed to ??? by her direct 
reports. No one is willing to rock the boat! 

2 

2 SBU management gives “lip service” to teamwork, but 
actions speak louder than words. 

Some Additional Tips 

Again, spreadsheet software provides more sorting options than found 
with word processing software. For example, a spreadsheet can designate 
the order of the columns to be sorted. With a word processor, sorting can 
only be done one column at a time. Unfortunately, it takes more time to set 
up a written comments  table in a spreadsheet than it does  in a word 
processor. And finally, more people have access to word processors than 
they do to spreadsheets. 
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We have used up to seven columns for codes to sort written data, and 
have had as many as 100 pages of written comments. This tends to be the 
outer limits of sorting written comments unless you have more than 12 
megs of RAM or  a lot of time. Both MicroSoft Word and Word Perfect 
have excellent help lines that can help you sort through any sorting prob- 
lems you may have. 



Ovetview of Team Assessment Instruments 

Name of Instrument Purpose 

1. Team Leader Feedback 
Questionnaires 

2. 360" Team Member Feedback 

3. 360" Feedback Form 

4. Post-Project Team Evaluation 

A 360" feedback/assessment instrument 
designed to evaluate the overall performance 
of the team leader by team members. 
A 360" feedbacwassessment instrument 
designed to judge the overall performance of a 
team member by other team members. 
A feedback form designed to evaluate the per- 
formance of a consultant or facilitator. 
A 360" feedbacwassessment instrument 
designed to provide each team member with 
an opportunity to judge the overall success of 
the team from a project perspective. 

(table continued on next page) 

21 1 
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Name of Instrument Purpose 
~~~ 

5. Meeting Evaluation 

6 .  Performance Management 
Questionnaire 

Questionnaire 

7. Feedback to the Consultant 

8. Team Readiness 
Questionnaire 

~~~ 

A survey that evaluates the effectiveness of 
meetings according to a number of attributes. 
A performance management evaluation form 
designed to identify gaps in the performance 
management structure of a team. 
A generic competency review form that can be 
used by many different stakeholders. 
A comprehensive team readiness question- 
naire based on Catalyst Consulting Group 
Organizational Architecture. 

360" Feedback and Assessment 

What is 360" Feedback/Assessment?* 

360" feedback/assessment* requires many different stakeholders (cus- 
tomers, managers, peers, support personnel) to judge the performance of 
an organization, a team, or an individual. This chapter discusses types of 
360" feedback/assessment, the benefits of its use, and identifies some 
implementation issues that must be addressed before a 360" feedback/ 
assessment program is started. Figure 8.11 illustrates the sources of perfor- 
mance data in a 360" feedback/assessment program. 

Benefits of 360" FeedbacWAssessment 

Research and our experience have shown that the following benefits 
derive from implementing a successful 360" feedback/assessment program. 

Increased alignment. Alignment occurs when senior management, 
middle management, and employees are all rowing in the same direc- 
tion to the same destination. If everyone in a company knows and acts 
as expected, alignment with business goals and objectives increases. A 

"Assessment occurs when performance information is used to make personnel decisions 
such as wage increases, transfers, pormotions, bonuses, and so on. Feedback occurs when 
performance information is used to identify individual strengths and weaknesses as part 
of a personal development process. The process leads to an action plan that puts the 
strengths to best use and eliminates or mitigates the weakness. 
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Manager 9 
Subordinates 0 

Figure 8.2 360" Feedback/assessment sources of performance data. 

360" feedback/assessment program defines, communicates, and mea- 
sures the behaviors that are expected of executives, managers, or 
employees. This alignment helps to eliminate or mitigate major course 
corrections during a business performance year, increasing the veloci- 
ty and accuracy of hitting the company customer satisfaction, human 
resource management, productivity, and cash-flow targets for the cur- 
rent and future performance years. 
Increased information. Communication is increased because more 
people participate in providing assessment and feedback to more 
managers and employees. Many participants in 360" feedback/assess- 
ment programs have stated that the increased feedback helped them 
to better understand how they contributed to the organization, and 
how they could better capitalize on their strengths and mitigate their 
weaknesses. This increased scope of information provides a more real- 
istic and candid perception of performance. In individual cases, 360" 
feedback/assessment often reduces rater bias found in typical single- 
rater performance-appraisal systems, as long as the rater is assured 
anonymity when rating the person being assessed. 
Increased candor. One of the frequently cited reasons for developing a 
360" feedback/assessment program is the lack of candor found when 
one person assesses performance. As already indicated, anonymity in 
a 360" feedback/assessment program allows people to be candid 
without fear of disclosure. To be sure, the implementation of 360" 
feedback/assessment programs indicates that there are both candor 
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and trust problems in an organization. A successful 360" feedback/ 
assessment programs is, logically, self-terminating. 
A Reduction in single-rater bias. Anyone who rates the performance of 
another person brings with them a unique rating bias. For example, 
many managers will admit to being tough raters, which means they are 
less likely to grve the highest rating for any reason. Others only use the 
middle of the rating range. Still others assume that once an employee 
has accomplished one assignment successfully, that employee will 
accomplish all other assignments successfully. Rating bias is most dam- 
aging when only one rater, usually the immediate manager, is allowed 
to rate the performance of an employee. But having a large number of 
people evaluate one person's performance mitigates the biases and p r o  
vides a more realistic and accurate view of that person's performance. 
Multiple uses. When group data are obtained and aggregated, managers 
often find that 360" feedback/assessment programs provide them with 
additional information about individual, team, and departmental perfor- 
mance that can be used for selection, deployment, compensation, train 
ing needs analysis, customer satisfaction, and process improvement. 

Information-Gathering Methods for 360" 
FeedbacWAssessment 

Methods for gathering information for 360" feedback/assessment 
include interviews, open-ended questions, focus groups, checklists, scaled 
and rated questionnaires, surveys, and performance-appraisal forms 
designed for use by peers, subordinates, superiors, and customers: These 
methods fall into two broad categories (See Table 8.1). 

Qualitative methods. Qualitative methods of assessment and feedback 
include face-to-face interviews, focus groups, Nominal Group Tech- 
nique, and structured interviews. These methods, especially when they 
are structured (that is, ask the same questions with every interviewee), 
provide rich and deep feedback. The only major drawback with inter- 
view-based 360" assessment/feedback is that the results are difficult to 
aggregate when management wants to look across more than one 
department or organization. 
Quantitative methods. Questionnaires are the most prevalent quantita- 
tive methods used in 360". Questionnaires ensure that the same ques- 
tions are asked about everyone, they are quick to complete, and the 
data can be statistically analyzed, makmg cross-department and organi- 



Team Assessment lnstruments 21 5 

Table 8.1 
Comparison of Qualitative and Quantative Methods of 360" 

Feedback/Assessment 

Pros Cons 

Qualitative Methods - Rich, deep information Time consuming 
- Pin-point specific performance 

information 
Quantitative Methods -Quick and easy to complete -Superficial information that 

- Cross-organizational analysis may require further 
follow-up 

zational comparisons possible. Further, developers and users alike 
appear to be more comfortable with attaching numbers to assess- 
ment/feedback, but there is little or no evidence that the quantitative 
techniques are any more efficacious than qualitative techniques. 

If you choose to use quantitative techniques, make sure that you provide 
space for written comments at the end of each section and at the end of the 
questionnaire. You will quickly learn that written comments are the single 
best source of performance information available to you and the employee. 

Content 

The content of any 360" assessment/feedback instrument should accu- 
rately detail the behaviors the company wants its managers and employees 
to demonstrate. In short, you will get what you measure! This often means 
that the content for managers will be different from that of employees. 

Competencies. Competencies are broadly defined categories of per- 
formance such as leadership, team building, and communication bro- 
ken down into specific examples. Many companies use a standard set 
of competencies for all managers and employees. Other companies 
use a standard set of competencies but define them differently for 
managers and employees. 
Job-level content. Performance information is often gathered at a spe- 
cific job level, providing a comprehensive view of individual perfor- 
mance. Increasingly, evidence suggests that the more job-specific the 
content, the more meaningful it will be to users, and the more likely 
the users will incorporate the findings into an action plan. 
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Table 8.2 
Comparison of Level of Analysis in 360" Feedback/Assessment 

Pros Cons 

Competencies - Communicates a standard set 

- Reduces overall cost of data 

- Cross-organizational analysis 

- Greater acceptance of results 
- Greater likelihood results will 

- Less likely they will be 
of behavior 

gathering techniques 

accepted as meaningful at all 
levels of company 

Job-Level Specific - Greater buy-in -More cost in the development of 

-More analysis costs 
data-gathering techniques 

be incorporated into an 
action plan 

Implementation Issues 

If the 360" feedback/assessment is to prove beneficial to the individual 
and the organization, a number of issues need to be considered and resolved 
prior to and during implementation. If handled improperly, these issues 
could have legal repercussions for the company and could have a negative 
impact on motivation and performance. Some of the key issues to consider: 

Why do you want to introduce 360" feedback? Before introducing a 
feedback tool of this kind, it is important to figure out why you want 
to use it. Here are some typical questions to think about. Is the organi- 
zation going through change? What type of change? Can a 360" instru- 
ment be used in the change and, if so, how and who can it help? How 
much time will be needed to develop the instrument and tailor it to 
the needs of the organization? With which group of people will the 
instrument be used (executives, managers, teams) and why? 
How will the information be used? Information is generally used for 
personal development in the current job or to prepare for advance- 
ment or new assignments or other developmental assessment to make 
personnel decisions such as salary increases, bonuses, or  promotions. 
In development, the results should be given to the individual. To help 
analyze and interpret the results, we recommend that a person experi- 
enced in feedback should work with the individual. If you are planning 
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to use the information for assessment,:) there are some additional con- 
cerns. The first administration of the assessment instrument should be 
used for developmental purposes only because the individual must be 
given an opportunity to practice new performance expectations. Also, 
because of the legal issues surrounding 360" assessment/feedback, the 
program should be subjected to reliability and validity studies to deter- 
mine its correlation with success. 

Case law regarding 360" assessment and feedback is still in its infan- 
cy and very unsettled. However, courts and jurists have made it reason- 
ably clear that as long as 360" is used for personal development, 
improving personal skills such as interpersonal communication and 
coaching, they usually side with the company. When 360" is used for 
assessment, that is, hiring, firing, transferring, or promoting, then 
360" is held to the same standards used in testing: reliability and validi- 
ty must be established. 
Who will be included in the feedback? The first consideration is to 
determine at which level performance information is most needed. 
Leadership and managerial feedback participants are chosen based on 
their specific needs and the needs of the unit. Individual performance 
feedback typically includes everyone in a department or on a team. 
Who will conduct the feedback? It is very important to have a person 
trained in providing feedback. 
How will the data be processed? Plans must be developed to gather 
data, collate it, calculate ratings, and generate reports. These tasks can 
be automated to some extent, but any 360" feedback/assessment pro- 
gram can be labor intensive. 
At what level will the process begin? W e n  organizations are promot- 
ing cultural change, the process typically begins with the senior man- 
agement team. 
Post-evaluation help. Organizations must have funds to pay for train- 
ing, facilitators, and individual counseling for individuals who have 
been identified as needing help. Corrective action is absolutely essen- 
tial for individuals that receive assessment. While the number of indi- 
viduals who have this experience is small, the consequences can be 
very painful for the individual and the organization. Giving an individ- 
ual a negative assessment without gwing them the resources to address 

'Most vendors adamantly refuse to allow their programs or instruments to be used as an 
assessment technique. 
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the problems will almost always guarantee resentment on their part. 
This resentment may be used to discredit the program. Further, if the 
assessment is used to terminate the individual without remedial help, 
that person may decide to take legal action. 
The validity of commercial instruments. If vendor instruments are 
used to make personnel decisions, it is advisable to conduct a validity 
study. Many vendors have conducted validity studies, but three prob- 
lems are associated with these. First, the sample size is typically too 
small and, therefore, extrapolating results to the general population is 
questionable. Second, most vendor validity studies only report those 
items or blocks of items that have predicted success on the job (pro- 
motions, compensation, performance ratings). Third, in many vendor 
validity studies the items that are good predictors of success are items 
usually associated with a traditional model of managerial behavior; 
therefore, if you are trying to move your company away from tradition- 
al management behaviors, using an instrument based on traditional 
management behavior will not get you where you want to go. 

Our advice would be to design an instrument in-house, with the 
help of a consultant or vendor, that measures the kinds of behavior 
your organization wants as part of their business strategy. 
Costs. 360" feedback/assessment programs are expensive to imple- 
ment. The least expensive parts of the program are designing the 
instrument and analyzing the results. 

Some War Stories 

The Good. Many consulting firms use what they call multi-rater perfor- 
mance-appraisal systems, another name for 360" feedback/assessment. 
The results are used for both development and assessment purposes. In 
such cases employees ask their clients, managers, subordinates, and peers 
to provide feedback on standardized forms about their performance. The 
forms contain both rating scales and areas for comments. The data are 
gathered and tabulated. Almost always, more evaluations are obtained 
from clients and fewer from co-workers, and the ratings are weighted 
accordingly. This makes sense, given the fact that most consulting firms 
earn fees from clients, and client service is of prime importance. This very 
broad and deep evaluation system gives management, and the individual, a 
very accurate picture of the individual's performance. 

The Bad. Often, when a new tool comes into existence, everyone rushes 
to use it. In one such case, a well-meaning manager thought that using a 
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360" feedback/assessment was just what his department needed. As an 
experiment, he decided that two of his four teams should evaluate their 
respective individual members. The results would be used to make person- 
nel decisions. Sounds good so far, but this decision was made in late 
November with personnel decisions due in December. This case was 
primed for litigation! Why? 

First, the manager did not communicate performance criteria to be used 
in the assessment. Second, team members did not have a chance to prac- 
tice the desired behaviors. Third, he did not conduct the program with all 
teams, which could have left him open to charges of unequal treatment, 
especially if teams in the 360" feedback/assessment program received 
more positive rewards as a result of the evaluation. Fourth, he did not set 
up a post-assessment program to help those that needed help. Fifth, the 
manager had no way of knowing whether or not the content used to make 
the assessment sufficiently covered the work being done by the employees. 

360" FeedbacWAssessment and Case Law 

The case law for 360" feedback/assessment is not yet firmly established. 
The courts have generally said that any reasonable construct (such as, lead- 
ership, teamwork, communication) will do as long as it is only used for 
personal development. If 360" feedback/assessment is used for assess- 
ment, it must be task or behavior based. 

Summary 

In summary, 360" feedback/assessment can be a powerful tool in the 
search for improved performance, but it does have costs, risks, and conse- 
quences. 360" feedback/assessment only begins with the development or 
purchasing of the questionnaire. The real challenge, both economic and 
psychological, is how the results of the program are handled after the data 
have been collected. 
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Team Leader Feedback Questionnaire 

The purpose of this questionnaire is to provide the team leader with 
feedback about his or her performance. Each section of the questionnaire 
captures some specific information about linkage and alignment, individ- 
ual performance goals, team performance goals, commitment, and feed- 
back and coaching. 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

Linkage and Alignment: 

1. The team leader ensured that the goals of the work unit are aligned with the 
strategic goals of the firm. 
VMS FTM sw 0s NAA DNA 

2. The team leader communicated the company goals for a given operating 
period. 
VMS FTM sw 0s NAA DNA 

3. The team leader communicated and reinforced company mission. 
VMS FTM sw 0s NAA DNA 

4. The team leader set specific work-unit standards linked with strategic goals. 
VMS FTM sw 0s NAA DNA 

5. The team leader provided an understanding of how work is linked with 
strategic goals. 
VMS FTM sw 0s NAA DNA 

Comments: 

Individual Performance Goals: 

6. The team leader developed performance goals with employees. 
VMS FTM sw 0s NAA DNA 

7. The team leader determined the priority of performance measures with 
employees. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 
8. The team leader made assignments based on individual skills. 
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9. The team leader explained facts affecting the individual's appraisal. 

10. The team leader set clear-cut performance measures for each project. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

Comments: 

Work-Group Performance Measures: 

11. The team leader developed performance measures to evaluate work-group 
projects. 
VMS FTM sw 0s NAA DNA 

12. The team leader communicated performance measures to the work group. 
VMS FTM sw 0s NAA DNA 

13. The team leader encouraged frank and open exchanges of ideas. 
VMS FTM sw 0s NAA DNA 

14. The team leader determined if the work group had clear understanding of 
responsibilities. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 
15. The team leader made clear-cut, expedient decisions when necessary. 

Comments: 

Gaining Commitment: 

16. The team leader communicated high personal standards to all personnel. 
VMS FTM sw 0s NAA DNA 

17. The team leader demonstrated strong commitment to achieving unit objec- 
tives. 
VMS FTM sw 0s NAA DNA 

18. The team leader allowed team members to participate in setting deadlines 
for projects. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

19. The team leader developed good relationships with subordinates. 

20. The team leader encouraged candor without fear of repercussions. 

21. The team leader showed concern for work-group morale. 
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22. The team leader emphasized team work as opposed to individual competi- 
tiveness. 
VMS FTM sw 0s NAA DNA 

23. The team leader made efforts to resolve conflicts with the individual 
involved. 
VMS FTM sw 0s NAA DNA 

Comments: 

Feedback and Coaching: 

24. The team leader conscientiously provided timely feedback to individuals. 
VMS FTM sw 0s NAA DNA 

25. The team leader developed specific plans to improve individual perfor- 
mance. 
VMS FTM sw 0s NAA DNA 

26. The team leader helped team members determine realistic career objectives. 
VMS FTM sw 0s NAA DNA 

27. The team leader recognized and praised good performance. 
VMS FTM sw 0s NAA DNA 

28. The team leader went to bat for individuals with superiors/clients. 
VMS FTM sw 0s NAA DNA 

29. The team leader encouraged the team when they made extra effort. 
VMS FTM sw 0s NAA DNA 

30. The team leader used positive reinforcement more than negative reinforce- 
ment. 
VMS FTM sw 0s NAA DNA 

31. The team leader ensured that formal appraisals were consistent with feed- 
back. 
VMS FTM sw 0s NAA DNA 

32. The team leader provided economic or other incentives whenever possible. 
VMS FTM sw 0s NAA DNA 

Comments: 

Additional Comments for the Team Leader: 

Please Return to: 
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360' Team Member Feedback 
Questionnaire 

Requested by: Department: 

The purpose of this survey is to provide the person identified above with 
candid feedback concerning how frequently they perform the behaviors 
listed below. Please take the time to complete the comments section. It is 
very important that you provide written comments because these explain 
the reasons for your assessment. To ensure anonymity, all written com- 
ments should be typed. 

Please check (4) the category that best fits your relationship with the per- 
son requesting that you complete this survey. 

Manager - Peer __ Subordinate __Team member .~ Customer ~ Other __ 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

Planning: 

1. Helps determine customer wants and needs. 
VMS FTM sw 0 s  NAA DNA 

2. Understands link between customer wants and business plan objectives. 
VMS FTM sw 0 s  NAA DNA 

3. Negotiates customer- and productivity-focused performance measures. 
VMS FTM sw 0 s  NAA DNA 

4. Negotiates which performance data sources will be used for performance 
measures. 
VMS FTM sw 0 s  NAA DNA 

Comments: 
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Productivity: 

5. Actively participates in process analysis for productivity improvment. 
VMS FTM sw 0 s  NAA DNA 

6. Provides suggestions to eliminate, simplify, or automate processes. 
VMS FTM sw 0 s  NAA DNA 

7. Seeks out new resources regarding equipment or methods of production. 
VMS FTM sw 0s NAA DNA 

8. Balances customer wants and productivity improvement with business 
objectives. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 
9. Meets minimum production standards. 

Comments: 

Feedback 

10. Provides informal feedback of performance to team members. 

1 1. Provides nonjudgmental, behavioral descriptions of others’ performance. 

12. Suggests ways to realign individual/team performance with business plan. 

13. Encourages candor within the team. 

14. Recognizes and praises good performance. 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

Comments: 

Assessment: 

15. Collects assessment information from a variety of sources, including cus- 
tomers, team members, and managers. 
VMS FTM sw 0 s  NAA DNA 

16. Ensures that formal assessment is consistent with informal assessment. 
VMS FTM sw 0 s  NAA DNA 

17. Fairly assesses achievement of business plan objectives against perfor- 
mance measures. 
VMS FTM sw 0s NAA DNA 

18. Encourages frank and open exchanges of different views of performance. 
VMS FTM sw 0 s  NAA DNA 
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19. Ensures there is a clear understanding of roles and responsibilities. 

20. Negotiates new performance measures if needed. 
VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

Comments: 

Development: 

21. Develops specific plans to improve performance. 

22. Determines realistic career objectives. 

23. Providedseeks increasingly more difficult assignments and exposure. 

24. Balances education and training needs with business needs. 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0s NAA DNA 

Comments: 

Intra-Team Activities: 

25. Seeks to learn all tasks the team is responsible for performing. 
VMS FTM sw 0s NAA DNA 

26. Contributes to team meetings. 
VMS FTM sw 0s NAA DNA 

27. Cooperates readily with all team members. 
VMS FTM sw 0s NAA DNA 

28. Actively implements other team members' ideas once accepted by team. 
VMS FTM sw 0 s  NAA DNA 

Comments: 

What is the single most important thing this team member needs to do to 
improve his or her individual performance? 

Please Return to: ____ 



226 Teams 

360" Feedback Form 

I have provided you with consulting services during the recent perfor- 
mance year. Trying to practice what I preach, below you will find a 360" 
feedback form. Please complete and return the form to me. If you choose 
to remain anonymous, send the completed form to your human resource 
consultant. Lucia will collect the data and type any comments before pre- 
senting the information to me. Please complete only those sections that 
apply to your business. 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

1. Business analysis: 
Discussed, analyzed, and understood business issues facing the SBUI 
department. 
VMS FTM sw 0s NAA DNA 

Comments: 

2. Solutions: 
Alternative solutions were offered, discussed, and evaluated. 
VMS FTM sw 0s NAA DNA 

Comments: 

3. Cost of implementation: 
Costs were discussed and estimated? Were the estimates accurate? 
VMS FTM sw 0s NAA DNA 

Comments: 
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4. Written documentation: 
Written documentation was clear, concise, and increased your understanding. 
VMS FTM sw 0s NAA DNA 

Comments: 

5. Oral communication: 
Oral communication was clear, concise, and increased your understanding. 
VMS FTM sw 0s NAA DNA 

Comments: 

6. Project specifications: 
Specifications for products and services were determined prior to their pro- 
ductionlprovision. 
VMS FTM sw 0s NAA DNA 

Comments: 

7. Timeliness: 
Milestones were delivered on due dates. 
VMS FTM sw 0s NAA 

Comments: 

8. Quality of the deliverables: 
Deliverables met product (or service) specifications. 
VMS FTM sw 0s NAA 

DNA 

DNA 

Comments : 
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9. Project status: 
You were kept informed about project status throughout the project. 
VMS FTM sw 0s NAA DNA 

Comments: 

10. Business and technical knowledge: 
Knowledge and understanding about your business was exhibited. 
VMS FTM sw 0s NAA DNA 

Comments: 

11. Use Again: 
Would you use my services again? 
VMS FTM sw 0s 

Commen ts: 

Additional Comments: 

NAA DNA 

Please Return to: 
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Post-Project Team Evaluation 

The purpose of this survey is to provide the team with an aggregated 
analysis of how well the team performed based on a set of variables identi- 
fied from past research. Please take the time to fill out the ratings and com- 
plete the comments section. It is very important that you provide written 
comments because these comments explain the reasons for your rating. 
Please check (4) the category that best fits your relationship with the per- 
son requesting that you complete this survey. 

Team Leader __Team coordinator ~ Content expert __Team support __ 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

Sponsor Support: 

1. How would you rate the amount of time the sponsor spent with the team? 
VMS FTM sw 0s NAA DNA 

2. Did the sponsor actively listen to team members' suggestions and ideas? 
VMS FTM sw 0s NAA DNA 

3. Did the sponsor provide resources when they were needed? 
VMS FTM sw 0s NAA DNA 

4. This team sponsor provided more support than other team sponsors in the past. 
VMS FTM sw 0s NAA DNA 

Comments about sponsor support: 

Team Management: 

1. a. Did the team manager spend adequate time with the team? 
VMS FTM sw 0s NAA DNA 

b. Was the the degree of management the team manager supplied during the 
project adequate? 

VMS FTM sw 0s NAA DNA 
2. Did the team manager actively listen to team member suggestions and ideas? 

VMS FfM sw 0s NAA DNA 
3. a. Did the manager get you the resources you needed when you needed 

them? 
VMS FTM sw 0s NAA DNA 
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b. Did the team manager keep focused and aligned with the project plan? 
VMS R M  sw 0s NAA DNA 

c. Did the team manager control boundary crossings? 
VMS FTM sw 0s NAA DNA 

4. This team sponsor provided more support than other team sponsors in the 

VMS FTM sw 0s NAA DNA 
past. 

Comments about team management: 

Conceptual Design Team: 

1. a. Did the conceptual design team present their vision, mission, and ideas 
about product specification prior to the start of the team? 

VMS FTM sw 0s NAA DNA 
b. How close did the final product come to matching conceptual design team 

model? 
VMS FTM sw 0s NAA DNA 

Comments about the conceptual design team: 

Team Building: 

1. a. How would you rate the team-building activities conducted prior to the start 
of the team? 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 
b. How would you rate the trust among team members? 

What sort of team building activities do you think would be appropriate 
or would create better bonds between team members? 
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Project Plan: 

1. Was on-line documentation used during the project? 
VMS FTM sw 0s NAA DNA 

2. Were customer requirements used to guide the development of the products 
or services? 
VMS FTM sw 0s NAA DNA 

3. Was the mission used to guide the development of the products or services? 
VMS FTM sw 0s NAA DNA 

4. Were product or service specifications used to guide the development of the 
products and services? 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FfM sw 0s NAA DNA 
b. Were scheduled and dedicated team members available as scheduled? 
VMS FTM sw 0s NAA DNA 

8. a. Were roles and responsibilities defined before the beginning of the project? 
VMS FfM sw 0s NAA DNA 
b. Were roles and responsibilities revised during the project as needed? 
VMS FTM sw 0s NAA DNA 

9. Were planned and estimated hours compared against actual hours for each 
team member? 
VMS FTM sw 0s NAA DNA 

of the project? 
VMS FTM sw 0s NAA DNA 

11. Was the team’s span of control defined and reinforced during the project? 
VMS FTM sw 0s NAA DNA 

12. Were performance measures developed as part of the project plan? 
VMS FfM sw 0s NAA DNA 

13. Has customer feedback been collected and compared to product specifica- 
tions? 
VMS FTM sw 0s NAA DNA 

14. Was a process map developed for how work would flow through the team? 
VMS FTM sw 0s NAA DNA 

5. Were milestones and due dates met as outlined in the project plan? 

6. Were JIT reviews conducted for each subcomponent? 

7. a. Were team members scheduled and dedicated to this project? 

10. Were planned subcomponent costs and actual costs compared at the end 

Comments about project planning: 
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Physical Work Evironment: 

1. Team members were in close, physical proximity of each other. 
VMS FTM sw 0s NAA DNA 

2. The team had all the resources required to perform their tasks. 
VMS FTM sw 0s NAA DNA 

3. A conference room was provided so that team meetings would not be inter- 

VMS FTM sw 0s NAA DNA 
4. Boundary crossings were kept to a minimum. 

VMS FTM sw 0s NAA DNA 
5. The sponsor provided written and vocal support for the team. 

VMS FTM sw 0s NAA DNA 
6. Team members were provided team training (how to work as a team) before 

VMS FTM sw 0s NAA DNA 
7. Both individual and team rewards and recognition were provided for excellent 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

rupted. 

the project began. 

performance. 

8. The team and its sponsor were debriefed at the end of the project. 

Comments about the physical work environment: 

Please Return to: 



Team Assessment Instruments 233 

Meeting Evaluation Questionnaire 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

1. Agenda: Were the objectives, roledresponsibilities of participants, and out- 
comes of the meeting clearly communicated? 
VMS FTM sw 0s NAA DNA 

2. Preparedness of the leader: Did leader utilize effective meeting management 
and team process tooldtechniques? 
VMS FTM sw 0s NAA DNA 

3. Preparedness of the participants: Did participants complete all pre-work, did 
they actively participate in the discussion? 
VMS FTM sw 0s NAA DNA 

4. Punctuality: Did the meeting start and end on time? 
VMS FTM sw 0s NAA DNA 

5. Focus: Did people adhere to the agenda topics? 
VMS FTM sw 0s NAA DNA 

6. Management: Did the leader keep the meeting on track? 
VMS FTM sw 0s NAA DNA 

7. Usefulness: Was the meeting useful in accomplishing something of value? 
VMS FTM sw 0s NAA DNA 

8. Logistics: Was the meeting room large enough, quiet, and comfortably venti- 
lated? Were the seating arrangements appropriate? 
VMS FTM sw 0s NAA DNA 

9. Appropriateness: Was a meeting the most appropriate format for accom- 
plishing the objective? 
VMS FTM sw 0s N M  DNA 

10. Adequacy of resources: Were the appropriate resources (flipchart, overhead 
projector, personal computer, and so on) available to complete the task at 
hand? 
VMS FrM sw 0s NAA DNA 

11. Action planning: Were commitments formalized andor action plan devel- 
oped to ensure all commitments would be completed on a quality and timely 
basis? 
VMS FTM sw 0s NAA DNA 

Suggestions for improvement: 

Please Return to: 
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Performance Management Questionnaire 

Periodically we will be monitoring our progress. The purpose of this sur- 
vey is to find out how we’re doing as a department and determine how we 
can continue to improve. Answers are anonymous and confidential; sum- 
mary results will be shared. 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

Department Mission: 

1. I know and understand our department’s mission. 
VMS FTM sw 0s NAA DNA 

2. I am clear on what my responsibilities are and how they contribute to meet- 
ing the department’s mission. 
VMS FTM sw 0s NAA DNA 

3. In my team, the department’s mission is the focus by which goals and 
objectives are established and decisions are made. 
VMS FTM sw 0s NAA DNA 

Comments: 

Team Objectives: 

4. The team’s objectives are clearly defined and understood. 
VMS FTM sw 0s NAA DNA 

5. The team has a clear understanding of how it will be measured and evaluat- 
ed in achieving its objectives. 
VMS FTM sw 0s NAA DNA 

6. Team objectives are reviewed regularly to ensure they are still appropriate. 
VMS FTM sw 0s N U  DNA 

7. My team members cooperate to accomplish the team objectives. 
VMS FTM sw 0s NAA DNA 

Comments: 

Individual Objectives: 

8. My individual objectives are clearly defined and I understand them. 
VMS FTM sw 0 s  NAA DNA 
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9. I have a clear understanding of how I will be measured and evaluated in 
achieving my individual objectives. 
VMS FTM sw 0s NAA DNA 

10. My individual objectives are reviewed regularly to ensure they are still appro- 
priate. 
VMS FTM sw 0 s  NAA DNA 

11. I believe what 1 am doing adds value. 
VMS FTM sw 0s NAA DNA 

12. I understand the individual competencies that are required for my successful 
performance. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 
13. I take actions to ensure I meet customer requirements. 

Comments: 

Roles and Responsibilities: 

14. Each team member’s role and responsibilities are clearly defined and under- 
stood by all members. 
VMS FTM sw 0s NAA DNA 

15. Team members change their roles when it is required for the team to achieve 
its objectives. 
VMS FTM sw 0 s  NAA DNA 

16. Team members exhibit interdependency and collaboration rather than com- 
petition. 
VMS FTM sw 0 s  NAA DNA 

17. Team members have a clear understanding of each others’ skills and expertise. 
VMS FTM sw 0 s  NAA DNA 

18. Team members are encouraged to seek out others’ skills and expertise to 
answer questions, solve problems, train, and so on. 
VMS FTM sw 0s NAA DNA 

19. Team members seek information and support from other functional areas 
(such as, underwriting and research and product development) when need- 
ed to meet the team’s objectives. 
VMS FTM sw 0s NAA DNA 

20. Team members are encouraged to initiate change when they see a better 
way to do things. 
VMS FTM sw 0s NAA DNA 

21. Team members feel that they have input on the changes occurring in the 
department. 
VMS FTM sw 0s NAA DNA 

22. My job responsibilities are what I thought they would be. 

Comments: 
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Commitment of Members: 

23. Team members have a strong sense of belonging to the team. 
VMS FrM sw 0s NAA DNA 

24. Team members give and receive pertinent information from other team 
members needed to accomplish their work. 
VMS FTM sw 0s NAA DNA 

25. Team members exhibit a healthy level of trust and openness. 
VMS FTM sw 0s NAA DNA 

26. Team members have developed effective ways of working together and 
know how to use one another as resources. 
VMS FTM sw 0s NAA DNA 

27. Team members rewardhcognize personal achievements. 
VMS FTM sw 0s NAA DNA 

28. Team members feel free to try new approaches without having their motives 
questioned. 
VMS FTM sw 0s NAA DNA 

29. Team members work toward resolving work-related conflict. 
VMS FTM sw 0s NAA DNA 

30. Team members function smoothly because we have rules of behavior that 
guide us in how we are to treat one another. 
VMS FTM sw 0s NAA DNA 

Comments: 

Leadership: 

31. My team leader keeps us focused on our mission and objectives. 
VMS FrM sw 0s NAA DNA 

32. My team leader discusses issues and gets facts and opinions before deci- 
sions are made or problems are solved. 
VMS FTM sw 0s NAA DNA 

33. My team leader encourages initiative and welcomes leadership efforts by 
team members. 
VMS FTM sw 0s NAA DNA 

34. My team leader is flexible and shifts style to address the needs of the situa- 
tion and the people involved. 
VMS FTM sw 0s NAA DNA 

35. My team leader provides ongoing, informal, and clear feedback on perfor- 
mance. 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

36. My team leader encourages candor without fear of repercussions. 

37. My team leader recognizes and praises good performance. 
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38. My team leader provides guidance in our efforts to solve business problems 
rather than solving the problems for us. 
VMS R M  sw 0 s  NAA DNA 

39. My team leader shares all pertinent information needed to perform our job. 
VMS FTM sw 0s NAA DNA 

40. My team leader gives us responsibility for implementing resolutions to busi- 
ness problems. 
VMS FTM sw 0 s  NAA DNA 

41. My team leader ensures that we come to agreement about how objectives 
are going to be accomplished and measured. 
VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FrM sw 0s NAA DNA 

VMS FTM sw 0 s  NAA DNA 

VMS FTM sw 0 s  NAA DNA 

42. My team leader links bonuses and other awards to our performance. 

43. My team leader is open to feedback on his or her own performance. 

44. My team leader encourages us to challenge the status quo. 

45. My team leader is open to new ideas and ways of doing things. 

Comments: 

Group Processing: 

46. All team members consider planning essential activity. 
VMS FTM sw 0 s  NAA DNA 

47. All team members participate in the planning process. 
VMS FTM sw 0 s  NAA DNA 

48. The time spent in meetings is used effectively in addressing business issues, 

VMS FTM sw 0 s  NAA DNA 
49. All members’ ideas and opinions are solicited, listened to, and valued. 

VMS FTM sw 0s NAA DNA 
50. When suggestions for changes are made or new ideas presented, team 

members are supportive. 
VMS FTM sw 0 s  NAA DNA 

51. Team members exhibit clear understanding of how we approach problem 
solving as a group. 
VMS FTM sw 0 s  NAA DNA 

52. Team members spend time planning before they act: they know what will be 
done, who will do it, and by when. 
VMS FTM sw 0s NAA DNA 

53. Team members are skilled at diagnosing and working on business problems. 
VMS FTM sw 0 s  NAA DNA 

solving problems, and building commitment. 

Comments: 
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Overall perception: 

54. Employees work across teams and cooperate to accomplish overall objec- 
tives. 
VMS FTM sw 0s NAA DNA 

55. Employees produce quality products and services. 
VMS FTM sw 0s NAA DNA 

56. Employees’ products and services meet customer requirements. 
VMS FTM sw 0s NAA DNA 

49. All members’ ideas and opinions are solicited, listened to, and valued. 
VMS FTM sw 0s NAA DNA 

57. Employees add value to this company. 
VMS FTM sw 0s NAA DNA 

58. Team members respect the current management team (dept. head, team 
leaders, team heads). 
VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

VMS FTM sw 0s NAA DNA 

59. Team members communicate effectively within this unit. 

60. Cooperation and teamwork are encouraged in this unit. 

Provide your overall perception (strengths and weaknesses) of this 
department/team. 

Please Return to: 
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Feedback to the Consultant 

Purpose. The purpose of this questionnaire is to provide me feedback 
about my performance. This information will by used be me to improve 
the consulting skills I bring to you. 

Directions: Please circle the appropriate answer, using the following scale: 

VMS = Very much so, FTM = For the most part, SW = Somewhat, 0s = Only 
slightly, NAA = Not at all, DNA = Does not apply, No opinion 

1. Did this consultant meet your expectations in setting strategy? 
VMS FTM sw 0s NAA DNA 

Comments: 

2. Did this consultant meet your expectations in managing customers? 
VMS FTM sw 0s NAA DNA 

Comments: 

3. Did this consultant meet your expectations in managing culture? 
VMS FTM sw 0s NAA DNA 

Comments: 

4. Did this consultant meet your expectations in designing organizational 
structures? 
VMS FTM sw 0s NAA DNA 

Comments: 
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5. Did this consultant meet your expectations in managing business systems? 
V M S  FTM sw 0 s  NAA DNA 

Comments: 

6. Did this consultant meet your expectations in designing management infor- 
mation systems? 
V M S  FTM sw 0 s  NAA DNA 

Comments: 

7. Did this consultant meet your expectations in designing and managing the 
infrastructure? 
V M S  FTM sw 0s NAA DNA 

Comments: 

8. Did this consultant meet your expectations in creating and managing organi- 
zational capacity? 
V M S  FTM sw 0 s  NAA DNA 

Comments: 
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9. Did this consultant meet your expectations in building teamwork and instill- 
ing cooperation? 
VMS FTM sw 0s  NAA DNA 

Comments: 

10. Did this consultant meet your expectations in developing individual capacity? 
VMS FTM sw 0s NAA DNA 

Comments: 

Please Return to: 
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Team Readiness Questionnaire 

The following questionnaire is used to determine whether or not an 
organization is ready to implement teams. Please respond Yes, No, or 
Don’t Know to each of the following questions. Also, please take the time 
to offer written comments-they will help us interpret your ratings. 

Strategy 

Teams should be part of a business strategy and part of a business plan. 
Below are questions that examine the link between teams and the business 
strategy. 

1 . Are the following performance-measurement categories addressed and 
implemented in the business strategy? 

Customer acquisition and satisfaction 
Productivity improvement 
Cash-flow improvement 
Human resource management 
Head count reduction 
Removal of layers of management 
All of the above 

Who is the customer? 
What are their requirements? 
What are the performance measures that are linked to customer 
requirements? 
What are the performance measures that are linked to customer 
encounters? 

3. Will the designing and implementation of teams have an impact on the 

2. Are the following questions addressed and used in the business plan? 

support of other ongoing operations and initiatives such as: 
Re-engineering 
Reorganization 
Compensation 

4. Will the following issues have driven this organization to discuss the 
implementation of teams? Check all that apply. 

Re-engineering 
Reorganization 
Compensation 
A need for increased productivity 
A need for customer satisfaction and retention 
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A need to reduce the number of layers between the CEO and the 
floor 
A substantial increase in cash flow 
The overwhelming success other companies have had with teams 

Comment on specific strategic issues that could have an impact on the 
successful implementation of teams? 

Culture 

One of the biggest barriers to the successful implementation of teams is 
the existing organizational culture. The following questions, answered 
honestly, will bring greater understanding about the potential effect organi- 
zational culture will have on teams. 

5. Given 100% to divide the following styles of communication, what per- 
centage would you assign to each? 
The total must add up to 100% 
-% Upward communication 
-% Downward communication 
-% Horizontal communication 
100% 

-1s Communication frank and candid? 
-1s Communication frequent? 
-1s Communication honest? 
-1s Communication filtered and devoid of hidden agendas? 
-Can management be challenged from below? 

employees? 
-Status differences are easily discernible. 
-Status differences are part of the compensation package. 
-Status differences are minimized. 

-Risk taking. 
-Employee empowerment. 
-Cross-functional operations. 
-Innovation. 

6. How would you characterize communication style within the organization? 

7. How would you characterize status differences between managers and 

8. Does management encourage 
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9. Pick the one statement that best describes how managers typically make 
decisions in your company. 
-Managers solve the problems themselves. 
-Managers obtain information from subordinates, and then make the 

-Managers share the problem with subordinates, but solve the prob- 

-Managers share the problem with the group, get the group's ideas, 

-Managers share the problem with the group, and together the man- 

10. How would you characterize cross-functional cooperation and reinforce- 
ment? 
- Does management encourage and reinforce cross-functional coop- 

-Do the unit heads encourage and reinforce cross-functional cooper- 

-Do employees encourage and reinforce cross-functional coopera- 

decision. 

lem themselves. 

but make the decision themselves. 

ager and group solve the problem. 

eration? 

ation? 

tion? 

What specific cultural issues could have an impact on the successful 
implementation of teams? 

Business Systems 

Business systems provide both direction and control of an organization. 

11. How would you characterize the business planning process? 
- Formal 
__ Informal 
- Nonexistent 

viduaVteam performance measures? 
__ Rolled down from the business plan. 
__ Rolled down from the department business plan. 
- Indirect links to the business plan. 
__ No links to the business plan. 
__ There are no performance measures. 

12. How would you characterize the links between the business plan and indi- 
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13. How would you characterize the systems for rewarding teamwork and 
cooperation for employees? 
- Compensation supports individual effort exclusively. 
- Compensation provides for team rewards. 
- Both. 

14. How would you characterize the link between performance measures and 
pay-for-performance? 
- Linked to achieving the goals and objectives of the business plan. 
- Linked to achieving the goals and objectives of the department 

- Linked to achieving the goals and objectives of the team business 

15. Are there mechanisms to recognize employees for teamwork and cooper- 

business plan. 

plan. 

ation? 
- Yes, and they are used. 
- Informally, some managers recognize teamwork and cooperation. 
- Scattered and inconsistent. 

- Formal 
- Informal 
- Promote centralized decision making 

16. How would you characterize administration control policies? 

What specific issues could have an impact on the successful implementa- 
tion of teams? 

Individual Capability 

Individual capability addresses the ability of individual employees to 
work in a customer-focused team environment. 

17. Are employees encouraged to make and maintain links with the follow- 
ing? 
- Customers (someone who purchases a product or service from out- 

- Sponsors (someone who provides the funds to support a project 

__ Users (someone within the organization who uses the products or 

side the organization) 

from within the organization) 

services) 
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18. How would you characterize employees’ abilities in the following? 
__ Employees are capable of managing conflict. 
- Employees are capable of managing interpersonal process. 
__ Employees are capable of managing team processes, such as 

developing norms and assigning tasks. 
19. How would you characterize management’s ability in the following? 

__ Managers are capable of managing conflict. 
__ Managers are capable of managing interpersonal process. 
__ Managers are capable of managing team processes, such as devel- 

20. How would you characterize employees’ enthusiasm for increased 
involvement and participation? 
__ Employees are interested in new job challenges and the opportunity 

__ Employees are interested in providing input in developing perfor- 

__ Employees are interested in job rotation and cross-training. 
21. How would you characterize management’s relationship with employees? 

__ Management treats employees with respect. 
- Management views employees as the organization’s number one 

__ Management actively supports the utilization of teams. 

oping norms and assigning tasks. 

to learn different skills. 

mance measures. 

resource. 

What specific individual capability issues could have an impact on the 
successful implementation of teams? 

Organizational Capability 

Organizational capability determines the degree to which an organiza- 
tion’s management and training systems can support an initiative. 

22. Characterize the organization’s product and services. Choose one. 
__ Well-defined 
- Loosely defined (such as in staff functions) 
__ Depends on which business unit 

23. Team training (developing business plans, managing processes, process 
mapping, performance measures, and so on) has been provided. Choose 
all that apply. 
__ To upper management 
__ To middle management 
__ To supervisors 
__ Some combination of the above 
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__ To all employees 

one. 
- Yes 
- To a greater degree rather than a lesser degree 
- To a lesser degree rather than a greater degree 

__ Team training 
__ Redundant business systems 
- New technology 
- Redesign of infrastructure 

24. Do teams support the core competencies of the organization? Choose 

25. Do you have the human resources, time, and capital to fund the following: 

What specific organizational capability issues could have an impact on 
the successful implementation of teams? 

Information System 

The information system involves the technology employees use and its 
impact on their ability to function. 

26. Employees have access to the information they need. 
__ Yes 
___ Only what management thinks they need 
- On a need-to-know basis 
- None 

27. Are the right platforms in place? 
- Yes 
__ No 

__ Yes 
__ No 

29. The existing information system 
__ Provides timely and accurate data. 
- Is routinely updated. 
- Crashes often. 

performance. 
___ Yes 
__ To some extent, but the system drives the work. 
___The technology dominates the work. 

28. Are the right applications in place? 

30. The technology employees use allows them to have an impact on their 
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What specific information technology issues could have an impact on the 
successful implementation of teams? 

Infrastructure 

Infrastructure refers to  the physical layout of buildings and offices, 
automation, transportation, and other forms o f  conveyance. 

31. Evaluate the existing physical layout. Chose all that apply. 
__ Space is readily adaptable. 
- Space is readily available. 
__ Clear physical or technological boundaries can be established 

- There is an adequate number of conference rooms for team meet- 

-Technology and electrical systems are easily adapted to team 

32. How would you characterize the degree to which automation impacts 

between work groups. 

ings. 

needs. 

work? 
- Little or no impact 
__ Some impact 
- Machine-driven with parts being supplied 
- Fully automated 

What specific infrastructure issues could have an impact on the success- 
ful implementation of teams? 
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Please describe, in your own words, why you think teams would increase 
the overall effectiveness of your company, what managerial and employ- 
ee barriers need to be removed to ensure the success of teams, and your 
estimate of the likelihood that teams will be successful. 

Your estimated likelihood that teams can be successfully 
implemented %: 



Overview of Team 
Effectiveness Intervention 

This matrix is a quick reference guide that can be used to select the most 
appropriate tool for a gwen purpose or application. 

Tool Purpose 

1 Role Negotiation 

2 Communication Maps 

3 Team Process Consultation 

4 Team Building 

To help team members and management identify 
unresolved issues and determine accountability. 
To identify patterns of communications within a team, 
locating possible communication bottlenecks. 
To resolve interpersonal conflict, improve communi- 
cation, and develop problem-solving skills. 
To set goals, allocate work, examine team processes, 
and coordinate team activities. 

(table continued on next page) 

250 
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5 Coaching for Effective To provide informal feedback to team members 
and team management and to help all concerned main- 
tain alignment with team goals. 
To help the team decide, in advance, the way they will 
interact with one another on a day-inday-out basis. 
To set up a meeting, determine its agenda, and 

Performance 

6 Norms 

7 Guidelines for Meeting 
Management develop action steps. 

Role Negotiation 

What Is It? 

Role Negotiation is an exchange process that enables each team member 
to negotiate a change in the behavior of another team member. This tech- 
nique involves a four-step process that leads to the creation of “negotiation 
contracts” that document changes agreed upon between both parties. 

Why Use It? 

Role Negotiation is primarily used to resolve conflicts pertaining to 
power, authority, and influence that often arise during the transition to a 
team environment. This type of intervention is appropriate when prob- 
lems between team members can be attributed to an unwillingness to 
adjust behavior from a self-centered to a teamcentered approach to busi- 
ness. Use Role Negotiation for the following: 

To reduce role ambiguity. 
To minimize conflict between team members. 
To enhance individual and team accountability. 
To improve group cohesiveness. 
To sustain mutually beneficial work relationships. 

Steps 

Role Negotiation is a first step in team transition and should not be 
used as the only method €or team development. The following are general 
guidelines for the facilitator-aided intervention. 
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Step 1: Intervention Set-Up. During this step, the facilitator sets the cli- 
mate and the ground rules for the intervention. These are the six key rules: 

L Participants must communicate openly and honestly. 
2. Participants must be specific and concrete in expressing their expecta- 

tions for others’ behavior (that is, what they want others to do-more, 
less, or remain unchanged). 

3.  I t  is inappropriate to use the session to discuss personal feelings 
about teammates. The aim is to look at the mutual concerns about 
work behavior patterns. 

4. The facilitator must ensure that team members are participating 
equally in the exchange process. 

5. Expectations must be documented by both the receiver and the 
sender. 

6. Role Negotiation is completed when agreements to change are clear- 
ly documented and acceptable to all parties. 

Step 2: Issue Diagnosis. In this step, individual team members determine 
how their own effectiveness can be improved if others change their work 
behaviors. Each team member develops a list of things he or she would like 
each of the other team members to do: 

Do more of or do better (for example, increase frequency of candid 

Do less of or stop doing (for example, limit number of “progress 

Continue doing (for example, continue providing monthly reports on 

feedback). 

checks” on subordinates to one per week). 

status of projects). 

Once this activity is completed, the lists are exchanged so that each 
team member has all of the lists that pertain to him or herself. From these 
lists, each team member creates a master list of requested behavior 
changes. Each master list is then divided into three categories for his or her 
own behavior modifications: 

Do more of or do better. 
Do less of or stop doing. 
Continue doing. 
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The facilitator writes each team members' name on the board and cre- 
ates a chart listing the suggested behavior changes from each person's mas- 
ter list. (Note: Questions at this stage me for clarification purposes only.) 

Step 3: Negotiation. The facilitator pairs off team members and instructs 
the individuals in each pair to discuss the most important behavior 
changes they want from each other and the changes they are willing to 
make in return. They both mark change requests on their own list and on 
their teammates' list so that the facilitator can help them identify the most 
negotiable issues. The pairs negotiate the list until each team member is 
satisfied that they will make changes in their own behavior and see behav- 
ior changes in the other team member. All agreements are formally docu- 
mented, and penalties for nonfulfillment are discussed. The recorded 
agreements are known as "negotiation contracts." The facilitator must 
reinforce the importance of adhering to the negotiation contracts. 

Step 4: Follow-Up Meeting. This meeting determines whether the negoti- 
ation contracts have been honored and assesses their effectiveness in solv- 
ing the team's problem. If a lack of clarity still remains around roles, con- 
tracts can be renegotiated by repeating step 3 at this meeting. 

Additional Information 

Beckhard, Richard, "Optimizing Team-Building Efforts," Journal of Contempo- 

Beckhard, Richard, and Reuben Harris. Organizational Transitions: Managing 

French, Wedell, and Cecil, Bell. Organizational Development. Prentice-Hall, 1984. 

Herman, Stanley, "A Gestalt Orientation to Organization Development" in Con- 
temporary Organization Development: Conceptual Orientations and Inter- 
ventions. Warner Burke (Ed.) Washington, D.C.: N T L  Institute for Applied 
Behavioral Science, 1972. 

Herman, Stanley, and Michael Korenich. Authentic Munagement: A Gestalt Ori- 
entation to Organizations and their Development. Reading, Mass.: Addison- 
Wesley, 1977. 

rary Business, Vol. 1, No. 3, Summer 1972. 

Complex Change. Reading, Mass.: Addison-Wesley, 1977. 
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Communication Maps 

What Is It? 

A Communication Map is a graphic representation of communication 
patterns within an organization. It provides insight into who communi- 
cates with whom, whether the communication is one-way or two-way, how 
important the communication is, and the frequency of the communica- 
tion. A Communication Map can be developed for any size organization, 
but maps that show the communicaton at fewer than thirty people are the 
easiest to understand. 

Why Use It? 

The Communication Map will provide a simple and straightforward 
method of graphing the frequency and importance of communication 
within a defined group and can provide valuable insight into communica- 
tion problems. A specific example would be as a follow-up to an employee 
survey. One of the most common findings in employee satisfaction surveys 
is that communication from management and across the organization is 
inconsistent or unreliable. Further, there is limited information about the 
frequency and importance of communication within an organization. The 
communication map can provide greater insight into this. Given the data 
from the map, adjustments can be made to improve the overall reliability 
and consistency of the information. A map can also pinpoint where com- 
munication bottlenecks occur and the degree to which each person has 
influence and control. For instance, there are times when excessive influ- 
ence and control by the wrong person can have a negative impact on the 
organization and lead to decreased productivity. There can also be cases 
where there is a weak leader and the informal network of power that 
results within the organization may actually contribute to productivity, 

How to Do It 

I Develop a simple questionnaire that asks each participant two ques- 
tions. One is about the average frequency of the communication and 
the other is about its importance (that is, discussion, tallung, advis- 
ing, instructing). Be sure you define the rating scale for the group 
under review. 
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Directions: Please indicate, by circling the appropriate answer, the 
average frequency and level of importance of communication you 
have with each of the following individuals. Do not complete the row 
for yourself. 

Dept. First Last Frequency Importance 

0 
1 
1 
1 
2 
2 
3 
4 
4 
4 - 

Kathy 
Joan 
Bill 
Jill 
Bess 

Kathy 
Dm 
Bill 

David 
Roger 

Miller 
Reese 

LaFond 
Berggman 

Eaton 
Molloy 
Fuller 
Jones 
Wade 
Smith 

High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 

High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
High Medium Low 
Hi& Medium Low 

2. Calculate average rating frequency and importance for each partici- 
pant (where high = 3, medium = 2, low = 1). In the example given, the 
average frequency of contact with Joan Reese, for those who complet- 
ed the survey, is 1.9, while the importance is 2.4. 

Dept First Last Frequency Importance Total 

0 Kathy Miller 3 .O 3.0 6.0 

1 Bill LaFond 1.6 2.7 4.3 

2 Bess Eaton 1.7 2.6 4.3 

3 Dan Fuller 1.7 2.1 3.8 
4 Bill Jones 2.9 2.9 5.8 
4 David Wade 1.5 2.1 3.6 
4 Roger Smith 1.6 2.5 4.1 

1 Joan Reese 1.9 2.4 4.3 

1 Jill Berggman 3.0 2.4 5.4 

2 Kathy Molloy 2.9 2.8 5.7 

3. Place the manager in the middle of the “importance and frequency” 
grid. Add other participants based on their average importance and 
frequency ratings finding their location by using the importance and 
frequency axes of the grid (see Figure 9.1). 



2
5
6
 

T
eam

s 

Figure 9.1. Marketing department communication map. 
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4. Identify the top two most-frequent contacts for each participant. 
5.  Add direction arrows for the top two most-frequent contacts for 

each participant. 
6. Analyze and interpret results. The average ratings indicate that every 

one in this department has the most important and frequent contact 
with Kathy Miller (the manager). Bill Jones has the second highest rat- 
ings, but his most frequent contacts are with workers with relatively 
lower ratings. This could be an indication that Jones is taking up slack 
for the supervisor, acting as a bottleneck for some function, or acting as 
a mentor to these positions. Clarification is needed. Dan Fuller has the 
second highest contact rating in the department but one of the lowest 
importance ratings. The reasons for this need to be investigated as well. 

7. Develop action plan. 
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Team Process Consultation 

What Is It? 

Process Consultation is an intervention to help diagnose problems and 
assist the team to resolve them. It typically aims to reduce interpersonal 
conflict, improve communication skills, develop problem-solving skills, 
and improve team effectiveness in the organization. This intervention 
requires significant team member involvement in the diagnosis and correc- 
tion of group problems. These can relate to tasks the team is performing, 
the process by which it accomplishes the tasks, or interpersonal conflict 
between members. Typically, data are collected on the human interactions 
that occur within the team and are then communicated to group members, 
allowing time to discuss, diagnose, and solve team problems. 

How to Do It 

Four major steps precede feedback of information to the group. These 
steps are outlined below. 

Step t Exploratory Meeting. 

1. Schedule a meeting with the team leader to: 
a. Identify characteristics of the team (age, slull mix, sex, and so on). 
b. Identify problem areas and concerns (see Figure 9.2 for questions). 
c. Identify problem indicators. 
d. Assess the team leader’s level of commitment. Determine the 

degree of openness, willingness, and authenticity of communica- 
tion. If the team leader is not committed, reassess the appropriate- 
ness of this intervention. 

e. Identify a suitable approach for data collection. 
2. Meet with individual team members 

Arrange to meet with each team member individually to establish 
trust and rapport. Identify the following: 
a. Attitudes regarding the current level of group functioning. 
b. How well their needs are being met by the current group interac- 

c. Problem areas and indicators. 
tions. 
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Figure 9.2. 
Key Analysis Questions 

L Participation 
a. Who are the high and low participators? 
b. Is there any shift in participation among team members? 
c. Who talks to whom? 

a. Who are most and least influential? 
b. How do team members influence (through coercion, formal authority, 

2. Influence 

coalitions) each other? 
3.  Decision making 

a. Who assumes leadership in the team? 
b. Is the leader appointed? 
c. Is there conflict over who the leader is and his or her preferred role? 
d. How are decisions made? 

(1)  By formal authority? 
(2) By majority rule or voting? 
(3) By consensus? 
(4) By unanimous consent? 

e. Does anyone make contributions that are ignored? 

a. Does anyone ask for or make suggestions regarding the task the team is 

b. Is there any giving or asking for additional facts, thoughts, opinions, or 

c. Who helps or hinders team discussions? 

a. Are communications open and unfiltered? 
b. Do team members listen to one another? 
c. Is there a high degree of trust? 
d. How is conflict resolved? Is it openly discussed or is conflict avoided? 
e. Is the group cohesive? 

a. Are there any cliques? 
b. Are all members equally committed to the team? 
c. Are all members treated equally regardless of their formal title or 

4. Task and maintenance functions 

working on? 

alternatives? 

5. Group atmosphere 

6.  Membership 

authority? 
7. Norms 

a. Are the norms of the group clearly understood by each team member? 
b. What happens when someone breaks a norm? 
c. Have the norms been formalized via a charter, or are they implied? 
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Step 2. Approach Development. 

1. Evaluate data obtained from interviewing the team leader and team 
members to further define problem areas and priorities. Confirm that 
Process Consultation is an appropriate intervention. 

2. Identify when observations should take place. Choose a setting in 
which it is easy to observe interpersonal and group processes. It is 
important to have access to a situation where the group members are 
interacting with each other in their usual fashion. 

3. Identify the data collection method(s) that you will use. For instance, 
you might consider observing a staff meeting or a regularly scheduled 
work task. (Choose a task that requires significant interdependence 
among the group members.) 

Step 3. Data Collection. Data can be collected through observation, inter- 
views, or group discussion (questionnaires or surveys should be avoided). 
Several data collection tools are reviewed below. 

Process Consultation Instrument (PCI) 
(see Figure 9.3) 

The purpose of the PCI is to identify, record, and classify verbal and 
nonverbal interactions that occur within a group. This includes facial 
expressions, gestures, body language, emotional signs, and comments that 
are either expressive or directed toward other people. These interactions 
are arranged in two broad categories known as task behaviors and mainte- 
nance behaviors. A group that is functioning effectively will have sufficient 
amounts of both task and maintenance behaviors. 

Directions for Using PCI. The PCI is suitable for groups of three to seven 
members. The instrument should be used for short periods of observation 
(5  to 10 minutes) to provide a snapshot of a team’s level of interactions. 
Write the name of each group member on the top of the instrument. 
When using the PCI, identify and categorize each unit of interaction 
observed for all group members. A unit is defined as a communication suf- 
ficiently complete to permit another person to interpret it (this can range 
from a nodding of the head, a smile or uttering a single word or simple 
sentence). 
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Total 

Process Consultation 
Data Collection Instrument 

I 
Participant’s Share 

Before attempting to utilize the PCI, it is essential to understand the def- 
initions for each of the 12 categories in the instrument and to practice 
using the instrument to obtain familiarity with the line where each catego- 
ry is located. Each of the categories is discussed below. 

I 

1. Seems Friendly. Any act of hospitality, expressions of sympathy or 
empathy, or demonstrations of affection. Examples include: 
a. Confiding in one another 
b. Acts of apology 
c. Urging unity or harmony 
d. Expressions of solidarity 
e. Praising, rewarding, encouraging others 
f. Smiling 

implications or is self-revealing. Examples include: 
a. Jokes, comments, or stories with a double meaning. 
b. Symbolic actions; shrugs, bodily or facial expressions portraying 

2. Dramatizes. Any act that emphasizes hidden meaning or emotional 

great amazement, surprise, fear, or anger. 
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3. Agrees. Any act that shows accord or assent about facts, inferences, 
or hypothesis. Examples include: 
a. Nonverbal acts (such as nodding the head). 
b. Verbal comments such as “I think you are right,” “Yes, that’s true.” 

4. Gives Suggestions. Any act that directs the attention of the group to 
task problems. Examples include: 
a. Identifymg a problem to be discussed. 
b. Pointing out the relevance of a remark. 
c. Calling a meeting to order. 
d. Opening a new phase of actions. 
e. Attempting to guide or counsel. 

5. Gives Opinions. Any act that involves a moral obligation, offers a 
belief, or indicates adherence to a policy. Examples include: 
a. Any statement that is not based on fact. These statements fre- 

quently begin with “I think,” “I believe,” and so on. 
b. Statements that denote value judgments. (Note: “Gives Opinions” 

should be distinguished from category 6 “Gives Information” pri- 
marily because “Gives Opinions“ uses inference or value judgments.) 

6. Gives Information. Any act reporting factual or potentially verifi- 
able observations or experiences. Examples include: 
a. Providing facts, figures, statistics, and so on. 
b. Describing a previous experience. 

7. Asks for Information. Any act that requests a descriptive, objective 
type of answer. Examples include: 
a. Requests for information based on an individual’s observation, 

experience, or empirical research. 
b. Requests for factual answers. (If an inference, evaluation, or 

expression of a feeling is requested, it should be tabulated as cate- 
gory 8, “Asks for Opinions.”) 

8. Asks for Opinions. Any act that seeks an interpretation, a value 
judgment, a statement involving beliefs o r  values, or feedback 
regarding one’s level of understanding. Examples include: 
a. Request for a diagnosis of a situation. 
b. Reaction to an idea. 

9. Asks for Suggestions. Any act that requests guidance in the prob- 
lem-solving process, is neutral in emotional tone, and attempts to 
turn the initiative over to another. Examples include any open- 
ended, nonvalue-laden questions. 

10. Disagrees. Any act that rejects another’s statement of information, 
opinion, or suggestion. Examples include: 
a. Statements that reject another person’s position. 
b. Turning the head in disagreement. 
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11. Shows Tension. Emotional signs of anxiousness that indicate a con- 
flict between acting and withholding action. Examples include: 
a. Appearing disconcerted, alarmed, dismayed, or concerned. 
b. Nonverbal cues such as trembling, flushing, and licking of the lips. 
c. Nervous laughter. 

12. Seems Unfriendly. Any act that is personally negative and not con- 
tent-oriented. Examples include: 
a. Judging another’s behavior. 
b. Interrupting, deprecating, or ridiculing another individual. 

Tabulating the PCI. The PCI is a sophisticated instrument that requires a 
thorough knowledge of group dynamics. An overview of the potential levels 
of analysis follows. 

Level I. Participants share total observed interactions. The first level of 
analysis identifies the spread of participation throughout the team. Individ- 
uals who attempt to gain status or influence others will generally have the 
highest levels of participation. 

Level 11. Percentage of total group interaction in each category. This 
level of analysis identifies the team participation in each of the 12 cate- 
gories. The team levels are then compared to established norms to identify 
potential problem areas. For example, if the group’s aggregate percentage 
for the category “Agrees” is 27 percent, the group may not be encouraging 
the participation of members who have dissenting opinions. 

Level 111. Percentage of total group participation that each member con- 
tributes in each category. This level of analysis identifies the type of contri- 
bution and frequency of each member’s participation. It can be used to 
identify members who need to be encouraged to participate or those who 
provide strong task or maintenance behaviors. 

Level IV. Percentage of an individual’s total participation for each cate- 
gory. This facilitates the comparison of each team member’s contribution 
with the estimated norms. This information is extremely useful in identify- 
ing the roles each member plays under a variety of conditions. 

Role Nominations Exercise (see Figure 9.4) 

This exercise can be used to clarify and define the roles that members in 
the team play and to identify team members who help or hinder team 
development and interaction. 

Directions for Using the Instrument. The Role Nominations Exercise is a 
simple way to identify team members’ perceptions of each other. Each 
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Role Nominations Form 

Task Roles 

Initiator Contributor 
Information Seeker 
Information Giver 
Coordinator 
Orienter 
Evaluator 

Growing and Vitalizing Roles 

Encourager 
Harmonizer 
Gatekeeper and Expediter 
Standard Setter or Ego Ideal 
Follower 

Anti-Team Roles 

Blocker 
Recognition Seeker 
Dominator 
Avoider 

(Name of 
Team 

Member) 

(Name of 
Team 

Member) 

(Name of 
Team 

Member) 

Figure 9.4. 

member fills out the Role Nominations Form (Figure 9.4) by placing check 
marks in the columns corresponding to the roles that each member has 
played most frequently in the group, including him or herself (Members 
can play more than one role). Each of the role characteristics is grouped 
under one of three categories: task roles, growing and vitalizing roles, or 
anti-team roles. Each of the characteristics is discussed below. 

Task Roles 
I Initiator Contributor. A team member who takes control of tasks 

2. Information Seeker. A member who gathers information from 
and gives valuable input to the team’s task completion. 

the team. 
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3. Information Giver. The team member who is a valuable information 
resource to the team, providing input for task accomplishment. 

4. Coordinator. The person who coordinates the team’s activities 
(such as, allocating responsibilities or keeping people on schedule). 

5. Orienter. The member who seems to determine the team’s direction 
and focus. 

6. Evaluator. The member who judges or evaluates the others. 

Growing and Vitalizing Roles 
7. Encourager. The person who is a moral support for the team, keep 

ing energy and optimism alive. 
8. Harmonizer. The person who restores harmony when there is team 

conflict. 
9. Gatekeeper and Expediter. The person who controls information 

flow in and out of the team, helping to maintain cohesive team atti- 
tudes and opinions. 

10. Standard Setter or Ego Ideal. The person who controls team stan- 
dards, especially motivation and commitment; this person usually 
represents a model that other members strive to follow. 

11. Follower. A supporter of the team whose input is important but is 
always within team norms. 

Anti-Team Roles 
12. Blocker. This team member may withhold information the team 

needs or slow down the team’s productivity by creating conflict. 
13. Recognition Seeker. This person is preoccupied with personal 

achievement even at the expense of team achievement. 
14. Dominator. This person strives for team control without considera- 

tion for others 
15. Avoider. This team member avoids important task issues or interac- 

tion with other team members. 

Analyzing the Role Nominations Exercise. After each member completes 
the Role Nominations form individually, the team should combine the 
forms and discuss any findings. 

What Happened in the Group During the Role 
Nominations Exercise (see Figure 9.5) 

Figure 9.4 can be used as a checklist by an observer to sum up his or her 
observations of the team’s interactions. The form can also be filled out by 
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What Happened in the Group During the 
Role Nominations Exercise? 

1. What was the general atmosphere in the group? 
Formal Informal 
Competitive Cooperative 
Hostile Supportive 
Inhibited Permissive 
Comments: 

2. Quantity and quality of work accomplished 
Accomplishment: High Low 
Quality of production: High Low 
Goals: Clear Vague 
Methods: Clear Vague 

Comments: 
Flexible Inflexible 

3. Leader behavior 
Attentive to group needs 
Supported others 
Concerned only with topic 
Dominated group Helped group 

Comments: 

Took sides 

4. Participation 
Most people talked 
Members involved Members apathetic 
Group united Group divided 
Comments: 

Only few talked 

Figure 9.5. 
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all members to start an evaluation discussion. The form is completed by 
placing checks next to descriptions that best describe the characteristics of 
the group’s level of functioning. Additional comments may be added 
where clarification or a more detailed description is needed. The exercise 
identifies the general atmosphere in the team, the quantity and quality of 
work accomplishment, leader behavior, and participation level. 

Step 4. Integration. There are three techniques that may be used in combi- 
nation to develop the process skills of the group: 

1. Agenda-setting exercises are used to raise the team’s awareness of 
their own internal process. 
a. Suggest to the team that they spend a few minutes at the end of 

their meeting to review the meeting. Ask: 
(1) How clear were communications? 
(2) How involved did team members feel? 
( 3 )  Were member resources fully utilized? 

(1 )  Work on team process issues. 
(2) Discuss the manner in which the team’s working agenda is 

( 3 )  Address interpersonal process issues. 

tionally” ready to explore relationships and interpersonal issues.) 

These sessions help members to observe and diagnose processes, 
assimilate feedback, and become active in solving their own prob- 
lems. Guidelines to consider are as follows: 
a. Be sure that the team or  individual has understood the feedback 

b. Be sure that members have begun an active process of trying to 

c. If you are not sure about where the team stands on points a and b, 

b. Suggest follow-up team analysis and problem-solving sessions to: 

processed. 

(These sessions should not be suggested until the team is “emo- 

2. Coaching or counseling of individuals or teams. 

and related it to observable behavior. 

solve the problem for themselves. 

probe and encourage with further questions. 

Team structure relates to work processes, role and decision-mak- 
3.  Structural suggestions. 

ing clarity, and the way the team interacts with the formal hierarchy. 
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Risks and Issues of Concern Involving Team Process 
Consultation 

Process Consultation requires a unique set of skills. Expertise in group 
dynamics, group problem solving, and assessing nonverbal communications 
is required. The success of the intervention is dependent on the following: 

1. Collecting data on the various group processes. 
2. Training or helping members to understand group processes. 
3. Providing assistance in the diagnosis and correction of problem areas. 

Remember that all of the data-collection methods only reveal a snap- 
shot of the team. They do not necessarily represent the team's typical inter- 
action. Still, they are useful aids for beginning to analyze the team. Data- 
collection methods should be used to: 

1. Promote a discussion within the team to determine if the observed 

2. Identify member reactions. 
3. Identify problem areas and their causes. 
4. Develop action plans to improve team effectiveness. 

data is representative of normal interactions. 

Additional Information 

Bales, R F. Interaction Process Analysis. Reading, Mass.: Addison-Wesley, 1950. 
Bales, R F., and Hare, A. P. "Diagnostic Use of the Interaction Profile." Journal 

ofsocial Psychology, 1965, pp. 239-258. 
Chapple, E. D. "Measuring Human Relations: An Introduction to the Study of 

Interaction of Individuals." General Psychology Monograph, 1940, 22, 
pp. 3-147. 

Luft, J. "The Johari Window." Human Relations Training News, 1961, pp. 5-7. 
Walton, Richard. Interpersonal Peacemaking Confrontations and Third-Party 

Patton, Bobby R., and Griffin, Kim. Decision-Making Group Interaction. New 

Shein, E. H. Process Consultation: I t s  Role in Organization Development. Read- 

Consultation. Reading, Mass.: Addison-Wesley, 1969. 

York: Harper & Row, 1978. 

ing, Mass.: Addison-Wesley, 1969. 
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Guidelines for Analyzing 
Performance Problems 

Directions: Read each of the following questions until you find an alter- 
native that 1) you have the authority to implement and, 2) provides the 
greatest return on investment. If you cannot secure the appropriate com- 
mitment from resources, break the problem down and focus on solving a 
portion of the problem. 

1. Is There a Problem? 

performance? 

does it occur? How often does it occur? 

a. What is the difference between the individual’s actual and desired 

b. Describe the performance problem. When does it occur? Where 

c. How long has there been a problem? 
d. How will you know when the problem is solved? 

a. What impact does the incorrect performance have on: 
2. Is It Important? 

( 1) Achieving the business strategy or performance objectives? 
(2) Cash flow? 
(3) Productivity? 
(4) Quality? 

(1) If the cost of correcting the problem exceeds the outcome, 
b. Is the cost of doing something worth the outcome? 

ignore the performance problem. 
3. Is It a Communication Problem? 

a. Does the individual: 
(1) Know he or she is supposed to take the desired action? 
(2) Know what the desired action is? 
(3) Know when to take the desired action? 
(4) Lack the necessary authority? 
(5) Have clear objectives that reflect the organization’s mission and 

The desired performance has to be realistic, measurable, and 
attainable. Clarify performance expectations, delegate authority; and, 
commensurate with the tasks, clarify departmental and individual’s 
priorities and provide the performer with timely and accurate data to 
perform better. 

strategy? 
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4. Is It a Skill Problem? 
a. Has the individual correctly performed the task or skill before? If 

not, arrange formal training or coaching (explain the task, demon- 
strate it, allow individual to perform it, provide feedback). 

(1) If the task is done intermittently, poor performance may be due 
to a lack of practice. (Provide closer supervision and increased 
feedback.) 

c. Is there regular feedback on performance? (If not, increase feed- 
back on the strengths and weaknesses of performance.) 

d. Are the individual’s present skills sufficient for desired perfor- 
mance? If not, does the individual have the physical and mental 
potential to perform as desired (if  not, simplify the job, transfer, or 
terminate). 

b. How often? 

5.  Is I t  a Problem with the Reward System? 
a. Does the performer know the desired standard? (If there are no stan- 

dards, mutually create them. If a standard exists, communicate it.) 
b. Is there a favorable outcome for performing? (If not, recognize and 

reward desired performance.) 
c. Does the individual receive negative consequences for nonperfor- 

mance? (If not, develop progressive means of punishment.) 
d. Does the individual receive any feedback on performance? (If not, 

coach the performer, and, if possible, redesign the job to provide 
timely feedback.) 

a. Does the performer: 
6. Is I t  a Problem of Adequate Resources? 

( 1) Have access to sufficient materials (books, reference guides, 
personal computer, and so on) to achieve the desired perfor- 
mance? (Provide appropriate materials.) 

(2) Have sufficient administrative and technical support? (Provide 
adequate support.) 

( 3 )  Have sufficient time to perform? (Reprioritize the performer’s 
duties and responsibilities.) 

(4) Encounter any other obstacles (noise in environment, administra 
tive policies, interruptions, and so forth) that inhibit performance. 

b. If the individual lacks the necessary resources: 
( I )  Provide additional resources, if available. 
(2) Clarify priorities. 
( 3 )  Reduce performance standards i f  additional resources are 

unavailable. 
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Team Building 

What Is It and When Should It Be Used? 

Team Building is an intervention for improving both the efficiency and 
quality of the team (output) and the way team members work together 
(input). Team Building interventions are typically directed toward five 
major areas: 

1. Setting goals or priorities. 
2. Analyzing or allocating the way work is done. 
3. Examining the way a team is working and its processes. 
4. Examining relationships among members. 
5. Coordinating team activities with other work units and teams. 

How to Do It 

Listed below are the steps for successful Team Building: 

1. Preparing for Team Building. Involve team members in developing a 
list of suggested interview questions relating to goal clarity, work 
processes, role clarity, decision-making processes used by the group, 
problem solving, communications, and conflict management. Once 
this list is finalized, obtain consensus from the team on the Team- 
Building process to be used and agree on process outcomes. 

2. Data Collection. Interview team members to become familiar with 
the team’s functions and objectives and to identify team issues and 
concerns. Use open-ended questions, leaving the majority of the 
explanation to the team members. 

3.  Data Analysis. Categorize the issues into general themes and sub- 
themes. After the data have been collected, an executive summary 
should be written and disseminated to all team members. 

4. Team Strategy Session. Distribute the executive summary of inter- 
views to all team members prior to scheduling a team strategy session. 
Team members should clearly define each issue and problem in detail 
and rank them in terms of their importance. At this stage, it is impor- 
tant to separate symptoms of problems from their root causes. Indi- 
vidual team members may be selected to collect any additional data. 
When consensus has been reached regarding the root causes of the 
most important problems and issues, the meeting should focus on 
identifymg a list of potential solutions to the problems. 
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5. Action Planning. When the list of possible solutions has been pared 
down, the team should begin to develop action plans to bring about 
the desired changes. A well-written action plan should identify the key 
tasks or steps to be completed, who is responsible for each step, 
resource requirements, and start and completion dates. This docu- 
ment should be distributed to each team member and serve as a map 
to focus effort and hold individuals accountable. 

Conclude the process by conducting a “sanity check” to assess how 
well the Team Building process met each individual’s expectations. 
Key questions that may be asked are: 
a. Did we focus on the critical issues? 
b. Was the Team Building process effective? 
c. How can we improve the process in the future? 
d. Are the action plans realistic and achievable? 
e. How would you rate the overall session? 

6. Follow-up. A review session is usually held at about three to nine 
months after the initial experience to assess team progress. At this 
time, the baseline measurements are compared to objectives to deter- 
mine 1) how well the team has implemented the action plan, 2) which 
objectives have been accomplished to date and reasons for poor per- 
formance, 3) what additional resources are required to ensure suc- 
cess, 4) what new issues have developed since the last session, and 5) 
what should be done about these new issues and problems. 

Risks and Issues of Concern Involved with Team 
Building 

Successful Team Building depends on getting the right people together 
with a large block of uninterrupted time to identify high-priority problems. 
It also depends on developing realistic solutions and action plans, imple- 
menting solutions with enthusiasm, and conducting a follow-up session to 
check the process. 

Initial Team Building efforts are generally more effective if they focus on 
task issues rather than relationship issues. Task issues are a safer, less-resist- 
ed area to start with. Nevertheless, interpersonal issues that get in the way 
of team effectiveness issues should not be ignored if they get in the way of 
developing task solutions. 
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Coaching for Effective Performance 

What Is It? 

Coaching is an open discussion in which timely and candid feedback is 
given on a team member’s performance. Its main focus is to provide guid- 
ance to help improve performance. It can be formal or informal and can 
come from a variety of sources, including the manager, customers, or 
other team members. Coaching can also take place when a team member 
models good performance for another team member who needs to 
improve his or her performance. 

Why Do It? 

Coaching is an effective tool for increasing levels of performance, elimi- 
nating performance problems, and maintaining high performance stan- 
dards of individual team members. It is most often used to: 

Build trust and respect among team members. 
Increase motivation and productivity. 
Break down communication barriers. 
Accomplish team objectives. 
Keep on track with the business plan. 
Transfer knowledge (both intellectual and experiential). 

Steps 

The following steps are recommended as a general framework for 
ongoing and continually evolving coaching activities. Keep in mind, 
though, that coaching may not be a linear process. 

Step 1: Establish an Open Environment. To be effective, coaching should 
identify what the team member is doing right, as well as identify areas in 
need of improvement. To provide useful feedback, the “coach must: 

Encourage full participation-coaching is two-way communication. 
Be open to what is said-listen and think before responding. 
Encourage honest and candid discussions. 
Use behavioral examples to illustrate performance standards you hope 
to achieve. 
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Consider all discussions opportunities for improvement. 
Ask questions. 

Step 2: Prepare for the Discussion. Before conducting a coaching session, 
decide ahead of time what you intend to accomplish and how you will pro- 
ceed. Ask yourself the following questions: 

Is there a performance problem I hope to eliminate? 
Has the team member requested advice on working more effectively 

Does the team member need reinforcement to maintain already effec- 
with other team members? 

tive performance? 

The answers to these questions will help you determine the purpose of 
your coaching discussion: to eliminate a performance problem, improve 
already good performance, or sustain high performance levels. 

Step 3: Determine a Plan of Action. An action plan will help you focus the 
coaching discussion on achieving the specific goal determined in step 2. 
No matter what the particular purpose of the coaching discussion, you 
should follow this plan of action rigorously. The action plan should 
include the following: 

1. When and where the coaching discussion will take place (generally 

2. What will be discussed. Focus on specific actions and behaviors. 
this should be done in privacy and away from office distractions). 

Avoid generalizations (discuss what you observe rather than what 

Avoid making judgments or discussing personalities 
Discuss any obstacles getting in the way of success 

3. Identification of problems (use constructive criticism by acknowledg- 
ing what isn't working rather than destructively criticizing what you 
think is wrong). 

you perceive as an individual's "attitude"). 

4. Discuss and reach agreement on ways to improve. 
5 .  Make a commitment to follow-through on any agreements reached 

during the coaching discussion. 

Step 5: Follow the Action Plan. During the coaching discussion, follow the 
specific plan of action you've created. Compare your actions and outcomes 
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to what you planned. Ask for feedback from the team member you are 
coaching to determine what you can do to make the session more effective. 

Step 6: Review and Adjust Your Coaching Methods. After completing the 
coaching discussion, determine what worked, what didn’t work, and what 
you need to do differently. The answers to the following questions will 
help you focus on the plan of action for future coaching discussions: 

Did you change your plan of action in the middle of the discussion? 
Did the discussion make you uncomfortable or uneasy at certain 

Did you find it difficult being completely candid with the team mem- 

Did you leave the discussion feeling as if nothing was accomplished? 

points? 

ber? 

Additional Information 
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Norms 

What Is It? 

Unfortunately, most teams do not establish in the beginning written 
rules for the way they will interact with one another. If teams do not estab 
lish these written rules purposely, after a month or so they develop unwrit- 
ten rules, expectations, and undocumented policies and procedures for 
how they interact with one another. These are the unwritten norms. 
Norms exist around such things as who gets to read the first copy of drafts, 
which team members support one another, or how the team leader is 
approached when all team members are present. 

Why Do It? 

The most-effective teams formally define their norms very soon after 
they have started. Norms serve many purposes, the most important one 
being that everyone looks for some way to predict other team members’ 
behavior. Norms accomplish the following: 

Reflect the core values of the team. 
Provide team members with some limited guarantees that if “X” does 

Provide consistency within the team. 
Help the team avoid potentially embarrassing situations. 
Reduce ambiguity. 
Reduce conflict. 
Promote team cohesion. 

this, it means that. 

This list points to both the positive and negative influences norms can have 
on a team. An example of the negative influence of norms is the Space Shuttle 
Chuknger disaster in 1986. Because of several delays, there was an enormous 
amount of pressure to launch the Space Shuttle-in spite of evidence that a 
potential problem existed with the boosters. The shuttle was launched and 
seven lives were lost. Why? Because one of the unwritten norms was that no 
one would challenge a decision made by the team leaders. Conformity was 
highly valued, even to the point of making a disastrous decision. 

It is very important that a team establish formal norms as soon as possi- 
ble. It is also important to frequently set aside some time to reexamine the 
norms to see if they still work. Below are some examples of norms. 
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Current Rules of Conduct 

Active Listening. Team members agree to carefully listen to other team 
members’ ideas, suggestions, and perceptions without interrupting. 

Paraphrasing. Once a team member has presented an idea, suggestion, or 
perception, it is incumbent upon other team members to check their 
understanding by paraphrasing what that member said. 

Process checking. Any team member can call for a process check (that is, 
clarify a point, get a vote on clarity) any time during a meeting. Process 
checks are required before moving on to new business. 

Open-mindedness. Team members will not reject another team member’s 
suggestion without first hearing all the details. 

Frankness. Team members are expected to voice their opinions without 
fear of retribution from other team members or the team leader. 

Solidarity. All discussions held by the team will be kept within the team 
unless the team agrees to seek outside opinions. 

Decision making. All team members will be asked to participate in all 
team decisions. A process check will be made for each decision. 

Confrontation. Positive confrontation is expected from every team mem- 
ber. No team member will be penalized for a positive confrontation. 

Desired Rules of Conduct 

How to Do It 

The following steps are designed to help teams establish their own 
norms. This works best when team members meet early on and develop 
consensus on their norms, but developing norms at a later stage can also 
greatly increase a team’s effectiveness. 

Equipment Needed. Two flips charts or one flip chart and a white board. 

Steps 
L Prepare a flip chart formatted as follows. Use the other flip chart or  

white board for writing and rewriting norms. 
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2. Identify and examine the team’s current norms. 

I Current Norms I Desired Norms 

biscuss ing  team failures with I 
I department members not I I ontheteam 1 

Bad decision malung 

Lack of candor 

No one listens to other team 
members’ suggestions 

Other I 
1 1 

3. Come to consensus about the kind and number of norms (consen- 
sus about their exact meaning is unnecessary at this stage). 

4. Have each team member make a list of behaviors they would like to 
see the team adopt. 

5. Ask for a desired rule of conduct from each team member. Remem- 
ber that these behaviors should be in the context of a business objec- 
tive, mindful of people’s differences, something the team values as a 
group, and something that can be observed. 

6 .  Post each behavior on a flip chart. Post flip chart on the wall. 
7. Continue process until each team member’s list is exhausted. 
8. Write each rule of conduct on a separate piece of paper before 

adding it to the desired list on the flip chart. You may have to rewrite 
it several times before the team comes to consensus o n  its wording. 

9. Clarify each suggested rule one at a time. Discard redundancies. Do 
a process check after each rule. 

10. Do several process checks along the way for each new rule of con- 
duct. When everyone agrees with its meaning, post it to the flip chart. 

Solidarity 

All discussions held 

by the ream will bc 
kept within rhe 

team unless the 

ream agrees ro seek r outside opinion<. 
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Current Rules of Conduct 

Discussing team failures with 
department members not on 
the team 

Bad decision making 

Lack of candor 

No one listens to other team members' 
suggestions 

11. Have new norms typed and sent to all team members. 

Desired Rules of Conduct 

Solidarity-All discussions held by 
the team will be kept within the team 
unless the team agrees to seek outside 
opinions. 

Tips for Establishing Norms 

Make sure everyone on the team has input. 
Be supportive of all team members' suggestions. Clarify suggestions if 

Establish about seven norms. 
Avoid defensiveness. 
Don't include norms that cannot be practiced by the team. 
You may want to consider evaluating team members on how well they 
live up to the norms. See the section on 360" Feedback and Assess- 
ment in Chapter 8 for some tips. 
The Process Check. The process check is a simple procedure that any- 
one in a team can use to determine how team members think about a 
particular topic. Someone simply calls for a process check and team 
members signal their positions by using hand signals. 

needed. 

If there are negative or undecided votes, clarify what needs to be 
done to bring the matter to a close. 
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Guidelines for Meeting Management 

Planning for the Meeting 

1. Identify the purpose, objectives, and desired products or outcomes 

2. Decide who should attend the meeting. 
3. Develop a meeting agenda and any other background or handout 

materials and distribute to each attendee before the meeting. 
4. Advise participants what role they will play for different items on the 

agenda. 
5. Identify the facilities (room) and resources needed (such as, flip 

charts, felt markers, grease board, overhead projector) to achieve the 
objectives for the meeting. Schedule the meeting room to ensure its 
availability. 

6. If appropriate, select seating arrangements for participants. Seating 
location can have a dramatic effect on the interactions of a partici- 
pant (for example, seating someone at the end of the table can isolate 
them or curtail their influence). 

for each meeting. 

Leading the Meeting 

1. Appoint a notetaker at each meeting (notes should include decisions 
made, who’s responsible for what, unresolved issues, next steps, and 
so on). 

2. Begin the meeting by restating the objectives, desired outcomes or 
products, and process procedures. 

3. The leader should moderate the meeting (during conflict it is impor- 
tant to maintain an open, nondefensive style), keep discussions 
focused, encourage participation, assess group process, and obtain 
consensus on actions to be taken. 

4. Before ending the meeting, summarize the main points of discussion, 
decisions made, agreed upon responsibilities and timelines, and next 
steps. 

5.  Debrief participants to assess their satisfaction with the meeting, 
issues that adversely affected meeting effectiveness, and suggestions 
to improve group process. 

6. As a group, decide on the next meeting’s agenda. 

(text continued on page 284) 
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Date 

Agenda Items 

Meeting Record-Keeping Form 

Location 

Time Allotted 

Activity 

1 
Responsibility 

Room Set-up and Requirements Contact Person 
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Discussion Points 

Meeting Planning Worksheet 

Made By 

Attendees 

Absentees 

Action Steps I Responsibility 
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(text continued f;om page 281) 

FOIIOW-UP 

1. Distribute notes to all participants. 
2. Ensure action items do not fall through the cracks. 
3. Hold participants accountable for tasks assigned to them. 
4. Develop periodic progress reports. 
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