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FOREWORD

“Coming together is a beginning. Keeping together is progress. Working together is success.”

Henry Ford

I first got to know Tom Kayser at Xerox. I had just completed the Executive Development MBA Program at the University of Rochester’s Simon School. As a developing executive within the Xerox Human Resources organization and with my new degree in hand, my senior management sponsors thought that it would be a good idea (and developmental for me) if I headed up the Organizational Development function for the Business Products and Systems Group. I wasn’t convinced that it was a good idea career-wise, but I agreed to give it a go.

Tom was the senior member of my new team of internal consultants. One of the first things he did was take me aside and teach me how to manage the group in a collaborative way. This was sorely needed because I was a relatively inexperienced manager, and my new team taught and consulted on management best practices across the company.

Over the next several years we laid the foundation that enabled our business group to win the coveted Malcolm Baldrige Award. We fostered and worked with hundreds of quality improvement and problem-solving teams teaching them team-oriented group processes, meeting skills and problem solving. We trained and enabled facilitators and employee networks. We helped plan and stage large global Teamwork best-practices events that drew teams from around the world. We coached leaders and taught them how to be more collaborative. We changed the corporate culture. I can’t think of a better laboratory where Tom was able to test his thinking and hone his ideas.

Little did I know that this assignment would significantly alter my future. I discovered that I wanted to try consulting. And after leaving Xerox, I went on to become CEO of four different consulting and training companies doing business around the world. I learned a lot along the way in those endeavors, but every day I still use the tried-and-true ideas and skills that Tom taught me when we worked together. And we’ve come full circle. Tom and I are working together again as consultants, helping one of our large, well-known clients to build a more collaborative culture.

One of the things that I really appreciate about Tom is his knowledge and his respect for learning. Tom does an extraordinary amount of research, and he appreciates and recognizes the work of others who have gone before us. He reveres the seminal thinkers and appreciates the timelessness of their ideas and discoveries. He has an incredible grasp of who has written what and how that ties into the later work of someone else. Tom knows what he’s talking about and carefully studies and tests before he recommends.

Tom has a gift for boiling complex things down to the essence of what’s most important. He doesn’t hit you with a lot buzzwords and consulting-speak. In fact, we had a phrase that we coined back at Xerox and we still use it today. Most of the stuff we do operates along “the cutting-edge of common sense.” Tom strives for complete clarity, and you will see that in his writing style. He is a teacher at heart and does an artful job of crafting his message so that the reader can not just understand it, but learn it and use it.

Building Team Power addresses one of the biggest issues facing organizations today … collaboration. As Tom lays out at the beginning of the book, today’s work environment for many organizations is turbulent and resembles the whitewater in Class V rapids. Per the Conference Board, the number one issue cited by CEOs globally is “excellence in execution.” Connecting the dots, I would offer that execution is done by people, and people must collaborate effectively in order to execute.

It’s probably not too much of a stretch to imagine organizations like yours as rafts in the whitewater rapids. As you think about that, is everyone on your team paddling in the same direction? Does everyone in the raft even have a paddle? Do you know where you want to steer the raft? Does everyone understand that direction and buy into where you want to head? Do they know their roles and how they are supposed to paddle to best help the group steer the raft? This book will be a tremendous resource to you in answering those kinds of questions.

Our client, whom I mentioned above, is a good case in point about the strategic importance of collaboration. They had laid out their long-term vision and done a strategic analysis of what kind of culture will be required in the future. Their analysis determined that they needed to build a more collaborative culture across their decentralized divisions, which were spread across the country. Then, as part of their overall solution, they decided that our proposed approach was aligned with what they were trying to do.

Tom and I, along with a few other members of the Tailwind team, then helped them integrate collaboration into how they built their strategy, how they reached consensus on it across a decentralized structure, how they translated it for every executive and manager in the company, how they clarified the roles of each executive and manager in executing the strategy, how they aligned the company around it, how they develop their future leaders who will lead it, and how they run their meetings at every level. In their case, collaboration is not just one more thing to do; it’s a key element of their strategy and a becoming part of their culture.

As my own professional journey has unfolded, I have become a big believer in universals. That is, the same problems or issues keep popping up in place after place. I’m not saying that one size fits all, but the root problems are similar and you will find them if you know where to look. And that’s one of the key things I love about Building Team Power. Tom has taken a core set of those universals and put together a great resource for leaders and developing leaders. He has lent his expertise to the areas of Trust, Decision Making, Consensus Building, Conflict Management, Delegation, and Problem Solving—critical building blocks for leaders at every level. The chapters in Building Team Power unfold like a course in leadership at a top university. And Tom offers it up in a style where you can easily understand it and put it to use. All of this knowledge is centered on the art and science of collaboration.

Having personally had the opportunity to work with Tom, I am pleased that you have a similar opportunity to take advantage of the insights and approaches he shares in this book. Like me, I hope that your experience with Tom Kayser creates positive change in your own career and takes you to places that you can only imagine right now. Best wishes on your journey.

Ron Cox
Founder and CEO, Tailwind Consulting
Connecting People to Strategy
October 1, 2010


PREFACE

As I reached the front of the check-in line in Cleveland, Ohio, the airline representative asked me where I was going and I said, “Los Angeles.” She asked if I was checking any bags, and I replied, “Three.” I also stated, “I would like one bag checked to L.A., the second checked to Istanbul, Turkey, and the third to Auckland, New Zealand.”

With an icy stare and a cutting tone to her voice she slapped her hand on the counter and declared, “Impossible! We can’t do that.”

“That’s funny,” I replied. “Last month you did it for me and I didn’t even ask you to!”

We all have our favorite stories about lack of service and poor quality. In fact, baseball is no longer America’s favorite pastime. Today our great pastime is recounting tales of airlines that miss schedules or lose luggage, computers that crash at the worst possible time, service personnel who are rude or unmotivated, new or nearly new automobiles that are recalled to fix serious safety issues, and toys that break after two minutes in the hands of a five-year-old.

While some stories may be a bit exaggerated, they all drive home the same point: suppliers of goods and services have a long way to go to meet the requirements of their customers, whether they are around the block or around the world. And one thing is clear: the traditional, hierarchical, command-and-control organization is not the mechanism for consistently meeting customer requirements in a dynamic, fickle, global marketplace. The pathway to your competitive success is building team power across your enterprise so you can unleash the untapped, latent collaborative genius of your people and your work teams. It’s about building and sustaining a flexible span-of-support instead of erecting a rigid span-of-control.

Ken Blanchard’s comments underscore my contention that a new way of doing business is mandatory and that this new way is built on collaboration.

Gone are the proclamations from above, the 700-page policy manual and the “check your brains at the door” mentality toward workers of years past. Today’s organizations must move fast to collaborate, and in the process find a way to come up with the right decisions more times than not. Companies need those employees who are closest to the action to be fully engaged in striving to bring their best thinking to the organization’s most pressing needs. And those individuals must interact to develop even better decisions than any one employee could achieve on his or her own.

The team is the perfect vehicle for having the dynamic of this interaction take place. The team is where the organization’s needs and employee talents can converge. With a team, you can quickly bring a cross section of perspectives to bear on issues of pressing importance to the current and future well-being of the organization. You can quickly share relevant data for determining the most appropriate action given the situation at hand.1

THE NEED FOR THIS BOOK

After the publication and favorable reception accorded the three editions of my first book, Mining Group Gold: How to Cash in on the Collaborative Brain Power of a Team for Innovation and Results (New York: McGraw-Hill, 1990, 1995, 2011), and the popularity of the first edition of Building Team Power (Burr Ridge, Illinois: Irwin, 1994), I knew I was on to something that went beyond casual interest.

My 30 years of experience at Xerox, leading and facilitating every possible type of organization effectiveness intervention; my debates with colleagues both inside and outside of Xerox; my interactions with clients as part of my current consulting practice; my discussions with my wife, Carol, who has worked with a number of school districts and industrial firms teaching and applying collaborative principles; along with my review of the business literature, have all validated the same thing time after time.


New and experienced managers alike lack the necessary mental maps, the keen understanding, and the crisp execution of the “how to” fundamentals for being a collaborative leader building collaborative partnerships within and across work teams.



New managers most often do not possess collaborative knowhow simply because of their managerial inexperience. Many experienced managers, on the other hand, lack collaborative skills and insights because they grew up in the centralized, command-and-control bureaucracy where large merit increases, promotions, bonuses, lavish offices, and other forms of reward and recognition went to those managers who were best at dictating and directing. In those order-giving organizations, nurturing collaboration and teamwork was not a highly valued managerial behavior. Because it was looked upon as being soft and weak, as well as a surefire career killer, skill development in building and facilitating collaborative partnerships was squashed.

While this medieval thinking still exists in many places today, you can no longer allow it to predominate and drive your company’s culture. If your organization does not understand or believe in utilizing the power of collaboration—or dismisses it as some passing fad—you are riding on the same highway to failure as the airline that sends a customer’s baggage to three different destinations!

Figuring out ways to do things right the first time, every time; creating products and services that delight your customers and distress your competitors; forming and implementing strategies and structures to capture and hold market share; and studying and reconfiguring work processes to slice costs and improve quality are huge tasks requiring the collaborative genius of your entire organization. It is irrelevant whether your establishment is in the public sector or private sector, is a producer of goods or services, or is for profit or is nonprofit—a culture of collaboration up, down, sideways, and diagonally within and across every corner of your organization is mandatory for success in today’s global marketplace. You cannot afford to have it any other way.

WHAT YOU WILL GET OUT OF READING BUILDING TEAM POWER

This is a hands-on, how-to book. It is a roll-up-your-sleeves-and-get-your-hands-dirty book. It is applications oriented all the way. Don’t look for complex psychological, sociological, or academic group theory models here. You won’t find any. Building Team Power extends and expands the reach of my well-received Mining Group Gold book. This one digs into the crucial behaviors you need to understand and practice to be a collaborative leader. It takes you into the “how-tos” for building collaborative partnerships and facilitating teamwork within your own work group, across work groups, or in task forces, committees, problem-solving teams, executive councils, and the like. It is one thing to say, “We need more and better collaboration around here;” it is another thing to do it. This book fills a void because it shows you how to do it in terms you can understand, with skills you can actually put into practice! Skill improvement in building and facilitating collaborative partnerships and teamwork is what this book teaches.

After reading Building Team Power, you will, I hope, pick out a few collaborative leadership actions and get started by saying: “Hey, I can give these a try because I understand what I am supposed to do. Kayser’s book taught me something.”

MY APPROACH TO WRITING THIS BOOK

I have tried to eliminate the nonsense and boil down the subject matter so it is highly informative, yet fun to read. I’ve used a personal style. In other words, if I could sit down and talk with you for a day about building team power, this is what I would say to you. I have incorporated a core model into each chapter that drives its content. Besides the core model, each chapter contains personal experiences, stories, examples, case vignettes, and sidebars to make the book both enjoyable and instructive.

THE FOCUS OF BUILDING TEAM POWER

Building Team Power moves you along your excursion to learn how to unleash the collaborative genius of work teams by concentrating on seven skill areas. These skill areas equate to the seven chapters comprising Part II. To clarify the book’s focus and to acquaint you with its content and flow, read through the Contents. The part titles provide the broad approach; the chapter titles and subtitles give you an outline of the content material.

IDEAS FOR MAKING THE TRANSITION TO COLLABORATIVE LEADER

The key to success in acquiring or improving your group facilitation skills is the old refrain: practice, practice, practice. There are no shortcuts. However, your skill development can be an organized endeavor using Building Team Power as your central resource. Your skill acquisition process involves six steps.

1. Read the book straight through to obtain a solid grounding in each chapter’s content. As you read, highlight key points that are of particular interest.

2. As you finish reading Chapters Four through Ten, write a final set of notes on the “Notes Worksheet” and read the “Reflections” points that close out those chapters.

3. Choose several chapters that are the most important to you and review your highlighted points and your “Notes Work-sheets.” Add margin notes if you please.

4. Select the model from one of the chapters you want to practice first to improve either how you collaborate with a specific teammate or how you improve collaboration within your work team. There are suggested “Leader Application Activities” at the end of Chapters Four through Ten for going down either track.

5. Try out your chosen actions and assess where your efforts went well and where they did not go so well.

6. Make a new plan that preserves the positive aspects of your earlier effort while reducing or eliminating the negative aspects, then try again.

With each successive cycle, you and your teammates will make progress in your ability to pull together, and you will soon realize that everyone on the team—not just the manager or task force chairperson—shares responsibility for collaborative facilitation and building collaborative partnerships. Along these lines of making the transition from controlling to facilitating, Fran Rees offers some reinforcing advice.

Leaders who are making the transition to a more facilitative approach will do well to remember three principles of change:

[image: Image] Change takes time.

[image: Image] Change is a process, not a decision.

[image: Image] Change requires plenty of experience and practice in the new way of doing things.

Leaders seeking change must acknowledge the vast effort it takes and must not give up when it takes more time and practice than anticipated. Change is not on a switch, like a light that goes on and off, but is a process—sometimes a very long one. Leaders who effectively implement change make sure their teams have plenty of opportunities to practice new ways of doing things while they go about their day-to-day activities. Also, ask yourself what strengths, support systems, and other resources you already have that can help you make these improvements. Plan to use these strengths to your advantage when you begin to make changes.2

SOME FINAL THOUGHTS

As you read and reflect on Team Power, keep the following in mind:

[image: Image] All of these techniques are focused on helping you see and understand the world from the perspective of a collaborative leader.

[image: Image] The points presented here are not inflexible prescriptions—cast in concrete—but rather, ideas for guiding you in initiating and maintaining collaborative relationships within your team or across several teams.

[image: Image] Because these are only guidelines, you are encouraged initially to practice the techniques and processes as described. However, after gaining experience and confidence in their use, supplement and refine this foundation in order to extend your skills in facilitating teamwork and collaboration.

Finally, while I believe Building Team Power and Mining Group Gold make a wonderful pair of books, combining to provide an abundance of knowledge on the subjects of collaboration, collaborative leadership, team facilitation, team building, and the like, the two books can be read in any order.


There is a Chinese proverb that states: “even a journey of a thousand miles must begin with the first step.” Now having read all the “stage-setting” front matter, let’s take the first step of our journey to learn about the call for collaboration by moving on to Chapter one.



NOTES

1. T. Kayser, Building Team Power: How to Unleash the Collaborative Genius of Work Teams (New York: McGraw-Hill, Inc, 1994), vii.

2. F. Rees, How to LEAD Work Teams: Facilitation Skills (San Diego, California: Pfeiffer and Company, 1991), 43–45.


PART I
The Pressure for Collaborative Leadership and Partnerships in Organizations




CHAPTER ONE
THE CALL FOR COLLABORATIVE LEADERSHIP

Whitewater Global Markets and the Transformation Organizational Structures

CHAPTER OBJECTIVES

[image: Image] To characterize global marketplace conditions of today

[image: Image] To describe the characteristics of the traditional organizational model

[image: Image] To contrast the traditional model with a transformed organizational model

[image: Image] To detail five elements of the transformed model that are key to marketplace success

[image: Image] To demonstrate that collaboration is what makes the transformed model “tick”

INTRODUCTION

The symphony orchestra is routinely held up as the classic example of collaboration in action. Ninety individuals playing their instruments in perfect harmony to produce music that sends a chill down your spine. Sitting in the theater, you have the opportunity to enjoy, firsthand, the results of that collaboration. However, collaboration rarely just emerges from an orchestra, or any work group for that matter. It requires someone to orchestrate it and others to pull together and follow that lead to make collaboration a reality. Initiating, nurturing, refining, and extending collaboration throughout a work team or between departments takes time, understanding, and patience on the part of everyone involved. Yet it can be fouled up in a heartbeat by anyone with misguided intentions. The following consultant’s report on actions to improve the technical efficiency and productivity of a symphony orchestra vividly illustrates this point.

All 12 violins are playing identical notes; this is unnecessary and wasteful duplication. The violin section can be cut drastically, saving considerable labor costs. The oboe players have absolutely nothing to do for long periods of time. They just sit in their chairs. Their number should be reduced. Compositions involving the oboe must be rewritten so that the work is spread out more evenly, thus eliminating costly “peaks” and “valleys” of oboe productivity.

I noted a recurring repetition of certain musical passages. What useful purpose is served by repeating on horns what has already been produced by the strings? Were all such redundant passages eliminated, the concert time (2 hours) could easily be reduced to 40 minutes. This would also eliminate the need for a time-wasting intermission. Something should be done about the shocking obsolescence of equipment. The program notes informed me that the first violinist’s instrument was several hundred years old. If normal depreciation schedules had been applied, the instrument’s value would have been reduced to zero, and a more modern and efficient violin could have been purchased.1

An apocryphal story? Certainly. But, like many leaders in the workaday world, our change consultant had no understanding of, or appreciation for, the power of collaboration. In an attempt to make the members’ work ever more simple and efficient in order to drive improvement in the orchestra’s performance capability, this person was about to destroy the diversity and synergistic genius—the collaborative soul—of this team.

Any organization’s success depends, first and foremost, on how well it is able to tap the creative and innovative potential of all its members, regardless of their level. While a massive amount of lip service is paid to the idea that “our people are our greatest resource,” many approaches to management, cost accounting, productivity measurement, and technology actually view employees as variable costs to be controlled. Failing to recognize the collaborative value of their people, too many organizations encourage adherence to lock-step procedures and maintenance of the status quo. As you will soon see, given the fast-breaking, decentralized global marketplace, this is a death sentence.

THE BUSINESS ENVIRONMENT NOW AND AHEAD: CLASS V WHITEWATER TURBULENCE

Every kayaker, canoeist, or rafter knows well the classification system that describes the rivers and rapids they paddle (“Class I,” easy, to “Class VI,” unrunnable). “Class V” waters, the most turbulent of the runnable rivers and rapids, are long and contain more continuous features that cannot be avoided. Features include such things as: strong rapids, large waves, big holes, unpredictable currents, and dangerous obstructions requiring multiple maneuvers to get around or through; in addition, there is serious risk to those going overboard because others may not be able to help.

Class V whitewater rapids are a perfect metaphor for the turbulent business environment facing the vast majority of organizations today. Powerful technological, economic, and political forces are converging to create a new order in which nations all belong to a single global marketplace. Huge global markets for video-gaming systems come and go every few years. The Internet, satellites, and PDAs have integrated the world’s financial markets to react on a split-second basis; when the financial earthquake hit Wall Street in the fall of 2008, London and Tokyo felt the tremendous aftershocks. More and more manufacturers are producing goods in Third World countries, in cities whose names we can’t even pronounce. On the political front, an increasing number of nations are dismantling trade barriers and deregulating state-run industries—policies that pave the way for even more multinational interdependence in business.

So, as companies large and small, profit and nonprofit, manufacturing and service oriented, all journey farther down their rivers, navigating the waves, currents, rapids, and obstacles of their churning business environments, all they will find is more uncertainty, complexity, and interdependence as the decades roll by. To be able to keep paddling and maneuvering, the successful organizations have to rely less on centralized grand strategies—designed and dictated by senior management to the rest of the organization—and more on the collaborative abilities of managerial and employee work teams operating in nimble networks to decipher trends and react swiftly with appropriate responses in terms of decisions and actions.

In summary, the marketplace dynamics just discussed might best be characterized by the adage: the world is moving so fast these days, the person who says it can’t be done is generally interrupted by someone doing it.

TRADITIONAL BUREAUCRACY: TOO RIGID AND SLOW FOR TODAY’S NEEDS

The business and economic success America enjoyed post-WWII came about because we took the structures and processes designed during the first decades of the twentieth century and ran them harder. In effect, we performed organizational surgery and injected organizational “steroids.” Whenever economic conditions got tough, we restructured, delayered, downsized, cranked out costs, and made efforts to pump up perceived quality.

In essence, we took the same old organization and culture and just squeezed it, but in the overwhelming majority of instances we didn’t really transform anything. We talked a good game conceptually about collaboration, synergy, and teamwork. Yet when push came to shove, over and over again we subscribed to the “birdcage approach to change.”

The birdcage approach to change operates like this: The canaries are all sitting on their perches in the birdcage. You reach in and remove two canaries. The remaining canaries all flutter around the cage and come down on different perches. Voilà! You have downsized and reorganized your birdcage. But nothing was actually transformed. You simply have the same canaries—albeit fewer in number—sitting on different perches in the same birdcage, singing the same songs, and producing the same droppings as before.

The birdcage theory of change was used often during the 1980s, 1990s, and the first decade of this century. Thousands of managers’ heads rolled, and those that remained sat on different perches. Thousands of industrial workforce members were laid off to show the world that American business was breaking away from its bloated, fat cat past. Slicing workers—and in most instances talking about the need to empower workers, to be more flexible, to be more risk taking, to be more innovative—has for too long been the change agenda for too many firms. However, the traditional bureaucracy, with the senior bosses as all-seeing, all-knowing, order givers, has remained largely intact. But this approach is no longer viable.

More and more organizations in the public and private sectors are coming to realize that the traditional bureaucracy has been pushed beyond its limits of effectiveness. It is an inadequate response to the new economic and market demands presented earlier.

Steven Dichter, former senior partner in the New York office of McKinsey and Company, foresaw in the 1990s exactly what is being taken seriously today on a broad scale.

[Organizational] strategies are increasingly shifting from cost-and-volume-based sources of competitive advantage to focusing on increased value to the customer. … The command-and-control organization is under strain. Indeed, many businesses are finding that command-and-control principles now result in competitive disadvantage.

[image: Image] Cost. Layers of management and unnecessary staff functions to communicate and control top management directives can no longer be afforded.

[image: Image] Slow Response. Standardized procedures, together with inflexible roles and responsibilities, create an organization that does not readily sense and react to changes in customer needs or technologies.

[image: Image] Lack of Creativity and Initiative. Narrowly defined tasks do not fully tap the potential of today’s better educated employee.2

The first principle of Organization Theory 101 makes clear that optimal structures are situational. That is, they are influenced by each organization’s location, market, environment, and history. The kind of structure that makes sense for a pet food manufacturer may not make sense for a software developer or a Broadway theater.

For organizations fortunate to navigate in calmer, “Class I or Class II” waters, traditional approaches work fine. The bureaucracy can function well in a relatively stable market environment, where problems can be identified by daily or weekly reports, analyzed by staff, presented to top management for their decision, and delegated to middle managers who transmit the decisions and coordinate the implementation of the workers. If you are in a stable, slow-growth mass market, using single-purpose machinery, semiskilled workers, and producing standardized, high-volume products (like chemicals, paper, lumber, electric power), the command-and-control bureaucracy can work for you. These and similar industries are less affected by the turbulent global market conditions described earlier. Still, competitive forces, even in stable industries, require those enterprises to be vigilant and to eliminate or rework overly restrictive policies, procedures, and control systems; to move final decision making down the hierarchy; and to search for ways to eliminate waste from their work processes.

Conversely, if you operate in industries facing the “Class V” whitewater business conditions—such as IT services, banking/financial services, software development, green energy, health care/pharma, mass media, autos, and the like—then you must make certain your bureaucracy is refined, loosened, and reshaped to be a world-class competitor. The reason is simple. A dynamic, uncertain, interdependent, and complex market environment overloads the bureaucracy’s ability to be nimble, collaborative, and fast acting.

THE TRANSFORMED ENTERPRISE: NIMBLE AND FAST ACTING TO MEET TODAY’S NEEDS

In creating the transformed enterprise, today’s organizations are not trying to destroy and eliminate the traditional model, but rather to shape and develop it differently so it can excel as a structure in coping with the chaotic conditions facing most businesses today.

As Table 1-1 shows, the elements of the traditional model still will exist even as the transformed enterprise evolves and takes root. The degrees of variation among organizations as they modify and refine the bureaucratic template to meet their business needs will be great. But the message is clear: while the basic elements underlying the traditional template will remain, they will be thoroughly reworked and transformed. Although it is still possible to operate in the traditional manner today, the intricacies and complexities of the marketplace are relegating this type of operation to the margins.
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Table 1-1. The Traditional Model Transformed to Meet Today’s Business Conditions



INTERNAL OPERATIONS OF THE TRANSFORMED ENTERPRISE

If we pull together what is described on the right-hand side of Table 1-1, we can describe the transformed enterprise as being one that is: flatter, more flexible, fast acting, team oriented, and customer driven. Figure 1-1 graphically emphasizes these elements as five interconnected pieces.

Let’s look briefly at each element to bring the whole operational picture into focus.
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Figure 1-1. The Five Elements of the Transformed Enterprise

Flatter

Becoming flatter means stripping out unnecessary layers of the managerial hierarchy. Unnecessary refers to any person or function whose sole purpose is to act as a “mind guard”—sifting, sorting, interpreting, and censoring the information that flows between the hands-on people doing the work and the decision makers. The old hierarchical, pyramid-shaped management structure with its concurrent “mind guarding” is adept at grinding most decision making to a snail’s pace. Companies today must be able to launch new products quickly and alter existing ones for big customers. The only solution is flatter companies, in which information flows quickly from top to bottom and back up again, compelling decisions to come fast.

However, the compression between the top and bottom that results from removing hierarchical levels has its dangers. Managers are thrust down closer to where the action is—closer to activities they do not readily know how to do or understand. The workers, on the other hand, who are used to carrying out directives, are now being asked to plan, schedule, solve problems, and make decisions. This restructuring places a premium on something that may have been in short supply under the old system: teamwork and collaboration up, down, and across all functions and levels of the hierarchy.

More Flexible

Increased flexibility means eliminating or redefining any procedures, rules, regulations, or approvals that are snarling decision making and information flow or perpetuating rigid work processes. In short, it means ripping out and burning your red tape! Organizational agility is essential for success in a fast-changing, highly competitive global economy.

Companies are encouraging and rewarding people to learn different knowledge and skills. This makes people a multifaceted resource and provides the organization with the ability to reconfigure itself more easily. This also builds learning into the job, which in itself is a source of motivation and reward for individuals. In the flexible organization, teams variously composed of first-line workers, managers, technical experts, suppliers, and customers collaborate to do a job and then disband, with everyone going off to the next assignment. Projects are being headed by collaborative leaders facilitating the activities of interdisciplinary talent. This feature aims for one thing: fluidity.

Fast Acting

Fast acting means speed. Having ideas is not enough without the ability to commercialize them before the competition does. Reducing time-to-market is critical because, as the saying goes: the early bird gets the worm.

In the global economy today, with fierce, world-class competitors lurking in every marketplace, the innovator has the edge. Early introduction of a product into the market gives the innovator several outstanding advantages: longer sales life, higher market share, higher margins because of premium pricing for being there first, and cost advantages from the manufacturing learning curve. Every organization must consider lost time as an irreplaceable resource. Either you put your own products out of business or your competitors will!

Creating teams aligned with the company’s strategy, empowered with total project responsibility, and staffed with the smallest number of people having the necessary complementary skills to meet the project’s defined goals, requires collaboration of the highest form. An emphasis on “chimney busting”—eliminating the communication barriers and endless reviews between functional departments so people can collaborate on a common project’s success also drives speed.

Team Oriented

Team oriented means altering the classic hierarchical structure so it is no longer the sole or dominant determinant of organizational relationships. A diverse group of people—using their own creativity, innovation, judgment, intuition, and brain power—can do a better job in today’s world of constant change than any set of formal procedures, methods, or controls administered by a remote, centralized management. And social science research is replete with studies on the power of synergy demonstrating that the group social mind is far more than the sum of the individuals.

When intra- and interteam collaborative relationships are supported and facilitated through words, actions, structures, and processes, the entire organization benefits through: an improved sharing of know-how; a more effective coordination of the flow of products and services from one unit to another; a greater willingness for resource sharing; enhanced negotiating power by combining purchases; greater opportunities for superior product and service creations via interdisciplinary teams, all leading to business regeneration and growth. These advantages, derived from the collaborative power of teams, can be an enormous differentiator in making your organization a recognized leader in your industry or service sector, as opposed to being a mediocre also-ran.

Customer Driven

Customer driven means demonstrating a superior ability to understand, attract, and keep valuable customers. It also means having the business agility to change and evolve along with your customers, responding to shifting needs, market changes, and new opportunities as they arise.

Xerox Corporation’s Quality Policy, shown in the sidebar, articulates the fusion between quality and a focus on the customer.


Xerox is a quality company. Quality is the basic business principle for Xerox. Quality means providing our external and internal customers with innovative products and services that fully satisfy their customer requirements. Quality is the job of every Xerox employee.



This Quality Policy is like the North Star. It gives all Xerox employees a vision to relate to, and it guides behavior. It also helps break down barriers by setting expectations that people from different functions need to collaborate to meet customer requirements.

Quality function deployment is a rigorous process used by progressive companies to help internal work teams increase their focus on the external customer. The customer’s voice is used to determine what the critical properties of a new product or service should be. This method leaves nothing to the imagination in determining what will satisfy customers, how the new product or service stacks up against the competition, and how internal work processes must be managed to guarantee meeting customer needs.

WHAT MAKES THE TRANSFORMED ENTERPRISE TICK? COLLABORATION!

If you go back and reread the information on the five characteristics defining what I’ve called the “transformed enterprise,” you’ll discover not only how tightly interwoven they are, but also that the theme of collaboration is associated with each one. Collaboration then is the glue that holds the whole scheme together and makes it work.

Ken Wright underlines this point in his book The People Pill.

Collaboration is particularly crucial to today’s business environment. As globalization and competition intensify, business becomes more about relationships and networks, making internal and external collaboration essential. There will be more time spent applying critical thinking and really understanding the effects of collaboration, and in this new world people will need to develop personal leadership skills to help improve the performance of increasingly scattered work groups and to maximize the effectiveness of outsourcing as globalization and decentralization take hold. Without an effective collaboration plan, one hand will not know what the other is doing. … Successful businesses of the future will overcome these issues by linking all areas of the business together to insure a collaborated approach.3

In summation, regardless of the product or service you sell, your customers have changed. Their demands are lengthening; their patience is shrinking. Huge shifts in the global economy have given them increased power to command exactly what they want, the way they want it, when they want it, at a price that will make you cringe. You’ll either meet these demands or be out of business.

Your organization’s success in gaining and holding a competitive advantage so you can stay in business in a complex, global, whitewater environment lie as a gold mine of ideas in the heads of all your people. Being an ongoing competitive force means not just keeping up with the pace of change—but rather, capitalizing on it to better satisfy your customers’ multifaceted requirements.

To accomplish this, your organization must leverage the synergy and collaborative brain power of your employees continuously, in many configurations, at all levels, within and across all functions. The days of viewing employees simply as “pegs” to be slotted here or there and spoken of as impersonal “headcount” are well behind us. It is through collaboration that human ingenuity and creativity are best utilized. Today’s problems are too enormous, the pat answers too few, and the stakes too high for it to be any other way. And tomorrow’s problems will only raise the ante for organizational collaboration.

A final thought before moving on. Although the Boston Celtics have won 17 world championships, including 8 in a row from 1959 to 1966, they have never had the league’s leading scorer and never paid a player based on his individual statistics. The Celtics understand that virtually every aspect of winning basketball requires close collaboration among the players, coach, and front office.

NOTES

1. S. H. Simmons, How to be the Life of the Podium (New York: AMACOM, 1982), 249-250. According to Ms. Simmons, “Leo Rosten, writing in the Saturday Review, originally recounted this story about an unknown wit analyzing the operations of a symphony orchestra for technical efficiency.”

2. S. F. Dichter, “The Organization of the ’90s,” The McKinsey Quarterly, no. 1 (1991), 146–147.

3. K. Wright, The People Pill: Proven to Cure the Headache and Heart-ache of Engaging People (Chatswood, New South Wales, Australia: Amanda Gore International, 2009), 38–39.


CHAPTER TWO
THE CORE ELEMENTS FOR COLLABORATIVE PARTNERSHIPS

Six Ingredients Required for Success

CHAPTER OBJECTIVES

[image: Image] To define collaboration and present an example to demonstrate its power

[image: Image] To present a model setting forth the six elements that must be accounted for in creating collaborative partnerships, and to detail each one with examples

[image: Image] To argue the case for collaboration and present cautions when implementing it

INTRODUCTION

Pat Riley, a five-time championship head coach in the National Basketball Association and now president of the Miami Heat, once said something about hard work and practice that also rings true for collaboration: “While hard work and practice won’t guarantee you anything, without it, you can’t even begin to think about successfully competing in the NBA.”

So it is with collaboration. While collaboration won’t guarantee anything, without initiating, maintaining, and refining it throughout your organization, you can’t even begin to think about successfully competing in the whitewater business and economic environment we discussed in the previous chapter. And if collaboration is to be the name of your game in order to become, or remain, world class in your marketplace, you need collaborative leaders who know how to build collaborative partnerships.

To have collaborative leaders means you and other executives and managers need to embrace a fundamental belief that no single person—or elite senior-level staff group—can possibly have all the answers on how to capitalize on every key opportunity in an ambiguous, competitive marketplace. Then, based on this shared belief, you and the other executives and managers need to actively promote collaboration at all levels, in every nook and cranny, to innovate and develop new solutions that improve business results.

If you’re in a market situation that allows you to operate with a more traditional bureaucracy, collaboration will make you better. If you’re now in the more common situation of a dynamic, global marketplace trying to make a transformed enterprise—one that is flattened, more flexible, fast acting, team oriented, and customer driven—function at its full potential, collaboration is an absolute necessity and collaborative leaders are the only ones who can make it happen.

LESSONS FROM GEESE

The example of geese is often held up as collaboration in its most pure and genuine form. I first saw this narrative on a 1986 United Way campaign poster,1 at which time I copied it down. I have used it countless times since in seminars and workshops. As you read this story of geese in the sidebar, you will appreciate the power of collaboration as never before.

As I repeatedly tell managers in my workshops, building collaboration into your organization is not too difficult. All you need are a bunch of people who have the same values as a gaggle of geese: working in harmony to maximize the output of the team, respecting the personal drag of trying to go it alone, encouraging each other, rotating leadership as conditions change, and sacrificing personally to provide help unconditionally to team members experiencing difficulty!


The next time you see geese heading south for the winter, flying along in V formation, you might be interested to know what science has discovered about why they fly that way. Researchers have learned that as each bird flaps its wings, it creates uplift for the bird immediately following. By flying in a V formation, the whole flock adds at least 71 percent greater flying range than if each bird flew on its own.

Whenever a goose falls out of formation, it suddenly feels the drag and resistance of trying to go it alone and quickly gets back into formation to take advantage of the lifting power of the bird in front. When the lead goose gets tired, it rotates back in the wing and another goose flies point. The geese honk from behind to encourage those up front to keep up their speed.

Finally, when a goose gets sick, or is wounded by gunshot and goes to the ground, two other geese fall out of formation and follow it down for protection. They stay until it is able to fly or is dead, and then launch out on their own or with another formation to catch up with their original group.



FRAMING THE ESSENCE OF COLLABORATION

The literal, sterile definition of collaboration is “to co-labor; to labor together.” But that definition is too simple for our purposes. Over time, through many debates and discussions, I’ve evolved the following definition, which has proven to be quite practical in my work with teams and organizations.


Collaboration is a joint effort between two or more people, free from hidden agendas, to produce an output in response to a common goal or shared priority. Often this output is greater than what any of the individuals could have produced working alone.



Collaboration works best when relationships are treated as genuine partnerships. That is, all parties are involved in creating superior new value together rather than merely performing one-for-one exchanges where a person simply gets something back for what is put in. In a true collaborative partnership, obligations are broadly distributed, the possibilities for cooperation are more extensive, understanding and solidarity grow among the collaborative partners, communication is frequent and intensive, and the interpersonal context is rich.

An executive once gave me this interesting perspective on collaboration. He said, “For me, the bottom line measure of collaboration is the ratio of we’s to I’s that I hear in my interactions with people throughout the various departments. If I get the sense I’m hearing more we’s than I’s, I have at least one indication that collaboration is alive and well in my division.” A true collaborator thinks and practices we before I.

SIX INGREDIENTS REQUIRED FOR COLLABORATIVE PARTNERSHIPS IN ORGANIZATIONS

During my career at Xerox, I conducted hundreds and hundreds of team building sessions involving several thousand managers from executives down to first-line managers. While the problems and the desired outcomes for each session were different, often the issue of intra- or interteam collaboration came up for processing.

When that was the case, I’d begin the team’s self-discovery and analysis by first reviewing the definition of collaboration shown previously. Then I’d ask, “Given our definition, what ingredients are essential for collaboration to grow and flourish within or across teams?” As participants shared their viewpoints round-robin style, I wrote them on flip charts, and then we combined them into themes. While just the first step in working the problem, it oriented the team to a bigger picture: Collaboration doesn’t just happen; “the bed has to be cultivated before the flowers can grow.”

Over time some clear-cut themes began to emerge; these were then shared with successive teams to consider and to process along with their own perspectives. Eventually, six solid collaborative ingredients evolved that have stood the test of time in my work. The conceptual model depicted in Figure 2-1 highlights and integrates the six ingredients necessary for building collaborative partnerships inside work teams, within interdisciplinary project teams, as well as between people and teams in different units. This model demonstrates how the “bed is made” for collaboration to flourish.
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Figure 2-1. Six Ingredients for Collaborative Partnerships in Organizations

I’ve broken the six ingredients into two natural categories to make the model easier to understand. One set of three dimensions form the “Structural Ingredients,” and the other group of three dimensions comprise the “Behavioral Ingredients.” The Structural Ingredients are the mechanics of collaboration and need to be planned and orchestrated to ensure that they are in place. The Behavioral Ingredients represent the relationship values all people need to bring to the task for successful collaboration to occur.

Notice how the ingredients within and across both categories are shown as being multiplicative, not additive. This signifies the synergistic effect of collaborative power. Remove any one of the dimensions, and the multiplier effect is drastically reduced. All six ingredients bolster each other to produce high-powered, collaborative partnerships.

Let’s examine each of ingredients in more detail and demonstrate why all six are fundamental to successful collaborative partnerships in organizations.

THE THREE STRUCTURAL INGREDIENTS

We will begin with the three structural ingredients and then move on to the three behavorial ingredients.

Shared Goals

For collaboration to take root, any project’s goals (or goal) must be seen as important by the collaborative partners. Therefore, as a leader trying to set up a collaborative partnership, you not only need to be sure shared goals exist, but that they align with some personal desire or work objective of each partner. Shared goals not only define what we are trying to do together, they also create purpose and meaning for the larger cause. They energize the partners intellectually and emotionally to buy into the principle: “This team’s success is my success and my success is this team’s success.”

Morten Hansen in his book Collaboration writes about the role of shared goals in terms of unifying people in a collaborative effort.

Leaders who practice disciplined collaboration translate their collaborative aspirations into a unifying goal.

Leaders must craft a compelling unifying goal that makes people commit to a cause greater than their own individual goals. A crafty common goal meets four tests: it must create a common fate; it must be simple and concrete; it must stir passion; and it must place competition on the outside.2

Using common language, symbols, storytelling, and metaphors, you can bring clarity and understanding to the goals and evoke positive emotion for them. The articulated shared goals become a rallying cry for all partners.

Interdependence and Complementary Skills

These two go hand in hand. Without them actively in place, collaboration grinds to a halt.

Independent big egos coupled with redundant skills leads to either unresolved conflict or stalemate as people, worried about their roles in the endeavor, fight to maintain their position and self-esteem. As many organizations know only too well from experience, this certainly is not a formula for success in serving customers, clients, or the citizenry.

Regarding interdependence, collaborative partners require each other’s knowledge, skills, abilities, and experiences to achieve the task or project’s shared goals. Shared goals mean no team-mate can accomplish alone what the partnership can accomplish together.

Likewise, complementary contributions are a necessity to achieving the shared goals. Each collaborative partner is considered an asset because each brings something different of value to contribute to the relationship. Their motives for entering the relationship are positive—to pursue an opportunity that will improve the larger business—not negative: to pursue a selfish goal at the expense of the larger business, or pursuing a goal that undermines the larger business.

Interdependence and unique complementary skills are vital to successful collaboration. As Jim Collins noted, “Get the right people on the bus, the wrong people off the bus, and the right people in the right seats.”3 Curtis Carlson and William Wilmot, in their book Innovation, elaborate even further.

Only interdependent team members with unique complementary skills and who can collaborate have a place on a high-performance innovation team. Every member must feel secure about having a significant role in the project. After all, you can’t dance with someone stepping on your toes. Ambiguity about the role of each team member prevents the commitment and collaboration for team success.

Innovation teams are powered by the collective intelligence of the members of the team. When team members are engaged in an iterative value-creation process, they can achieve customer value tens, hundreds, or thousands of times greater than any individual could achieve alone. But each team member must bring critical skills that are necessary for the success of the project. Each individual on the project must clearly understand his or her own role and importance to the success of the project.4

Two examples of cross-functional collaboration from Proctor and Gamble demonstrate the powerful synergy of interdependence and complementary skills. P&G melded the efforts of specialists from different units to initiate improved customer value and enhanced business performance by innovating Crest White-strips and Olay Daily Facials.

Developing Crest 3D Whitestrips involved collaboration among individuals from the oral-care area who were experts in teeth whitening, people from the fabric and home-care area who were experts in bleach properties, and scientists from corporate research and development who were able to create some novel film technology.

With Olay Daily Facials, P&G wanted a product that provided both excellent cleansing and moisturizing. Again, people from multiple internal units were brought together. Skin-care specialists who understood the surfactants needed in facial cleansing joined with professionals from the tissue and towel area who brought in substrate knowledge. And people from the fabric-enhancer area involved with Bounce were key contributors because Bounce used a similar technology for putting fragrance on clothes.5

Accountability

No group of individuals can ever become a team of collaborative partners until they unequivocally embrace the dimension of accountability for the results they collectively produce. This is a demanding test because accountability serves as an invisible structural link among every partner. Accountability binds them as one, advances commitment, puts a premium on individual trustworthiness, and slams the door on future backpedaling or CYA (cover your ass) excuse making should things get sticky or failure be a possibility.

Accountability in a collaborative partnership arises from the time and energy teammates spend in vigorous debate and discussion devoted to understanding and taking ownership of the shared goals and in figuring out how best to accomplish them together.

On the other hand, people in a compliant group don’t have the opportunity to do that; they do what they are told to do. As such, the individuals feel little to no accountability for the results they produce; so the boss has to push each person hard to put out enough effort to get a passable job completed. At its very best the final output will only equal the sum total of the individual inputs. More often than not even this paltry output is not achieved. The typical end result turns out to be an output well below the combined additive potential that each individual contributor could have put forth.

In a collaborative team, the partners hold themselves accountable for maximizing their individual contributions and for multiplying those individual contributions into a synergistic output greater than could have been produced working as an additive, compliant group.

The leader of a collaborative team does not have to drive and push for results. Instead, the collaborative leader makes sure the team is perking along at the highest level by acting as a facilitator, helper, barrier buster, and cheerleader. Accountability rests with all the teammates, and the leader is considered a vital team-mate with important complementary knowledge and skills. In collaborative partnerships, “we all are in this together; we all hold ourselves accountable, as a team, for our results.”

In her book Fearless Leadership, Loretta Malandro emphasizes the need for accountability in committed partnerships.

Committed partners accept 100% accountability on all matters. This means keeping your attention on what you can change, not what others should do.

… [With 100 percent accountability] it does not matter what others choose. Accountability is viewed as owning the problem or situation. It is irrelevant who is to blame or what caused the problem. With the “owner mind-set” firmly in place, people quickly resolve problems by confronting breakdowns and blind spots and operating with an enterprise perspective.6

A leader and team members who fully commit to each other and assume full accountability for their actions and results develop linkages and shared ways of operating so they can work together smoothly. They build broad connections between many teammates at many organizational levels and become both teachers and learners, all with the intent of strengthening themselves to be even stronger partners so they can assume more accountability in the future.

THE THREE BEHAVIORAL INGREDIENTS

Next let’s look at the three Behavioral Ingredients—character, commitment, and authentic communications—that are also fundamental to successful collaborative partnerships in organizations.

Character

Character, or integrity, is the most critical of the behavioral elements. And if you think about it, how could collaborative partnerships ever be formed and operate in a reliable manner without all people involved being of high character? Short answer, they can’t. And the reason is, character is a key to building and sustaining mutual trust; and mutual trust, in turn, is the behavioral core of collaboration with no strings attached.

Noel Tichy and Warren Bennis make clear what is meant by having character (integrity).

[It] means having values. It means having a moral compass that sets clear parameters for what one will, will not do. Character is all about knowing right from wrong and having worked these issues out long before making tough judgment calls. It’s about knowing what your goals and standards are and sticking with them.

For us character also means putting the greater good of the organization, or society, ahead of self-interest. As Peter Drucker put it, it is worrying about “what is right” rather that “who is right.”

Character is that distinctive, unfiltered personal voice that cannot be faked or imitated. It is the core of who we are.7

The late UCLA basketball coach John Wooden always urged, “Be more concerned with finding the right way than having it your way.” Yes, character is front and center relative to collaboration, and it’s more than just mouthing the right words. It means acting toward each other in honorable ways that justify and enhance teamwide mutual trust, it means holding deep-seated values about the power of collaboration that are above reproach, and it means living those ideals by “checking your ego and selfish interests at the door” to be an essential part of a relationship striving together to expand 10 + 10 from equaling 20 to 10 × 10 equaling 100 or more!

Commitment

Commitment builds from each person being counted on to be an active partner in the experience of creating something of value together. Commitment means teammates are willing to obligate themselves to a truly engaging purpose, larger than just personal self-interest. They are willing to give of themselves to achieve a common project goal or to help the collective enterprise succeed. When that internal fire burns, partners easily demonstrate their commitment to the collaborative relationship by investing in each other in pursuit of their shared goals. They invest in three ways—often at great personal sacrifice—for the greater good.

Partners invest tangibly by devoting time, money, people, facilities, and other resources to the relationship. They invest intellectually by freely sharing knowledge and information at their disposal, as well as their ideas and their considered perspectives. They invest emotionally by caring for and about each other as human beings, by being both teachers and leaders, by “having each other’s backs,” by being trustworthy.

The collaborative energy that flows from commitment based on the three levels of mutual investment—tangible, intellectual, and emotional—is unbeatable and is the fuel for success.

Price Pritchett, in his book Firing-Up Commitment during Organizational Change, paints a vivid word picture of the significant role commitment plays in any collaborative endeavor.

Commitment energizes. It empowers. It inspires creativity and pulls a person’s true potential into play. … Commitment is self-nourishing. Even as it draws power from the spirit it feeds the soul. Commitment gives meaning to work, and deepens one’s sense of self-worth.

[And regarding the leader’s role in generating commitment,] commitment climbs when people see passion in the person out front. Your intensity—your focus, drive, and dedication—carries maximum influence over the commitment you can expect from others. … If you provide lukewarm leadership, you’ll see the passion cool among your people. Commitment can’t survive when the leader doesn’t seem to care. So be obvious. Turn up the burner inside yourself. Let the heat of your commitment be strong enough to glow in the dark.8

Authentic Communications

Authentic communications are open, honest, nonjudgmental, and nonevaluative; they attack issues, not people. Collaborative partners understand “messengers who bring bad news are not shot” because “shooting” them stifles the free-flowing communications that must be cultivated in any ongoing collaborative relationship. Collaborative partners routinely propose and build on ideas; they transparently seek and share information; they listen closely to each other; they test for understanding; they use constructive disagreement and fruitful friction to avoid groupthink, conformity, and compromise.

Authentic communications has to be accepted as a non-negotiable rule within collaborative partnerships because this is the surest way: to show respect for each other, to prove no single person thinks he or she has all the answers, and to minimize the promotion of self-interests.

The late Bill Walsh, who guided the San Francisco 49ers to 3 Super Bowl championships and 6 NFC West division titles in his 10 years as head coach of the 49ers, makes a number of compelling comments regarding communications and collaboration in his excellent book The Score Takes Care of Itself.

Quality collaboration is only possible in the presence of communication; that is, the free-flowing robust exchange of information, ideas, and opinions.

For me that meant I had to set aside certain aspects of my ego—e.g., talking too much—and really listen to what talented individuals in the organization had to say. I had to learn that communication is not a one-way street; it’s a two-way, three-way, every-way street.

I was never called Coach Walsh. In fact, everyone in the organization was addressed by their first name, including me. I wanted no barriers such as rank or title to clog up the productive interaction, no chain-of-command to produce a sense that instead of a real team we were just a collection of isolated individuals on a totem pole of power belonging to small independent units. Rank, title, or inferred status can impede open communication in an environment where people thrive on helping one another.

When you reach the point where someone in your organization comes up with an idea better than the one you have been extolling for weeks or months, and it makes you happy, you’re an authentic communicator and collaborator.9

From a technical side, authentic communications means vigorous, full-bodied debate and discussion around: functional strategies, business goals, technical information, market data, financial data, trends, improvement ideas, and the like. From a human side, this includes sharing knowledge and processing information and ideas concerning: personal conflicts, performance issues, trouble spots, workload, changing situations, promotional opportunities, and other similar subjects.

The Six Ingredients Model is highly instructive because it clarifies the underpinnings of collaborative partnerships. It shows all the ingredients as interlaced, yielding a considerable multiplier effect that produces the synergy inherent in genuine collaborative partnerships. The discussion following the conceptual model itself delineated the characteristics of each dimension and how it operates in practice.

POSITIVE CONSEQUENCES OF ORGANIZATIONAL COLLABORATION

The cornerstone of building a collaborative culture is teaching your people how to make collaboration happen—how to facilitate it. That’s what the remaining chapters of this book will teach you. Also, collaboration cannot be practiced by only one segment of your organization—it has to be everywhere. It has to flow up, down, sideways, and diagonally, both inside and across every function in order to obliterate the internally competitive and destructive win/lose, attack/defend, us/them conflicts that are standard operating procedure inside so many of today’s organizations.

Your enemies are not within your organizational boundaries. They are outside your boundaries. Your enemies are your external competitors, and they are formidable. They are after your people and your market share. Spending any time and energy erecting walls and defending turf in noncollaboration, political gamesmanship, and destructive conflict, is deadly. It will bring your company to its knees.

Tim Brown, CEO of IDEO, and a leading management thinker, has some provocative thoughts on this subject of organizational collaboration and innovation.

The lone designer, sitting alone in a studio and meditating upon the relationship between form and function, has yielded to the interdisciplinary team.

[It] is common now to see designers working with psychologists and ethnographers, engineers and scientists, marketing and business experts, writers and filmmakers. All of these disciplines and many more have long contributed to the development of new products and services, but today we are bringing them together within the same team, in the same space, and using the same processes. As MBAs learn to talk to MFAs and Ph.D.s across their interdisciplinary divides (not to mention the occasional CEO, CFO, and CTO), there will be increasing overlap in activities and responsibilities.10

Like a stone cast into the middle of a pond that causes radiating ripples to occur, collaboration cultivated and promoted in the middle of an organization can bring about its own radiating ripples of influence and power. Barriers, real and perceived, complex and simple, tumble down under the onslaught of collective thinking; the white space between the boxes on the organization chart begins to diminish; the frozen chain of command, where the top dictates to the middle what to force on the bottom, begins to thaw and melt; and informal relationships—consisting of alliances and networks among people that actually get the work done—are recognized and fostered by providing needed resources to help them flourish.

Moreover, high payoff opportunities are uncovered and advantage is taken of them. Joint marketing between divisions, a product variant linking components from units that traditionally sold their wares separately, or a procurement staff for one business unit helping another find a supply source for a new venture, are just a few examples.

CAUTIONS REGARDING ORGANIZATIONAL COLLABORATION

I don’t want to give the impression that collaboration is a cure for every organization ill and all you to have to do is brandish your “magic conductor’s baton” and all your employees will work in harmony forever. There are important cautions to be mindful of as you think about collaboration and move forward in your effort to be a collaborative leader. So let’s cross to the other side of the street and examine the cautions regarding collaboration.

The first caution: do not slough off the six elements discussed earlier. You need to manage those elements and put a mental checkmark by each one after giving it your full consideration when planning and organizing any collaborative project.

The second caution: do not overuse collaboration. Many tasks are better done by an individual or better led by an experienced person who directs and oversees others in carrying out the task according to the expert’s specifications.

The third caution: if after a project gets underway, and you have “applied some grease to a squeaky wheel” and it keeps squeaking, replace it. You can’t let one or two people, for whatever the reason, destroy the success of a collaborative team working to produce something of value on behalf of the organization.

The fourth caution: recognize the current culture you work in. Some cultures will be ripe and ready for gung ho collaboration; other cultures will be ready to proceed but will be more conservative and be a bit “old school,” requiring a more careful and measured approach; and finally, there will be the macho, individualistic cultures, or ones run by an autocratic patriarch or matriarch, that will make it nearly impossible to do much collaborating. Know your culture and proceed accordingly.

Further cautionary insight about collaboration can be found in the transcript of a podcast interview by Peter Shaplen for News @ Cisco held with Morten Hansen, professor of management at UC Berkeley and author of the book Collaboration. The interview—which I have excerpted and added headers to highlight just three key points—was entitled “Business Collaboration: Getting It Right.”


Right Way to Collaborate vs. Wrong Way

Morten Hansen: There’s a right way to collaborate, and there’s a wrong way to collaborate, and what leaders have to do is to instill the right way and avoid the traps of collaboration, and that’s a very, very different approach than simply saying, “We need more of it.”

Peter Shaplen: How does one make a distinction between good collaboration and bad?

Morten Hansen: Bad collaboration is about collaborating without a strong focus on results, so you’re collaborating for the sake of collaborating. Bad collaboration is about launching a collaboration project, hoping it goes well, when, in fact, it’s going to lead to infighting and fighting over agendas and objectives without focusing on the work, and in those cases, you’re oftentimes better off not collaborating but doing the work yourself.

Peter Shaplen: How do you determine what is the right way and the right result?

Morten Hansen: The goal of collaboration is not collaboration itself. It is better results. We are after results.

Don’t Collaborate When it Doesn’t make sense

Peter Shaplen: Are there times when … it’s okay not to collaborate?

Morten Hansen: Absolutely. … The executive first has to ask the question, “What is the upside for us?” And usually the upside is in three buckets: First is the innovation upside. You can work better across the organization and innovate better. Second is the customer upside, particularly the cross-selling. You can sell more products to your customers by coordinating better. Third is the efficiency upside. Efficiency is gained by best practice transfer and not reinventing the wheel all the time in the company.

So you go through an exercise and see where the upside is in our company. Is it big enough and in which of these areas? Sometimes you come to a conclusion that it isn’t big enough, and then you should have the discipline to say, “We should not collaborate. It is not our key priority right now.”

Choose appropriate People

Morten Hansen: So the first thing when you start a collaboration project is to ask the question, “Who can contribute?” The great thing about collaboration is that some of these people might be junior people sitting in very different locations, and you have an opportunity to bring those people together. Collaboration provides you with that power, and what you want, of course … is to take people who have the complementary expertise and bring them together. That increases performance. But very often, the hierarchy of a company gets in the way.

Disciplined collaboration is about focusing on the result and asking the question, “Who can contribute here?” and usually it is a selective group of those who have the expertise. It is not everybody, and it’s okay to say, “Well, these 10 people are perfect for this project, but these other 20, who may want to join, are not the best for this project.”

We don’t want 30 people in a room just because everybody wants to participate.



COLLABORATION DOESN’T JUST HAPPEN, IT REQUIRES PLANNING AND FACILITATION

Collaboration is not a pipe dream; it is real; it is a difference maker in terms of business effectiveness. However, extolling its virtues and urging executives, managers, professionals, and individual contributors to be more collaborative won’t cut it. It takes planning and facilitative leadership to bring everything together and make collaboration operate at its full potential within an ongoing work team, an interdisciplinary project team, or across functions as executives attempt to resolve an ad hoc problem that is sapping the synergy between their units.

The “bed” for superior collaboration must be prepared first. That means anyone assigned leadership for a cross-disciplinary project or desiring to upgrade task collaboration within her work team has some substantial work to do. The leader first must contemplate and design the structural elements of collaborative partnerships: shared goals, interdependence and complementary skills, and accountability to be certain they reinforce each other and will act as the engine driving the collaborative effort.

Then within the planned structure the leader must think long and hard about what Morten Hansen said: “Who can contribute here?” Bringing people onboard who fulfill the behavioral side by having the necessary character, commitment to the shared goals, and the authentic communication skills to be worthy collaborative partners is crucial. While many may be considered, the fewest number of those “with the right stuff” needed to achieve the shared goals should be chosen.

With the collaborative bed fully cultivated, the leader then has to move into a leadership role as a facilitator, not a commander and controller. The solutions necessary to achieving the shared goals lie within the team members. Therefore, the facilitative leader’s task is to promote, unleash, and leverage the wisdom, innovation, and creativity each teammate brings to the collaborative partnership.

Mining gold nuggets of wisdom in a collaborative manner takes some learning and know-how. It may require behavioral shifts for you and a number of your people, especially your managers. One thing is clear to me, however: facilitating collaboration to gain a competitive edge for your organization must be a shared responsibility among as many different executives, managers, professionals, and individual contributors as possible.

The next chapter ties together the ideas from the first two chapters. It also sets the stage for the rest of the book by providing an integrative framework that links the requisite collaborative leadership skills I’ve found essential to facilitate collaboration successfully within single work teams, interdisciplinary projects, and in cross-functional joint efforts.

NOTES

1. The reference on the United Way campaign poster read as follows: “Adapted from Barbara Stirling Willson.”

2. M. T. Hansen, Collaboration: How Leaders Avoid the Traps, Create Unity, and Reap Big Results (Boston: HBR Press, 2009), 91.

3. J. Collins, Good to Great: Why Some Companies Make the Leap and Others Don’t (New York: HarperCollins, 2001).

4. C. R. Carlson and W. W. Wilmot, Innovation: The Five Disciplines for Creating What Customers Want (New York: Crown Business, 2006), 191–192.

5. “At PG It is 360-Degree Innovation,” BusinessWeek, October 11, 2004.

6. L. Malandro, Fearless Leadership: How to Overcome Behavioral Blind Spots and Transform Your Organization (New York: The McGraw-Hill Companies, 2009), 149–150.

7. N. M. Tichy and W. G. Bennis, Judgment: How Winning Leaders Make Great Calls (New York: Penguin Group, 2007), 70–71.

8. P. Pritchett, Firing-Up Commitment during Organizational Change (Dallas, Texas: Pritchett & Associates, Inc., 1994), 2, 4.

9. B. Walsh with S. Jamison and C. Walsh, The Score Takes Care of Itself: My Philosophy of Leadership (New York: Penguin Group, 2009), 112, 115, 116.

10. T. Brown, Change by Design: How Design Thinking Transforms Organizations and Inspires Innovation (New York: Harper Business, 2009), 26.
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Quality: The objective fitness of a decision; the purely objective
or impersonal considerations that indicate one solution is
clearly superior fo another one.

Acceptance: The commitment and emotional support of those who must
execute the decision .e., those who must moke it happen).

Time: The time frame within which a final decision must be ren-
dered (i.e., what is the deadline).

Forces: Forces within the team that have an impact on your final
choice of a decisionmaking option.

Magr. Forces: Forces within yourself, as manager, that impact your final
choice of a decision-making option.
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Benefits

Elaboration

Time

Development

Commitment

Delegation increases discretionary time for you to
complete more planning and strategic work than
could be accomplished otherwise. A word of cau-
tion, however! Delegate meaningful tasks when
you are overloaded. Do not attempt to “dump” all
your undesirable tasks to free up needed time.

Delegation is a primary method for developing your
teammate’s knowledge and capabilities. New mana-
gerial responsibilities or technical skills needed
in a higher position can be assigned to a team-
mate to develop the skills necessary to perform
the higher-order responsibilities. Any time you
appeal to areas of interest with appropriate built-
in challenges, and use the ABCDE model, you
will simultaneously develop and motivate your
teammates.

Delegation boosts your teammate’s commitment to
decision execution. Commitment will be stronger
when a decision is made by your teammate; your
teammate will feel ownership of the decision and
seek to avoid an unsuccessful implementation
that reflects poorly on his or her competence.
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Decision
Quality

Trust

Delegation improves decision quality with better
efficiency, information, and timeliness. Delegation
is more likely to improve decision quality if your
teammate has more expertise in task performance
than you do, or if your teammate’s job requires
quick responses to a changing situation and the
lines of communication do not permit you to
closely monitor the situation and make rapid
adjuslmenn. Since the teammate is closer to the
problem, has more relevant information than
you, and knows the boundaries, he or she can
make quicker and better decisions.

Delegation improves mutual trust and confidence
between you and your teammate. Your delegation
of appropriate assignments to your teammate
demonstrates your trust in that person. You're
sending a message that says, “I believe you have
the potential to do more, to expand your capac-
ity to act.” Your teammate values the trust and
works hard to keep it. Research demonstrates that
individuals who felt trusted by their leaders were
notably more confident and effective than those
who did not feel that way.
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Forces within the Group to

Consider When Choosing

Decision Option

* Level of knowledge,
skills, abilities among
teammates to understand
the issues, to collaborate,
and to make the decision.

* Degree of teammates”
interest in making the
decision.

+ Scope of past history in
successfully working
collaboratively to solve
problems.

+ Extent to which politics
and self-interests are
present within the team.

* Level of understanding
and passion for what is
trying to be accomplished.

* Level of trust among
teammates.

+ Degree of maturity of
teammates in terms of
understanding the or-
ganization, navigating
the political system, and
working with people in
critical functions upon
which the team depends.

+ Extent to which team-
mates’ needs/goals align
with task’s goals.

Forces within Yourself (as Manager)
1o Consider When Choosing a
Decision Option

« Amount of knowledge and
data you possess to make
a quality decision that
would be acceptable to all
concerned.

* Degree to which group de-
velopment is a key factor.

* Your general stylistic inclina-
tions (autocratic vs. shared).

« Extent to which bound-
aries are externally
imposed on you so the
outcome is pretty much
a foregone conclusion.

« Degree to which you
believe the group is or is
not qualified to make a
final decision.

« Level of your need for
control, predictal
and stability—parti
larly when conditions
are unstable or in flux.

« Your level of trusting
others.

« Level of your ability to
delegate and “let go”
when stress and pressure
mount
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What | Want to Do Differently:






