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Preface

This is a tips and ideas work book. It is not a fully comprehensive guide to everything that needs to be known about teams. I have selected “some” concepts that help you think about the your self in interaction with others in your team. 

Virtual & Face to Face Teams

As a little context on virtual teams, here is a working definition: 

“A virtual team is a team whose members are geographically separated and may reside in different locations, time zones and parts of the world. Interactions between members are frequent but are primarily conducted through an electronic linkage (e.g. telephone, fax, email, web conferencing, video conferencing). Members may meet face-to-face occasionally.”

Both face to face teams and  virtual teams have one thing in common – there is not enough focus on balancing the task AND relationship dynamics. So whatever we continue to discover about the magic and headache of working in the same team whilst residing in different parts of the world – one thing is clear – to be effective we need to understand ourselves and others as human beings a lot better than we currently do. This is probably more true of virtual teams than it is of face to face teams because members do not spend a lot of time socialising or meeting together on an ad-hoc or arranged basis. So spend a lot of time this week getting to know each other better – it will pay off in the weeks and months to come. Take every opportunity to do that at the sessions and socially. We have designed the week so that you will gain:

· More awareness of your own team style and motivations

· More understanding of the “other” 

· Knowledge about how to make your teams more effective in the research task, whether you are face to face or virtual
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INTRODUCTION

TRUST

Factors That Build Trusting Partnership

I. Results

All partners are focussed on and produce results

II. Integrity

People can be trusted to do what they say they will do

III. Willingness to change and adapt

Both sides need to show that they do not cling on to old positions

IV. Active Empathy Concern for the other

Putting yourself in the other party’s shoes, and 

showing care and concern for their well-being 

IDEA 1. BALANCING TASK AND RELATIONSHIP IN THE RESEARCH TEAMS

Effective teams and team leaders keep a good balance between the team's task &  relationships; this is the simplest but most important skill in working in and leading teams. 
Task – completing the research

· Why we are here

· Why the teams exist 

· Why IWMI exists
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Relationships 

· how you work together 

to achieve the task
Ingredients For The Successful Team – Assess Your Research Team

Indicate in a range of 1 (low) – 10 (high) how you would rate your team

Score
TASK
RELATIONSHIP
score


1. Clear Leadership – which knows when to take charge and when to take a back seat


10. Positive climate with respect for differences in style, personality & gender



2. Clarity in teams goals – everyone understands the teams mission, objectives and targets


11. Cultural Understanding – all cultures feel respected and “included” in decisions



3. Regular Coaching and Feedback – not just at appraisal time
12. Conflicts – dealt with appropriately, members know when to confront or avoid



4. An improvement plan – there is a clearly spelled out action plan for improving the teams performance in a manageable number of important areas


13. Clear communication – there are good written, oral and listening skills.



5. Clearly defined roles – everyone knows what is expected of them in contributing towards the teams objectives.


14. Development – sense of growing and learning



6. Well defined decision procedures – common understanding of the strengths and weaknesses of different decision making processes, and when to employ them to generate timely and sound decisions.
15. Balanced participation – participation by all team members in discussion and decisions, sense of trust and caring between members





7. Established ground rules - accepted rules of good team behaviours and values face to face & on-line 
16. Ownership, enthusiasm and enjoyment



8. Clear problem solving procedures
17. Creativity – thinking “outside the box”





9. Regular team task reviews - team members use and encourage others to use behaviours that will enhance high task achievement.


18. Regular team process reviews – team members are aware of how the group is working and routinely call time out to check the process when they feel that relationships are blocked in some way.



Total


Total


IDEA 2. WORKING WITH DIVERSITY

a. Diversity Definition

WORKING DEFINITION OF DIVERSITY

Diversity is honoured when all people are

HEARD

RESPECTED

INCLUDED

BUILDING RESPECT FOR DIVERSITY

the major skill is PARTNERSHIP

“individuals or groups working together

in a spirit of co-operation and mutual respect

to achieve common goals

b. Driving Forces


There are a number of "driving forces" that relate diversity initiatives to different strategic goals or dynamics relevant to the CGIAR. The driving forces, or potential benefits that accrue to organisations that value diversity, consist of the following:

· Enhanced innovation, creativity, and problem solving capacity 

· Strengthened collaborative modes of working 

· Broader access to clients, beneficiaries, investors and other stakeholders 

· Responsiveness to changing workforce demographics 

· Improved retention of high-quality staff 

· Enhanced operational effectiveness 

· Promotion of social justice and equity 

· Responsiveness to organisational mandates and directives 

· Superior performance and industry reputation

c. Analytical Lens

Summary: Working With Diversity - A Framework for Action

The Gender and Diversity Program's Working Paper No. 24, "Working with Diversity: A Framework for Action," is a state-of-the-art synthesis of research and experience world-wide on organisational diversity. The document aims to provide a solid foundation of knowledge and understanding on a complex topic, to guide the Future Harvest Centres in the development of tailor-made approaches to working with diversity that respond to their specific contexts, needs and aspirations. 

The document purposely emphasises "working with diversity," rather than "managing diversity," the term that is most common in the literature. "Working with" diversity reminds us that diversity is a dynamic, living force that relates directly to the work of the organisation and the people within it. It suggests that diversity is an asset to be used and developed, rather than a problem to be managed. And it implies that diversity is the work and responsibility of everyone, not just of the managers and leaders.

Analytical Lenses
 

· The Social Differences lens; 

· The Cultural Differences lens; 

· The Cognitive-Functional lens. 

Each of these lenses examines how differences in group affiliation affect the organization's social relations, work culture, systems and work practices; as well as individuals’ behaviors and work and career outcomes. All three lenses are salient for strengthening organizational effectiveness and equity, and all three are relevant to the Future Harvest Centers.

Lens #1 - Social Differences

The social differences lens focuses on differences shaped by “membership” in visible social categories, such as race, gender, class, age or sexual orientation. Our identity in these social categories is derived both from our own knowledge of what it is like to be part of a particular group (e.g., women) and how others view the value of being a member of that group.  Often power, opportunities and resources in societies and organizations are distributed differently within and across these categories. As a result, in most societies, there is legislation to prevent discrimination based on these social categorizations and to promote equal opportunity. 

Lens#2 - Cultural Differences

The cultural differences lens focuses on how individual cognition, values, beliefs, norms, communication styles, social relations, work behaviors, and ways of organizing and managing are influenced by the culture we grew up in, or live and work in. It helps us to understand how short- and long-term expatriates can best adapt to new environments, as well as re-adapt to their own countries after long absences. It also explains multiple influences on the organization’s culture: how an organization’s headquarters or sub-office is shaped by the host country culture, the more global culture of the CGIAR itself, the Center’s history and the culture of its founders, etc. This lens allows cross-cultural comparison across established value dimensions – for example the extent to which societies accept that power is distributed unequally. In contrast to social differences, cultural differences are harder to “see” – but may be much more important causes of misunderstanding between people working in multicultural organizations.  Surfacing and working with relevant cultural differences and preconceptions is a crucial step into creating effective international teams and organizations.
Lens #3 - Cognitive-Functional

The cognitive-functional lens focuses on diversity in task-related knowledge, skills, abilities and experience, including the styles by which individuals access and use information and knowledge (e.g., Myers-Briggs type and preferred learning styles). Task-related knowledge and skills are shaped by educational background, disciplinary training, organizational tenure or organizational function, specialization and level. The emphasis of this lens is on how this diversity plays out  in everyday working practices such as decision-making, and not so much on the individual's career opportunities as in the first lens. This lens also highlights the fact that functional or disciplinary areas of organizations tend to have their own cultures and indeed even their own jargon (cookies, bugs and mice mean different things to the IT department than to the catering department). These factors shape how they identify, frame and solve problems. Inter-disciplinary teams therefore need the same kind of proactive facilitation as international teams in order to harness the broader and more effective solutions. 

Diversity Focus at Water Week And Its Influence On Research Teams

· THE COGNITIVE FUNCTIONAL LENS

Team Personality Style

· THE CULTURAL DIFFERENCES LENS 

5 Dimensions of Cultural Difference

· THE SOCIAL DIFFERENCES LENS 

Male – Female Mix

d. COGNITIVE FUNCTIONAL LENS – Team Personality Style

Team Role Theory

In today's organisations few issues are more important than teamwork. In today's competitive global markets where quality, customer service, innovation, and speed are paramount, the issue of how to get people working effectively together more important than ever.  

The work of Dr Meredith Belbin is the leading research to help build high performance teams and take the guesswork out of teamwork. Dr. Meredith Belbin’s model has been used and proved effective with over a hundred organisations world-wide. He is author of best sellers “Management Teams – Why they succeed or fail”, and “Team Roles at Work” as well as many other titles.

PRIVATE
What is a team role?
A team role as defined by Dr Meredith Belbin is:

"A tendency to behave, contribute and interrelate with others in a particular way."

Belbin team roles describe a pattern of behaviour that characterises one person’s behaviour in relationship to another in facilitating the progress of a team. The value of Belbin team-role theory lies in enabling an individual or team to benefit from self-knowledge and adjust according to the demands being made by the external situation.

How did the concept originate?

During a period of over nine years, Meredith Belbin and his team of researchers based at Henley Management College, England, studied the behaviour of managers from all over the world. Managers taking part in the study were given a battery of psychometric tests and put into teams of varying composition, while they were engaged in a complex management exercise. Their different core personality traits, intellectual styles and behaviours were assessed during the exercise. As time progressed different clusters of behaviour were identified as underlying the success of the teams. These successful clusters of behaviour were then given names. Hence the emergence of nine team roles.

These are: 

Action Roles
Shaper – Implementer - Completer Finisher



People Roles
Co-ordinator – Teamworker -  Resource Investigator



Thinking Roles
Plant – Monitor Evaluator - Specialist



The accurate delineation of these TEAM ROLES is critical in understanding the dynamics of any research, management or work team
Dr Belbin’s model allows you to:

· discover team member's unique talents

· select people that will fit in with the rest of the team

· identify areas of conflict between team members

· put together project teams in a quick and efficient manner 

· identify the strengths and weaknesses of individuals 

· fit individuals to jobs that suit them

· analyse the team culture of the organisation

· decide what skills are lacking in the organisation


· Identify development needs

· Enable the team to get the job done in the most efficient way

Belbin and Leadership Style

At the heart of Belbin’s model is the idea that teams function best when the leader facilitates as well as controls. Understanding the different strengths and weaknesses of team members and knowing when to call on the different talents of the team is vital to a proper functioning of the role of team leader.
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Solo Leader

· Plays unlimited role – interferes
· Wants conformity

· Collects people who think the same

· “Directs” subordinates

· Projects their own objectives


Team Leader

· Limited role - delegates 

· Builds on diversity

· Seeks talent


· Develops/coaches

· Builds mission



Style Descriptions - Strengths, Weaknesses, and Problems

1. PLANT

STRENGTHS
WEAKNESSES
PROBLEMS

· Source of original ideas

· Creative, imaginative, unorthodox

· Solves difficult problems


· Ignores details

· Too preoccupied to communicate effectively

· Neglects practical matters


· Strong ownership of idea when co-operation with others would yield better results
· Looks down on others



2. RESOURCE INVESTIGATOR

STRENGTHS
WEAKNESSES
PROBLEMS

· Creative negotiator

· Extrovert, enthusiastic, communicative

· Explores new opportunities

· Develops outside contacts and brings home new ideas


· Over optimistic

· Loses interest once initial enthusiasm has passed
· Letting down colleagues/clients by neglecting to make follow-up arrangements

3. CO-ORDINATOR

STRENGTHS
WEAKNESSES
PROBLEMS

· The team controller

· Mature, confident, trusting

· Good chairperson – recognises skills 

· Clarifies goals, promotes decision making, delegates well


· Can be seen as manipulative

· Delegates personal work

· Inclination to be lazy if someone else can be found to do the work
· Takes personal credit for the effort of the team



4. SHAPER

STRENGTHS
WEAKNESSES
PROBLEMS

· Drives other people to excel

· Challenging, dynamic, thrives on pressure

· Has the drive and courage to overcome obstacles


· Can be provocative

· Sometimes hurts people’s feelings

· Prone to frustration and irritation
· Consistently tramples on people’s feelings

· Inability to recover situation with good humour or apology

5. MONITOR EVALUATOR

STRENGTHS
WEAKNESSES
PROBLEMS

· The analyser of problems

· Cool, strategic, discerning

· Sees all options

· Judges accurately


· Sometimes lacking in tact – “these are the facts”

· Inability to inspire others

· Too critical


· Constant harsh criticism, regardless of people’s feelings

6. TEAM WORKER

STRENGTHS
WEAKNESSES
PROBLEMS

· Focuses on harmony

· Co-operative, mild, diplomatic

· Listens, builds understanding

· Defuses conflict


· Indecisive in difficult situations

· Easily influenced

· Always deferring to others – “what do you think?”


· Avoids situations that involve pressure

· Never giving their opinion

7. IMPLEMENTER

STRENGTHS
WEAKNESSES
PROBLEMS

· Effective organiser

· Disciplined, reliable, conservative, efficient

· Turns ideas into practical actions

· Inflexible – slow to respond to new situations

· Sticks only to the proven and reliable


· Obstructs change

· Unwilling to adapt to changing circumstances

8. COMPLETER

STRENGTHS
WEAKNESSES
PROBLEMS

· Meets deadlines  

· Guarantees delivery on time

· Conscientious – notices errors and omissions 

· Can be totally relied upon


· Reluctant to delegate and Worries too much

· Perfectionist – “you wont do it the right (my) way”


· Always focusing on small details mistakes in a way which demotivates 

· Unnecessarily rushing the planning stage of a project

9. SPECIALIST

STRENGTHS
WEAKNESSES
PROBLEMS

· “The expert”

· Single minded, self starting, dedicated

· Provides knowledge and skills in short supply


· Focuses too much on technical details

· Too theoretical with little concern for how their ideas link to the big picture


· Does not want to get involved in broader team issues

· “Not my problem” syndrome


Typical Phrases of the Different Team Roles

8. PLANT

· When a problem is baffling, think laterally.

· When there is a problem, there is a solution.

· The greater the problem, the greater the challenge.

· Do not disturb genius at work.

· Good ideas always sound strange at first.

· Ideas start with dreaming.

· Without continuous innovation, there is no survival.


4. SHAPER

· Just do it!

· Say “no”, then negotiate.

· If you say, “yes I’ll do it”, I expect it to be done.

· I’m not satisfied we are achieving all we can.

· I may be blunt, but at least I’m to the point.

· I’ll get things moving.

· When the getting gets tough, the tough gets going.



2. RESOURCE INVESTIGATOR

· We could make a fortune.

· Ideas should be stolen with pride.

· Never reinvent the wheel.

· Opportunities arise from other people’s mistakes.

· Surely we can exploit that?

· You can always telephone to find out.

· Time spent in reconnaissance is seldom wasted.


5. MONITOR EVALUATOR

· I’ll think it over and give you a firm decision tomorrow.

· Have we exhausted all the options?

· Better to make the right decision slowly than make the wrong one quickly.

· This looks like the best opinion on balance.

· Let’s weigh up the alternatives.

· Decisions should not be based purely on enthusiasm.



3. CO-ORDINATOR

· Let’s keep the main objective in sight.

· Has anyone else got anything to add to this?

· We like to reach a consensus before we move forward.

· Never assume that silence means approval.

· I think we should give someone else a chance.

· Management is the art of getting other people to do all the work.

7. IMPLEMENTER

· If it can be done, we will do it.

· An ounce of action is worth a pound of theory.

· Hard work never killed anybody.

· If it’s difficult, we do it immediately. If it’s impossible it takes a little longer.

· To err is human; to forgive is not company policy.

· Let’s get down to the task in hand.

· The company has my full support.


6. TEAMWORKER

· Courtesy costs nothing.

· I was very interested in your point of view.

· If it’s all right with you, it’s all right with me.

· Everybody has a good side worth appealing to.

· If people listened to themselves more, they would talk less.

· You can always sense a good atmosphere at work.

8. COMPLETER

· This is something that demands our undivided attention.

· The small print is always worth reading, because if anything can go wrong it will.

· There is no excuse for not being perfect.

· Has it been checked?



9. SPECIALIST

· In this job you never stop learning.

· Choose a job that you love, and you will never have to work a day in your life.

· True professionalism is its own reward.

· My subject is fascinating to me.

· The more you know, the more you find to discover.


ARE ANY OF THESE

 PHRASES FAMILIAR?
Team Roles And The Six Critical Project Stages

1. Identifying Needs. Some projects fail because the wrong targets are set. Key figures at this stage are individuals with strong goal awareness. SHAPERS and CO-ORDINATORS make their mark strongly in this area.



2. Finding Ideas. It is often easier to formulate an objective than to decide how that objective can be achieved. Nothing begins to happen until someone has some ideas on how to proceed. Here PLANTS and RESOURCE INVESTIGATORS have a crucial role to play.



3. Formulating Plans. Thinking about how it is all going to happen involves two prime objectives. One entails setting out and weighing up the options, so providing pointers to right decision. The second demands making good use of all relevant experience and knowledge so that any plans developed have the stamp of professionalism upon them. MONITOR EVALUATORS make especially good long-term planners and SPECIALISTS also have a key role to play at this stage.



4. Making Contacts. No plan is ever accepted unless people are persuaded that an improvement is in prospect. Ideas and plans need to be championed by cheerleaders who can drive home their value and win over the doubters. This is an activity in which RESOURCE INVESTIGATORS are in their element. But whipping up enthusiasm is not enough. Each new practice conflicts with one old one. Some disturbed group will need to be appeased. The best appeasers are TEAM WORKERS.



5. Establishing the organisation. One can never be sure that anything is going to happen until plans are turned into procedures, methods and working procedures so that they may become routines. Here IMPLEMENTERS are in their element. These routines, however, need people to make them work. Getting the people to fit the system is what CO-ORDINATORS are good at.



6. Following through.  Too many assumptions are made that all will work out well in the end. Good follow-through benefits from the attention of concerned people. This is where COMPLETERS make their mark. Implementers, too, pull their weight in this area, for they pride themselves on being efficient in anything they undertake.



Team Roles – Individual Assessment

Tick below your 3 dominant styles & indicate your 1 weakest style with W



Team Role
Members Scoring this 1
Members Scoring this 2
Members Scoring this 3



1. Plant






2. Resource Investigator






3. Co-ordinator






4. Shaper






5. Monitor Evaluator






6. Team worker






7. Implementer






8. Completer






9. Specialist






Team Roles - Individual Development

1. What is the most valuable thing you have learnt from team roles?

2. How can you use your dominant styles more effectively?

3. Which style will you actively try to develop?

4. How can you compensate for your weakest style?

Team Strengths and Weaknesses

Based on your analysis of the previous page, what are teams strengths and weaknesses

Record below the self assessed scores of team members 

Team Role
Members Scoring this 1
Members Scoring this 2
Members Scoring this 3

1. Plant




2. Resource Investigator




3. Co-ordinator




4. Shaper




5. Monitor Evaluator




6. Team worker




7. Implementer




8. Completer




9. Specialist




What are the team’s strengths?


What seems not so strong?

What are the implications for our teamwork?



Uses And Benefits Of Belbin's Team Role Analysis

1. Individual Profiles 

· team role preferences, 

· job placement and career discussion

· the gap between self perception and the views of others

· job counselling for more effective use of skills in team 

· tapping unused team talent 

· helps identify training and development needs

2. Team Profiles

· team building  to make better use of teams resources

· putting together project teams 

· feedback on effectiveness prior to making team selection

· identifying team deficiencies

· conflict resolution

· relationship building

3. Selection Profiles 

· One often only finds out a person's unsuitability after they have been selected. Interplace allows you to look at the human or team fit before selection is made. Reports can indicate:  

· candidates team fit, and save time, upset, money caused by selection which ignores human dimension

· project team selection

· person with strongest skill in a particular role or combination of roles, making task allocation easier and more efficient

4. Leadership Profiles

· helps leaders assess their own preferences and hence be more capable of developing others objectively

· gives clear focus to enable leader to coach and develop staff

5. Organisational/Team/Culture/ National Analysis and Profiles

· helps identify and analyse dominant team/company/national culture 

SIGNS OF TEAMWORK 

Ineffective teams






Effective teams
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· No sense of where direction

· Members do not always participate in decisions, conformity to norm

· Mistrust due to lack of role clarity

· Conflict is seen as a bad thing, And to be avoided

· Members are told what to do, suggestions are not encouraged

· “Just a job” mentality, focus on self, little excitement

· Training and team reviews kept to a minimum

· Members are dependent on leader who is involved in everything, there is little empowerment


· Clear understanding of goal and purpose

· High participation and sense of ownership

· Members clear on roles, and hence there is little confusion

· Members understand conflict dynamics, and when to confront or avoid

· Suggestions are sought encouraged from all

· Sense of “ownership”, pride in achievements

· Constant learning and developing

· Members feel empowered

e. THE CULTURAL DIFFERENCES LENS - 5 Dimensions Of Cultural Difference

What is Culture?

Culture has sometimes been described as “the way we do things around here”.  It does however hold different meanings for different people - some regard a “cultured“ person as someone who enjoys art and opera, but the definition and influence of culture is much deeper.

What is your definition of culture?  Give a short statement which sums up what you think is the essence of culture.



The Three Level Model of Culture

Level One - Observable Differences

What we notice first

· Skin colour

· Expressions of emotion

· Food and eating habits

· Touching

· Buildings

· Customer service
· Dress code

· Language

· Sayings

· Treatment of strangers

· Driving patterns

· Climate
· Problem solving style

· Conflict style

· Time keeping

· Sharing personal data

· Gender relations



Level Two - Norms and Values

Norms - Things that you do not necessarily believe, you do them because everybody else does.

Values - Things you really believe in.

Level Three - “Hard Wired” Core Assumptions and Beliefs

Core assumptions are deep-rooted beliefs that we take for granted as being normal.  They are the lenses through which we view and make judgements about the world; in computer terminology they are our “operating systems”.

Definition

The definition of culture comes from the Greek word "Cultura", meaning “how we interact with nature.”  Humans developed in different geographical situations and faced different problems.  The responses that were developed to solve environmental problems were the first basis of cultural differences.  Over time these responses became so automatic that they dropped from our awareness and became core assumptions about life.  The definition of culture we will use is: -

Culture is a group’s shared system

for solving problems

Five Basic Cultural Differences

1. Work Focus

Task – Relationship





2. Team Working Style

Individual – Group






3. Communication Style

Direct – Diplomatic
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4. Dealing with Authority

Equality – Hierarchy

[image: image2.png]
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5. Problem Solving Style

Head – Heart

?



Definitions

1. Business Problem Solving Focus

Task - Relationship




A Task approach gets the job done and believes that business partnership is about excellence, product quality, and efficiency.  A Relationship orientation puts the relationship before task.  It does not mean that getting things done is unimportant – but that a good business partnership begins with establishing a close personal relationship - the better the two parties get to know each other, the better they will be able to work effectively together.  Task focused cultures would say that you don't have to like each other to be able to work together.

2. Group Working Style

Individual – Group




Individualist societies uphold the rights of the individual - important issues being a concern for freedom, individual rights, and what individuals personally think and want. The mature person “stands on their own two feet” and is independent.

Group oriented societies subvert individual need in favour of the good of the group as a whole.  Problems often occur in teams and performance systems when these cultures clash. In meetings individualists generally adhere to the philosophy of who shouts loudest holds the sway; Asians often defer to others in the group and do their utmost to maintain group harmony. Individualists focus on individual responsibility when things go wrong; whilst group oriented people look to the group as a whole. 

3. Communication Style 

Direct – Diplomatic 

[image: image3.wmf]
Some cultures are diplomatic and will avoid saying what they think – they keep their true feelings to themselves.  Direct cultures think of it as a virtue to tell you exactly how they feel, and are suspicious of people who will not "call a spade a spade."  In business dealings this can lead to enormous frustrations with accusations of not telling the truth passed backwards and forwards.  Learning how to manage this area is extremely important when you spend a great deal of time in face to face contact with them.

4. Dealing with Authority

Equality - Hierarchy
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In Equality cultures you are only as good as your last quarterly results - you are what you have achieved.

In Hierarchy cultures status is given according to your position in society, age, sex, race, job title etc. Equality cultures appointing to senior positions often appoint the “best brains”, most “go-getting”, someone who has "achieved" in their career so far.  Asian societies give far more respect to age than western societies, and hence, if a company appoints an able younger executive to manage older people there can be trouble if not managed properly.

5. Problem Solving Style

Head – Heart

[image: image16.wmf]      ?

Head cultures are logical – sequential, and analytical, and generally like to “keep emotion out of decisions” 

Heart cultures are at home with their emotions and will often trust their “gut instinct” when solving problems

Self Assessment

Indicate with a cross where you think you are most of the time

1. Work Focus

Task                                                                                                       Relationship

​​​​​​​​​​​​​________________________________I________________________________

2. Team Working Style

Individual                                                                                                         Group

________________________________I________________________________

3. Communication Style

Direct                                                                                                       Diplomatic

​​​​​​​​​​​​_________________________________I_______________________________

4. Dealing with Authority

Equality                                                                                                      Hierarchy

_________________________________I_______________________________

5. Problem Solving Style

Head                                                                                                               Heart      _________________________________I_______________________________

Reconciliation

No Right or Wrong Way but Reconciliation of Opposites

The key skill when building for cross-cultural partnerships is the ability to reconcile.  This is not always easy or straight forward, but demands sensitivity, perseverance and judgement. Reconciliation is the last step in a three-step process.

Three Step Key to Cross Cultural Success

1.
Become aware of your own values

2.
Be aware of the other person's values

3.
Focus on reconciliation

RECONCILIATION 

A PROCESS OF BRINGING OPPOSITE VALUES 

TOGETHER SO THAT THEY  

“FEEL” INCLUDED

The PMCG Four Skills For Developing Cross Cultural Understanding 
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A. “DETECTIVE SKILLS”     

· what is culture?
· 3 levels of culture
· clarify problems
· stages of multi-cultural development 
· historical and legal frameworks
· culture’s impact on business results
· organisational culture


C. “INTEGRATOR” SKILLS        

· knowledge and 

understanding of self 

· knowledge and understanding of the other 

· suspend of judgement/demonstrate respect 

· mediate an integrating and reconciling inclusive solution 
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B. “AUDITOR SKILLS”                         

Audit using PMCG 5 Cultural Patterns 

1. Work Focus    

    Task – Relationship
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2. Team Working Style

    Individualistic – Family
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3. Communication 

    Direct – Diplomatic
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5. Authority

    Equality – Hierarchy
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6. Problem Solving

    Head – Heart


D. “CONNECTOR” SKILLS    

· Understand your own personality

· Establish rapport 

· Pay attention to first impressions

· Understand body language and gestures

· Be respectful - transmit positive regard and sincere interest
· Use appropriate humour

· Avoid judgmental, moralistic statements

· Be aware of influence of own values - see them as relative not absolute

· Display empathy, see the world through the eyes of others

· Talk and listen, observe speech patterns of other

· Tolerate ambiguity  

· Know conflict-handling patterns across cultures



f.THE SOCIAL DIFFERENCES LENS - Male – Female Mix

Equality of men and women is a political or moral issue, Essential Differences between men and women is a topic of ongoing debate.

Difference is not the opposite of equality. Equality means being free to choose to do the things we want to do; difference means as men or women we may not want to do the same things. We usually choose different things off the same list. The evidence presented here shows that the sexes are intrinsically inclined to behave in different ways. 

Since 1990’s there have been overwhelming evidence to support the scientific view that we are born with much of our brain software already in place. We are more products of our biology than the victims of social stereotypes – though again the debate continues.

What is not in doubt are the issues facing Global Organisations

1. Sharing information across organisational boundaries

2. Doing whatever it takes to get the job done

3. Fostering teamwork and collaboration

4. Building Relationships across cultures

5. Focussing on task AND relationship at same time

FEMALE CULTURE 

IS PROBABLY BETTER EQUIPPED FOR THESE TASKS THAN 

MALE CULTURE

Masculine and Feminine – some differences

“Not better or worse – just different”
Feminine
Masculine



Corpus callosum - 30% more connections between right and left brain and have faster and more accurate intuitive judgment


A male brain is configured to concentrate on one specific, dedicated task at once



Indirect Communication – Women use words to show participation and build relations - avoiding aggression, confrontation or discord - oriented to building rapport and connection


Direct Communication – men use quantifiers such as “none, never and absolutely” – this kind of speech helps close business deals quickly and efficiently, is a means of asserting authority over others - oriented to solving problems 



90% active at rest – women are constantly receiving and analysing information from their environment.


30% active at rest – when its done its done



Focuses on tone and body language


Focuses on literal meaning of words



16,000 words per day


7,000 words per day



45 degree peripheral vision


Long distance tunnel vision



Longer sentences – many subjects - multi-tracking


Shorter sentences – solution focussed



Reference “Why men don’t listen  women cant read maps”, by Allan & Barbara PeaseOrion Bks ltd, GB 1999, drawing from among others the work of Neuropsyschologist Rofesssor Ruben Gur of The Univiersity of Pennsylvannia, Neurologist Roger Gorski of the University of California,
IDEA 3. STAGES OF RELATIONSHIP IN MULTI-CULTURAL GROUPS 

All groups go through predictable stages of development.

STAGE 1. Starting/Hiding/Concealing

People are cautious in their behaviour, and stand on the sidelines dabbling their toes in the water and checking each other out; they wonder who they can trust and what it will be like in the group.

Feelings 

· excitement, anticipation, optimism, pride

· tentative attachment to the team

· suspicion, anxiety, fear, who can I trust

Behaviours

· defining the task

· attempts to decide on acceptable group behaviour

· difficulty in identifying problems 

· abstract discussions which cause impatience in some members

· unwilling to express true feelings - superficial compliance

· complaints about the organisation or leader

Cultural Issues

Cultural differences are experienced at this stage, and either or both sides may be upset with the behaviour and perceived attitude of the other. These opinions are however kept hidden from the other culture with both sides complaining about the illogical, disrespectful, rude, behaviour of the other side in private to their peers. Open sharing of difficulties with each other is avoided.

STAGE 2. Opening/Sharing/Confronting

At this stage there is a great deal of difficulty as members dive into the water and don't know if they will sink or swim. They realise that the task is more difficult than they imagined and become critical and blaming of each other’s. There is resistance to co-operating fully as a team. People feel that they are doing their job properly, and the lack of progress is because of 'other' people.

Feelings

· doubt about the success of the project

· resistance to quality improvements

· open hostility

Behaviours

· arguing among members

· defensiveness and competition

· choosing sides - political infighting

· tension, jealousy, destructive conflict

Cultural Issues

A crisis stimulates open discussion of the hidden cultural issues. Both sides insist that their view is the correct one, and a stalemate can often result with people  blaming the other.

STAGE 3. Improving

At this stage the team emerges from the infighting and is busy establishing rules, guidelines and improvement plans in order to work more effectively together. There is an acceptance of the roles and of the individuality of team members. In other words people realise they are not going to drown and begin helping each other to stay afloat. Conflicts are worked out in a positive way and there is more co-operation.

Feelings

· a new ability to criticise positively and to  accept criticism

· acceptance of each other

· relief that the team can survive

Behaviours
· a sense of common purpose and togetherness

· establishing of rules and boundaries

· sharing of problems and a willingness to solve them

· trying to deal with conflict in a positive way

Cultural Issues

Healthy recognition that there are different views and values, and a willingness by both sides to work together. 

STAGE 4. Excelling

At this stage the team feels comfortable with each other; - there is a tolerance for each other’s strengths and weaknesses and an accepted way of doing things which has been tried and tested. The talents of individuals are being used to the full and there is a feeling that they can really begin to achieve results.

Feelings
· a sense of wanting to be the best 

· satisfaction at the quality of work

· a sense of pride

· a feeling of cohesion and unity

Behaviours

· an ability to work through group problems

· positive helping of each other

· high task achievement

Cultural Issues

Respect for the views of the other is high and there is a willingness to understand the other’s point of view, and develop inclusive solutions.

Benefits of the model

1. It helps members see that there is a pattern to development and that confusion and conflict are a normal part of becoming more effective as a team.

2. It gives a model against which the progress of the team can be measured.

3. By understanding the cycle the team can take an active approach to managing each stage of their development.

4. Whenever there is a crisis or problem the team may revisit various stages and need to work through the new situation and establish some guidelines for dealing with the issue - e.g. a new team member or new leader. 

5. Legitimises talking about cultural issues

Stages Of Team Development - Overview


STARTING
SHARING
IMPROVING
EXCELLING

C

H

A

R

C

T

E

R

I

S

T

I

C

S
· Uncertain

· Tentative

· Serious topics avoided

· Management direction may be unclear

· Goals and expectations may be unclear

· Polite 


· Conflict surfaces

· Team still organising

· Goals still unclear

· Criticism of each other

· Defensiveness 
· Members sort out rules

· Commitment to task

· Differences worked out

· Harmony 

· Emerging sense of team competence and pride


· Team members fully functional 

· High co-operation

· Well organised

· Innovation and creativity high

· Initiative is high

· Respect for differing  talents

M

E

M

B

E

R

S


· Talk a lot

· Polite

· Anxious, fearful

· Looking for sense of belonging

· Hopeful 
· Disagree with one another

· Compete for informal leadership

· Resist commitment
· Feel comfortable

· Sense of belonging

· Share willingly

· Pleasure working together


· Function well as team and individuals

· Real co-operation

· Cultures respected

· High personal growth

L

E

A

D

E

R


· Provide direction

· Get to know team

· Create positive atmosphere

· Give people clear tasks

· Be sensitive to need for direction


· Open up differences

· Encourage multiple views

· Resolve differences

· Listen 
· Facilitate norms and rules

· Let team provide own direction

· Provide direction when necessary

· Drive for consensus

· Encourage team to review

· Celebrate 
· Participate, consult, inspire

· Be involved in tasks as needed

· Keep communication flowing

· Provide new vision

· Celebrate 

C

U

L

T

U

R

E


· Cultural differences are experienced at this stage

· both sides may be upset with the behaviour and perceived attitude of the other

· Opinions are however kept hidden from the other culture 

· Both sides resentful about the other 

· Open sharing of difficulties with each other is avoided.

· Output low


· Crisis stimulates open discussion of the hidden cultural issues

· Both sides insist their view is correct

· stalemate can often result with people  blaming the other

· Output is still low


· Healthy recognition that there are different views and values

· Willingness by both sides to work together

· Moderate to high
· Respect for the views of the other is high

· Willingness to understand the other’s point of view

· Development of  inclusive solutions

· Work output high



[image: image22.wmf]IDEA 4. MANAGING CONFLICT : THE OPTIONS AVAILABLE
(FROM THOMAS KILMAN MODEL)
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USES OF THE 5 CONFLICT STYLES

COLLABORATING

1. To find an integrative solution when both sets of concerns are too important to be compromised.

2. When your objective is to learn; testing your assumptions, understanding the views of others.

3. To merge insights from people with different perspectives on a problem.

4. To gain commitment by focussing on consensus. 

5. To work through difficult interpersonal issues

COMPETING

1. When quick decisive action is vital; e.g. emergencies.

2. On issues vital to organisational welfare when you know you're right.

3. To protect yourself against people who take advantage of non-competitive behaviour.

AVOIDING

1. When other,  more important, issues are pressing.

2. When you see no chance of satisfying your concerns.

3. When the potential damage of confronting a conflict outweighs the benefits of its solution.

4. To let people cool down -  to reduce tensions to a productive level and to regain perspective and composure.

5. When the need for information gathering outweighs the advantages of an immediate decision.

6. When others can resolve the conflict more effectively.

7. When the issue is only symptomatic of a more basic issue.

ACCOMMODATING

1. When you realise you are wrong.

2. When the issue is much more important to the other person than to you

3. When continued competition would only damage your cause.

4. When avoiding disruption is especially important

5. To aid in the development of subordinates - allowing them to experiment and learn from their mistakes

COMPROMISING

1. When goals are moderately important but not worth the effort or potential disruption of more assertive behaviour

2. Where two opponents with equal power are strongly committed to mutually exclusive goals; e.g. some IR. bargaining

3. To achieve temporary settlements to complex issues.

4. To arrive at expedient solutions under time pressure.

5. As a back up when collaboration or competition fails.

IDEA 5. EMOTIONAL INTELLIGENCE

Groundbreaking behavioural and brain research by Dr. Daniel Goleman has shown that we have two minds - one that thinks and one that feels. His research says that the part of the brain that feels was developed before the one that thinks and reasons. This is easily demonstrated by observing perfectly rational, logical people become ruled by passion at various times. Managing feelings has always been important and is becoming more and more recognised as an important team and leadership skill. Paying attention to developing the following abilities can help team effectiveness enormously.

1. Knowing one's Own Emotions

Recognising your own feelings as they happen is a cornerstone of emotional intelligence, and people with a certainty of how they feel are more likely to be successful in their decision making over a range of issues

2. Managing Emotions

Knowing your emotions is one thing - being able to manage them is another. People who are able to manage their feelings rather than being ruled by them are much more likely to rebound from the setbacks that come their way.

3. Motivating Oneself

Self-motivation is helped when you are more aware of how to use your emotions in your best interest. Knowing how to "go with your emotions" as well as to control them when necessary can yield a greater degree of self-motivation.
4. Recognising Emotions in Others

Empathy is a much-talked about word - the ability to "put yourself in another's shoes." This ability reaps great rewards when dealing with others in many life situations, and makes sure that you can hear and understand the needs of others.
5. Handling Relationships

Handling relationships with others is to a great extent about being able to meet the emotional needs of others. Those who can tune into the feelings of others and meet their needs are much more likely to be successful in a range of situations.

IDEA 6. COMMUNICATION , PERSONAL IMPACT AND INFLUENCE IN TEAMS 

- the impression you make, or how do others see you.
Non-verbal Communication is the first and greatest source of impressions in    face to face interaction.  Meaning is transmitted as follows :-

                            Non-verbal    55%

                            Voice             38%

                            Words              7%

                                                ---------

                                                  100%

                                                ---------

· When there is a disparity between your non-verbal clues/tone and your words, people will always believe the non-verbal messages.

· The non-verbals precede and structure all subsequent communication.

· One of the key differences between influential and non-influential team members is how they use non-verbal communication.

· So if you are to be an effective team leader, it is vital that you become aware of your pattern of non-verbal communication.

Research suggests that the following, in sequence, are what people first focus on, i.e. what they see, or what you look like, - the non-verbal side :-

1. colour of skin, gender, age

2. appearance

3. facial expression

4. eye contact

5. movement

6. personal space

7. touch

1. COLOUR, GENDER, AGE  - all factors that you cannot do anything about - but all very important in terms of how you are perceived.  Each culture will have different assumptions about the 3 issues and you will need to bear in mind these assumptions.

E.g. there are assumptions made about Caucasian, Chinese, Indian and Malay culture.  Women's opinions will be given a different value in most cultures, and if you are older, in some cultures, it is seen as an advantage, in others as a disadvantage.  All 3 are unchangeable and will have a big impact on your audience.  Let's move on to some of the things you can change.

2. APPEARANCE

· body type - how big or small

· posture

· hair

· accessories

· clothes

Again you cannot change the size of your body - but being aware of its impact on others can help enormously as well as providing pointers to some of the things to adjust in what you can change.  

Posture which is too confronting can detract from a warm message in the same way that a 'slumped' posture can make it difficult to be commanding if that is the impression you want to make.

Hair, accessories and clothes create a strong impact.  On first impression, people are likely to be viewed more positively if they are neat, clean, tidy and more conservatively - ascending to the accepted local norms - dressed.  A sure way of checking this is to look at yourself in the mirror and ask - "would I employ this person?".

Accessories vary greatly between cultures.  For example, in the UK, if a salesperson wore too much gold, they would be viewed as slick, ostentatious and not to be trusted; whereas salesmen in some Asian countries are viewed negatively if they do not wear a gold Rolex  - it is a sign of status, success and hence trustworthiness.

3. FACES
So much is given away by your face, it is a very clear barometer of your mood and personality.  The importance of facial expression can be indicated by the fact that in the early days of research into non-verbal communication, the face was the only aspect dealt with.

Faces are used to reinforce the verbal message and so it is vital that the 2 are saying the same thing and that you try to back up what you are saying with the appropriate facial expression.  But be aware that the face is easier to control than other parts of the body, and that when there is a mixed message, the tone of voice will be believed more that the facial expression. 

Research by Paul Ekman (Ekman, Levensten, Frieson "Autonomic Nervous Activity distinguishes among Emotions" Science 221 (Sept. 1983) PP. 1208-10) suggest that they very act of flexing facial muscles into typical emotions can produce effects on the nervous system that go with these emotions.  He produces evidence to suggest that your body will follow your face's advice, because the mechanics of facial expression are tied closely to autonomic nervous system.

4. EYES
Eyes are extremely important because when people look into each other’s eyes, it is an indication of real contact.  Certain rules apply :-

· too much eye contact can be seen as rude, threatening, superior.

· too little eye contact is seen as impolite, disinterested, and untrustworthy.

· lowering the eyes is seen as a submission sign.

· people communicate more effectively if there is eye contact appropriate to the situation.

Generally, comfort with eye contact is the mark of a confident person, and hence to have more impact and influence, it is an aspect of non-verbal communication to be practised.  Hence, it is important to engage in more eye contact in order to promote a sense of interest and liking in the other, and to seek feedback on our style of making eye contact in order to modify it and make it more appropriate.

5. MOVEMENT
Most people are not aware of how they look from the neck down, and hence miss out on a number of important ways that we can add to or detract from our impact.  Many people  claim to be experts and will tell you with certainty that "this" gesture means "this" - beware of over interpretation.  It is useful to think of "clusters" i.e. a range of signals across the spectrum of non-verbal communication can indicate intention.  For example, someone who has their arms folded does not necessarily indicate defensiveness.  On the other hand, if that person who just had an idea rejected, and has ceased talking, has a frown on their face, and has turned their faces away - then it is likely that the cluster of signals indicate defensiveness and maybe anger.  As you can see being aware of your own gestures and movements can help improve your impact, but can also help you to "read" your audience, be it one or many, and hence "tailor" your communication to meet their needs. 

6. PERSONAL SPACE
Everybody needs space i.e. personal space around them.  The closeness which they will allow people to come depends on the relationship with that person.  Impact and influence can be enhanced by being aware of what space the other person needs and how much you are impinging on their space.  In general, you expand or contract your space according to how intimate you want to be.  When you are communicating with someone, they are unlikely to respond to you if you invade their space.  On the other hand, when you are communicating something of a personal nature, the impact of your message will be lessened if you are too distant.

7. TOUCH
The older we grow the less we seem to touch each other, and there are so many taboos about touching that is an issue fraught with sensitivity and misunderstanding.  The secret of touch which can enhance your impact is knowing in which situations and with which people touch is appropriate.  A firm handshake as opposed to a limp one can go a long way to creating a positive first impression; knowing when to pat the arm of a person, or put an arm on the shoulder can go a long way towards personalising a difficult message or showing that you care.  On the other hand, touching  inappropriately can destroy a message in the same way an invasion of space can.  The key is feeling comfortable with touch yourself, recognising that touch is a way of affirming yours and the other humanity and an invaluable technique for enhancing your impact.

ASSESSMENT 1 : WHAT DO I LOOK LIKE?

Self Assessment  -  indicate key strengths/improvements (make notes, don't just tick)





Strengths


Improvements
Colour of skin, Gender, 

Age

Appearance

body type, posture, hair, 

accessories, clothes

Facial expression

Eye contact

Movement

Personal Space

Touch
2. TONE - WHAT DO I SOUND LIKE?
When you open your mouth you confirm or deny the initial impression.  If you sound harsh and abrasive, you will be judged to be that - if timid and insecure, that is how people will see you.  So learning more about your voice will enhance your control over the impact you create and hence the desired outcomes.  The human voice is linked to the responses to the listener :-

· speak rapidly and the listener's heartbeat increases and their breathing becomes more shallow.

· shout and the blood pressure rises.

· speak calmly and slowly and the listener becomes calm.

The only way to learn about your voice is to tape record it or video it.  Most people's responses are "Do I sound like that?"; that's because how you hear your voice is different from how is it heard by others.

Factors in the voice which limit impact.

1.  Speed
Your voice can be :-

· too fast

· too slow

· words run together

· lack of pause for emphasis

Tips
· consciously vary your rate.

· according to whether you are fast or slow.

· do not be afraid to pause for emphasis.

· some people mark the paper if it is a written speech indicating pauses, emphasis, etc.

2.  Loudness
People can be seen as dominant and aggressive if they are always loud or unassertive - (and not to be listened to) if they are consistently quiet.

Tips  

· change loudness level regularly.

· use less power on unimportant words.

· emphasise important words.

· have good breathing habits with slow regular use of the diaphragm.

3.  Voice Level
Pitch is concerned with the highness or lowness of the sound.  Gaining more control over your pitch can help achieve the desired outcome.

Tips 
· watch out for inflection - many people rise the inflection at the end of sentences so it feels as if they are always asking questions.

· monotony - this is a major cause of lack of impact especially in managers.  It can convey boredom, lack of enthusiasm, lack of warmth and a mechanistic feeling to the listener - hardly the best impression when you are trying to inspire and motivate - consciously vary the pitch.

· breathe - when you are under stress (and most of us are when we have to deal with difficult people or speak in public) your pitch becomes higher.  Deep breathing will help.

4.  Articulation
People are often sloppy with articulation, changing sounds, running words together and mumbling - by far the biggest culprit.  Sometimes whole sentences are missed because a person mumbles the last part of a sentence.

Tips
· be aware of how you sound by listening to your tape or video and practice (in front of a mirror) 

· articulating, slowly, the whole sentence.

· exercise jaw and lips - many people talk as if their lips are paralysed!

SELF ASSESSMENT 2 - TONE - WHAT DO I SOUND LIKE?

Self Assessment  indicate key strengths/improvements (make notes don’t just tick)





Strengths


Improvements
Speed
Loudness
Voice Level
Articulation

3. WORDS - WHAT DO I SAY?
Just because the words you use convey only 7% of the meaning does not mean that they are not important.  But people fail to achieve the desired result by using words that 

· exclude.

· apologise for the speaker.

· are jargonistic and detailed which overcomplicates the message. 

Suggestions for ensuring results with words
Simplicity and Organisation
The simpler the better.  Remember KISS - "Keep it short and simple" or more rudely, "Keep it simple, stupid".  Keep in mind the following :-

· tell them what you are going to tell them.

· tell them

· tell them what you have told them.

We are often called upon to give informal short talks - here is a formula which will help you construct such talks :-

1.  Give it a memorable title.

      TITLE - _________________________

2.  Reduce to 3 "must know" statements.

     Must know    1                           2                           3

3.  Reduce your must knows to keywords.

                           1                           2                           3

4.  Build a short statement around each key word.

                           1                           2                           3

5.  Repeat the title and 3 keywords.

Sexist and Racist Language
Whenever possible remove words that exclude sections of your audience.  And beware of patronising or talking down to your listeners.

Jargon
Check that you use as little jargon as possible - people switch off when there are words they do not understand, and very rarely ask for clarification as they assume they are the only ones who do not know.

Fillers
How often have you switched off because the speaker constantly uses um.., er.., and many words e.g. "you know" which just fill the space.  It creates a sense of uncertainty and a feeling that you are lacking in confidence.

Qualifiers

Many people apologise for themselves at the beginning - "I don't know much about this but ", "I'm not sure if this is right".  You are actually telling your audience not to listen to you - avoid it!

Interruptions
People who get results and are perceived as influential, take turn in conversation and prevent interruptions.

Words and body language frequently go together here.  For example,  a study of Margaret Thatcher shows that she was frequently interrupted in Parliament, because she often dropped her eyes, looked away, dropped her volume and paused.

Tips to resist interruptions
· do not look at the interrupter.

· raise your volume slightly and keep talking.

· give a non-verbal signal that you are not ready to be interrupted.

· try verbal cues - "let me finish my point and then you are welcome to comment".

SELF ASSESSMENT 3 : WHAT DO I SAY?
Self Assessment  -  indicate key strengths/improvements (make notes, don't just tick)





Strength


Improvements
Simplicity

Organisation

Sexist/Racist Language

Jargon

Fillers

Qualifiers

Interruptions
IDEA 7. EMPOWERMENT

Empowerment is a different way of working where : -

People feel a sense of ownership for their job and the whole organisation; they are constantly looking for ways of improving products, processes, and customer satisfaction.

Teams feel this same sense of ownership and work closely together to achieve higher levels.

Organisations are structured in a way that encourages self-responsibility, authority is delegated as close to the customer as is possible.

Empowerment is about respect for each group and individual in the organisation in a way that honours their innate creative talent, and allows and encourages them to use it. Its essence is PARTNERSHIP between individual team and organisation to the benefit of all.

Signs of the empowered workplace  - team members : -

· are excited about their work

· feel positive

· are clear about their responsibilities

· are clear about their roles

· communicate their concerns

· trust and rely on each other

· are willing to go the extra mile to help a colleague of customer

· feel they matter

· have high energy

· feel they can make decisions

· feel pride and ownership and that they make a difference

· feel they are developing their unique skills and talents

· take initiative and responsibility

· have control over how their job is structured

· take ownership and responsibility for results

Empowerment Exercise

Indicate by a ‘X’ or a ‘(‘ which elements are missing or present in your teams.

IDEA 8. COACHING & MENTORING – can be team members as well as leader

"The teacher.......... does not bid you enter the house of his wisdom, 

but rather leads you to the threshold of your own mind"

KAHLIL GIBRAN - THE PROPHET

An Effective coach: 

· Knows how to balance CARING with CONFRONTING

· Provides a role model for the behaviours to be encouraged

· Listens to team members

· Recognises which stage the team is at

· Effectively confronts negative behaviours

· Provides information when needed

· Delegates tasks but retains accountability

· Does not do many tasks they did before promotion

· Focuses on relationships and people's feelings

· Regularly coaches – not just at appraisal time

IDEA 9. CHECK LISTS FOR WORKING IN VIRTUAL TEAMS

The following check lists are from the best book around on managing virtual teams 

Mastering Virtual Teams(second Edition), by Deborah L. Duarte and Nancy Tennant Snyder. Copyright 2001 by Josey-Bass Inc 

They are reproduced here with permission

Checklist 1.1. Type of Virtual Team.

Part 1. Team Description  

Instructions: Check the description that best matches your team.




Type of Team


Description



Network
Team membership is diffuse and fluid; members come and go as needed. Team lacks clear boundaries with the organization.




Parallel
Team has clear boundaries and distinct membership. Team works in short term to develop recommendations for an improvement in a process or system.



Project or Product 
Team has fluid membership, clear boundaries, and a defined 



Development
customer, technical requirement, and output. Longer-term team task is nonroutine, and team has decision-making authority.




Work or Production
Team has distinct membership and clear boundaries. Members perform regular and ongoing work, usually in one functional area.



Service
Team has distinct membership and supports ongoing customer, network activity.



Management
Team has distinct membership and works on a regular basis to lead corporate activities.



Action
Team deals with immediate action, usually in an emergency situation. Membership may be fluid or distinct.

2. Team Complexity

Instructions: Check as many as apply.

My team . . .

1.
Has members from more than one organization


2.
Has members from more than one function


3.
Has members who transition on and off the team


4.
Is geographically dispersed over more than three contiguous time zones


5.
Is geographically dispersed so that some team members are 8–12 hours apart


6.
Has members from more than two national cultures


7.
Has members whose native language is different from the majority of other team members


8.
Has members who do not have equal access to electronic communication and collaboration technology


9. Has members who are not formally assigned to the team


Total number of categories checked:


Complexity Index:

1–2 = some complexity
3–5 = moderate complexity
6–8 = high complexity

CHECKLIST 1.2. ASSESSING CRITICAL SUCCESS FACTORS.

Instructions: Check the response that best matches your organization on each item.

Section One:

Human Resource Policies
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

1. Career development systems address the needs of the virtual team members






2.
Reward systems reward/recognize working across boundaries and working virtually.






3.
Results are what is rewarded.








4.
Non traditional work arrangements, such as telecommuting, are actively supported.






Section Two:

Training Development
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

5. There is good access to technical training






6. There is access to training in  working across cultures.








7.
There are methods available for continual and just-in-time learning, such as Web-based training.






8.
There are mechanisms, such as lessons-learned databases, for sharing across boundaries.






Section Three:

Standard Organizational Processes
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

9.
There are standard and agreed-on technical team processes used throughout the organization and with partners.






10.
There are standard and agreed-on “soft“ team processes used throughout the organization and with partners.






11.
Adaptation of processes is encouraged when necessary.







12.
The culture supports shared ways of doing business across teams and partners.






Section Four:

Electronic Communication and Collaboration Technology
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

13.
There are consistent standards for electronic communication and collaboration tools across the organization.






14.
There are ample resources to buy and support state-of-the-art electronic communication and collaboration technology.






15.
People from all functional areas have equal access to, and are skilled in using, electronic communication and collaboration technology.






16.
People from all geographic areas have equal access to, and are skilled in using, electronic communication and collaboration technology.






Section Five:

Organizational Culture
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

17.
The culture can be described as “high trust.“






18.
There is high trust between this organization and its suppliers and partners.






19.
Teamwork and collaboration are the norm.






20.
People from different cultures are valued here.






Section Six:

Leadership
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

21.
Leaders set high expectations for virtual team performance.








22.
Leaders help gain the support of customers and other stakeholders.








23.
Leaders allocate resources for the training and technology associated with virtual teams.






24.
Leaders model behaviors such as working across boundaries and using technology effectively.






Section Seven:

Competence
Strongly Disagree

1
Disagree

2
Neither Agree nor Disagree

3
Agree

4
Strongly Agree

5

25.
Team leaders are experienced in working in virtual environments.






26.
Team members are experienced in working in virtual environments.






27.
Team leaders are experienced in working across organizational and cultural boundaries.






28.
Team members are experienced in working across organizational and cultural boundaries.






Analyzing Your Results

Average your scores in each of the seven areas:

Critical Success Category
Average Score in this category (add total and divide by 4):

Human Resource Policies


Training and Development


Standard Organizational Processes


Electronic Communication and Collaboration Technology


Organizational Culture


Leadership


Competence


Overall average (total divided by 28):


An overall score of 4.0 to 5.0 in any one category and as an average of all categories is excellent.

Moderate scores are in the 2.5 to 3.99 range, and low scores fall between 0 and 2.49.

Low scores in specific areas may indicate some of the challenges you face as a virtual team leader. Scoring low in technology, for example, may tell you that all your team members may not have equal access to electronic collaboration technology. In this case, you may need to make a case for funding for groupware. The text provides an explanation of each category and actions to attain success criteria

Checklist 8.1. Facilitation Tips for 
Different Technologies.

Voice Mail

1.
State your name and telephone number at the beginning and end of the message.


2.
Keep the message short and to the point; make your request clearly and limit it to one or two items.


3.
Be clear about what you need, when you need it, and how you want to receive it.


4.
State whether the person should respond to you.


5.
If you are sending a broadcast message, think carefully about who may receive it accidentally.


Audio Conference

1.
Define a specific purpose and time.


2.
Limit participation to no more than seven or eight active participants. More can listen in.


3.
Distribute the agenda and any prework prior to the session (allowing enough time for participants to complete any prework) and draw attention to important pages.


4.
Gather opinions about more mundane items before the meeting so that people will not need to take time to discuss unimportant topics.


5.
During the meeting, tell people who (the team leader or the facilitator) will be in charge of the process.


6.
Ask who is on-line at the beginning of the session and ask everyone to introduce himself or herself.


7.
Request that mute buttons be used when people are not speaking.


8.
If someone has to leave, ask him or her to tell the group beforehand.


9.
At the end, summarize the conversation and distribute the minutes within two days.


Video Conference

Use the guidelines for audio conferences. In addition,

1.
Make certain that everyone has access to the equipment and test it beforehand.


2.
Ensure that everyone has access to a database or hard copy of the meeting materials.


3.
If you are using the Internet or desktop conferencing, consider whether bandwidth problems are going to be too annoying. Sometimes an audio conference works just as well.


4.
Note that people’s display monitors might be different. Try to reconcile this prior to the meeting.


Chat Room

1.
Be clear about the purpose of the chat room. Limit it to a few topics or questions.


2.
Let participants know the level of output and detail that you want. Conversations can become lengthy and stray from the point.


3.
Let people know who will have access to the information.


4.
Decide whether you want anonymous input.


5.
Summarize the meeting (sort topics into themes) and send copies to the participants. Scrolling through discussion items is difficult and time consuming.


E-Mail


1.
Be specific about what you want from people, a return e-mail, a phone call, review of a document, and so on.



2.
Send messages only to people who need to be included. Don’t overload the system.



3.
Use urgent and important tags only for those items that really are.



4.
Ask for confirmation of receipt of messages and documents.



5.
If possible, ask for confirmation receipt of the file on important items (some e-mail systems have this).



6.
Ask for confirmation that the person has actually read the information.



7.
Note how you would like each participant to annotate a document (using underline, color, and other techniques).



8.
Note who has what privileges to review or change a document.



9.
Tell participants how to get the document back to you (by e-mail, fax, or other means).



10.
Ask the IS department to set up a system that provides returned mail for “bad addresses,“ preferably with the correct addresses.



11.
If you are using the system for workflow, get training and support for team members.

Electronic Meeting System

1.
Ensure that the system works appropriately and is compatible with everyone’s equipment.


2.
If necessary, move applications as well as files to users prior to the meeting.


3.
Make certain prior to the meeting that everyone can access the software as well as the shared files that may be needed.


4.
Develop the agenda with a skilled facilitator, especially for the first few meetings.


5.
Subdivide the agenda into parts and link each section to how you will use the technology (for example, for voting).


6.
Decide when input will be anonymous and when it will not be.



Rotate activities, such as sorting information and voting, to avoid boredom.

Collaborative Authoring

1.
Decide what type of authoring is best: sequential (output is passed from one person to another), parallel (the work is divided so that collaborators work on different parts of the document at the same time), or reciprocal (people work on the same document at the same time, adjusting their activities to take into account one another’s input).


2.
For sequential authoring, e-mail or other forms of document exchange can be used. For parallel or reciprocal authoring, use collaborative writing tools. These, at this point in time, will most likely require other modes of interaction in addition to the 
collaborative writing tools.


3.
When the writing task gets in the way of progress, assign people to a subteam to work on the document and let the rest of the group move forward.


4.
Tell the participants not to spend time formatting the document; have them use the time to focus on content.


5.
Much of collaborative writing to date has been done using sequential methods or face-to-face collaborative methods. Little is really known about collaborative writing in a synchronous, distributed environment.


Trust Checklist

Trust Factors
Examples
My Actions

Performance and Competence
Develop and display competence.
Focus on individual and team results.

Keep current in your technical area of expertise.

Continue reading and learning about new skills, processes, approaches, and so on.

Be open to new ideas and methods.

Be able to say, “I don’t know.”

Allow others to be experts.

Foster expertise and sharing on the team—for example, set an agenda item for sharing learnings and establish a project Web page to share learnings.



Follow through on commitments and show results.
Keep a log of commitments and make them visible to the team through e-mail or another means. Have a method to ensure follow-through.

Keep promises even if circumstances have changed.

Keep your commitments in cost, schedule, and technical areas. Inform team members well in advance if you will be late in any area.


Trust Factors
Examples
My Actions

Integrity
Ensure that your actions are consistent with your words.
Align your behaviors at meetings, during reviews, and at other critical times to the values and expectations you want to promote within the team.

Have team members you trust watch you and give you feedback on the consistency of your words and actions.

Conduct regular trust audits.

If your actions are not consistent, explain why to your team members.



Stand up for your convictions; display integrity.
Do the right thing in the best interest of the team or its members.

Be able to say, “I don’t agree” to those above you.

Speak up for what you believe in with the team and with management.

Continue to do the right thing, even in a crisis or firefighting mode.

When appropriate, openly discuss your work-related convictions and values with team members and with management. Have an agenda item about this in team meetings.



Stand behind the team and its people.
Keep up to date so that you can catch problems before you have to defend the team or any of its members.

Always investigate problems with the team before commenting to others about possible reasons for them.

Never speak negatively about the team to others.



Communicate and keep everyone informed about progress.
Hold a regular audio conference, video conference, or other meeting once a week and have an agenda that covers bad as well as good news.

Don’t forget people in remote locations and extended team members.

Post information and decisions so that everyone has access to them.

Ensure that everyone receives information in a timely manner. Use multiple, synchronous, asynchronous, and redundant communication methods.



Show both sides of an issue.
Formally present both the pros and cons of issues.

Post them on a Web site for the team members to read.

Create an environment for and schedule time for discussion and debate in team sessions. Start a chat room or other means for asynchronous discussions.


Trust Factors
Examples
My Actions

Concern for the Well-Being of Others
Help team members with transitions.
Have standard processes for selection, rewards, assignments, and sharing of information that do not favor certain people, functions, cultures, organizations, or locations.

Rotate the “good“ and “bad“ team jobs.

Help team members to transition off the team and to new assignments

Assign partners to new team members for orientation and reassignment.



Be aware of your impact on others.
Be aware that people are watching what you do, especially when you are a team leader.

Take your role seriously.

Take time to develop interpersonal relationships with team members, especially if team membership is permanent or long-term.

Ask someone you trust to describe how you affect others on the team in different situations (for example, in crises or with demanding customers).



Integrate team needs with other team, department, and organizational needs.
Map how decisions on the team will impact other functional areas.

Ask others for their opinions about how the team’s behaviors impact functional areas before implementing changes. Have team members explore this as a team assignment.

Keep track of how decisions evolve and how they affect others on the team. Have team members report on how their decisions may affect other team members.


CONCLUSION

TRUST

Factors That Build Trusting Partnership

I. Results

All partners are focussed on and produce results

II. Integrity

People can be trusted to do what they say they will do

III. Willingness to change and adapt

Both sides need to show that they do not cling on to old positions

IV. Active Empathy Concern for the other

Putting yourself in the other party’s shoes, 

and showing care and concern for their well-being 
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ACCOMMODATING





Neglecting ones own needs to satisfy the other Party





Selfless generosity


Accepting instruction when one does not agree


Yielding to another’s point of view





COLLABORATING





Working with other party to find  solutions which fully satisfy concerns of both parties


exploring disagreements to learn from each other                                      


co-operatively resolving an issue


confronting and finding a creative solution to an interpersonal problem	








COMPROMISING





Finding an expedient solution mutually acceptable to both parties





Exchanging concessions


Bargaining


50-50





AVOIDING





Not pursuing own concerns or those of the other party





Diplomatically side stepping an issue


Postponing an issue until a better time


Withdrawing from a threatening situation





COMPETING





Pursuing own concerns at  expense of the other party





Standing up for rights


Defending a position which you believe is correct


Trying to win
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