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: Application guidelines for the
: ideason pages 1 & 2

! Recognize your responsibility

i for relationships as well as for
i tasks. Asaleader, if you want
i astrong, productive team,

i don@ neglect this dimension.

i Make it a point to identify and
i share connections between

i team membersto help them

i build their relationships.

i Model the behaviors you want
i to see, especially the intrinsic
i approaches described on the

i next page. You will find that

i you will hear better, learn

{ more, and have your own

i contributions more highly

i valued if you do so.

i Be alert to the danger of

i conflict avoidance as team

i members develop positive

! relationships. Help them use
! their positive regard to

! disagree respectfully.

i Don® be afraid to have fun.

! Some teams want to maintain
i an appearance of hard,

! conscientious work so

i deliberately avoid the extra

i activities that do so much to
i advance team effectiveness.

! When you disagree with fellow
{ team members, remember to

i extend to them the benefit of
i the doubt. This signals respect
i for their experiences and their
i ideas.

Oone not half two. 1t& two are halves of one.O
-e.e. cummings

How can two be half of one? Although it is not mathematically correct, it
does point directly to a truth of relationships. When two (or more)
people work together, they form something new. And that something
new has characteristics and capabilities that are different from what you
would get by just adding 1+1.

For example, when | reviewed the work of a large number of quality
management (TQM) teams years ago, | discovered that the quality of
relationships within a team was a predictor of success. When |
compared the teams who made greater progress with those who made
less, | learned that the less successful teams were the ones who had
gotten down to work immediately. The more successful ones had spent
time getting to know each other and building a sense of themselves
together as a team. The less successful teams were completely task
focused. The more successful teams had also attended to relationships.

In my July 2007 newsletter, | wrote about Adam Kahane. He was the
facilitator who worked with representatives of the African National
Congress (ANC) and the South African Government to help plan for a
post-apartheid South Africa. One morning, during a day and a half work
session, they suspended their formal activities for several hours to watch
a World Cup Soccer game in which the South African team was playing. |
was aghast. What? They stopped working on their mission to end
apartheid to watch a football game?

As Kahane recalls, that morning marked a breakthrough moment. As
they reassembled to do their work, it was with a greater sense of having
something in common. They had begun to build relationships across their
multiple divisions of history, race, power, and economics. That became
one of the bases for moving ahead with their work in a new spirit and
with greater willingness to see from each other® perspectives. Kahane
later worked in many other tough situations and identified similar
breakthroughs occurring when relationships had the opportunity to
develop. Assoon as people made personal connectionsin addition to
their formal organizational roles, they began to discover new ways of
getting things done that were more innovative and more effective.
Relationships provided a foundation for leaping ahead.

In the September, 2002 Harvard Business Review Jeffrey Sonnenfeld
captured the same idea in the title of his article: ONhat Makes Great
Boards Great: It& not rules and regulations. 1t& the way people work
together.OThe time to build trust and respect is before it is needed. By
the time you get to a crisis, you need to have already created the bonds
of mutual confidence that will help you through the hard times.

Owell-functioning, successful teams usually have chemistry that can't
i be quantified. They seem to get into a virtuous cycle in which one

i good quality builds on another. Team members develop mutual

i respect; because they respect one another, they develop trust;

i because they trust one another, they share difficult informationE.O-

- Jeffrey Sonnenfeld

See also sidebar and next page



How do you create such a sense of trust among a team? How do you build mutual respect? How do you engender
a spirit of personal regard on a member-to-member basis? Remember what Adam Kahane discovered. You
attend not only to task issues but also to relationship ones. See the chart below for a description of a dozen
methods to increase interpersonal understanding, respect, and regard. | call these intrinsic, extrinsic, and
hybrid approaches or more simply work, play, and both approaches. Try some; see how they work for your team.

Approach

Example or Why

Intrinsic (work)

Intrinsic approaches build relationships by providing recognition of the
contributions and initiatives of others and by creating work settings where

¥  Appreciation

people will get to know each other® strengths.
QAnn, | appreciate your thinking on this; it has helped us make progress
more quickly than we could have otherwise.O

¥ Building on ideas

CRill, | like your idea about this. What would you think if we extended it
by combining it with Carl@ suggestion?O

¥ Inquiry

(Diane, | am not sure | understand your comment on this. Please tell me
more about your reasoning that prompted it.O

¥ Respectful disagreement

CEd, | think your idea would move us forward quickly, but | am concerned
that it would conflict with our other goalsin this area. How do you think
we could reconcile these priorities?O

¥ Task force & committee
assignments

In addition to recognizing interests, competencies, and developmental
needs, assignments can also be made in the interest of having specific
members get experience in working closely with each other.

Extrinsic (play)

Extrinsic approaches build relationships by providing opportunities for
members to learn about each other personally apart from their team roles
and tasks. These GconnectionsOcan be very effective in building good
will.

Inviting team membersto attend or participate in sporting events or

¥ Activities community activities can provide fun, engaging, and neutral opportunities
for other likes and interests to be shared.
Small or larger group meals provide an opportunity for informal

¥ Meals discussion. Etiquette and our traditions around meals support harmony

and friendship.

¥ Parties & celebrations

The effects of a convivial atmosphere can extend beyond the timeframe
of the party and become a positive shared experience.

¥ Social Chour®

Time set aside for rest and refreshment lets people shift gears from a task
to a relationship focus. This also helps sustain energy.

Hybrid (both)

Some work activities can be highly effective in building knowledge and
skills while also creating occasions for positive social interaction.

¥ Conferences

Conferences provide an intense learning experience while also frequently
including several of the extrinsic approaches listed above.

Awell-designed retreat can often accomplish more relationship building
and task accomplishment in a day than might occur in months of typical

¥ Retreats team meetings because of the simultaneous use of both intrinsic and
extrinsic approaches.
Travel for learning or benchmarking purposes often creates opportunities
¥ Travel for social interaction in addition to the formal task objectives because of

the Ohon-productiveOtime that travel normally entails.
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