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This book is dedicated to my inspirations, Arthur M. Young and Allan Drexler, and for all the young people worldwide who are working in teams and believe that collaboration is not only an effective but also a necessary competency in our times.





Introduction

Imagining Better Results for Teams

This book is an outgrowth of 35 years of working with organizations and their teams, helping people cooperate to achieve results. I’ve worked all over the world with large and small, private, nonprofit, and government organizations. During that time the principles and practices that guide this work have become clearer and stronger, and it is time to share these widely. In the past ten years particularly, the interest in these tools has increased dramatically, specifically the Drexler/Sibbet Team Performance® Model (TPM) and a related system of tools that have been in development since 1980. Increasingly the system is a standard reference in schools of organizational development, and is the system of choice at leading companies such as Nike, Becton Dickinson, and Genentech/Roche. This book provides the often-requested introduction to the use of these tools.

My Inspiration

My work with teams is inspired by three things. First is the long-held conviction that if the communications and innovation strategies that successful design teams use were generally understood, then the whole field of team development would benefit. I’ve found that working like a designer broadens my repertoire of tools when it comes to starting, improving, or collaborating on work that requires shared commitment, innovation, and high performance. Simply put, a visual team is a team that works like designers.


[image: image]


My second inspiration is my work with the Theory of Process formulated by Arthur M. Young. I came across this work in the 1970s. It is the most comprehensive system I know of for integrating the findings of contemporary science with traditional wisdom about how nature works. It has provided an invaluable set of lenses for seeing the patterns of process that underlie any kind of workgroup or team.

My third inspiration is Allan Drexler. He inspired my professional work with teams in 1981 when I met him in a workshop I was leading on graphic facilitation. At the time Allan was (and still is) an organization development consultant working with companies such as General Mills and RR Donnelley. He was focusing on “matrix organizations” —the type of organization in which workers report to both functional managers in areas like manufacturing, human resources, and sales, and also to project managers of cross-cutting lines of business. The built-in conflicts these forms of organization generate are tough on teams. He was passionate about finding answers.


WHO IS THIS BOOK FOR?

New team leaders

Team members wanting better results

Managers wanting to support team environments

Leaders wanting to support creativity and innovation

Young people learning about groups

People interested in collaboration

Coaches

Human resources managers

Human resources development professionals

Consultants who work with teams

Nonprofits working with volunteers



At the time I met Allan I was immersed in working visually with groups and facilitating meetings and organizational strategy sessions. My book Visual Meetings: How Graphics, Sticky Notes, and Idea Mapping Can Transform Group Productivity, is a summing up of this long experience. But I was also very interested in the larger problems of organization effectiveness. As I began working with Allan at General Mills, we began the exciting adventure of creating the Drexler/Sibbet/Forrester Team Performance System (TPS), synthesizing his rich field research in teams and my deep explorations of group process. Our goal was to create a framework for teams as useful as the Meyers-Briggs Type Indicators (MBTI) is for individuals. This intention has carried on since, resulting in engagement in a wide variety of explicit team-development efforts at companies such as Nike, Mars, Procter & Gamble, Mentor Graphics, Otis Spunkmeyer, W. L. Gore, Hewlett Packard, Becton Dickinson, Chevron, Agilent Technologies, the San Francisco Foundation, and the National Park Service.

My Motivation

When Richard Narramore, my editor at John Wiley & Sons, broached the idea of writing a second book after Visual Meetings, I immediately thought of the need to show how visual meetings integrate over time to get real results. But writing about teams would be a different challenge. There are many, many resources on teamwork (a good number of the leading ones are listed in the back of this book). But I appreciated, being familiar with the field, that there still weren’t many books touching on the application of new design and visualization tools to teams. I also knew that Allan and my work on the TPM had developed some fresh approaches to explaining team dynamics through the power of visual language. I’m not a researcher, but I believe that senior practitioners should share their experience as a contribution to the field. I agreed to write Visual Teams.

Since that commitment another deeper motivation has surfaced. I have been president of my own company, The Grove Consultants International, since 1977 (it’s gone through a few name changes but is basically the same business). In that time I’ve been a team leader of our own and client projects many, many times. I’ve also trained a large number of people who have learned their facilitation and consulting craft at The Grove. I know that collaboration can result in amazing, creative results. But I also know that collaboration is a learned capability, and effective teamwork is increasingly challenged by 24/7 work environments, virtual work, ideological divisiveness, and lean, overworked organizations. I am also acutely aware that the scale and complexity of problems in our cities, states, country, and world are also increasing. I see young people in Eastern Europe, the Middle East, and in Asia calling for this in their own way. I see my own children and grandchildren heading into that same world. So my motivation has flowed well beyond my personal interest in teams. I feel a deep obligation to share what I’ve learned in a way that young people can benefit.
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Why “Visual Teams”?

Visual work has always been a feature at The Grove and in my consulting with teams. It stems from a lifetime passion for design and visual language. The success of Visual Meetings in reaching a new audience of beginning consultants, teachers, facilitators, and human resources staff convinced me that teamwork needs the same contribution.
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A WHOLE NEW MIND

Daniel Pink introduces his popular book with this clear stance:

“The last few decades have belonged to a certain kind of person with a certain kind of mind—computer programmers who could crank code, lawyers who could craft contracts, MBSs who could crunch numbers. But the keys to the kingdom are changing hands. The future belongs to a very different kind of person with a very different kind of mind—creators, empathizers, pattern recognizers and meaning makers. These people—artists, inventors, designers, storytellers, caregivers, counselors, big picture thinkers—will now reap society’s richest rewards and share its greatest joys.”

(A Whole New Mind, 1)



I’m using the term “visual teams” to point at three developments that in the last 20 years have significantly broadened the choices of how to work together visually to achieve results.


1. The evolution of traditional design tools such as white boards, markers, large paper, tape, cameras, sticky notes, and other tools. They are both higher quality and increasingly interactive digitally.

2. The explosion of groupware and social media since the early 1990s. Groupware includes all of the software tools designed for group collaboration, including the social networking tools. Most of these integrate text, graphics, and video, making it possible to work visually across a wide range of media.

3. An accelerating interest in “design thinking” and innovation. Competition from emerging economies increases every day and puts a premium on creativity. The popularity of Daniel Pink’s book, A Whole New Mind: Why Right-Brainers Will Rule the Future, is the crest of a wave of research on cognitive psychology, neuroscience, and emotional intelligence, all pointing to reasons why working more like designers and artists is not only possible but desirable.



We live in a time in which graphics and text are dancing together continuously on our websites, smart phones, magazines, ads, and television. Was there ever a culture more visually stimulated and literate? There is no reason why teams cannot take advantage of all of this. Perhaps they do not realize how easy it is.

The “West Coast” School of Facilitation

The Grove is part of a West Coast (of the United States) school of facilitation and organizational work heavily influenced by the way designers and architects work. (It’s spreading rapidly, so many of you wouldn’t associate it just with the West Coast.) For several years after college I was determined to become an architect and even enrolled in school. But a job offer from the Coro Foundation turned me in a new direction toward leadership development in the public sector (I was a Coro Fellow in Los Angeles right after college). But my interest in design sustained itself as I took my passion for visualization into the realms of information architecture, graphic design, learning materials design, and process design. Initially I supported seminars with Coro Fellows as they learned from their field experiences, and then worked for years on strategy-consulting projects. I developed a strong practice helping architecture firms with their strategies, and have worked extensively in Silicon Valley with design teams at Apple, HP, Agilent Technologies, Juniper Network, and other high-tech firms. I know how interface designers, software designers, chip designers, and other people in “maker” cultures work.


THE IMPORTANCE OF DESIGN THINKING

Tim Brown, CEO of IDEO is one of the leaders in the movement toward design thinking. He writes:

Design thinking taps into capacities we all have but that are overlooked by more conventional problem-solving practices. It is not only human-centered: it is deeply human in and of itself. Design thinking relies on our ability to be intuitive, to recognize patterns, to construct ideas that have emotional meaning as well as functionality, to express ourselves in media other than words and symbols. Nobody wants to run a business based on feeling, intuition, and inspiration, but an overreliance on the rational and the analytical can be just as dangerous. The integrated approach at the core of the design process suggests a “third way.”

(Change by Design, 4)



As I explained in Visual Meetings, both David Straus and Michael Doyle, founders of Interaction Associates (IA), were trained architects. They pioneered facilitation as a profession in the 1970s, and one of their first projects was writing Tools for Change with a Carnegie Foundation grant. Its goal was showing teachers and others how to use the problem-solving approaches of architects and designers in the classroom!

Geoff Ball, who worked with Doug Englebart and was another pioneer in graphic facilitation, was trained as an electrical engineer. We all approached collaboration the way that architects approach design—playing with patterns and prototypes, visualizing contexts and visions, modeling proposals, and recording everything on paper. My work with Apple Computer during the 1980s convinced me that working like designers was a key to innovation.

The new technologies coming out of Silicon Valley have had a shaping influence. During the 1990s, I led The Grove side of a strategic partnership with the Institute for the Future (IFTF) in Palo Alto on the Groupware Users Project, one of the first efforts to research and map the growing amount of technology and software directly designed to support teams and collaboration. The IFTF and The Grove recruited what grew to be four dozen client organizations and agencies. They supported us in writing one of the first books on groupware, holding twice-a-year user exchanges, and conducting several focused research efforts and reports each year. These tools have evolved to define a huge suite of choices for teams that are empowering distributed work, applications of visualization and multimedia to meetings, and ever-expanding possibilities for innovation. The project continues to this day as the IFTF Technology Horizons work has pushed into the areas of social networking, crowd sourcing, games, and simulations.


Visual Teams pulls all these threads together in a book showing how your teams can work like designers, even if you can’t draw or don’t think of yourself that way.
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As you will find in one of the chapters on the use of technology with teams, the TPM guided our work with IFTF and provided a structure for thinking about what-to-use-when across the full range of predictable stages of team development. We considered that and other methodological tools such as Group Graphics as forms of groupware.

What Is in This Book?

Visual Teams pulls all of these threads together in a book showing how your teams can work like designers even if you can’t draw or don’t think of yourself as visually inclined. The book is written in seven sections that each have several chapters. Each chapter is summarized on the section pages, so I will just provide a general overview here. If you find that a given chapter is already familiar to you, the book is designed so that you can skip ahead to the relevant sections. It’s also designed for having as much fun scanning through and reading all the side stories as diving in for a full read.

Section I, “What Is a Visual Team?” provides an overview of visual teams and the Drexler/Sibbet Team Performance Model, the working language of the book. Its chapters elaborate on the case I’m making here that design professions, such as architecture, graphic design, information design, software design, website design, and even urban design, hold a storehouse of methods and practices for the rest of you who might not consider yourselves designers. It provides you with some initial tools to assess what kind of team you are leading and what the opportunities are for becoming a visual team. The chapter on the TPM will provide you with a panorama of all the key challenges and success factors for any kind of team, including visual teams, and indicates the specific opportunities for becoming more visual and where it provides benefits.


GRAPHIC GAMEPLAN FOR NEW TEAM STARTUPS

Section III will detail how to use this most popular of all The Grove’s Graphic Guides. An earlier form was also the first graphic template I ever saw used—by Geoff Ball—and convinced me to jump into graphic recording years ago. It builds off of a deeply embedded metaphor—that planning is like a journey. A good action plan describes where you are, where you want to go, and how you plan to get there.
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Section II, “Leading Visual Teams,” directly addresses the situation in which a lead performer has been placed in charge of a team for the first time and wants to succeed at the job. If you are in this position, this section will describe tried-and-true principles and practices. It identifies the four big tasks of a team leader, and the inner work required to be an excellent one. It frames the challenge of leaders as one of integrating attention to purpose, energy, information, and operations in a smooth, ongoing flow of work. I also step back and reflect on how more senior leaders can work to support an environment of innovation, and use assessment tools to develop ongoing teams. As you will come to see, an effective team is a partnership between internal leadership and external organizational support. Managing this connection is a key leadership job.

[image: image] Section III, “Visual Team Startup—Creating Trust, Focus, & Commitment,” steps you through what the TPM calls the “creating” stages of teamwork. These chapters provide specific guidance on orientation to purpose, trust building, clarifying goals, and committing to a common direction. Workgroups that don’t have to cooperate closely while actually doing the work will benefit a great deal from this section. You will also find that the more ambitious your goals are in terms of high performance, the more investment you will need to make in these early stages of teamwork. They are the foundation upon which later stages depend.
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VISUAL LANGUAGE

Bob Horn is one of the first to write comprehensively about visual language. He says:

We are just at the beginning of another communications revolution—the modern equivalent of the one that Gutenberg sparked (with the printing press). The visual language revolution is taking place alongside other communications revolutions—the World Wide Web, animation, three-dimensional virtual reality, and intelligent and interactive visual elements. The new mix of technologies and techniques will irreversibly alter communications in the 21st century.

(Visual Language, 240)



[image: image]Section IV, “Sustaining Results—Innovating for High Performance,” deals with the three stages of team performance after committing to be a true, interdependent team. I share tools for project management and tracking progress, making persuasive visual presentations, using graphic communications and rich metaphors to guide and inspire high performance, and ways of using visualization to support knowledge sharing and organizational improvement in the area of teaming. I also share the story of a high-performing team working to create a multistate environmental cleanup network.

Section V, “Growing a Visual Team Culture—Thinking BIG About Opportunities,” specifically deals with how you can introduce the idea of visual meetings and visual teams to your manager and organization. It argues for ongoing learning and development in this area, and the importance of having robust shared language for teaming—especially if your organization is working globally and/or over multiple sites. The TPS, because it is based on the Theory of Process, functions like an operating system for groups. In those organizations where visual teams have flourished, the human resources development people who supported the trainings found the approach informed much of their other training work as well.

Section VI, “New Technology Tools—A Revolution in Visual Collaboration,” directly addresses the opportunities for virtual teams with new visualization software. This section opens with the rich story of the Groupware Users Project team, a truly high-performing visual team. You can see through the lens of this story how the tools and methods described come to life in a real, ongoing team. Specific chapters on web and teleconferencing, tablets, team rooms, social networks, and mobility follow the IFTF story. I am not trying to write a comprehensive book here on virtual work, but to share the tried-and-true visualization methods we’ve explored and know work well. I do speculate on where this all seems to be heading.

Section VII, “Links, Tools, & Other Resources,” suggests sources for developing a more general understanding of teams. The Grove engaged two Coro Fellows in civic affairs to help us research the area and document the leading tools other than those provided by The Grove. We’ve identified websites that have particularly useful information, as well as links to the many tools The Grove provides.
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VISUAL MEETINGS BOOK NOW IN FIVE LANGUAGES

This initial book on how to use interactive graphics, sticky notes, and idea mapping for group collaboration has been a best seller. It was published in August of 2010 by John Wiley & Sons and is now in Chinese, Brazilian Portuguese, Dutch, Korean, and German. Visual Teams shows how to apply these ideas across the full arc of a team process.



A Summary of Visual Meetings for Those Who Haven’t Read It

Visual Teams builds on my book Visual Meetings. For those of you who haven’t read it, the following summary should provide some context. As I said in the introduction to that book, I’ve written many books for professional graphic recorders, facilitators, and consultants that we’ve published through The Grove. Visual Meetings with John Wiley & Sons was written for the legions of people who are not artists or necessarily good at drawing but still want to get in on the visual revolution.

Visual Meetings describes how graphics and visual language can support group process through the entire cycle of learning, from IMAGINING through ENGAGEMENT through THINKING to ENACTMENT. With many examples and stories, I paint a picture of how the design environment of the West Coast of the United States gave rise to highly visual and design-oriented ways of working in meetings, far afield from the specific design professions of architecture, engineering, graphic design, and other fields. (This point of view will be expanded upon in this book.)

Visual Meetings to Spark Your Own Imagination

To begin with, I explore how visualization can be used to have meetings with yourself to stimulate your own imagination, through journaling, metaphoric thinking, diagramming, and other visualization strategies. “Paper is brain interface” as Paul Saffo, a forecaster member of the Groupware Users Project, liked to say. Drawing is the way we develop new perspective, especially in regard to thinking about systems. I suggested ways to used forced metaphors to expand your thinking about your own practices and business, by, for instance, comparing your business to a garden and identifying all the plants as different kinds of clients.


MODEL FROM VISUAL MEETINGS

Visual Meetings is organized around this group-learning model. It illustrates the ways visualization is used for all four stages in the insight-to-action process.
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I recommended people read Dan Roam’s excellent books, Back of the Napkin: How to Use Graphics for Selling and Problem Solving and Unfolding the Napkin, in addition to Visual Meetings.

Visual Meetings for Engagement

[image: image] The second part of Visual Meetings deals with interactive graphic communication as a superior form of engagement for groups. I compress some of the rich information in a comprehensive book called Graphic Facilitation: Tapping the Power of Groups Through Visual Listening (available through The Grove) and demonstrate that anyone can create the simple frameworks and icons used in visual meetings. I provide a graphic overview of the way we train people to unlock their drawing capability by having them practice at large scale, and some of the more common ideographs and pictographs people use in graphic recording.

[image: image] Chapters also detail how sticky notes, dot voting, group drawing, templates, and other strategies let people get their hands directly on information. I make the argument that having groups interact with partially completed frameworks and displays greatly increases involvement. I reflect on presentation software such as PowerPoint. While appreciating the extent to which it is an excellent, individual, prototyping environment, it many times results in a pushy kind of presentation that all too often isn’t very involving. (If you want to learn to use PowerPoint well read Nancy Duarte’s book, Slideology, and her companion book, Resonance.) In Visual Meetings the chapters on sticky notes go into great detail on how to use these extremely flexible tools.
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In the third section of Visual Meetings I cover the Group Graphics Keyboard, a framework for thinking about seven archetypal types of displays. This Keyboard is an application of the Theory of Process to visual work with groups, and looks at displays as a dual process of display creating and display perceiving. The simpler visualization processes become foundations for the more complex ones, just like in natural systems. There are detailed explanations of each Group Graphic format and examples. I follow this with a description of The Grove’s Visual Planning templates (called Graphic Guides) with lots of examples. I will be describing the ones that are especially relevant for teams in this book in greater detail.

The chapters on visual thinking argue that all systems thinking is based on display making—distinguishing the parts so you can look at relationships. I cover the most common types such as Mind Mapping, causal loop diagrams, total quality management charts, and the like.

[image: image] Visual Meetings for Enactment

The final step in the learning cycle is to take ideas to action. The chapters in this part of Visual Meetings show how action plans, road maps, and Grove Storymaps support getting results from meetings. These tools are also critical ones for teams and will be treated in much more depth in this book. Visual Meetings describes how involving leaders in creating their own visual communications builds buy-in and ownership.


WORDS FOR TEAMS

At the conclusion of their internship with The Grove, Daniel Cheung and Victoria Bensen gave a presentation to staff on what they found about tools for teams.“The word teams seems to be used to cover the entire work of people in organizations,” they said. “Some even said the word is so overused that it doesn’t communicate anymore.” They reported that one person said that “collaborative work” is becoming a more common designation. Another distinguished between “workgroups” and “teams.” I began writing down all the words I’d heard used for groups that need to cooperate to get results. Here is my list. What’s yours?


	Team

	Workgroup

	Task group

	Task force

	Partnership

	Duo

	Trio

	Foursome

	Party

	Band

	Family

	Council

	Committee

	Crew

	Function

	Unit

	Squad

	Gang

	Posse

	Pod

	Cell

	Troop

	Troupe

	Cohort

	Force

	Camp

	Community of practice





The final chapters look at how visual meetings are being amplified by new technology. I touch on tablets, web conferences, object-oriented programming, and virtual worlds.

Visual Meetings also has a good resource section for anyone wanting to put these ideas into practice.


SCAN OR READ?

This book was designed to be scanned like a website, read like a book, or both. The items in these boxed margins contain stories, tips, and checklists relating to the content being addressed in the chapter.

You may notice that some boxes have dark blue heads with reversed type and numbered steps, such as the example here. These are intended to be exercises that you can do and are written in that spirit: as instructions.

All of the sample charts and tools included in this book have captions that explain them.

The graphic template designs included from The Grove are copyrighted and available for purchase at our online store: www.grove.com. Ideas, of course, can’t be copyrighted. My hope is that the abundance of examples included in this book will encourage your own templates and charts.




EXERCISES


1. Read through the exercise once.

2. Dip into the book to get some of the context.

3. Take a break and do the exercise with your team.





Visual Meetings and Visual Teams

A visual team, in one sense, is any team that is adept at visual meetings! However, in actual practice, visualization works well beyond meetings to support the in-between communications, reporting out and evaluating results as well. Visuals provide a common language for teamwork across the entire spread of the organization. Katzenbach and Smith, the McKinsey & Company consultants who wrote the widely respected book, The Wisdom of Teams, point out that one of their “uncommon findings” was that “many of the highest performing teams . . . never actually thought of themselves as a team until we introduced the topic” (Katzenbach 1993, page 4). I think the same is true of visual teams.

You could think of this book as the summing up of a professional lifetime of developing strategies for collaborative work. Whether or not you think of yourself as a team, if you are interested in how people can work better together you will get a bushel full of good ideas. In a time of networks, multiple team assignments, virtual work, and even virtual organizations, the common idea about what a team is and isn’t is evolving rapidly. I hope this book helps build your confidence so that you can become part of a bounty of innovation in how people can work more effectively together.
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I: What Is a Visual Team?

Using Graphics Across the Whole Workflow


[image: image]



I: What Is a Visual Team?

Chapter 1: Working Like Designers The book begins with a link to Visual Meetings and the idea that the ways of working coming out of design teams in Silicon Valley and other centers of innovation are transforming the way teams work in general. Themes in the book are introduced through the story of the Boise LasterJet Advanced Sales Teams.

Chapter 2: Why Be a Visual Team? This chapter explores the difference between workgroups and teams, and shares a tool for assessing the difference. It introduces a graphic portrayal of the types of teams and some opportunities for visualization.

Chapter 3: A Graphic User Interface for Teams This chapter describes the TPM, its key success factors, and reviews my work with Allan Drexler in setting out to create a “Meyers-Briggs” of team building. It will review the assumptions we made in its design and provide pointers for deeper study. I explain the reasons for moving from a “building” to a “performance” metaphor and using a “bouncing ball” as a graphical user interface for thinking about team process. It will also show how this framework bridges to other popular visual frameworks for thinking about teams.







1. Working Like Designers

Why Visual Teams Get Results

Let us begin our exploration of visual teams with a story about a task group at Hewlett Packard (HP) that deeply shaped my thinking about what was possible when a team learns to use visualization to support its work. Then, in the following chapter, I’ll describe the specific, practical ways visualization can help your team. Remember, this book is designed to be scanned as well as read, so if any chapter isn’t relevant to your situation then just skip ahead!

Help Us Present to Management

When Susan Copple called and asked if I would help a team at HP’s Boise Printer Division prepare a visual presentation for top management, I didn’t suspect that we both were on the edge of a breakthrough assignment that would transform the work of my company, The Grove Consultants International, and many HP divisions that picked up on our success. I initially thought it was just an interesting communication design job.

“Our team is a cross-functional task group that has been assigned the job of finding our next billion dollar businesses,” Susan said. “We’ve been at it for about two months, but are running into some challenges in figuring out how to present our findings. Can you help us design our presentation of findings to top management?”


We have been assigned the job of finding our next billion dollar businesses . . . Can you help us design the presentation?
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Susan was the quality professional on the team and had worked with me before. She told the team that I was a designer who helped with presentations, even though most of my work at the time was as a strategy consultant, facilitating visual meetings and change processes. But several decades of visual work and design of many different reports and output media from meetings left me quite experienced in what is now thought of as “information design” or “presentation design.”Susan knew this. She also knew the team wasn’t looking for help with its work, but how it could communicate it.


TELL ME YOUR HISTORY

At the beginning of any team consultation it makes sense to know how it came to be and what work has been accomplished so far. This is the way we began with the Boise LaserJet Advanced Sales Team as they began to consider how to design presentations to top management from their research finding the next big opportunities for the LaserJet division at HP. Mapping the story visually is a guaranteed way to get everyone talking.
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At that time in the mid-1990s, the Boise Printer Division was one of the most successful within HP, and had in fact set records as the company’s first billion-dollar revenue division. Personal computers and LaserJet printers that often accompanied them had exploded in sales growth following the initial HP printer’s introduction in 1984. Profits rolled in. But successes in high tech don’t last forever. Top management picked Jim Lyons, one of its most creative marketing leaders known for new ideas, as well as some other promising staff at their Boise site to conduct a two-month research project and recommend where to look for the division’s next big wins.

What’s the Challenge?

Jim, Susan, and some of the team met me in a conference room at the San Francisco airport on one of their trips to headquarters. I brought large paper and magic markers. I asked team members to introduce themselves and tell me the story of their project. I found out they were called the BLAST team, for Boise LaserJet Advanced Sales Team. They repeated the goal Susan had shared with me, which was to identify the next multi-billion dollar business opportunities for their division. Soon I had six-to-seven feet of graphics detailing out how they received the request, conducted internal research by phone and e-mail, held many meetings to begin making sense of their findings, and were now facing the job of figuring out how to report that to their management. They didn’t want their report to be the end of it. They really liked their ideas and wanted to see the division move on them.

But I began to feel that something was amiss. It was a gut feeling, not anything anyone said really, but the team didn’t feel at ease with its work. Jim was a very bright, somewhat tightly wound manager who had lots of ideas. Another engineer and a business-planning professional were pretty active in the conversation. Trusting my instinct, I asked if there was a problem.

“Yes,” Jim said. He went on to explain that in the relatively recent history of the division, two prior teams had been assigned similar projects, and at the point of sharing their results ran right into a wall of resistance and even hostile response from upper management. “It was a career-limiting experience for many on the team,” he said. This new team was scared stiff that it would come to the same end. So this was the underlying reason they wanted outside help. They simply weren’t confident that their traditional strategies would work. This challenge gave them the courage to step into becoming a truly visual team, innovate, and surpass all their original thinking about what was possible in a situation like theirs.

Thinking Like a Designer

At this point in the meeting I was working like a designer. My mind was racing with possible “solutions” to their problem, even though I really didn’t know enough yet to be confident of any. But this is what designers do—they let themselves play with ideas in various stages of realization. Let me depart from the story a bit, and take you inside some of the thoughts that at the time were flashing through my mind.


Design teams know that something needs to be produced to fulfill specific goals and objectives, often within specific constraints and criteria.



Even though there are many kinds of design, design teams have much in common across all disciplines. Design teams know that something needs to be produced to fulfill specific goals and objectives, often within specific constraints and criteria—budget limitations, specified materials, and the amount of time that can be spent on the project. The excitement of design is being creative within these constraints.

Design is also, in most cases, a collaboration among many different people who have a stake in the outcome. Anybody who has worked this way much, be it designing a meeting, designing a new organization, designing a presentation, or designing a product or piece of software, knows that early ideas will evolve as users give feedback. In software design in particular, a process called “agile development” explicitly presents solutions that are just good enough to deliver some value, and then iterates and improves them at a rapid pace. Brainstorming many ideas, playing around with tests and what are sometimes called “prototypes,” working quickly, and making improvements are all basic tools in a designer’s tool kit.


Brainstorming many ideas, playing around with tests and what are sometimes called “prototypes,” working quickly, and making improvements are all basic tools in a designer’s tool kit.



If this sounds like a description of any productive project team, you are reading my mind. Many project teams are implicitly being asked to work like designers and come up with something specific. This is precisely what brought me to write this book. After years of working with visual meetings and applying many tools like the ones I just described, I’ve come to appreciate that design thinking is a generally useful way for any team to work that needs to both produce results and be creative.

I knew what the goal of the BLAST team was: multi-billion dollar businesses. I also appreciated another hidden goal, which was to have this experience be a career-building experience, not a career-limiting one for the team itself. And I appreciated the constraint of only having a few more months to pull everything together, and of having the report presented to one of the most successful management teams in the entire HP business—the vaunted LaserJet management!

Initial Assumptions

From the time of the first phone call, some initial assumptions about the BLAST team’s challenge guided my work. These are products of many different experiences and study of organizations. It’s the mental “software” of any consultant or designer. The key is to be aware of them.


	Successful people (and organizations) may think they are open to new ideas, but they have a lot of attachment to current success.

	For people to accept anything new, they need to experience and feel, not just think about it.

	Slide presentations are often one of the least-involving ways to engage people’s feelings.

	I immediately assumed that the management group to which the BLAST team would report was very smart and very happy with its success, and needed to be fully involved in the excitement and potential of the new ideas if they were to have a prayer of coming true.


How Could We Get True Engagement?

I knew from long experience with visual meetings that using large murals is a very involving way to present. They allow the user to tell stories and hop around in response to questions in ways that a fixed presentation can’t. Susan knew of The Grove’s work in this area for other parts of HP and I assumed that was probably one of the reasons she thought I could help. The team immediately agreed to avoiding slides, but didn’t have experience with being a visual team in a true sense. And I didn’t think eye-catching murals would be involving enough.

I then reflected on what I know is true universally: that everyone LOVES to see drawings and sketches unfold in real time. But it didn’t seem possible to use graphic facilitation or live recording as a way to present about this subject. Management was looking for answers, not a facilitation experience.

Like many designers, I’ve found that holding two seemingly unrelated ideas together and seeing if I can make a connection can often spark some original thinking. In this case it did. My one idea was to use murals. The other was that live drawing is engaging.
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Breakthrough Idea!

“Is there a conference room anywhere near the management team’s offices?” I asked. The BLAST team looked puzzled. “Yes,” someone said. “Why do you think I find this interesting?” I asked. They were still puzzled.

“I have an idea,” I said. “What if I flew out to Boise a couple of days before your presentation, and we, as a team, created the big murals in the conference room during those days?”

A huge smile spread across several faces. Of course! Management would not be able to stay away, and like camels poking their nose under the tent, would come in and get to see all the ideas emerging in real time, with real drawing, and lots of engagement! And if they didn’t come, we knew we could get them to! This would ensure that the ideas weren’t experienced as a big PUSH in the face of the successful managers, but would PULL them in.


“PUSHING” INCLUDES


	Dense slide content

	Fully formed ideas

	Direct instructions

	No interaction
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“PULLING” INCLUDES


	Simple, open frameworks

	Incomplete ideas

	Questions

	Invitations

	Interactive visualization





For those of you who are familiar with facilitation or have read Visual Meetings, you will recognize the push/pull idea—a very useful way to think about group dynamics. Pushing—which is presenting content, requests, answers, or anything already worked out—usually creates resistance and “push back.” Pulling—which involves asking real questions, having blanks and open spaces, using silence, waiting—creates participation. Nature abhors vacuums and so do people.

Creating True Engagement

So our team now had a working idea, but the challenge was to identify which murals we would create in this workshop setting as part of the presentation. Again, as a facilitator of many planning sessions in organizations, I had more assumptions.


	People’s understanding of new ideas is filtered through past experience.

	People’s assumptions about context are as critical as responses to the new idea.

	If new ideas can find a basis in past success, they have a better chance of being adopted.



“Context” is a word for everything that surrounds an idea. In the case of the BLAST team it included the division’s relationship with its own larger group within HP and the company as a whole, and it included its assumptions about how long the printer market would hold, workforce capability, and so forth. To get their new business ideas to take root the team needed to describe the soil and environment.

I began asking the team questions about the history of its division. I was actually looking for something very specific. I wanted to discover where in the past this particular management team had succeeded by being rebels and risk takers. I knew if the team could connect top management with its own risk-taking experiences early in the presentation, it would be more receptive to the BLAST team ideas.

It didn’t take long. A clean sheet of paper went up. On it I drew a simple time line and led a fast, half-hour review of the recent history of the division. In 1992 the Printer Division had experienced several failed projects that cost a lot of money and put the division in the crosshairs within the company. Everyone was on edge. They had to get a “win.”
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HP LASERJET 4

The HP LaserJet was the first in a series of laser printers, launched in 1984 and continuing on in many versions (the 1992-vintage LaserJet 4 is shown here). Over the years numerous models have been designed for home, small business, and corporate use, incorporating other functions such as scanning, copying, and faxing, and offered in color as well as the original monochromatic (black and white) printing capability. It was without question one of the most successful printers of all time, and spawned many of the HP printer lines we see today. Attesting to its popularity and longevity, an extensive and ever-growing history of the LaserJet can be found on Wikipedia at http://en.wikipedia.org/wiki/Hp_laserjet. Laser printers are one of the technologies responsible for the revolution in visualization in business communications.



Laser printing had been a new technology in the marketplace ten years prior, when the original LaserJet came along. Apple Computer had a competitive model introduced somewhat later, and delivered the concept of “Desktop Publishing” to the market. Boise LaserJet’s offering was strong and as an “everyman’s” solution sold like crazy. The LaserJet management, led by Dick Hackborn (who went on to become a very influential board-of-director member of HP in the 2000s), went against corporate policy and brought out a laser printer that would hook up to any PC, and eventually Macs as well (see side story). It rocketed to success. At the time of the BLAST team’s work the division was a highly profitable and still growing multi-billion dollar hardware and toner business. So current management success was rooted in being rebels!! What luck. “We should make one of the murals be a summary of this history and you should lead with that story,” I suggested. Everyone loved the idea.

The other murals took shape. By that time I had already begun to develop standard frameworks for visual meetings. These graphic templates weren’t actual preprinted tools as they are today, but were developed in our practice.


MURAL IDEAS

Here are some of the concept sketches for the BLAST team murals.
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We decided on the following murals:


1. History of the team—showing all their interviews and research (to build credibility)

2. History of the division—to anchor the presentation in past success of being risk takers

3. Context map of the current printing environment—to frame the proposals

4. Team visions of the opportunities—outlining their big ideas in a general overview

5. Three game plans—one for each of the big ideas; two clearly defined and named initiatives, and a third, more general, process-oriented opportunity.



This made seven in all. The BLAST team would wrap the management in a theater of thinking!

Solving a Prioritization Problem

I touched in with the team once before the big event to help it review its content and sharpen the big ideas. This was a standard visual meeting in which I was graphically recording the conversations of the team, and using all the tools described in Visual Meetings to help the group come to a good conclusion about what it would do.

This meeting surfaced another design challenge arising from the team’s struggle with all the juicy additional ideas beyond their two big ones. They simply couldn’t agree on which to present. Because my role was that of a presentation designer, they didn’t mind my chiming in with some thoughts. My mind began to apply another type of design thinking, which is to turn problems on their heads and look at them as assets and features.

In this case I thought, “what a bounty, to have so many ideas.” If an organization wants to have ongoing innovation, wouldn’t they want to have a kind of greenhouse operation or set of projects that could test and prototype new things on an ongoing basis? I began to think about where in other areas this is true. I could imagine a farmer having two main crops, and then a side field with lots of other crops. We decided to illustrate the third recommendation as a tractor pulling what looked like a plow with all the additional ideas as little arrows attached to a big frame. We had a working plan.


Because my role was that of a presentation designer, they didn’t mind my chiming in with some thoughts. My mind began to apply another type of design thinking, which is to turn problems on their heads and look at them as assets and features.



Using Subteams and a Shared Workroom

I flew to Boise three days before the big presentation with a big role of paper, magic markers, and dry pastel chalks. (I’ve found that dry pastels can create effects that look like an airbrush if you rub the colors in with tissue paper.) I knew that if the team was to work like designers and help cooperate on the murals, it needed a structure in which to work. I’d already seen that the team could flounder a bit with completely open conversation. I also knew that to draw these murals, I needed agreement on the wording.

The way we set up the workshop was a new experience for me, and really worked. Jim, as leader of the team, had the most knowledge related to which recommendations the team should actually advance. He and a couple of others needed to make some final decisions. Others were good at internal communications. I was the lead creating the actual murals, but wanted someone familiar with the team’s recommendations to watch over me and answer any immediate questions about wording. We came to a design that broke the BLAST team into three parts.


THE BLAST TEAM WORKROOM

In a conference room near top managements’ offices, the BLAST team created an assembly line of three subteams to create the Big Ideas presentation. Top management couldn’t resist coming to get a preview, and became fully engaged. The visual environment made it possible.
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1. Decision Team: Jim and two of the most knowledgeable members would settle all remaining issues having to do with the content of what they would present—such as deciding on the names of the big ideas and the main features.

2. Wording Team: A second team of two would take the information BLAST wanted to present and determine the precise words that needed to go on the chart, using sticky notes and a rough sketch of the mural.

3. Mural Creation Team: I would draw the mural, working with one other person to answer any questions I had and make sure I was accurate.



Ground Rules Helped

As a team, we all agreed on some ground rules that helped make the process possible. I knew we would have to work productively, use the power of both hierarchy, as reflected by the three teams, and group consensus, working as a whole team. Bringing in an idea from the teams I’d seen work at Saturn Corporation, General Motor’s new car company that was completely team-based, I suggested that if anyone ran into a problem or question on their team that they could not handle, they could “stop the line” and call a quick meeting of the whole. I asked if I could do the same, functioning as the outsider representing the uninformed audience. By this time the team’s trust was high, and they liked the idea. We were soon off and running!

And what fun it was. The conference room was fairly small, and got steamy pretty quickly. Sure enough, top management couldn’t stay away. They were very apologetic about peeking in, but were fascinated.


BLAST TEAM CONTEXT MAP

The Boise LaserJet team chose to assemble all the assumptions it was making about the printing environment on one large mural to set the stage for their presentation of the next billion-dollar businesses to pursue. This is a black-and-white version of what was a very effective, full-color final version.
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I worked out a way of doing a fast sketch for the mural designs to get spacing and visual ideas, and then putting a large piece of paper over the top. The poster-maker bond that I was using was transparent enough that I could see through, essentially tracing and improving the work underneath. This business of doing versions of drawings is a standard method architects and designers use to think through ideas. Three, four, or five versions result in a design that comes alive.

Success on Success

The actual content of the BLAST team’s presentation is and was proprietary, and not essential to understanding the power of this story. I flew home after the murals were done, and the team went into its presentation, creating a theater of ideas for their managers, each taking a part in the presentation. Because the managers had already seen the murals in the making, the presentation became a celebration. Not only was the BLAST team roundly thanked, but also the top managers decided to use the murals as the springboard for their annual strategic planning meeting, which they invited me to facilitate, and the group-level managers decided to do the same thing at their strategic meeting.

I heard later that indeed Boise LaserJet did create some new businesses around the ideas, and that members of the BLAST team in several cases were tapped for the new work. Their assessment of the industry moving to a “distribute and print” paradigm was far-sighted and became a generally understood vision within the printing groups of HP, including the InkJet side of the house, and even beyond to the industry at large. So the BLAST team achieved both of its goals—the primary one of identifying new large business for the division, and conducting a “career enhancing” process. Jim Lyons’ note in on this page tells that story.


NOTE FROM JIM LYONS

It has been great to have a chance to reflect back on the BLAST team and its impact on the HP printer business. After working on communicating the BLAST ideas far and wide within the company for a number of months following the return of our cross-functional team to their “day jobs,” I was asked to head up one of the two business initiative areas that the team had identified, and worked closely with another colleague who led the other initiative for some time. After a great career at HP spanning 25 years, I chose to leave the company in 2005 to pursue teaching and writing. This led to a position as Senior Editor of Lyra Research’s The Hard Copy Observer, an industry newsletter (now online) that for 20 years has been the “voice” of the printing and imaging business. In that role, I still follow HP, the clear leader over so much of the printing and imaging domain. And now, what are the company’s two biggest strategic initiatives?–1) cloud/mobile printing, taking advantage of the shift from PCs to mobile devices; and 2) managed print services, again taking advantage of larger customers (corporate and the like) to have comprehensive management of their printers, all-in-ones, copiers, and supplies, in a cost-effective way, often highly integrated with their other IT activities. Looking back to BLAST and our two “Big Ideas,” despite numerous twists and turns along the way, there is a high correlation, and clear recognition, between our two recommendations and the current strategy.



Let’s turn from this specific example to look more generally at why visual teams are better positioned to get results than ones that don’t use visual meeting and planning methods.





2. Why Be a Visual Team?

The Case for Collaboration

If you are on teams in your organization there are no doubt expectations of what you will achieve. Like HP, your managers probably want you to meet your goals. I would guess that they would be pleased if you were creative in addition. They would be thrilled if you were paying attention to costs and return on investment, as well.

We can do all this, you might think—if we have clear goals, plenty of resources, time to work, people we like, and leaders we trust! You can guess what I’m going to say next. The way forward isn’t that simple. Even though most researchers agree that humans are deeply social, cooperating in results-oriented teams within the time frames and expectations of our contemporary, fast-paced lives is not necessarily second nature. It takes training and practice to be a high performance team, and as Katzenbach and Smith emphasize in The Wisdom of Teams, high performance doesn’t happen all that often.

I would also guess that no one is asking you to be a “visual” team.

Start with Why YOU are Interested in Visual Teams

This book will share a visual framework for thinking about teams and well-tested tools and methods for working graphically that will greatly increase your chances of being effective. But before we delve into these in the next chapters, let’s orient to your purpose and intention in even picking up this book. Something must have sparked your interest! Was it an inkling that maybe being able to have fun while getting results is possible? Was it a memory of what it was like to be a kid without fear of creating and drawing? Was it having read Visual Meetings and wanting to apply these ideas to bigger challenges than just one meeting? Or maybe you are really floundering and don’t know where to start and are willing to reach for something different? It doesn’t matter, really. What does matter is that you have a seed of hope and an intention to water it and try something new. You’ll need persistence. Group skills take practice. Look at any high-performing sports or performing arts team. They practice! And they play!
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So you need to be motivated. Look at the two lists on this and the next page. The one on the left lists all the challenges teams face in today’s work environment. The one on the right holds out some possibility of meeting these challenges. A part of your success in learning the tools and methods in this book will be having enough discontent with the current situation and enough pull toward a vision of something being possible that you are willing to change. (If you look at the list of team challenges again, I made all the items where visualization is directly helpful in italics!)


TEAM CHALLENGES

Check the ones that apply to your team.

Orientation and mission


	Setting clear purpose and scope



Trust and competency


	Working across generations, cultures, and time zones

	Great individual performers that don’t understand how to lead a team or have the correct skills



Clarity and communications


	Increasing complexity of information and data

	Finding a common language for talking about team issues


Commitment and resources


	Picking the right communication technology

	Getting organizational support

	Resource limitations

	Membership on multiple teams


Implementation and timing


	Coping with a 24/7 work environment

	Cross-functional alignment and collaboration

	Managers pushing lean teams to innovate


Performance and improvement


	Increasing demands for speed

	Tracking and evaluating progress

	Getting timely help from other team members


Renewal and change


	System-wide disruptions from reorganizations

	Finding time to learn and debrief


(Italics indicate advantage for visual teams)



The Advantage of Visual Teams

There are several key arguments for working visually as a team that flow from the list of challenges on the left. I’ve grouped them as the four “Fs”:


1. Focus: An effective team converges on a common purpose and set of goals, and shares common assumptions about what it’s doing. Visual work focuses a group, because everyone is looking at one display, not the many different versions inside their own imaginations.

2. Fellowship: I make the case in Visual Meetings that the interactive, engaging qualities of working with graphics, sticky notes, and idea mapping is much more effective at supporting relationship building, trust, and participation than pushy presentations. On the delivery end, cocreating communications to the larger organization can be very energizing, as I described in the story of the HP team.

3. Fragmentation: The explosion of types of information, channels of communication, and global use of English means that finding patterns and making sense out of the avalanche is increasingly difficult. Visualization is a direct support to pattern finding, and allows the aggregation and analysis parts of teamwork to be a group activity. Most of the progress that scientists are making in understanding dynamic systems comes from visualizing and literally seeing patterns. Work teams can tap the same advantage.

4. Follow-through: Connecting everyone’s activity over time is essential to producing anything. The difference between relying on everyone’s individual perception and having a shared schedule and road map everyone agrees upon is night and day. Graphic records allow teams to brief stakeholders and sponsors, support after-action reviews, and document best practices for future teams.




OPPORTUNITIES FOR VISUAL TEAMS

Check the ones you can imagine.


	Using graphic visions to energize everyone’s sense of purpose

	Recording meetings graphically to honor everyone’s input, build trust, and foster mutual respect

	Transforming virtual meetings

	Mapping and display-making to pull information together and find patterns

	Getting everyone’s commitments to action on one sheet of paper (imagine that!)

	Visually sharing plans with sponsors and potential supporters

	Having decision making be fun and interactive

	Seeing the big picture while working on the details

	Collaborating on making videos, multimedia presentations, murals, and other visualizations as a direct way to have fun and be productive at the same time

	Drawing attention to team outputs and results





Hindsight, Foresight, and Insight for Action

At an even deeper level there are reasons for making visualization central in teamwork. It’s a key to our imagination of possibilities. In the 1990s, when The Grove formulated our Strategic Visioning process for supporting planning with graphic templates, we concluded that the reason managers wanted to do strategy was to bring their best hindsight from the past and foresight about the future together to create insights for action in the present. Think about these words. They all have “sight” in them! When we think backwards our understanding is embedded in narratives about how this or that happened and we literally “see” patterns of connection and flow. The same is true when imagining the future. We imagine it. We form pictures. We see possibilities. And the same is true when we bring our future thinking back into the present and determine action plans. We want to see them clearly laid out.

From a cognitive science point of view it is common knowledge that humans cannot hold more than about four to seven data points in their attention at one time without resorting to displays. I think this is why Geoff Ball, in writing about explicit group memory when he was working with Doug Englebart at SRI, claimed that a shared working display is the single most productive tool any group can use to support its activities.


CHECK INTERDEPENDENCE


1. Get your team to spend time checking how much everyone needs to cooperate on tasks.

2. Pass out sticky notes and write down all the team tasks, one per note.

3. Create a scale of interdependence on a white board or large plotter paper as illustrated below.

4. Post the sticky notes according to how much cooperation is required—“0” low and “10” high.

5. Agree on the top items requiring cooperation.





Are You a Workgroup or Team?

If you are convinced about visualization, the next question is how much you need to invest in being a team. The word “team” is used very broadly inside organizations. One way to start thinking about how much effort you want to put into team development is to distinguish between those workgroups that essentially work individually, perhaps coordinated by a manager and aligned with common goals, but are working most of time on an individual basis, and those teams that require cooperation. The first kind might include teams that work in accounting, or call centers, particular crafts, or some professional services. In this book I’m calling these kinds of teams “workgroups.” There are many ways that visualization can support this kind of work. But there are many cases where work cannot get completed without people closely cooperating. The BLAST team is a good example. A management team, production team, design team, sports or performing arts team, or organization change team are all examples of teams where tasks require coordination and cooperation all the way along. It’s helpful to call these groups “teams.”


One way to start thinking about how much effort you want to put into team development is to distinguish between those workgroups that essentially work individually . . . and those teams that require cooperation.
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How much effort you personally or as a team invest in learning to work together should be a direct result of your answer to the exercise described on this page. If you need to cooperate to complete your work, then investment in the methods and tools in this book will be well worth it. If you don’t need to cooperate so much, but would benefit from more camaraderie, goal clarity, and such, then skip to those parts that share best practices in these areas.


VISUAL TEAMS GET RESULTS BY . . .

Imagining together


	Envisioning success, focusing attention, and using “graphic” stories to frame possibilities.



Engaging and acknowledging


	Graphic recording web and face-to-face meetings to build trust with active visual feedback

	Inviting everyone to get directly involved with sticky notes and dot voting

	Mapping group skills and interests



Thinking BIG picture


	Showing how parts connect in larger systems and solutions with visual diagrams and displays

	Creating great virtual work spaces with graphic templates, and idea mapping



Enacting across time and space


	Visually rating, ranking, and deciding on options

	Supporting distributed teams between meetings

	Mapping team agreements and action plans

	Helping teams understand how roles integrate over time with graphic metaphors



Reporting and learning


	Managing projects with visual tracking and project-management tools

	Remembering agreements with Storymaps

	Using murals and maps as overviews for reports

	Using visual cases to support learning, debriefing, and knowledge creation at the end of projects





Appreciating New Groupware Tools for Teams

Let’s assume you appreciate the value of being visual and do want to be more of a team. The next question is “what kind of tools are available?” I remember Jim Whittaker, the climber and founder of REI, saying at the Apple Leadership Expeditions in the 1980s, that most climbers when they first join up as a team talk about tools. It’s a way of calibrating competency and imagining what will need to happen on the climb. So let’s pretend we are going on an expedition of learning about visual teams. Here will be your chance to check out what you are familiar with and not, and what you might have imagined using to support your team. I’ll go into more depth in later chapters.

In Chapter 17 I will share the story of the Groupware Users Project that The Grove and the Institute for the Future conducted during the 1990s, when group-oriented software was being developed at a rapid pace parallel with the growth of the Internet. The term “groupware” refers to software specifically designed for collaboration. It included in our initial research video conferences Lotus Notes, decision-support tools, graphic recording software, and interactive whiteboards. I argued then that Group Graphic and visual-meeting methods were also a kind of nonelectronic groupware. As the Internet exploded in 1993 with the advent of the Mosaic browser (the first widely used graphical user interface), these tools accelerated in their development. Now in the 2000s social networking, smart phones, and tablets are pushing the boundaries of what is possible even further. I appreciated early on that most groupware tools worked because they provided a common, visual working display for groups. All the features and benefits aside, they allowed people to see what they were doing over time and space.

One of the first things we did in the Groupware project was map this phenomenon. Our first report to clients, called Leading Business Teams, was one of the first books published about this. (See side story on next page.)

Visual Thinking Applied to Groupware Tools

Visualization works at two levels for teams. One involves the communication tools and methods the teams use to actually manage work and make sense of things. The other is using visual concepts and models as a new kind of language for thinking about team dynamics and organizational process itself.


I appreciated early on that most groupware tools worked because they provided a common, visual working display for groups. All the features and benefits aside, they allowed people to see what they were doing over time and space.



We wanted to describe choices of tools, so we developed the Four Square Map of Groupware, explaining our intention in Leading Business Teams:

An early goal of the Groupware Users’ Project was to create a single-page map that could be placed in front of someone who had never heard about the emerging technology (in this case groupware) and be used to explain the subject at a general level within five minutes. Within ten minutes, a newcomer should be able to talk through the map as he or she asks questions and makes comments about the groupware concept. When frameworks are this clear, then the focus can be on the territory and finding the new patterns with it. (Johansen 1991, 14)


LEADING BUSINESS TEAMS

One of the first things we did in the Institute for the Future/Grove Groupware project was map the explosive growth of group-oriented software in the late 1980s and 1990s. Our first report to clients, called Leading Business Teams, was one of the first books published about this new development by Addison Wesley in 1991. It is called Leading Business Teams: How Teams Can Use Technology and Group Process Tools to Enhance Performance. It contains maps to this territory of new tools that are still very relevant today.
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This is about as clear an argument for the power of visual language that I know. Let’s use it now to look at the kinds of visualization tools I’ll talk about in this book and that you can think about learning to use. In order to map anything, a designer needs a “map base.” For geographic maps this is a given—it’s the north-south-east-west grid. For conceptual maps one needs to think about the natural ways people understand things and find a map base that is intuitively clear. Four-square maps are quite common because they cross two dimensions to create four categories. This is a perfect balance of simplicity and complexity. The art is choosing the two dimensions and having them be relevant. This groupware map has held up, and provides a perfect base map for looking at all the choices for visual tools for teams by comparing time and place. I’ve upgraded the mapping for this book to include all the new tools that have come into being since we wrote the original book back in 1989.


FOUR SQUARE MAP OF GROUPWARE

This is the original model published in Leading Business Teams to organize choices for groupware tools. New technologies are included!
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Same Time/Same Place—Face-to-Face Meetings

The traditional, and historically most familiar way to work as a team, is face-to-face at the same time and in the same place. This is the space of face-to-face meetings and was the focus for Visual Meetings. Many kinds of work groups are still located in the same geographic area or building and can meet together this way. The tools we’ll look at in this team mode are:


	Graphic recording on large paper

	Static and interactive whiteboards and multitouch screens (and walls)

	Computer projection of idea mapping, flow charting, and other software

	Predesigned presentation murals and charts

	Wall and tabletop graphic templates

	Workbooks, worksheets, and handouts

	Sticky-note displays

	Decision-support software for electronic brainstorming, voting, and ranking

	Tablet computers for active graphic recording that is projected



Same Time/Different Place — Virtual Meetings

Increasingly teams aren’t in the same location, and are distributed in different locations, many times all over the world. But they still want to meet every now and again at the same time, hearing each other’s voices and perhaps seeing themselves on video and looking at shared drawings. Many face-to-face meeting involve a virtual component with several people calling in. This is the same time/different place way of working. Its tools are:


	Teleconferences with target documents

	Web conferences with shared whiteboards and interactive presentations

	Web conferences with active recording on tablets

	Video conferences with telepresence and interactive whiteboards integrated

	Interactive whiteboards and telephones

	Live chat with or without video

	Browser-based decision-support software



Different Time/Different Place—Internet Connection

A third, and you will realize, very common way of working in today’s technical environment, is at different times and different places. This is the world of e-mail, team websites, and social media. Tools used here include:


	E-mail and texting

	Shared databases in “the cloud”

	Electronic bulletin boards

	Social media, such as LinkedIn, Facebook, Google+ and Twitter

	Fax and overnight mail

	Team-oriented project-management software



Different Time—Same Place Meetings

This brings us back to a physical office or workspace. When teams are collocated they can communicate visually through the physical environment in ways that allow coworkers to see what is going on at different times. These tools include:


	Physical bulletin boards and project-management walls

	Posters

	Posted action plans and road maps

	Team rooms with displays

	Kiosks—physical and electronic



Anytime/Anyplace—Social Media and Cloud Computing

Our Groupware Project foresaw the blooming of mobile media and the possibility of virtual communication almost anywhere. With cameras on smartphones and tablets, wifi and other Internet connects becoming universal, and data access from the cloud expanding exponentially, the “anytime/anyplace” possibility is becoming reality. Some of the tools that specifically make this possible are:


	Texting

	Video and photo sharing

	Teleconferencing on smartphones

	All the above plus drawings on smart tablets

	Coordinating through cloud computing services

	Mobile appliances of increasing variety



This last category isn’t different from the basic four, but integrates and blends them. People are texting and tweeting in face-to-face meetings now. Virtual meetings dip into the cloud to reference documents. Apps allow linkages across e-mail, social networks, and websites. Where this integration and cross communication will move is the open question of our time.


SOME HYPOTHESES ABOUT VIRTUAL WORK

In the late 1990s I was invited to be one of the keynote presenters on the first ever computer conference hosted by the Organization Development Network, called Collaborate 98. Hundreds participated over a three-week period, with each one of us who agreed to be “keynoters” taking one of the weeks. I agreed to check into the conference two or three times a day and respond to the comments and questions that were posted following my five-page introductory “address”—actually an essay I wrote for the occasion.

I had three hypotheses at the time that are even more relevant today when it comes to working in team situations that involve virtual elements, and are quite relevant to thinking about how to use this book and all its ideas. I took a stand that three things were going to shape online collaboration.


1. Face-to-face meetings will become less frequent and more important in that they will need to be well-facilitated since virtual teams depend on them to develop personal relations.

2. In spite of the variety of communication platforms, teams will need to agree on one or two basic ones to connect.

3. Narrower communication channels (i.e., texting, phone vs. face-to-face) will require more robust meta-language for talking about talking and thinking about thinking. The visual models in this book are good examples of what I mean.





Thinking About Teams Over Time

Thinking about all of these tools without a specific team in mind is like going into a sports recreation store without an idea for what sport you want to play. It is overwhelming how many choices there are. So the next step in working with a team is to understand how things move over time. The good news is that there are some very predictable stages to team process, when reviewed at a high level. There are definite steps involved in creating the team in the first place, and then there are phases when you are trying to sustain performance. That is what the next chapter will provide—a detailed, step-by-step look at team process through the lenses of the Drexler/Sibbet Team Performance Model.


[image: image]


But before getting into that level of detail, let’s look at teams more metaphorically, staying within the adventure metaphor. The next two pages illustrate a team process as though it is a river journey, and names some of the common, repeating meetings and activities you will no doubt engage. Thinking this way will also help you make choices about the best sort of tools.

The chapters after the explanation of the TPM focus in more specifically on how to make tools choices as a leader and how to set your team up for success. Then chapters will step through each of the seven stages of team performance, elaborating on best practices and describing specific teams that have come to represent what truly visual teams can accomplish when they become fluid with the tools.

Lessons from River Guides

My favorite metaphor for the process of teaming is the experience of rafting down a river. Like a river, team process is usually bounded on one side by high hopes on the part of sponsors, team leaders, and other people in your organization who depend on you, and on the other by real-world constraints. If these boundaries are tight, and the goals are very practical and focused, the river will run faster. If the hopes are very high and lofty, the process may meander, and have more variety.


MAP YOUR OWN RIVER


1. Put up a big piece of paper and explain this river metaphor.

2. Get everyone on the team to identify on sticky notes the predictable challenges that you will face.

3. See if you can organize them in a sequence that has a high probability of happening.

4. Create your own names for these kinds of predictable stages.






THINKING OF TEAMING AS A RAFTING ADVENTURE

The next chapter will translate this imaginative picture into a formal model for thinking about teamwork. You will find that the four channels illustrated here are pointers to the Four Flows that underlie all group process—the flows of attention, energy, information, and operations. The different stages in the process are the recurring challenges, such as rapids, holes, waterfalls, and slow water are for rafters. The river boundaries in real life are hopes and aspirations on the top line and real world constraints on the bottom.
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In between these constraints is the life of the team. My niece is a river guide on the American and Sacramento rivers in California. She’s convinced me that no matter how much you know about the river, it is always different and special. That’s true of teams. But she also knows there are predicable challenges. In river guide terms they are (as illustrated):


1. Forming the Team: It always involves discussion about outcomes, the raft, roles, rules, safety, and rest options.

2. Building Trust and Alignment: Getting everyone in the raft to pull together.

3. Planning the Big Run: Before going into tough waters rafters usually pull out and form a strategy.

4. Decision Making: All along the guides have to make decisions, the rafters make small decisions, and everyone needs to be clear on how that is done because lives are at risk.

5. Progress Reviews: On longer trips pullouts and surveillance downstream is required, to make sure assumptions about water levels are correct.

6. Creative Problem Solving: When big obstacles appear (waterfalls, huge snags, deep holes) everyone needs to flex and adapt, maybe even porting overland for a while.

7. Learning from Action: Good guides think through their runs and tuck away best practices and learning for the next one. Improvising in action is a repertoire problem. Having good choices makes for a better guide.



You may call these kinds of predictable challenges different names, but they should feel familiar. Having a deep sense of teams and processes over time is the key to determining what to do when and what tools are best to choose and learn.

Visual Teams Work Panoramically


PANORAMIC PRESENTATION

A Badlands metaphor serves as a framework for a team at the Institute for the Future portraying its forecasts about the future forces that will shape the economy in the early twenty-first century. By this time graphic recording and facilitation has become a standard way of making sense out of the complex patterns IFTF studies and reports.


[image: image]




As we move into chapters describing the TPM as a framework for thinking about team process, imagine having the tools and practices of using rich visualization throughout. The Groupware Project team at the Institute for the Future, which I will describe in Chapter 17, worked with charts like those on this page as a regular part of its work. Large murals helped the team communicate more integrated results and ideas later on, as a wider audience became engaged. Iterations of these large images served like a kind of thinking-software for the group mind. Version 1.0 would get things going, and by versions 2.0 and 3.5 assumptions and assertions would become clear and compelling.





3. A Graphic User Interface for Teams

The Drexler/Sibbet Team Performance Model

I met Allan Drexler at a graphic facilitation workshop I was conducting on the East Coast in the early 1980s. Allan was an expert on teams, working to help large companies like General Mills deal with the inherent tensions and conflicts in the matrix-model of organization. He had developed a team-building model called the Gibb, Drexler, Weisbord Team-Building Model with the help of some other pioneers in organization development, Jack Gibb and Marvin Weisbord. Allan drew it out in that initial workshop (see illustration here). He also shared a much more complex consulting model that would follow once the team agreed on how it was going to work.

The Gibb, Drexler, Weisbord Team-Building Model

The beauty of the Gibb, Drexler, Weisbord model, and the widely popular Tuckman model (Forming, Storming, Norming, and Performing) that is similar in its stages, is its simplicity and focus on how you start a team. It describes the progression of what people care about as they enter into any group process, and especially teams. First you will want to know why you are a team, then who you are working with, then what you are doing, and finally, how you are going to work.

In the workshop I was reviewing Arthur M. Young’s Theory of Process. I immediately recognized the first four stages of Allan’s model as reflecting the first four stages of Young’s theory, but felt that the mapping of the stages was “upside down” graphically and that the model only dealt satisfactorily with the initial phases of teaming. I imagined that the implementation and performance stages could be shown as a process of overcoming the constraints taken on during the creating stages—with one model that dealt with both creating and sustaining aspects of teaming.


GIBB, DREXLER, WEISBORD TEAM-BUILDING MODEL

This was the drawing Allan Drexler made to explain his team-building model. It suggests that these four concerns are the most basic ones of teams. Without good answers team members go back to prior questions.
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Our conversation in this workshop initiated a two-year collaboration that became one of the most exciting in our professional careers, and a great example of how a team can use visualization in practice. Let me share the story of how we developed our thinking, and then provide a more formal overview of the model itself and the seven key challenges it articulates.

Developing a New Model for Team Development

Mental models aren’t easy to change once they are established. It is even harder when they are distributed widely in an organization. If our brains were a type of computer, then mental models function like software. Allan wasn’t about to abandon his model quickly. It had a lot of credibility in practice. We had to work out the details over many meetings—and our decision to cocreate a strong visual model integrating words and graphics assisted our thinking a great deal. What emerged was a synthesis of our two perspectives and a remarkably useful way to think about team process. (If you want to read more about Gibb and Young’s work that underlies the TPM, check the appendix.)


USING METAPHORS TO THINK

Much of our intuitive thinking is guided by comparing what we know to what we don’t know. This is metaphoric thinking. Drawing and illustrating invites teams to be conscious about what metaphors they are using and to pick ones that are most appropriate for the task at hand. The “building/construction” metaphor did not feel as accurate for teams as did the “performance/bouncing ball” image.
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Rene Descartes developed a way of mapping numeric data that places “0” at the center of an “x” and “y” axis, with increasing quantities moving up and out from there. This kind of imaginary, mathematical space has become a standard way of making bar charts, line charts, scattergrams, and other data maps. A curious property of this way of mapping is that quantities are mapped higher on the page the larger they are. This is the reverse of people’s natural orientation to having heavy things lower and immaterial things higher. Arthur M. Young reversed this convention and had the “0” point indicate “no freedom,” the “y” axis move up toward more freedom, and the “x” axis indicate more time. We chose this base map for our model.



From my work with visual thinking I appreciated that the name of Allan’s model was drawing from one of the most common metaphors of the industrial age—“building.” The implication is that each step of creating a team is like constructing a building, with each step providing a foundation for the next one. The illustration even suggested this, moving up and to the right like stair steps. But my work with Young had led me to see movement and process as more fundamental than structure, and I didn’t think that implying that people are like building blocks made sense as a contemporary way to think. We ended up agreeing that working teams were much more like performing artists, actors, musicians, and athletes. We began thinking of our creative work together as developing a team performance model.

I had, from my work with the Group Graphics system, developed the habit of mapping information on charts in a way that resonated with the normal orientation of human beings to having the ground and “concrete reality” being down toward the bottom of the chart, and the cosmos and intuitive realities being “up” toward the top. I’d developed the habit of listening to what people say in meetings and tuning into what level of reality they were talking about, and recording appropriately. Do the little exercise suggested on this page to see what I mean about this. (For a much more developed description of these kinds of concerns see my book, Visual Meetings.)

Young made a very persuasive argument that these four distinctions are archetypes flowing from how humans make sense of anything. He called the framework the “four-fold operator” and had us students use the distinctions like lenses to analyze a wide range of subject matter. He saw Carl Jung’s modalities of intuition, feeling, thinking, and sensing, as reflected in the Meyers-Briggs Type Indicators, as one example of this.

This kind of mapping made sense to Allan. He wanted our new model to work with all kinds of teams and be both comprehensive and accessible. I suggested that if his model was flipped upside down it would have the “why” question at the intuitive level, inside the consciousness of the new team members, and the “how” at the bottom where material plane decisions are key. Allan liked the new graphic orientation and the reasons.


MAPPING LEVELS OF REALITY

Listen visually to your team at different levels.


1. When you record people who are talking about tangible, physical things, draw pictures of those things in 3-D and map them toward the bottom.

2. If they are talking about concepts and ideas, using words, numbers, or images, map those in 2-D, using talk balloons, charts, and flat graphics.

3. If they talk about emotional, experiential realities—feelings and movement—use color and the movement of the lines on the chart.

4. Map intuitive realities—purpose, intention, attitude, awareness—toward the top of the chart. Point at these words with lines suggesting auras..
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Words Are Just as Important as the Graphics

Both Allan and I were concerned about the names for each stage. We agreed that what’s important is that the words for the stages call up the most appropriate conversation among team members. We knew we could list more detail in the key success factors, but we wanted the top-level words to be the most useful. We decided that this first stage should be called “ORIENTATION,” with the “Why am I here?” question as an additional reminder about the concerns at that stage.

I saw the “who” questions about trust, competency, and motivation being resonant with emotional realities. Allan argued that in all the teams he’d worked with trust was the most important element to get right. He didn’t like the bias built into the Tuckman Model that called this second phase “storming.” This stage isn’t always a conflict, but it is always about trust. We did decide to name the stage “TRUST BUILDING” since that term is so widespread, and has taken on a life well beyond the metaphor of construction.

The third phase, the “what” phase, was clearly about making intellectual sense out of things and articulating clear goals and assumptions. We knew that next to having a purpose and trusting each other and your team leader, being clear about goals was the most critical step in team development. We called it “GOAL/ROLE CLARIFICATION.” Later we decided the role agreements were really part of the commitment level.


DREXLER/SIBBET TEAM PERFORMANCE MODEL

The TPM shows the integration of the key questions from the Gibb, Drexler, Weisbord Team-Building Model and mine and Allan’s work finding stage names that would stimulate the right conversations in teams. It has gone through 12 versions and is now widely accepted. As you can read in Chapter 17, it was also the integrating framework for making sense out of groupware (collaboration software for teams) in the Institute for the Future Groupware Users Project. The full model with keys to success follows in a few pages.
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The bottom-line phase was clearly the “how” phase, which involves agreeing on all the practical aspects of time, money, and resources. Mapped this way, we could literally see the journey from freedom of initial ideas to the constraint of agreeing on how to do things bottom line. We felt the central question at this moment was “COMMITMENT.” In choosing the word “commitment” we realized that this word is sometimes used to mean emotional buy-in and not bottom-line agreement. But achieving bottom-line agreement is a true turning point. It is when team members become truly interdependent. Commitment, not just from the team, but from the organization that supports the team, needs to be front and center in everyone’s awareness. We put a big platform representing the organization under the model to make this point clear.

Creating and Sustaining in One Framework

Our most engaged discussions were around what happens once you have created a team. Young’s observation of evolutionary process in nature was that light takes on constraints as it evolves—initially a positive or negative charge at the level of forces, then an identity at the atomic level, and finally a formed substance as a molecule. Some of these molecules with branching structures—DNA and cellulose—combine to grow and reproduce themselves as plants by throwing off seeds, regaining a degree of freedom.

Young noted that in nature, this process of taking on constraints only to master them and regain freedom is a fundamental pattern. I saw the parallel with teams right away. The most constraining part of any team process is getting the approval to spend money and bring on staff and pull in other resources. Things only begin to get productive when the group makes a schedule and begins to follow it, sequencing actions over time in a direction and “throwing off” results.

We chose the word “IMPLEMENTATION” for this stage. This is when, like plants, the team learns how to sequence its work. The key question becomes “who is doing what when and where?” It is also the point at which things get a little less predicable, especially around timing. Think about any workshop or training you might have designed and led. Once you “go live” and begin to implement, the uncertainties begin, especially around how long things take.


Achieving bottom line agreement is a true turning point. It is when team members become truly interdependent. Commitment, not just from the team, but from the organization that supports the team, needs to be front and center in everyone’s awareness.



In evolutionary process, animals learn to overcome the constraints of space through movement. We saw that this is what teams do when they master their processes and learn to adapt them over geographies and functions. We called this stage “HIGH PERFORMANCE.” We saw the team as transcending the thinking level at this point and learning to be truly synergetic and improvisational. It’s the “WOW!” stage.

Mapping these stages on the arc, we could see the team taking on constraints and then overcoming them, leading to high performance. But this involves less certainty and more degrees of freedom as new members and changes shift conditions. We saw the need for a final, reflective stage we named “RENEWAL” and believed the key question to be “Why continue?”


EMBEDDED GRAPHIC LANGUAGE

These are the base graphic conventions used in the TPM for the first four stages.
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Designing Graphic Language Into the Model

This process of working through the model and developing all the language took several years and a great deal of testing with our clients. We worked out three keys to success for each of the seven stages based on our experience (see the spreads that follow), and developed a team performance inventory of nine questions per stage that would allow an organization or team to assess how resolved each of the team issues were for any given team. At the same time, I was working to embed the distinctions we were making about teams into the way in which the model was illustrated. We wanted both the words and the graphics to dance together in tight integration, and for the graphics to be a reminder to anyone using the model about what to look for in teams.

Why Number the Stages?

One of our key discussions was whether or not to number the stages and imply that there was a sequence to the development. I knew from working with Young’s study group that all the processes we looked at had many variations in the beginning until rules and constraints were understood. Only then could it use mastery of theses constraints to regain freedom. This means that in real time a team might actually begin work by getting its goals clear and then spending some time on trust-building, and then argue over resources, and then maybe tune into what its real purpose is in a trial-and-error sort of way, going backwards and forwards through the stages.

So why have numbers? We decided that for a new team, the sequence indicated was the most natural way to go about addressing each concern. It also indicated which of the stages are more fundamental than others, meaning that the handling of one stage, like IMPLEMENTATION, depends on having a certain amount of clarity around the prior stage of COMMITMENT. This means, then, that the first stage, ORIENTATION to the purpose of the team and determining if you are an appropriate member, is the most fundamental concern. Then comes TRUST. Then comes CLARIFICATION. In a developed team, all seven concerns are at play. But problems in the more inclusive aspects, like IMPLEMENTATION and HIGH PERFORMANCE, are usually stemming from insufficiency in one of the earlier stages. We kept the numbers and added arrows to suggest the back and forth movement that was also possible.

Graphics in the “Bouncing Balls”

I wanted to illustrate the differences among the intuitive, feeling, thinking, and sensing levels in the TPM in subtle but clear ways, overcoming a common irony that very different kinds of phenomenon are illustrated with the same kinds of graphic symbols on a lot of conceptual models.


	A light burst indicates an intuitive mode.

	A wave icon somewhat like the yin-yang symbol points at the emotional, energetic aspect of that level.

	A target felt appropriate for the thinking mode.

	The ball becomes tangible and physical at the bottom level, when it contacts the organization itself, represented by a long platform. Having this meeting of the two commitments as a prominent feature felt very important.

	Stage five, IMPLEMENTATION, is all about sequencing, so now the balls are shown in sequence.

	HIGH PERFORMANCE is vulnerable to change, so it becomes a bubble that might burst.

	RENEWAL returns to an intuitive, reflective mode. The shadows indicate that all these latter stages are productive and “real” in that they combine the physical, mental, emotional, and intuitive in action. Before commitments are added, teaming is just talk.




EMBEDDED GRAPHIC LANGUAGE

These are the base graphic conventions used in the TPM for the last three stages. At these stages teams have substance, symbolized by the shadow.
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CONDUCT AN INTUITIVE ASSESSMENT

As you study the full TPM it will help if you pick a team that you work with as a reference. Begin with the graphic overview of the Drexler/Sibbet Team Performance Model on the next page.


1. Think of the stages as being like “lenses” of attention. Think about where different members of your team seem to have their focus. Make a pencil tick by that stage or just remember.

2. Ask yourself where the center of focus is for the team as a whole.

3. Read over the keys and see which ones your group seems to embody. This will allow you to get deeper insight into where you might have opportunities for improvement.

4. Continue on to the full spreads that describe each stage and success factors in detail and refine your perceptions.

5. Read through Sections III and IV in this book to find best practices related to the stages where you think you are stuck.



The Grove provides this model in many different sizes and formats, including a puzzle (see Appendix for ways to obtain these tools).



Keys to Success

Our final work with the model was refining the 21 “keys,” included in the image of the full TPM on the next page. The following pages describe these indicators in detail—how much your team has resolved the challenges of a given stage, and what the indicators are of that set of concerns being unresolved. These words point at behaviors you can observe in most cases. In the initial stage, of course, individuals are imagining the purpose of the team and their fit with it within the freedom of their own minds, so detecting signs of how resolved these are isn’t quite so obvious. But the other stages all have observable indicators. The stage names and keys provide enough information for teams to begin having a very rich discussion about team performance right away.

How to Use the TPM

The image on the next page was designed to help a team leader or team member orient to what needs to be attended to in a high-performing team. We have found people like to use just this image in the following ways.


1. Hand out an A3 or 11x17 version and have groups conduct the intuitive assessment as described on this page.

2. Post a large version of the model and have groups put sticky notes where they believe the focus of attention of the group lies. Then discuss.

3. Have a group speculate on what the graphics and words are telling them about team performance—noting how much development has gone into making sure that all the words and images indicate something important about team performance.

4. Lead a team discussion about different practices being used to respond to the challenges identified in each stage. Map these with sticky notes.
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Orientation is about understanding the purpose of a team and assessing what it will mean to be a member. You need to understand the reason the team exists, what will be expected of you, and how you will benefit from membership. In a new team, these are individual concerns, because the group is only potentially a team. That is why these concerns are illustrated as occurring in your imagination at an intuitive level. As a team leader it is important to provide time and space for people to answer these internal questions themselves.

Stage 1: Orientation—Why Am I Here?
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Keys to When Orientation Challenges Are Resolved

• Team Purpose

Everyone on an effective team needs an answer to the key orientation question, “WHY am I here?” If you are invited to be on a team you will assuredly form a story of why the team exists and what is expected of it. If you can’t you probably won’t participate very effectively. This is why setting direction and clarifying charters is so central to team leadership. To the extent you personally embrace the stated purposes, you begin to identify with the team. To the extent that the purpose is vague or at odds with what the members care about, you may well withhold your allegiance and feel disorientation, uncertainty, and maybe even fear. A team’s purpose is its reason for being.

• Team Identity

Members of well-functioning teams also share a personal connection to its work and are willing to identify with it. This involves having conviction that you can make a difference to the team and that the work of the team will be relevant to your personal interests. The emphasis in the key question shifts to “Why am I here?” This sense may be undeveloped at the beginning of a new team with no history, but should get stronger as it becomes clearer to you that the team is important and needed. A team leader needs to keep his or her eye on members who seem to be having trouble connecting and feeling good about being associated with the team.

• Membership

The orientation stage also concerns the social dynamics of the team as a whole. The focal question shifts to, “Why are WE here?” If you know who you are as a team, what you stand for, and what you are about, then you will form a strong sense of yourselves as one group. In the beginning, if you are a new participant you will probably be concerned about whether or not you will be accepted as a full member in the group. If this concern is well handled everyone can focus more fully on the work. When you feel isolated and not accepted, it will definitely affect your performance.

As a team leader, taking responsibility for orientation at the beginning of a team’s life, and sustaining attention to it throughout its work, is one of the primary jobs of a leader. People need to be able to see how their individual work links with the overall purpose of the team. This is what “providing direction” means on a personal level.


WHAT VISUAL TEAMS DO TO ORIENT

Here are some of the best practices of visual teams at this stage. Many of these will be elaborated in the following chapters.


	Take time to imagine success and even draw out some pictures of what it might look like.

	Create a graphic purpose and mission poster that each team member can keep for reference.

	Create a graphic charter for the team, listing out all the expectations and reasons for being a team.

	Record a visual history of the story of how the team came to be, inviting in some of the sponsors (like I did with the HP BLAST team described in Chapter 1).

	Hold a team leader meeting with each member to share why he or she was invited on the team and inviting him or her to imagine the contribution he or she can make.

	Have an important stakeholder attend your first meeting or web conference as a visible symbol of the importance of the team to the large organization.





When a Team Is Blocked at Stage 1, Members May Show . . .

• Uncertainty

Often a team’s purpose is not clear in the beginning, or some members know the purpose while others do not. If you are uncertain about why the team has been formed, you will more than likely resist moving forward.

• Disorientation/Fear

Disorientation may trigger anxiety or even fear. Deep inside all of us is a survival instinct to run away from or fight things that feel threatening. In the void of not knowing a team’s purpose, or having no information about personal fit or membership, you may be fearful of what team membership offers.

Trust is a measure of your willingness to work together with others for something important. Because team members have to depend on each other to be successful, trust is essential in direct relation to how much cooperation is needed to get the job done. In the beginning of a new team’s life, trust involves some risk and uncertainty about dealing with strangers. This is why the key question is “Who are you?” An unstated aspect of this question is wondering, “What will you expect from me?” For a team to work well, you need to accept that you can depend on team members to work together to accomplish the team’s purpose.

Stage 2: Trust Building—Who Are You?
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Keys to When Trust Challenges Are Resolved

• Mutual Regard

For trust to sustain itself among team members, people need to open up to each other’s talents and contributions, and empathize with each other’s personal challenges. Mutual regard is one result of this kind of trust, and is built over time through knowledge and experience. Trust is foundational to all subsequent stages and builds as the team grows. Mutual regard should grow stronger as a team successfully resolves its different challenges and concerns.

• Forthrightness

When trust is strong, information flows among team members. You are forthright with one another, willing to share your expertise and tell the truth. You have confidence in one another, enough to air your views and come to grips with differences of opinion. This quality differs a bit across cultures. Americans expect to be forthright early on. Other cultures may be more reserved initially and open up later, say during implementation or high performance.

• Reliability

To trust other team members you also have to know enough about them to believe that they have the competency necessary to fulfill their roles and will act in the best interests of the team. This quality may not be assessable at first, but can surface as a trust issue during later implementation issues. If you are joining a team and know someone who has a reputation for unreliability, this will affect your participation. This is another quality that will grow as the team develops. If a sense of reliability doesn’t appear, then perhaps understanding of the purpose and importance of the team needs to improve. New team members may need more oversight and guidance from the leader if they don’t understand what being interdependent means.

As team leader, investing in trust building early pays off later on. It is especially important to pay attention to this set of concerns if your team is culturally diverse, dispersed, and cross boundary. Facilitating relationships is primarily about building trust among members. The higher the trust level among team members, the less work there will be for you in handling relationship issues.


WHAT VISUAL TEAMS DO TO BUILD TRUST

Some of the best visual practices for trust building are the following:


	Create a team portrait listing the skills and resources each person is bringing to the team.

	Share photos before a web conference and record a round of personal information at the beginning of a meeting on a composite group portrait.

	Use templates for breakout groups that allow everyone a chance to contribute. Mapping the larger context, team challenges, history, and benefits of working together all lend themselves to this kind of graphic work.

	Create a stakeholder map with sticky notes and share observations about different stakeholder interests.

	Review the TPM and talk about what you can expect from the process of working together through the different stages.

	Record some ground rules for working together.

	Have everyone make a poster of the best team experience they have ever had and share these in small groups (or as a whole group if you are a small team).





When a Team Is Blocked at Stage 2, Members May Show . . .

• Caution/Façade

Skepticism, passivity, silence, and mask-like exteriors among team members are signs that they feel cautious or may mistrust each other. The failure to share critical information and address important issues undercuts team effectiveness. Again, bear in mind that for some cultures this would be quite normal at early stages of the team’s life.

• Mistrust

Manipulation and deceit quickly undermine team spirit. Simple withholding of information, hidden agendas, or failing to meet promises can do the same. The failure to address these issues will erode trust still further. Cultural differences play a strong role in trust building. Some cultures are what is called “high context,” where people expect to know each other personally, know about families, laugh, and play together. Other cultures are “low context” and expect to focus on tasks.

Sometimes teams have precise charters that specify what they are responsible for accomplishing. More often, they are given a broad mandate and need to make choices about how they will pursue that mandate and translate it into goals. “What Are We Doing?” is a more specific question than the larger question of purpose asked during Orientation. During this stage of a new team’s life, it will need to do research and develop clear understanding of the job that is required, as well as generate agreements about goals and specific deliverables.

Stage 3: Goal Clarification—What Are We Doing?
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Keys to When Goal Clarification Challenges Are Resolved

• Explicit Assumptions

If your team is new, there is information that you must exchange to develop mutual understanding of the work involved. Working through the interdependency analysis suggested in Chapter 2 is a good way to surface assumptions about what parts of the work need close cooperation. When problem solving, it helps to describe problems before trying to solve them. Being explicit means listening past positions to underlying interests and assumptions, developing a foundation of mutual understanding in service of more creative solutions. Strategy teams need to spend time examining the relevant environment and organizational capabilities to feel confident in whatever priorities end up being agreed upon. It’s safe to assume that assumptions are explicit if you can write them down and visualize them! This is one of the clear and consistent advantages of working as a visual team.

• Clear Integrated Goals

The central task in Stage 3 is to specifically clarify what your team is to do. This means integrating the long-term goals expressed in your overall mission with short-term objectives concerning deliverables and immediate results you must produce. Objectives serve as progress markers that are as measurable or testable as possible. This phase also involves you setting your own goals in alignment with the team goals, especially if you are in a workgroup where people work some-what independently. Goals are clear when you can write them down and create a version that people can post in their work space.

• Shared Vision

Implicit in high performance is the idea that team members are inspired to excel. Extensive research on sports performance shows that high performers can imagine success, and see it vividly. This is what it means to have a vision. As a team leader, if you can lead your group to articulate a real vision of what success looks like if you accomplish your goals, your chances of reaching them are greater. A vision provides the focus and energy that brings objectives to life and brings meaning to hard work. The process of creating a graphic version of your vision is a great way to make sure it is a shared vision.


WHAT VISUAL TEAMS DO TO CLARIFY GOALS

This is a stage where being visual makes a huge difference regarding clarity and efficiency. Some of the best practices are:


	Develop “Voice of Your Customers” maps that illustrate real field research.

	Cocreate Drivers-of-Change maps.

	Create graphic case studies of past successes.

	Brainstorm problems visually using graphic recording, sticky notes, and idea maps.

	Do force-field analysis of what is supporting and resisting your work.

	Use sticky notes and affinity diagrams.

	Create goal alignment charts showing the connection with larger organizational goals.

	Create SMART objectives that are specific, measurable, actionable, relevant, and timely.

	Create graphic visions of the team project.

	Share videos from interviews about customer and stakeholder interests.

	Post team info in an online team room.

	Use tablets to record web conferences.

	Use target visuals for teleconference—sending out proposals, plans, or sets of goals—gathering input, then publishing a second version with changes.





When a Team Is Blocked at Stage 3, Members May Show . . .

• Apathy and Skepticism

People respond differently to unclear goals. Quiet, sensitive people may find themselves retreating from argumentative discussions. Analytical people may find themselves skeptically questioning the team’s readiness to move on.

• Irrelevant Competition

Take-charge people might aggressively challenge ideas and people even on minor points. Recognizing that nonconstructive activity is taking place can help your team focus on the concerns underlying the actions.

When goals are clear and options are identified, your team is probably eager to act. Attention moves to the question, “How will we do it?” This stage occurs at the bottom of the “V” in the TPM, the point of greatest constraint. This means commiting to a specific course of action, making decisions about resources, and being clear about roles. These are also the indicators of having addressed the “turn.” Remember that the initial stages of team performance involve a good bit of trial-and-error. Embracing these questions might require backtracking to goals, investing more in trust development, and revisiting initial purpose before you can fully resolve commitment issues.

Stage 4: Commitment—How Will We Do It?
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Keys to When Commitment Challenges Are Resolved

• Assigned Roles

As your team turns toward implementation everyone will want to be clear about roles and responsibilities. You may have considered these during stage three planning, but now need to commit to what your function, authority, and responsibilities will be in practice. Role definitions have to be complete enough to cover all the tasks that must be done to accomplish your team goals while minimizing overlaps and role conflicts. A big part of your job if you are the team leader is to help match goals to competencies, and help people step into roles that will develop their abilities and improve results for the team.

• Allocated Resources

In addition to role clarity, your team must deal with another constraint—how to provide for and deploy its limited resources, including time, money, and so forth. These hard choices usually involve setting aside some useful tasks because the resources are not available to support them. Indecision in this area breeds confusion and stalls work. For virtual teams, decisions about tools and communication platforms are essential at this stage. Teams may have to negotiate with the larger organization to get the kind of tools and support they need. This is why the TPM intersects the organization “platform” at this stage.

• Decisions Made

Finally, a team needs to get clear about how members will handle decision making. Will authority be shared? How will you stay in touch with one another? Who can spend what funds? In a dynamic work environment where plans can change frequently, decisions about course corrections are common. Thinking through in advance how these will be handled moves the team’s focus more productively toward implementation and high performance.

When your team commits to roles, resources, and decision making and sets its course, you will probably feel a real release of energy—a “bounce” in the metaphor of the TPM. Work begins to progress. Actions begin to sequence over time. This is what Young describes as a “turn”—in this case toward high performance.


HOW VISUAL TEAMS PRACTICE COMMITMENT

Commemorating agreements visually grounds commitments in visible reference documents. Here are some of the best practices.


	Create graphic action plans with clear role assignments.

	Have individuals make responsibilities posters and have everyone review each other’s lists for accuracy and agreement.

	Use graphic metaphors of comparable kinds of teams to sort out roles and suggest ways of working together.

	Use a Sow, Grow, Harvest, Plow four-box template of where you are spending the team’s resources and on what.

	Map infrastructure requirements illustrating all tools, supplies, software, licenses, and other materials you need to work effectively.

	Review the chart of decision styles in this book and develop a common language.

	Create decision funnels that cycle through proposals, dot voting, discussion, high-low sorting, and commitment checks—recording each step visually.

	Set up so you can work visually in distributed meetings—purchase tablets for recording.





When a Team Is Blocked at Stage 4, Members May Show . . .

• Dependence/Resistance

You can tell when your team is not committed when you see members acting in one of two ways:


1. Dependent— They do not feel they really understand how the work should proceed and what commitments have been made. They keep looking to the leader or another strong group member for guidance.

2. Resistant— They act annoyed. They actively resist whoever is providing direction or passively resist by failing to give their commitments priority. These behaviors occur because the call to make the turn to implementation was premature and the team lacks the commitments it needs to work effectively.



Implementation involves scheduling and sequencing work over time. The key question is “Who does what, when, and where?” A visible schedule, strategy, and/or process liberates the team to move into action confidently. Conflicts and confusion arise when there is commitment but no clear way forward.

Stage 5: Implementation—Who does What, When, and Where?
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Keys to When Implementation Challenges Are Resolved

• Clear Processes

Confusion over how to schedule and sequence work ties up a great deal of energy and attention on a team. When the sequence of work is understood, you can devote yourself to the work itself. If you are the team leader you may be expected to be the one who drives for results and helps resolve issues dealing with process. Cross-boundary and culturally diverse teams have more challenges agreeing on common processes. Time zones and travel schedules complicate people getting together. But any kind of team appreciates knowing who does what when. Describing the way visual teams use charting to get clear on processes will be a big part of the chapters in Section IV.

• Alignment

It is not enough to have clear processes. They need to be aligned with the purpose and goals you set earlier. Sometimes the processes need to adapt, like a sailboat tacking in the wind. Collaborative drawing up and revising schedules directly grows alignment in self-managed teams. If your job is team leader, reinforcing the directions in which the team is moving is a big part of the job. Alignment also involves working horizontally with associated teams and vertically with other parts of the organization that need to support your work. On large, cross-functional task forces and project teams, creating large process murals of strategies and roadmaps serves as a framework for getting agreement and alignment.

• Disciplined Execution

People on effective teams need to keep their commitments and pay attention to timing and delivery of what they promise. This is essential if separate tasks are to integrate into a smooth operation that delivers results. Coordinating sequence and timing, meshing activities, and keeping the whole system in balance is what project management and disciplined execution means in practice. Parts must integrate with the whole if your team is to experience full benefit from everyone’s individual contributions.


HOW VISUAL TEAMS IMPLEMENT

Visual teams have a real advantage when it comes to working across time and space. Here are some of the practices:


	Graphic road maps and schedules allow everyone to see the streams of activity and major milestones.

	Review process maps and diagrams are for understanding of structure and timing.

	Gantt charts are used to track activity.

	Gather key metrics and use data visualization to stay on top of quality issues—using the visual tools of Total Quality Management.

	Use graphically facilitated problem-solving sessions face-to-face and online to brainstorm ideas and solutions.

	Make graphic proposals for what deliverables should look like.

	Share online documents through networks and “the cloud.”

	Use scheduling walls in studios and facilities.

	Use online screen sharing to share visual documents, actively record in web conferences, and connect with video.

	Use smartphones to share snapshots and video reports from the field.

	Keep visible logs of progress and activity.





When a Team Is Blocked at Stage 5, Members May Show . . .

• Conflict, Nonalignment, and Missed Deadlines

If you missed your fourth deadline and find yourself blaming team members, you have implementation problems. Other signs might be disagreements about quality standards and cost factors. These are signs that processes are not clear. Reflect on the earlier stages of team process and see if you can spot areas you rushed by or neglected. Suggest a team meeting to resolve misunderstandings and strengthen commitments.

One of the insights Young’s work on process brings forward is the way in which processes in nature nest inside each other and repeat. During implementation your team will reexperience all the stages of the TPM, but now operating within a set of commitments to collaborative action. You will revisit orientation, trust, goal clarity, and commitments as you move through implementation, but with much more traction and focus. This is why a little arrow from the IMPLEMENTATION stage points back toward the four foundational elements of the creating stages.

If you’ve worked as a visual team, then bringing out key charts and target documents allows your team to do this looping back quite easily.

High performance is a “WOW” state, as a team masters its processes and begins to experience the ability to change goals as well as achieve them. You can feel when it happens and observe its effects, but not necessarily control it. Teams achieve a flow state when trust is high and people have mastered their roles. In a state of high performance, boundaries and individual limits soften, everything moves together, and everyone responds as if they are part of a whole. The indicators of that having happened are spontaneous interaction, synergy, and a team that is surpassing their expectations on results. “WOW” symbolizes how high performance teams transcend rational processes by working with all the human faculties—spirit, soul, mind, and body.

Stage 6: High Performance—WOW!
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Keys to When High Performance Challenges Are Resolved

• Spontaneous Interaction

When trust and acceptance of one another supports a lively give and take, and mutual knowledge of one another enables everyone to communicate clearly and efficiently, anticipating one another’s needs, and becoming more spontaneous, high-performing teams are spirited and creative in ways that set them apart. Since flexibility and adaptability is one of the features of high-performing teams, being able to improvise is essential.

• Synergy

“Synergy” is the phenomenon of a whole manifesting characteristics not present in the separate parts. In high performance, it seems as if something bigger is happening than anything that could be achieved from individual efforts. This is what emerges when people bring out the best in one another, pushing beyond what any of them are able to accomplish individually.

• Surpassing Results

High-performing teams get results above and beyond initial expectations. A crisis may release bursts of cooperation and energy that allow people to rise to an occasion. A team can experience a breakthrough by working hard to solve problems and creating a foundation for high trust and flexibility. Sometimes the “chemistry” is just right and teams find themselves experiencing what some call “flow states” and the “zone.” Sports teams and performers know this feeling, and know that it is not a steady state, but dependent on many factors. Hard work, practice, mastery of tools, and an openness to high performance being possible all optimize the chance that true high performance will manifest.

It is important to distinguish the kinds of high performance resulting from overwork and wasteful expenditure of resources from ones that reflect mastery of constraints and processes.


HOW DO VISUAL TEAMS SUPPORT HIGH PERFORMANCE?

Superior performance results from mastering team communications and learning to adapt quickly to changes. The practices visual teams use are the following:


	Debrief meetings by recording what works and what could improve.

	Hold “pop-up sessions” to share observations, conclusions, and new ideas about how to improve work.

	Readjust with graphically facilitated problem-solving sessions.

	Use the TPS assessments to review performance and identify areas for improvement.

	Analyze workflows with sticky note diagrams to find efficiencies.

	Find powerful metaphors and analogies that allow team members to communicate about complicated matters effectively.

	Learn to use audio-graphics and web conferences to do problem solving and coordination at a distance.

	Create video conferences and shared whiteboard capability for remote teams.





When a Team Is Blocked at Stage 6, Members May Show . . .

• Overload and Disharmony

High performance is not stable. Successful teams can become hyperactive, accept too much work, or become workaholics. You may be high-performing for a while and then have team members assigned to other teams and find that the energy has begun to disperse. Another common challenge is having to bring on new team members who haven’t gone through the earlier processes and aren’t fully aligned and aware of all the operating agreements. Symptoms may include increases in grumbling and expressed discontent, or in extreme cases, sickness and stress conditions.

Being on too many teams or being too distributed also gets in the way of teams experiencing high performance. This kind of overload can’t be handled by the team alone, but needs to be addressed by the organization as a whole.

Over time the conditions that initially set your team in motion will change. High performance is demanding. Don’t be surprised if people ask, “Why continue?” This key question reminds us that team performance is an ongoing process, and must be renewed by returning to Stage 1 and reassessing if the work is still needed, worthwhile, and has some personal value and meaning. Spending time on renewal puts your team back in touch with meaning and purpose and refreshes everyone’s commitment to keep going. It also includes learning from what you have accomplished, and building a repertoire of best practices for the next journey on this or other teams.

If your team’s work is completed, RENEWAL is the time to wrap things up, freeing members to move on to new challenges.

Stage 7: Renewal—Why Continue?


[image: image]


Keys to When Renewal Challenges Are Resolved

• Recognition and Celebration

Whether you are recharging to continue or are completing your team’s work, acknowledging people and celebrating their contributions is important. It helps complete key cycles and allows everyone to move on with good feeling. Recognition is one of the strongest forces in creating great places to work. If you’ve been working as a visual team you will have lots of displays and props you can bring out on these occasions, and tangible ways to tracking back and comparing how performance matches with plans.

• Managing Change

In today’s dynamic environment, teams need to learn to invest directly in change management and transition. This may involve integrating new people, working out leadership transitions, or realigning team roles so that members are working with motivation and competence. If you are the team leader then consciously taking time for this kind of activity will allow team members the chance to reinvest in each other and new team members or new managers.

• Staying Power

Teams are always in transition. Renewal means examining what has been learned, so that it carries forward to the next challenge. Ideas, discoveries, and new practices emerge out of team experiences that are worth capturing and sharing. One of the advantages of visual teams is having the skills and tools for creating useful communications to other parts of the organization and future team members. Some organizations actually require contribution to general knowledge bases at the end of projects to increase their competitiveness and staying power.


HOW VISUAL TEAMS SUPPORT RENEWAL

At this stage, if a team has been working visually there are lots of ways of revisiting key agreements and processes. Here are some of the best practices.


	Visually review accomplishments with a large display that looks at different phases of your project.

	Visualize the story of your team journey by creating a graphic storyboard.

	Revisit the vision and action plans and see where they need to be changed.

	Use rituals and celebrations to visibly mark endings and transitions.

	Write up best practices and add them to your team repository.

	Create special environments for recognition events.

	Hold a “Back-on-Board” session inviting people to express needs on sticky notes.

	Create a celebratory video that reviews the work and results of the team.





When a Team Is Blocked at Stage 7, Members May Show . . .

• Boredom and Burnout

If your team takes no time for renewal you and your fellow teammates will inevitably burn out. Working nights and weekends may be necessary on occasion, but it is generally an indication that a team is not practicing renewal. Are members of your team complaining a lot or counting the hours until breaks? Are members feeling underappreciated or disengaged? It may be time to take a long look at your team effectiveness and start over.

In your own reflections while reading the rest of this book, remember that the TPM is consciously designed to support understanding a full range of possibilities across many kinds of workgroups and teams. It functions like a piano keyboard functions for a musician, in having an ordered set of “notes” that are organized in a logical progression, in this case from fundamental and basic to more inclusive and complex. But the life of teams has as many variations in how these “notes” are played as real music. It makes a big difference to have a shared language about all this—just as having the eight-tone scale empowers music.


TUCKMAN MODEL

Here is a graphic mapping of the Tuckman model onto the TPM. The way Tuckman describes the stages, they are combinations of the TPM stages and reflect the way teams cycle through primary concerns as they progress.


[image: image]




Relating TPM to Tuckman

I suggested at the start of this chapter that mental models are a bit like software, and once “installed” are hard to change. If you are in an organization using the Tuckman model (shown here) you will want to be able to explain how it relates. It is one of the most popular simple models for teamwork, formulated by Bruce Tuckman in 1966. Its four stages are memorable, describing the process that teams go through as Forming, Storming, Norming, and Performing.

This progress is reflecting the same pattern in process illustrated in the TPM, with different names. There are two ways of understanding the connection. One would be to see the four stages as substituting for the first four stages of the TPM. A more accurate way would be to see them overlapping. I’ve come to appreciate that the trial and error process of orienting, trust-building, and clarifying goals is the “Forming” stage. “Storming” clearly points to the trust-building stage of the TPM, but also includes struggles to get clear on goals and potential conflicts over bottom-line commitments. The reason the Tuckman model seems to resonate with teams stems from the well-researched fact that people in groups need to sort out their social relationships before they can work effectively together. The illustration shown here seems to be the most appropriate way to connect them.

Five Dysfunctions of a Team

Many organizations love Patrick Lencioni’s fable, Five Dysfunctions of a Team, and related materials from his Table Group. He models the five, shown here mapped on the TPM, in a pyramid, with “absence of trust” as the foundation. This is a classic application of a simple framework model to something that is inherently dynamic. When working with several clients who use this system, Laurie Durnell, director of consulting for The Grove, had the insight that the TPM is really a set of preventions related to these dysfunctions. The “lack of trust” is rooted in fear of vulnerability. Gibb’s research on people’s need for membership and acceptance early on supports this insight. The “fear of conflict” is characterized as unwillingness to have productive, ideological engagement, an obstacle to getting clear about assumptions and goals. “Lack of commitment” as a third dysfunction is completely harmonic with the TPM.


FIVE DYSFUNCTIONS OF A TEAM

Patrick Lencioni’s fable about the ways teams get in trouble has been a perennial best seller since it was published in 2002. It mirrors the TPM almost one for one.


[image: image]




If you understand “avoiding accountability” as being unwilling to have your actions align with agreements, the whole idea makes little sense apart from implementation concerns. Accountability is one of the keys to disciplined execution.

Lencioni’s fifth dysfunction, “inattention to results,” describes a state of unwillingness to be aware of the impact and implications of implementation. This kind of unconsciousness stands directly in the way of high performance as Allan and I characterize it.

Cog’s Ladder

Another popular team model is Cog’s Ladder, outlined by George Charrier at Procter & Gamble in 1972. It outlines five stages in group development that map to Tuckman and TPM.


1. Polite Stage: An introductory phase where members get acquainted with one another and set the basis for group structure. It is characterized by polite social interaction and is characteristic of Stage 1 of the TPM.

2. Why We’re Here Stage: This stage in Cog’s also maps to Stage 1 of the TPM and includes forming social cliques.

3. Power Stage: Cog’s model, like Tuckman’s, emphasizes the struggle aspect of trust building. The counter-dependent and resistant behaviors characterized in Stage 4 of the TPM point to this possibility if commitment issues are left to drift, or contests develop in Stage 3 over who is “right.”

4. Cooperation Stage: This describes the turn to implementation in the TPM, and what it begins to feel like as work gets under way.

5. Esprit Stage: This is Cog’s term for the High Performance stage in the TPM, and is described as dependent on the prior stages for manifestation.



It is interesting that this model evokes a “ladder” and “end state” metaphor, and ignores the cyclical aspect of group process that underlies the need to invest in renewal.






End of sample
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