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Application guidelines for the 
ideas on pages 1 & 2: 
 
Recognize your responsibili ty 
for relat ionships as well as for 
tasks.  As a leader,  if  you want  
a st rong,  product ive t eam, 
donÕt  neglect  t his dimension. 
 
Make it  a point  to ident ify and 
share connect ions between 
team members t o help t hem 
build t heir relat ionships. 
 
Model t he behaviors you want  
to see,  especially the int rinsic 
approaches described on the 
next  page.  You wi ll f ind t hat  
you wil l hear bet t er, learn 
more,  and have your own 
cont ribut ions more highly 
valued if  you do so. 
 
Be alert  to t he danger of 
conflict  avoidance as t eam 
members develop posit ive 
relat ionships.  Help them use 
their posit ive regard t o 
disagree respect ful ly. 
 
DonÕt  be afraid to have fun.   
Some teams want  to maintain 
an appearance of hard, 
conscient ious work so 
deliberately avoid the ext ra 
act ivi t ies t hat  do so much to 
advance team ef fect iveness. 
 
When you disagree wit h fellow 
team members,  remember to 
extend to t hem the benefi t  of 
the doubt .  This signals respect  
for t heir experiences and t heir 
ideas. 
 

 
 

Building Relationships 

ÒoneÕs not  half  t wo.   It Õs t wo are halves of  one.Ó 
-e.e. cummings 

How can two be half  of one?  Although it  is not  mathemat ically correct , i t  
does point  direct ly to a t ruth of relat ionships.   When two (or more) 
people work together,  t hey form something new.  And t hat  something 
new has characterist ics and capabilit ies t hat  are di fferent  from what  you 
would get  by j ust  adding 1+1. 
 
For example, when I reviewed t he work of a large number of qualit y 
management  (TQM) t eams years ago, I discovered t hat  t he quali ty of 
relat ionships wit hin a t eam was a predictor of success.   When I 
compared t he t eams who made greater progress with those who made 
less,  I learned that  t he less successful t eams were t he ones who had 
gott en down to work immediately. The more successful  ones had spent  
t ime get t ing to know each other and building a sense of t hemselves 
together as a team.  The less successful  t eams were completely task 
focused.   The more successful t eams had also at tended t o relat ionships. 
 
In my July 2007 newslet t er,  I wrote about  Adam Kahane. He was the 
facilitator who worked wit h representat ives of t he African Nat ional 
Congress (ANC) and t he South African Government  t o help plan for a 
post -apartheid South Africa.  One morning, during a day and a half  work 
session, they suspended their formal act ivi t ies for several hours to watch 
a World Cup Soccer game in which t he South African t eam was playing.  I 
was aghast .   What?  They stopped working on t heir mission to end 
apartheid t o watch a football  game?   
 
As Kahane recal ls, t hat  morning marked a breakthrough moment .   As 
they reassembled t o do t heir work, i t  was wit h a greater sense of having 
something in common.  They had begun t o build relat ionships across t heir 
mult iple divisions of history,  race,  power, and economics.  That  became 
one of t he bases for moving ahead with their work in a new spirit  and 
with greater wi llingness to see from each otherÕs perspect ives.   Kahane 
later worked in many other t ough sit uat ions and ident if ied similar 
breakthroughs occurring when relat ionships had t he opportunit y to 
develop.   As soon as people made personal connect ions in addit ion t o 
their formal organizat ional roles,  they began to discover new ways of 
get t ing t hings done t hat  were more innovat ive and more effect ive.   
Relat ionships provided a foundat ion for leaping ahead. 
 
In t he September, 2002 Harvard Business Review Jeffrey Sonnenfeld 
captured t he same idea in t he t i t le of his art icle:  ÒWhat  Makes Great  
Boards Great :  ItÕs not  rules and regulat ions.   ItÕs the way people work 
together.Ó The t ime t o build t rust  and respect  is before i t  is needed.   By 
the t ime you get  t o a crisis,  you need t o have already created t he bonds 
of mutual confidence t hat  will  help you t hrough the hard t imes.  
 
ÒWel l-f unct ioning, successful  t eams usual ly have chemist ry t hat  can' t  
be quant i f ied.  They seem t o get  int o a vir t uous cycle in which one 
good qual i t y bui lds on anot her .  Team members develop mut ual 
respect ; because t hey respect  one anot her , t hey develop t rust ;  
because t hey t rust  one anot her , t hey share di f f i cul t  inf ormat ionÉ.Ó -
     - Jeffrey Sonnenfeld 

See also sidebar and next page 



How do you create such a sense of t rust  among a t eam?  How do you bui ld mutual respect?  How do you engender 
a spirit  of personal regard on a member-t o-member basis?  Remember what  Adam Kahane discovered.   You 
at t end not  only t o task issues but  also to relat ionship ones.  See t he chart  below for a descript ion of a dozen 
methods to increase interpersonal understanding, respect ,  and regard.  I call t hese int rinsic,  ext rinsic,  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) 
Int rinsic approaches build relat ionships by providing recognit ion of t he 
cont ribut ions and ini t iat ives of others and by creat ing work set t ings where 
people wil l get  t o know each otherÕs st rengths.  

¥ Appreciat ion ÒAnn,  I appreciate your t hinking on t his; i t  has helped us make progress 
more quickly t han we could have otherwise.Ó  

¥ Building on ideas ÒBill,  I like your idea about  t his. What  would you t hink if  we extended it  
by combining it  wit h CarlÕs suggest ion?Ó 

¥ Inquiry ÒDiane, I am not  sure I understand your comment  on t his.  Please tell  me 
more about  your reasoning t hat  prompted it .Ó  

¥ Respect ful  disagreement  
ÒEd, I t hink your idea would move us forward quickly, but  I am concerned 
that  i t  would conf lict  wit h our other goals in this area.  How do you t hink 
we could reconci le t hese priorit ies?Ó  

¥ Task force & commit t ee 
assignments 

In addit ion to recognizing int erests,  competencies, and developmental 
needs, assignments can also be made in t he int erest  of having specif ic 
members get  experience in working closely with each other.  

Extrinsic (play) 

Extrinsic approaches build relat ionships by providing opportunit ies for 
members to learn about  each other personal ly apart  f rom their t eam roles 
and tasks.  These Òconnect ionsÓ can be very effect ive in building good 
will.  

¥ Act ivit ies  
Invit ing t eam members t o at t end or part icipate in sport ing events or 
communit y act ivi t ies can provide fun,  engaging,  and neut ral  opportunit ies 
for other likes and interests t o be shared.  

¥ Meals  
Small  or larger group meals provide an opportunity for informal 
discussion.   Et iquet t e and our t radit ions around meals support  harmony 
and friendship.  

¥ Part ies & celebrat ions The ef fects of a convivial  atmosphere can extend beyond t he t imeframe 
of t he party and become a posit ive shared experience.  

¥ Social  ÒhourÓ Time set  aside for rest  and refreshment  lets people shift  gears from a task 
to a relat ionship focus.   This also helps sustain energy.  

Hybrid (both) Some work act ivit ies can be highly ef fect ive in building knowledge and 
skills while also creat ing occasions for posit ive social  int eract ion.  

¥ Conferences  Conferences provide an intense learning experience while also frequent ly 
including several of t he ext rinsic approaches list ed above.  

¥ Ret reats  

A well-designed ret reat  can oft en accomplish more relat ionship building 
and task accomplishment  in a day t han might  occur in months of t ypical 
team meet ings because of t he simultaneous use of both int rinsic and 
ext rinsic approaches.  

¥ Travel 
Travel for learning or benchmarking purposes often creates opportunit ies 
for social  int eract ion in addit ion to t he formal task obj ect ives because of 
the Ònon-product iveÓ t ime that  t ravel normally entails.  
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