A Note to My Readers…
I’ve received a spectrum of reactions to this little book, ranging from
“simplistic,” to “It’s wonderful, just what people need to hear!” to “Heartwarming and Cute!” These reactions prompted me to write this note to my
readers.
I deliberately chose to write Joe Gig as a simple fable. I want it to be
engaging. I want it to be a quick-read that won’t frighten off busy people.
I want Joe Gig to be especially appealing to mid-level managers who form
the backbone of any organization. Scrambling to keep up with daily challenges, they are too busy to be scholars—they are constantly looking for
more down-to-earth solutions to their problems.
At the same time, I want to convey some very important concepts about
teamwork in organizations. My intent is to focus readers on looking at an
entire company as one dynamic team, instead of concentrating on teams
within a company, which is the more typical approach.
Moreover, I set out to describe a set of seven integrated strategies that
involve every single employee in a company, not just members of management teams, or sales teams, or work teams.
I’ve described how a company can tailor those seven strategies to build its
own unique, company-wide team, on-the-job, instead of having to rely on
generic workshops, seminars, and off-site weekend teambuilding retreats.
So please do not let Joe Gig’s simplicity fool you. Wrapped within its
simple structure, you will find some very useful and important strategies for
building company-wide teamwork.
I have seen them work many times and I invite you to try them out.
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Prologue
“There aren’t a lot of new ideas, just old ideas put together in new ways,” a friend of
mine once said.
In some respects, he could have been talking about this book. I don’t claim to have
written a book filled with brilliant new ideas that you’ve never heard before. I’ve drawn
ideas from many articles and books about coaching, about facilitating, about teams, about
leadership, and about process improvement.
What is unique about this book, however, is the combination of those ideas into one
viewpoint. I focus on an organization as a Whole Team, not simply on teams in an
organization.
Successfully cultivating teamwork is an ongoing, constantly changing, dynamic process. It involves every single individual in an organization. It is not simply something
managers bring back from a weekend seminar to spread among their employees.
Typical approaches to building teamwork are piece-meal. Companies whisk top
managers off to a two or three day retreat. Some send people to workshops to learn how
teams function. Managers talk “team” until it loses its meaning.
These approaches miss the big picture. They fail to involve everyone at the same time.
They remind me of fast-food restaurants. I call these approaches Take-Out Teambuilding.
I was a take-out teambuilder early in my career. I developed and conducted many
teambuilding “retreats.” I experienced the tremendous emotional high that typically
comes at the end of such intensive sessions. Participants, confident that their time had
been well spent, talked of feelings of camaraderie, feelings of togetherness they never
had felt before. They expressed a sense of accomplishment in knowing where they were
going together and pride in the plans they had developed to get them there. They
described a sense of excitement about the future.
The problem is that those feelings typically didn’t last very long. Everyone returned
to the office excited and motivated. But after a short time, it was business as usual. The
norms of the old organizational culture took over. The emotional bounce of the teambuilding exuberance faded into the past.
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The approach I describe in this book has a different focus. I offer an integrated set of
seven, on-the-job, teambuilding strategies that continuously involve everyone in a
company, day after day after day. From the very beginning, a team-oriented culture
grows like a snowball rolling down hill, and then continues to grow and grow. The end
result (which truly never ends) is a company-wide team, a Whole Team.
I developed my approach gradually during many years of teambuilding experience in
a variety of settings—educators, police, military personnel, Job Corps training staff,
mental health professionals, salespeople, service technicians. I worked with a diversity of
employees in private and public organizations at every organizational level from a City
Manager and his staff to a front line dealership employee who parks cars.
Building a Whole Team is especially important today because we have become a
service economy in which every employee in an organization is interconnected with
every other employee in a web of service to customers. Outstanding service depends on
effective teamwork. And effective teamwork cannot take place in a culture that does not
facilitate it—from mom and pop stores to giant conglomerates, from small city governments to large federal bureaucracies,
The typical organizational culture in our society during most of the 20th century can
be described as competitive, individualistic, and rooted in the traditional authoritarian
model of management. Time has proven this to be an outdated culture, not very conducive to satisfying customers or fostering teamwork. It is a culture that values control
from the top—managers directing and telling instead of facilitating and coaching, hierarchies instead of teams, and short-term cost-effectiveness, rather than long-term investment.
Twenty-first century organizations require a different culture, a culture of interdependence in which managers support and develop employees in the service of customers,
rather than a culture in which managers direct and control employees in the service of
profit. The former culture sees employees as the most important organizational resource.
The latter culture views them as expendable.
My approach is rooted in the belief that individual employees are the most valuable
resource of any organization.
The strategies I describe in this book are designed to involve all employees at every
level in the building of an organization-wide team, a Whole Team.

January 2005
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THE OLD MAN
ON THE MOUNTAIN

—1—
THE PLIGHT OF
GIG’S GADGETS
My name is Joe Gig.
I am the CEO of a company called Gig’s Gadgets. Up until two years
ago, we had been very successful at capturing a large share of the gadget
market.
But then things began to change.
It all started with me sitting in my office, congratulating myself for my
success. I was pleased that after years of long hours and hard work, my
company was doing so well. Things couldn’t have been better.
Over more years than I like to count, I had taken very little time off to do
anything else but work, other than a few weekends of hiking in our local
mountains. In fact my friends call me a workaholic.
Sitting there at my desk, I figured with the way things were going, it was
time for me to go on an extended vacation. I felt I had more than earned it. I
was confident that my General Manager could handle things on his own for
few months.
So my wife and I packed our bags and set off on a ten month, round-theworld vacation. We ate exotic foods and toured historical sites in cities in six
major countries. Occasionally, I would check in with my General Manager
and everything seemed to be going well. By the time we returned, I was very
relaxed, 25 pounds heavier, and ready to get back to work.
Upon returning to my office, imagine my surprise when I found that things
had begun to change.
Customer complaints were pouring in. Some people weren’t getting what
they thought they were supposed to be getting. Others didn’t get what they
ordered in a timely fashion. Still others found that their Gadgets were defec-
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tive. And still more others complained that service people were not helpful to
them and, in fact, often were downright unresponsive!
Our profits and market share began slipping. I was determined to find out
what was going wrong.
I met with my managers. I met with employees throughout the company. I
watched them at work. I talked to customers. By the end of the second day, I
arrived at a conclusion. During my absence, there had been a significant deterioration in the level of teamwork in my organization.
My salespeople saw themselves as the glory boys. After all, they were the
ones who got customers to buy Gadgets! They were responsible for keeping
Gig’s Gadgets in business! And they complained that the Business Office
was burying them with too much paper work.
Meanwhile, my Office staff complained that both the Sales and Service
staff were getting careless about following procedures and completing paper
work. They were determined that no one should ever deviate from their
dotted i’s and crossed t’s! Furthermore, they felt like everyone else in the
company treated them like second-class citizens and did not see that, without
them, the business would fail!
My manufacturing people were convinced that without them our business
would collapse. Surely, every person in the building should understand that!
My marketing people were off somewhere in la-la-land, unconnected to
the reality of manufacturing, and constantly dreaming up what they mistakenly thought were bold new ideas for flooding the marketplace with Gig’s
Gadgets.
My shipping and receiving people were feeling overwhelmed—everyone
else seemed to be blaming them for things going wrong!
My service people felt unappreciated. They believed, they had the hardest
job of all. They could never possibly satisfy all of the unhappy customers
who complained to them day after day!
And, my managers of these departments controlled and protected their
own departmental turfs. They constantly blamed other departments when
things didn’t go right.
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I was totally dismayed at the state of my Gadget Company. How could I
have not seen this coming? I began criticizing myself for falling asleep at my
leadership switch.
I knew I had to do something dramatic. But I was at a loss for what to do. I
needed to go somewhere and think about it in solitude.
So, I decided to take a weekend off and travel by myself up to the top of
my favorite mountain, where I could figure things out in peace and solitude.
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—2—
THE OLD MAN
ON THE MOUNTAIN
First thing Saturday morning, I grabbed my backpack. I stuffed in some
clothes, water, a couple of sandwiches, and a pencil and a pad of paper. I
kissed my wife goodbye, hopped into my car, and drove off to my favorite
mountain.
I arrived at the beginning of my usual hiking trail. I parked my car, slipped
on my backpack, and began winding my way up the mountain, through
towering oaks and soft pines.
I have always loved the beauty and quiet sounds in the forests of these
mountains.
I feel pleasantly washed by the happy chirps of small birds, the crackling
of twigs as tiny animals scurry about their business, and the gentle rustle of
the wind, as it plays with the leaves on the branches above me.
The more I walked that day, the more I felt at peace. Out there, in the calm
forest on my favorite mountain, I find it easy to think and look at things from
another perspective.
By late afternoon, almost to the top, I was becoming very tired. The
stresses of the last few days and my steady climb upward were starting to
take their toll. I decided to stop and rest a bit before traveling further.
The sun began to dip. Late afternoon shadows grew and danced among the
tall trees around me.
I found a comfortable spot under the shade of an old oak tree. I took off
my backpack and sat on the soft bed of the forest, propping myself against
the trunk of the tree. I figured all I needed was a few moments—just enough
time to feel refreshed, before moving on.
Before I knew it, I fell sound asleep.
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I might have slept into the night, had it not been for someone awakening
me with a soft voice.
“Is everything all right, my son? May I help you?”
Startled out of my sleep, I opened my eyes wide.
Standing in front of me was a very old man. His soft white hair spouted in
every direction and tumbled to his shoulders. His weathered, crinkled face
was etched by a roadmap of endless wrinkles disappearing into a scruffy
beard, the same color as his bright white hair.
The old man was dressed in faded blue jeans, topped with a fuzzy, woolly
black sweater with leather elbow patches. He stood in well-worn hiking
boots, and he carried a walking stick, carved from the branch of an oak tree.
I had no idea how old he was. I simply knew the he was very old. But his
eyes were clear and blue. They shimmered brightly at me, under bushy white
eyebrows, radiating a quiet intelligence.
“Are you all right, my son?” the old man again asked with concern. “Are
you hurt?”
“No,” I answered as I stood up, “I’m not hurt. I just stopped to rest for a
while and ended up falling asleep!”
The old man smiled wisely. He looked like he had seen other travelers do
the same thing many times before.
“You look tired and hungry,” he observed. “Do you need something to
eat?”
I thought about that for a moment and realized that he was right. “Yes, I
am tired,” I answered. “And, now that you mention it, I am hungry.”
“But,” I quickly went on to say, “I have some sandwiches here in my
backpack.”
“Keep that for yourself for later and come join me in my house for a hot
meal,” the old man offered. “It isn’t very often I get to host a hungry
stranger.”
That struck me as a great idea. I thought maybe spending some time with a
total stranger not in my business might help my thinking. I graciously
accepted his offer. I gathered up my backpack and began walking with him.
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In a very short time, we came to a side-trail that I had never noticed
before. We turned onto the trail and began winding our way deeper into the
forest.
We walked single-file because the path was narrow, the old man taking
the lead. In spite of his age, I was impressed by how briskly he walked. He
was tall, and I noticed that he moved with the elegant grace of someone filled
with a great deal of self-confidence.
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—3—
THE HOUSE
IN THE WOODS
Soon, we came to a grassy clearing. In the middle of the clearing was an
impressive, two-story house. It had a large domed room rising above the
center of the second story. The house was constructed of rich dark wood.
Since I was looking at the front of it, I couldn’t tell how large it really was,
but it appeared to have many rooms.
Wrapped around the first floor of the house was a broad, railed porch.
Two comfortable old rocking chairs sat near the front door.
“Welcome to my home,” the old man said as he invited me up the steps of
the porch. He opened the front door and led me inside.
I walked into a wonderfully warm and very large room. To my right, a
white stone fireplace with a dark wood mantel occupied one entire wall.
Crackling flames danced up from giant logs stacked within it. Two huge,
comfortable chairs were arranged in front of the fireplace, separated by an
ornate table on which was placed a tall lamp.
In the middle of the room was a staircase that spiraled down to a floor
below and up to a floor above.
The wall behind the staircase was covered with a very eclectic collection
of artwork. I recognized quality reproductions of Monet, Renoir, Da Vinci,
Escher, Picasso, Pollock—and even Andy Warhol. In the middle of the wall
was a door leading into what looked liked an office or study.
To my left, through another door in the middle of two bookcases, stacked
to the brim with volumes, I saw a large kitchen. Immediately, I smelled the
wafting odor of what later turned out to be a delicious beef stew.
“This is beautiful!” I told him, as I looked around.
“Thank you,” replied the old man, proudly. “I built this from the ground
up many years ago. I keep adding improvements to it, year after year.”
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“Put your backpack down and join me while I finish preparing our meal,”
he said as he turned toward the kitchen.
I happily complied. I put my backpack on the floor near the front door and
followed him across the large room.
We entered into a spacious kitchen. In the center of the room was a
counter with a double sink and a rack of pots and pans hanging overhead. The
right side of the kitchen opened into a dining room in which I saw a dark
mahogany table, accompanied by six high-backed, comfortable looking
armchairs. A vase containing a variety of beautiful, fresh-cut flowers sat at
the center of the table.
As the old man reached for a bottle of wine on the center counter, he
asked, “Would you care for a glass of wine?”
“That would hit the spot,” I replied.
He uncorked the bottle and poured two glasses. He handed me one, keeping the other for himself. He then turned to the large black stove to tend to his
beef stew.
“What brings you up this mountain, my friend?’ he asked. “You look more
like a city man to me than a country man.”
“Well, you’re right,” I replied. “I do live and spend most of my time in the
city. But, occasionally, I enjoy hiking up the trails of this mountain, especially when I’m faced with a problem and feeling in need of solitude. There’s
something about this mountain that clears my mind and helps me think.”
He nodded his head as he quietly stirred the stew. “I know what you mean.
I enjoy the beauty and privacy of this mountain. That’s why I chose it as the
place to build my house.”
Covering the stew and moving toward the dining room, he asked, “Did
some kind of problem lead you up here this particular weekend?”
“I was very relaxed by then, and warmed by the wine. I did not hesitate to
unload my story.
As the old man set the dining room table and then brought in the food and
the bottle of wine, I told him all about the plight of my Gadget company. I
told him about the turf protection among departments, about the finger
pointing and blaming, about the lack of teamwork.
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He listened to me intently, without commenting, while we ate our dinner.
As we finished eating, he asked, “So, what do you plan to do now?”
“I really don’t know,” I answered. “That’s why I decided to spend this
weekend on the mountain. I needed to clear my mind and figure out a plan.”
“I may be able to help you,” he said as he picked up the bottle of wine and
poured us fresh glasses. “I’ve dabbled in many business ventures during my
long life. Some failures. Some successes. I’ve learned many valuable lessons.
Come. Sit by the fireplace with me and, together, let’s figure out how to solve
your problem.”

9

THE SEVEN
TEAMBUILDING
STRATEGIES
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—4—
BUILDING
A TEAM CULTURE
We moved to the front room and seated ourselves in the huge comfortable
chairs in front of the fireplace.
The old man thoughtfully lifted his glass and sipped from it. Then, he held
it in front of him and gently swirled the wine, looking into its red, rich
textures, highlighted by the dancing light of the fire.
“When I was young,” he mused, “I was alive with ideas for new ventures.
My friends called me the King of Entrepreneurs. I loved to invent and innovate. And I knew how to manipulate money. I had the ability to make things
happen. But, as I regretfully found out later, I wasn’t as skilled as I thought
when it came to dealing with people!”
“In spite of that,” he continued, “my first few companies were profitable.
In the short run, I made a lot of money. But then, after a time, one by one,
several of my businesses failed.”
The old man paused for a moment and smiled sadly. He slowly sipped his
wine.
“I didn’t know it then, but I was missing an important ingredient. I knew
how to design systems and processes to get things moving, but I didn’t know
how to treat people. I tended to think of them as expendable. I didn’t pay
attention to my high employee turnover rates. Eventually, I found myself
with employees who only looked out for themselves, who fought and
competed with each other.”
He looked at me with very understanding eyes. “Like you, my friend, I
had companies that lacked teamwork. So, you can see that I truly know how
you feel,” he said.
He stood up, with the glass of wine in his hand, and leaned on the mantel
of the fireplace. Gazing reflectively into the dancing flames, he said firmly,
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“But I learned! After many trials and many errors, I discovered the secrets of
developing a Whole Company Team.”
He turned to look at me. “What do you think is the most important
resource in your company?’ he asked.
I thought for a moment. “Well, I have sufficient capital and state-of-the-art
equipment—and I do have a fantastic facility!”
“No, my son,” the old man said, shaking his head slowly from side to side.
“None of those is your most important resource. Taken all together, your
most important resource is your people. Telling me about your capital, your
state-of-the-art equipment, and your fantastic facility tells me that your major
focus is on the bottom line.”
“Wait a minute!” I exclaimed. “Aren’t we in business to make money?
Shouldn’t I be focused on the bottom line?”
“All businesses should be concerned about the bottom line,” he answered,
“but not exclusively focused on it. I finally found that if I put the right focus
on my employees, the bottom line almost takes care of itself.”
The old man sighed. “I painfully learned that lesson many years ago, when
I couldn’t attract good people and ended up watching my ventures fail.
He put his glass of wine on the mantel behind him and returned to his
chair. He looked at me across the table separating us.
“I went through a lot of soul-searching then,” he said. “And I came to the
conclusion that I had become greedy. The more money I made, the more I
wanted to make. I had begun cutting expenses everywhere I could, even if it
meant cutting people.”
“Without realizing it, I was creating an organizational culture—an atmosphere among my people—that could best be described as a survival culture. It
was a culture in which people, who were concerned about keeping their jobs,
covered up their mistakes and blamed others when things went wrong.
Departments began competing with one another, and managers became
adversaries instead of members of one team.”
“In the end,” he said reflectively, running his fingers through his beard,
“customers began leaving me.”
“And then, as did you, I came to the realization that I had to do something
about it.”
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“So I sent myself to ‘school.’ I read every book and journal article on
managing a business that I could get my hands on. I went to lectures and
conferences, and I attended workshops. I talked to successful CEO’s in all
kinds of businesses.
Gradually, as I put all of the pieces of my learning together, I began to
change my perspective.”
He leaned forward and opened a drawer at the front of the table between
us and pulled out a pad of paper and a pencil. “ Give me just a moment,” he
said. “I want to show you something.”
Picking up the pencil, he began to write two columns of words on the pad.
“One of the most important things I learned about building a company-wide
team,” he said, as he wrote, “is the difference between a survival culture and
a team culture.”
After a few moments, he
turned the pad toward me
and pointed to the two
columns.
“Take a look at this,” he
said. “These characteristics
distinguish two kinds of
companies: those with a
culture in which people
focus on their own survival
and those with a culture in
which everyone works as
one team.”
“Of course,” he said, as I
was reading what he had
written on his pad, “the
important question to me
was: what did I have to do to
achieve a team culture?”
He paused for a moment. “After much thought about what I had learned
and some experimentation with a couple of my businesses, I finally discovered seven simple strategies for building a Whole Company Team.”
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He gazed at me intently. “And I found the one important key to successfully implementing each one of those seven strategies. That key is to involve
every employee in the process. I cannot overemphasize the importance of that
basic key.
I found myself eager to hear more. “Please tell me about the seven strategies,” I said. “They sound exactly like what I need.”
“It will be my pleasure,” he responded as he got up from his chair. “But
first,” he continued, as he picked up his glass of wine from the mantel, “let’s
refill our glasses and move into my study.”
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—5—
THE
SEVEN STRATEGIES
“Sounds good to me,” I said, as I followed him into the kitchen where he
again refreshed our wine glasses.
We then made our way to the door of his study and entered it.
I was immediately struck by the aviation theme of the room. Hanging on
long wires in several places from the ceiling, against a backdrop of crammedfull bookcases around the room, were several very realistic models of
airplanes, everything from small one-engine props to giant jets.
In the middle of the room was a circular conference table with several
chairs around it. At the center of the table was a model of a small, two-engine
jet in an ascending stance and a pad of paper and some pencils.
I also noticed several pictures on his desk next to one of the bookcase
walls, and on the small table that separated two comfortable chairs in front of
the desk. They all contained aviation photos of various kinds.
“It’s not hard to see that you have a great interest in flying,” I said with a
smile, as I looked around the room.
“No question about it,” he answered. “Many of my businesses had to do
with aviation. I’m particularly proud of that model on my table. That was the
first plane I ever owned. It was a tremendous thrill to me when I learned how
to fly it!”
“I’m impressed,” I said, beginning to feel in awe of this old man.
“Sit with me at the table and let me tell you about the strategies,” he said,
as he pulled out a chair and sat down. I selected the chair next to him and
settled into it.
He reached for the pad of paper and a pencil and drew three overlapping
ovals. “Here’s how I think about my seven teambuilding strategies,” he said,
as he wrote some words in the circles.
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“The three large ovals represent the three cornerstone strategies, “he said.
“It is best to implement all three simultaneously when you begin applying the
seven strategies, because they set the stage for the others.”
He pointed to one of the three large ovals. “The first strategy,” he
explained, “involve employees in knowing where you are, means getting their
perceptions of your company— listening to their opinions, hearing their
concerns, knowing how they feel, and asking for their ideas for how to
improve processes.”
“The second strategy, involve managers in managing a team culture,
consists of teaching managers what it means to have a team culture, focusing
them on the behaviors involved in such a culture, and then giving them the
right tools to manage it.”
“The third strategy, involve everyone in knowing where you are going,
aligns every employee to the organizational mission by translating each
element of the mission into measurable behaviors and then facilitating
employee participation in committing to those behaviors.”
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“Again,” he emphasized, “these three strategies are very important initial
strategies, because the other four grow out of them.”
“For example, consider the fourth strategy, involve employees in decisions
and actions,” he continued, pointing to the diagram. “Learning how to
manage a team culture and involving everyone in knowing where they are
going, enables managers to identify opportunities to give employees the
power to make decisions and take actions. Empowered, employees then feel
more in control of their own work lives.”
“Meanwhile,” he said, again pointing to the diagram, “the fifth strategy,
involve managers in cultivating team behavior, grows out of knowing where
you are and knowing how to manage a team culture. Such knowledge illuminates what managers must do to tap the internal motivation of employees, to
cultivate their team behavior.”
“And then,” he continued, pointing to the sixth strategy, “when employees
tell you where you are and you all know where you are going, the door is
opened for managers to actively involve employees in Strike Teams, which
are spontaneous and temporary teams of people, trained to improve targeted
processes.”
“Finally,” he said, pointing to the center of the diagram, “the seventh
strategy, involve everyone in Whole Team activities, is aimed at developing
activities that bring everyone together, working as a team to achieve a specified goal or set of goals. By including people from every level of the organization, this strategy helps tie all of the other strategies together.”
The old man sat back and gazed intently at me, his bright blue eyes filled
with determination.
“Each of these strategies,” he said, “has its own set of unique elements,
specifically designed to involve as many employees as possible. I cannot
over-emphasize the importance of involving as many employees as possible.
That principle is at the heart of all seven strategies. It is the key to building a
company-wide team, what I call a Whole Team.”
He paused for a moment. “I’ll now describe each strategy to you, one at a
time, in great detail, beginning with the three cornerstone strategies.”
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He looked at me thoughtfully. “But, before I begin, I want you to understand something. I don’t claim to have invented each strategy. You already
may have read about or even experimented with some of the techniques that
I’m going to describe to you. What is new is the way I implement them and
the way I apply them as one integrated effort! I’ll have more to say about that
after I finish describing all of them to you. For now, let’s start with the first
strategy, involve employees in knowing where you are.”
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—6—
The First Strategy:
INVOLVE EMPLOYEES
IN KNOWING WHERE YOU ARE
The old man sat back for a moment, looking at one of the airplane models
hanging from the ceiling, his elbow propped on the arm of his chair, and the
pencil in his hand.
He looked at me. “Have you ever flown a plane,” he asked.
“Yes,” I answered. “Several years ago I learned how to fly a Cessna 172,
got myself a pilot’s license, and flew around a lot. But that’s about it. I was a
fair-weather pilot and really didn’t take it any further. I haven’t flown for
years.”
“Think about when you learned how to fly. What did your instructor
emphasize the most?” he asked.
I laughed. “He was on my case all the time to look at my instruments!
Every time he saw me sightseeing he yelled at me to pay attention to my
instruments. He told me repeatedly that my instruments—my altimeter, my
compass, my horizon indicator—might someday save my life.”
“Did you understand what he meant by that?” the old man asked.
“At the time I heard what he said. But I didn’t get the full impact of what
he was telling me until a few months later,” I answered. “One day, soon after
I got my license, I took a trip to Washington, D.C. I decided to rent a plane
and explore the area from the air. I thought it would be fun to hop over to the
Chesapeake Bay. I flew to the Bay and headed south. I noticed a bank of
clouds ahead of me, but I didn’t pay too much attention to them. They
seemed high enough, so I wasn’t worried. But, before I knew it, the bottom of
the clouds had dropped lower and lower. Suddenly I found myself flying
right into them. I couldn’t see a thing!”
“I bet you were pretty frightened,” the old man said, chuckling.
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“Well, surprisingly, I wasn’t. My instructor’s nagging must have taken
hold because the very first thing I did was monitor my instruments. I looked
at my compass to see what direction I was heading. I figured if I maintained
the same altitude and kept my wings horizontal while I was flying straight, all
I would have to do would be to turn one hundred eighty degrees around, and
then head out the same way I had come in. So that’s what I did. And, in a few
moments, I was back out of the clouds. You can imagine how pleased I was
with myself.”
“That was good thinking,” the old man said with a smile on his face,
nodding affirmatively. “Your instruments tell you everything. Now apply that
example to your business. There are many ‘instruments’ in business, such as
gross income, expenses, fixed costs, profitability, customer satisfaction, and
so on. All of these figure into the equation. But, one instrument is an early
indicator of all of the rest.”
“Which one is that?”
“It’s the things your employees tell you about what is happening in your
company. Your employees drive it all. The degree of passion they have for
their work, the extent to which they do their best, and the way they work with
each other strongly influences all of the rest.”
“That makes a lot of sense.” I agreed.
“In fact,” he said, “although we usually pay a great deal of attention to
capital investments, margins, expenses, and such, it is our employees who are
the real drivers of profitability.”
“Hmm. That’s an interesting perspective,” I murmured.
“Think about it,” he continued. “Ultimately, who determines how responsive your company is to customers? Who determines the efficiency of
company operations? Who determines the quality of the products you
deliver? And who determines the responsiveness of the services you offer?”
“Clearly,” I answered, “it’s my employees.”
“That’s absolutely correct,” he said. “Ultimately, it’s your employees who
determine all of these things. So, your employees are the most important
force driving your profitability!”
He pulled his pad to him and drew another diagram.
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“Employees are involved in every corner of your business,” he went on to
say. “They are the best source of information for you to know what is
happening where, how, and when. In addition, their levels of satisfaction with
their jobs, with their managers, with the structure of the tasks they have to
complete, and with the company itself are all powerful determinants of how
well they will function at what they do.”
“This is where a periodic employee survey comes in,” he continued.
“Your employees will tell you what works best, what you need to fix, and so
on. They are closest to what is happening on a day-by-day basis. This makes
them the ‘experts’ on how it all should work.”
“I must admit,” I said, “I’m skeptical of the value of an employee survey.
It’s been my experience that a few disgruntled people use it as an opportunity
to complain. And most people are afraid to express their opinions because
they don’t want to lose their jobs. Besides all of that, how do you see administering an employee survey as a teambuilding strategy?”
“It’s all in how it’s done,” he answered. “I administer an employee survey
in a very different way than anyone I know. The way I do it truly turns it into
a teambuilding strategy.”
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I was intrigued by what he had to say. “Tell me more.”
“As you probably know,” he said, “many companies use standardized
employee surveys to examine how satisfied their employees are compared to
other, similar companies. Chrysler, for example, has developed a program
they refer to as ‘Five Star Certification,’ which encourages their dealership
franchises to meet certain levels of customer satisfaction. As part of the certification process, they use a standardized employee survey on an annual basis.
They believe, as do I, that more satisfied employees will grow more satisfied
customers.”
“Dealers get a graph, “ he continued, “showing how their employees feel
compared to employees in other, comparable dealerships. Getting Dealers to
compare their dealerships to others on the same set of questions gives them
some standards to live up to. And that certainly is laudable. But I use the
survey for a different reason. I use it as an integral part of the teambuilding
process.”
He sat back in his chair. “I don’t use a survey strictly as a set of standards
to be met, or as a kind of ‘report card’ like many people do. I put more
emphasis on using the survey as a teambuilding activity for employees to
speak, for managers to listen, and, as a source of information to help all of
them work more closely together as one Whole Team.”
“That sounds like a very practical use of a survey,” I observed.
“And,” he said, “this is very important: I involve all employees in the
process, I give it a high priority to insure that every single employee responds
to it. I share the results with everyone. Then, together, we develop action
plans for addressing concerns. The result is that people throughout the
organization know they are being heard. They feel a high sense of participation. This feeling is essential to building teamwork. Their ongoing, active
involvement in developing action plans, leads them to invent and personally
own their solutions to problems.”
Tearing a fresh sheet of paper from his pad, he began writing. “After
several tries,” he said, “I settled on a sequence of activities that turn the
survey into a teambuilding strategy.” Finishing his writing, he handed the
paper to me. Pointing to the paper, he said: “Here is a list of the steps I use in
administering a survey.”
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Guidelines for Surveys
1. Employ a third party consultant to develop and
administer the survey.
2. With the consultant, gain the backing and participation
of managers.
3. Assure all employees of the anonymity of their responses.
4. The consultant meets with groups of employees to gather
issues and concerns for the survey.
5. The survey is finalized in a meeting with managers.
6. The consultant administers the survey in small groups.
7. The consultant analyzes the data and feeds it back to the
management group.
8. Managers prepare a presentation of results for their
employees and come up with as many “quick-win’s” as
they can—things that quickly can be accomplished to
address at least some of the concerns.
9. The consultant and managers meet with employee groups
to share results and get them involved in developing
action plans to address other concerns.

“There are some important things to note about this process,” the old man
continued. “First, note that I use a third party consultant to conduct the
survey. This enables me to address one of the questions you asked earlier—
how do I get employees to respond honestly?”
“What I do is circulate a letter to all employees telling them I am using the
consultant to protect their anonymity. I assure them that the consultant will
record their responses and throw away the actual surveys. The only results he
will give management are item averages and anonymous comments.”
“How do you know your employees will really believe you?” I asked.
“Well, there may always be a small handful of people who don’t trust
what I say,” he answered. “So, I make sure to select an experienced consultant who I know will be objective, and who I believe is good at establishing
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rapport. In addition, I use the fourth and sixth steps I listed for this process to
make the untrusting group of people as small as possible.
“Here’s what happens. In the fourth step, the consultant meets with several
small groups of employees, randomly selected from all departments. He
points out to them that the company went out of its way to employ him to
conduct the survey in order to assure their anonymity. He also tells them the
reason he is meeting with them and other groups of employees at this time is
so he can insure that the survey will include items that tap all of their
concerns.”
“In the sixth step,” the old man continued, “the consultant administers the
survey to all employees, again in small groups. The importance of the survey
is underscored by the fact that everyone is scheduled to take time away from
their work to respond to the survey. And in those meetings, the consultant
further assures them of their anonymity, telling them that only he will possess
the actual surveys.”
“Hmm,” I nodded. “I can see how those steps would encourage employees
to respond with more openness.”
“Yes. It really works! And there are a couple of other benefits to using a
carefully selected third-party consultant.”
Pointing to the first step, he continued, “First, when the consultant
conducts the initial group interviews, he builds rapport and trust with
employees. This helps to establish the credibility of his survey. Second, as he
meets with the groups, a buzz of anticipation runs throughout the company.
By the time the survey is administered, employees are ready for it.”
“That’s very interesting,” I commented.
“Now I think you can see how my using a consultant as I’ve described
gives me more confidence that I’ll get more honest responses.”
“Yes I can,” I answered thoughtfully. “But I have another question. Surely
some of the results will be critical of managers. How do you get them to not
be defensive when they see those results, and stop them from taking it out on
their employees?”
“Ah, that’s an important question. The consultant helps me with this in the
second step of the survey process, where we meet with managers and gain
their commitment to the survey.”
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He paused thoughtfully for a moment. “But,” he said, there’s something
else that happens here. Remember that I said the first three cornerstone
strategies should be implemented almost simultaneously?”
“Yes, I remember.”
“Well, while this survey process is taking place, I am also implementing
the second strategy, which is directed at showing managers how to manage a
team culture. I’m also initiating the third strategy, which engages managers in
discussions of their values and where we all want to take the company.”
“How does that help?” I asked.
“Getting the second two strategies underway at this point,” he answered,
“means that by the time the survey results are fed back to us, we, as a
management group, who have been immersed in these other two cornerstone
strategies, will already have engaged in some teambuilding of our own. I find
that this helps a lot in reducing defensiveness.”
“I can see where it would,” I commented.
“Further, with those few managers who still are a little defensive, I spend
a lot of one-on-one quality time supporting them. I find that this also helps.”
“Do you use the consultant to help you with the second and third strategies?” I asked.
“It all depends,” he continued. “It depends on the kind of managers I
have. In one company I acquired, my managers came from the old-fashioned,
authoritarian school of management. There I found that using a consultant, an
‘outside expert’ with no company agendas, was very helpful in showing them
a totally different way of doing things.”
“In another company, which I actually put together from scratch, I was
able to hire more informed managers and had no need of a consultant to help
me with the second and third strategies.”
The old man sat back with a pleased look on his face.
“So there you have it,” he said, “my first strategy. It gets everyone
involved in thinking about what is right for our company and it begins to
stimulate people to take ownership of what they do.”
“This is fascinating,” I said. “It really makes sense to use the survey the
way you do—as a teambuilding strategy.”
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THE FIRST STRATEGY

Use the survey as a teambuilding strategy
by employing a credible consultant to gain their confidence
and share results with them.
Examine the results to give them some “quick wins”
and then actively involve them in developing
and implementing concrete Action Plans

“It really works,” he smiled. “But, as I’ve said earlier, it is only one of
seven pieces of my teambuilding efforts. It’s time for me to talk about my
second strategy, involve managers in managing a team culture.”
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The Second Strategy:
INVOLVE MANAGERS
IN MANAGING
A TEAM CULTURE
“Recall what I listed as the differences between a survival culture a team
culture,” he said. “Compared to a survival culture, people in a team culture
know what they must do to achieve the company vision, are aware of their
interdependence, go beyond their job description to help others, freely and
openly express their opinions and ideas, and, together, constantly strive to
solve problems and improve processes.”
“Yes,” I said, “and I can see how getting your employees involved as you
do in the first strategy is a start at developing a team culture.”
“Right,” he said, reaching
for the pad on the table “Now,
let’s see if we can translate
those elements of a team
culture into manager behaviors,” he continued, as he began
writing another list.
“As you see from the second
column of this list,” he said,
“the challenge for a manager is
to behave in ways that will
support a team culture.”
“Look at the first row,” he
said. “If we want people to
know what they must do to
achieve a company vision, then
managers must actively involve
them in helping to shape the
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company vision. In this way, employees end up owning the vision themselves.
I’ll have a lot more to say about this when I tell you about my third teambuilding strategy.”
“Consider the second element,” He continued, “If we want people to be
aware of their interdependence throughout the company, then managers
themselves must live it. When they are seen cooperating with other departments, they are modeling and demonstrating it. When they send people to
other departments to help out with heavy workloads, they are teaching it.”
“To reinforce this,” he said, “I make it a part of every new employee’s
orientation period to spend a little time in every department so they get to
know people throughout the company and see how they all are interconnected. It’s well worth the time and effort it takes, because it helps me instill
the notion of belonging to a true team culture in the mind of every new
employee I hire.”
The old man sat back in his chair holding the list in front of him.
“Consider the third element, going beyond their job descriptions. If we want
people to go beyond their job descriptions and spontaneously help others
when it is needed, then managers must teach them how to see their jobs as
more flexible, not bound by some rigid rules. We must focus people more on
what we want to achieve instead of how they should achieve it. A good
manager tells people what is needed when the job is done, and then turns
them loose to accomplish it in their own way.”
“Now look at the fourth element, open communication. If we want people
to feel free to openly express their opinions and ideas, then we must create a
safe atmosphere. Managers must not punish or belittle people for expressing
some disagreement. Managers must demonstrate that they are both open to
and value employee suggestions. They do this by truly considering every
suggestion. They discuss each suggestion with the employee, and, together,
they determine if it can be done—or why it cannot be done.”
“That one hits home to me,” I said. “People in my Gadget Company told
me that my managers are not interested in their opinions—my managers only
want them to do what they are told.”
“That’s exactly what I’m talking about.” he said. “That kind of manager
behavior sabotages a team culture.”

28

“This brings me to the last element of a team culture, constantly striving to
solve problems and improve processes,” the old man continued. This element
is quite important and I’ll have more to say about it when I describe my sixth
strategy, involving employees in Strike Teams. A company will operate more
successfully if everyone is constantly striving to solve problems and improve
processes. To accomplish this, managers must encourage a problem-solving
mindset. In a survival culture, people are out to protect themselves. They
look for people or things to blame when something goes wrong or isn’t
working right. In a team culture, in which people have a problem-solving
mindset, a person’s first reaction is How can we fix that? or How can we
improve this?”
He put the paper back on the table. Propping his elbow on the arm of his
chair and stroking his beard, he looked at me thoughtfully.
“To help managers engage in these team supporting behaviors, I get them
to see their role as a manager in a different light. I get them to think differently about who they are and what they do—I teach them to see themselves
as professionals.
Many managers coming up through the ranks tend to see their new job
simply as a promotion instead of a brand new profession. From their point of
view, they are now in charge and must direct employees to get the things
done that they used to do. So, they simply become taskmasters. That’s oldstyle thinking. Managers today need to think and see themselves differently.”
“Come take a walk with me,” the old man said, as he pushed back his
chair and got up from the table. “I want to show you something.” He led me
to a door in the far corner of his study.
To my surprise and delight, we walked into a large greenhouse, filled with
beautiful flowers and plants of all kinds.
“My!” I exclaimed. This is spectacular!”
“Thank you,” he smiled. “This has been a very therapeutic hobby of mine
for many years. It gives me a chance to nurture life into existence and the
pleasure of watching things grow. Like your walking up the mountain, I
come here when I need to think in solitude.”
“Well, you certainly can be proud of your garden out here. This is
magnificent!”
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“I brought you in here to make some important points about managing a
team culture.”
He paused and looked at me. “Tell me, what do you think is the most
important element of a team?” he asked.
I thought for a moment. “I guess it would be everyone seeing themselves
working together as one group.”
“Well, it is true that people in an effective team see themselves working
together as one group,” the old man said. “But that isn’t the most important
element of a team.”
He reached down and gently caressed the soft pedals of a bright red rose.
“The most important element of a team is the individual team member,” he
said.
“After all,” he continued, “every team is made up of individuals. The state
of mind of those individuals profoundly influences the dynamics of the team.
It influences how successfully team members will work together and the
quality of their output. In an effective team, each individual must feel important to the team and believe that his or her contribution is valuable to the
team.”
“I can see where a manager would be very helpful at this point,” I
commented.
“Yes,” he said. “Old time managers believe that their primary job is to
make sure that employees get the work done. They are focused on carrying
out orders from above and passing them on to those below in order to make
things happen. They’re like traffic cops. They see their job as making
decisions. The job of their employees is to implement those decisions.”
“Well, isn’t it the responsibility of managers to organize and plan things
and direct their employees to make sure the work gets done?” I interrupted.
“There is no doubt that managers are accountable to higher management
for getting the work done,” he answered. “But it’s all in how they go about
doing it.”
He paused for a moment and gazed fondly at the rose he was touching.
“Managers today are no longer traffic cops. The primary role of a manager
today is that of a facilitator or catalyst who brings out the best in every
employee. The mind-set of old-style managers is that their employees support
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them. The mind-set of 21st century managers is that they support their
employees—they help them unleash their talents and develop their skills. The
old-style manager often sees employees as expendable, while the new-style
manager sees employees as the most important resource in the company.”
“Take this rose, for instance,” he said. “As its ‘manager,’ my job is to
cultivate it, to nurture it, to provide it with the nutrition and proper environment for it to grow and flourish. Like a new style manager, I am a facilitator,
a catalyst for this rose.”
“That’s an interesting metaphor for the your style of management,” I said.
“Let me carry it a step further,” he continued, as he began leading me
through the rest of his greenhouse garden, pointing around to the colorful
arrays of petunias, daises, tulips, chrysanthemums, daffodils and a variety of
other multi-colored flowers unknown to me.
“Each of these beautiful flowers is unique. Each requires its own mix of
nutrients, its own schedule of care. They all need sunlight, but some need
more, while some need less. They all need water, but some will not do well if
I over-water them. If I want my flower garden to thrive, I need to be fully
aware of the unique differences required by every plant in it.”
“Just like a good coach,” he continued, “managers must be aware of what
drives each of their individual employees. What will stimulate each person to
perform at his or her best? What must be done to help an employee bring out
his or her unique talents? How can we assist someone in developing new
skills? These are all part of the role of the new-style manager and absolutely
essential for managing a team culture.”
The old man smiled. “Remember what I said earlier. The most important
element of a team is the individual team member. The essence of managing is
doing whatever is needed to bring out the best from each person. People feel
energized and important when doing their best. And, when you anchor their
work to the company mission, they feel a part of the team”
“When everyone on the team feels important to the team,” the old man
said as he waved his arm around at the variety of flowers, “the results of the
team are beautiful, and that collective beauty is far more stunning than any
individual.”
I nodded my head, appreciating the beauty of his garden as we circled
back to the door of his study.
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“Everything you’ve said about how to manage a team culture makes
perfect sense to me,” I said. “So how does one go about getting managers to
do the things you’ve been talking about, to change their management style
and their mindsets to fit a team culture?”
“Well,” he answered, as we entered the study and returned to our seats at
the table, “I bring in experienced trainers who think the way I do. They
conduct on-site, basic, team-management seminars over a period of several
weeks. I have found that an external trainer is more credible to employees
than a company trainer, and training people in their own work environment
anchors their new behaviors to that environment.”
I also invite them to very comfortable dinner meetings,” he continued,
“where I facilitate discussions to bring out the points I want to make.”
“But, no matter how I accomplish such training, there is one thing I
always insist upon,” he emphasized waving his index finger in the air. “I
insist that my managers do what people in other professions do. As I said
earlier, I view management as a true profession. Like any professional, I
insist that they keep up with new information, new theories, new techniques,
and new technologies associated with the profession of management.
Doctors, lawyers, and scientists, keep up with their fields. I expect nothing
less from my managers.”
“How do you go about doing that?”
“In three ways,” he answered. “I never deny them educational and training
opportunities that will help them professionally. I send them to seminars,
classes, and workshops and then we all talk about what they’ve learned when
they return. Second, I periodically invite experts to conduct in-house sessions
with the entire management staff. And third—and I strongly believe in this
idea—I insist that they read the latest articles and books in the field of
management. I subscribe to leading publications, such as the Harvard
Business Review, and I pass articles of interest around to my staff. I encourage them to share what they have learned in my weekly management meetings.”
“That’s some commitment,” I commented.
“It has cost me a little time and money in the short run,” he said. “But it
has paid off with more skilled and loyal mangers and greater company
performance in the long run.”
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“With that kind of investment in your people, do you lose many of them to
other companies after they’ve benefited from all of the education you’ve
provided?” I asked.
“Oh, from time to time, particularly when I first started doing business this
way. But then, as I got pretty good at creating an exciting team culture, I
found that fewer people were interested in leaving it.”
“Besides,” he continued. “I learned a long time ago to take a rather
philosophical view about the relationship between people in a profession like
management and the companies in which they work. A company moves
along at a different pace then a person’s life. Professionals move forward on
an often fast-changing career track. Companies, like large ships, move slowly
and steadily onward. People and companies come together for periods of time
and then sometimes move apart. But if it’s all done right, they both greatly
benefit from the association while it lasts.”
“That makes sense,” I said. “When you create a very inviting company
culture, you’re probably going to get some high quality, ambitious people
who will eventually move on to other opportunities.”
“Exactly. And that’s not all bad. I’ve developed some wonderful friendships over the years. Some of my managers have gone on to great success and
still drop by periodically to say hello and end up staying for a while. Their
experiences, having moved off on their own, give them new and fresh ideas
that they share with me.”
“I can see where this adds more texture to the ongoing training and educational experiences you provide your managers,” I commented.
“Exactly,” he said. “As you can see, I strongly emphasize the importance
of learning new ideas and new ways of thinking about things. I often tell my
managers that learning is the best food and that they should constantly feed
their brains!”
The old man leaned back in his chair. “So there you have my second strategy!”
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THE SECOND STRATEGY

Train managers to see themselves as professionals,
not taskmasters.
Show them the value of learning.
Teach them how to build a climate of trust
between themselves and their employees,
to coach and facilitate people,
instead of controlling and dictating to them.

“But remember,” he went on, “this strategy is implemented in concert
with six other teambuilding strategies.”
He paused and then said, “In fact, it’s now time for me to tell you about
my third teambuilding strategy, Involve Everyone in Knowing Where You Are
Going.”
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The Third Strategy:
INVOLVE EVERYONE
IN KNOWING
WHERE YOU ARE GOING
“Do you need any coffee or an after dinner drink before I continue?“ the
old man asked.
“No, thank you. I’ve had just enough.”
“Well then. Follow me upstairs. I want to show you something.”
Getting up from our chairs, he led me back into the great room to the
spiral staircase. We climbed the stairs to the second floor where I saw doors
to several other rooms and marveled at the size of the house.
We continued our climb to the top of the stairs, which ended in a rectangular room topped by a large, partially open dome rising up from the center
of the ceiling. This must be the dome I had seen when we first approached
the house.
Looking through it at emerging stars in an almost dark sky, I realized that
sometime during our conversation the sun had set. I also saw a sizable telescope mounted beneath the dome.
Along the entire wall in front of me was a long table with three chairs
parked under it. On it were scattered a variety of charts, folders, books, and
ledgers. Filling the wall above the table was a huge, dramatic photograph of
the first moon landing.
Both of the shorter walls of the room held floor-to-ceiling bookcases, and,
like the other bookcases I’d seen in the house, were crammed with volumes.
As I turned around, I saw a collection of photographs hanging on the wall
behind me. They appeared to be pictures of the old man with other people
taken over the years. One photo in which he was much younger caught my
eye. He was standing with three people watching a space shuttle at lift-off.
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I shook my head in amazement. “Just another hobby, hey?”
He smiled as he invited me to sit with him at the table. “Just another
hobby. I’ve been interested in astronomy since high school. I had a physics
teacher who helped me build a telescope. As primitive as it was, the hours of
enjoyment I got out of that instrument started a lifetime interest in astronomy.
In fact, at one time, in my sophomore year at college, I even considered
majoring in astrophysics.”
“Of course, that never did happen,” he said wistfully. “But I still enjoy
coming up here in my evening hours and exploring the heavens.”
I sat looking at him. I propped my elbows on the arms of my chair and
rested my chin on my clasped hands. “You’re just full of surprises,” I said
with a smile.
Appearing to appreciate my statement, he pointed to the picture on the
wall. “You know, of course, what that is, right?”
“It looks like the a picture of Armstrong stepping out on the moon.”
“That’s right. It’s Neil Armstrong leaving the Apollo X1 spacecraft and
planting his foot on the moon.”
He looked at the picture admiringly. “His step was the result of an amazing vision that tied hundreds and hundreds of people together in a complex
project for over a decade!”
Turning to look at me, he said: “The Apollo program is one of the best
examples of a Whole Team that I can think of. A key part of their success was
that everyone knew where they were going.”
“To the moon,” I chuckled.
“Much more than that. We made a national commitment do whatever it
took, to develop whatever technology we needed, to get a man on the moon
by the end of the ‘60’s. All of them—the managers, the technicians, the astronauts, the ground crews, the office staff, the vendors—all of them were
aligned toward achieving that mission.”
“In fact,” he reflected, “the remarkable thing is that it wasn’t only the
people involved in the project who were aligned. The entire country, in fact,
the entire world, was aligned. The day the moonwalk took place, millions of
people watched with rapt attention. Old people, young people, Republicans,
Democrats, hippies, ‘squares,’ rich people, poor people. Everyone watched in
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awe. I don’t believe there has ever been a single project in history that so
united people in one direction, even it was just for a moment.”
“I remember watching a video of the moon landing,” I reminisced.
“I was very inspired by that event,” the old man said. “It happened at the
time I was ‘taking myself to school,’ when I was searching for how to build a
long-term company team. I learned from the Apollo program. It inspired my
third teambuilding strategy.”
“From my observations of companies over many years, both my own and
others,” he said, “I’ve concluded that the most successful companies are
those in which people all participate in knowing where they are going.”
“You mean everyone is familiar with the company mission statement?” I
asked.
“Yes, but much more than that! It isn’t enough to simply write a fancy
mission statement and then frame it and hang it on a wall for people to look
at. Everyone in the company must be involved in translating its every element
into specific day-to-day behaviors.”
He reached for a folder on the table and pulled out an illustration (see next
page). “Here,” he said, “look at this drawing, starting from the bottom, and
you’ll see what I mean.”
“When properly used,” the old man said, pointing to the bottom of the
drawing, “I see the company mission statement as a dynamic, living force
driving everything that happens. It starts with the values of the company
founders and the CEO, is shaped and nurtured by the interaction of those
values with the pressures and philosophies of the marketplace, and then
grows into a formal Mission for the company.”
“The mistake a lot of companies make is not taking the next step,” he
continued. “They come up with a beautiful, lofty mission statement, blow it
up into an impressive frame, and hang it where everyone can see it, employees, customers and vendors alike. But they stop there. They fail to make it a
truly living document by getting everyone involved.”
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“And that is the essence of your third teambuilding strategy…” I
suggested.
“Yes. The Mission Statement gives the company a wonderful opportunity
to align everyone toward the company’s purpose for being. After developing
it, I get each of my managers to meet with their employees and translate
every piece of that statement into what I call ‘supportive behaviors.’ These
are very specific behaviors you would see taking place if everyone were
being guided and driven by the company mission.”
“I’ll show you an example,” he said as he reached for
another folder on the table.
“Several years ago, I decided,
as one of my business ventures, to own an automobile
dealership. I was fascinated by
the challenge of getting diverse
groups of people to work
smoothly together in service of
the customer. Sales people
were paid on commission.
Office people were paid hourly
wages. Technicians in the service department were like
independent contractors. It was
like having three different
organizations under one roof.
Each operating differently and
each protecting their own territory.”
“I can see where that would be a real challenge,” I said.
“Yes it was. I met with my managers and, together, we struggled for
weeks to uncover our values, to decide what we stood for, both personally
and as a company. Together we agreed on a company purpose.”
“And then we tied it all together into our company mission statement,” he
said, as he showed me the first page in the folder.
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“Our next step was to translate this ambitious mission statement into
specific behaviors. My managers decided a good way to do this would be to
come up with a series of pledges, pledges that everyone in the company
would make to customers and vendors, pledges managers would make to
employees, and pledges everyone would make to each other. They decided
that a good starting point would be to develop their pledges to employees,
keeping in mind that they wanted to build a Whole Team.” “Here’s what they
came up with.”
OUR PLEDGE TO EMPLOYEES

 We will strive to lead by example, to walk our talk every
moment of every day.
 We will set examples for you by uniformly following
policies and procedures.
 We will treat you with dignity, respect and fairness, and
work hard to gain your trust.
 We will listen to you and be considerate, sympathetic, and
responsive to your needs.
 We will clearly communicate our expectations to you and
make sure we understand your expectations of us.
 We will empower you by giving you the information,
freedom, and authority to do your jobs.
 We will properly train you and then support and facilitate
you, to help you do your best.
 We will acknowledge the importance of your contributions
to our company.
 We are proud of our company and will do everything
possible to make you proud also.

“That’s a pretty impressive set of pledges to live up to,” I said as I looked
at the sheet.
“At the time they came up with those pledges, we had already been well
into implementing the first two teambuilding strategies,” he said. “So they
were primed to come up with pledges that emphasized the kind of team we
were trying to build.”
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“What was the next step in this process?” I asked.
“My managers decided,” he answered, “that it was now time to meet with
employees and share the mission statement with them. As part of the second
teambuilding strategy, they had learned how to facilitate a discussion. And
that’s what they did with their employees. They began by asking their
employees to tell them what the mission statement meant to them with
respect to customers. They asked for suggestions for pledges to customers
that would illustrate people living the mission on a daily basis. When each
department group came up with a final set of pledges, I met with my managers. Together, we organized the results of their deliberations and came up
with three pledges to customers.”
He showed me another sheet from his folder. “We posted the pledges in a
nice wooden frame and displayed several copies of it in key places throughout the dealership. We hung it on the wall behind each salesperson’s desk, in
the Business Office, at the Service drive, and so on.”
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“Each manager,” he continued, “also had a smaller version, specifically
addressed to vendors, in a plastic frame sitting on his or her desk.”
“Those are great pledges,” I commented.
“But there’s even more!” he said. “In the next step, managers shared the
pledges they had written to employees with people in their own departments.
They gave everyone a copy and told them to use it as a set of guidelines for
giving managers feedback on how well they were managing.”
“That was very brave of them,” I commented.
“Yes, but remember, one of the characteristics of a team culture is free
and open communication with no fear of reprisal.”
“At this point,” he continued, “managers asked employees to do the same,
to come up with their own pledges. Employees met in department groups and
brainstormed pledges. Each group shared their ideas with the other groups in
several rounds of meetings until they all agreed on a final set of pledges.”
“They took it even a step further,” he said, again reaching for the folder.
“Given the emphasis on
developing a team culture and
the importance of every individual
team
member’s
performance, they decided
that they needed to make two
sets of pledges—one for
working with each other as a
team and one for their job.”
He selected another piece
of paper from the folder.
“Here’s the first set of
pledges in which they
focused on working with each
other as a team.”
“It looks like they sure
worked hard at it.” I commented.
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“Yes they did,” he responded, pulling out another piece of paper from the
folder, “and here’s the second set, in which they focused on their own
performance.”
“Very impressive,”
I said
The old man leaned
comfortably back in
his chair. “You can see
from these pledges
how this third strategy,
Involve Everyone In
Knowing Where You
Are Going, like the
first and second strategies, was designed to
include everyone in the
company.”
“I do see,” I said,
nodding my head.
“Most of the time a
mission statement ends
up in a frame on the
wall. I like how you
make it more dynamic by getting all of your employees to own it.”
“And involving employees in the process has one more side-benefit,” he
said. “It actually becomes contagious.”
“What do you mean?” I asked.
“Well,” he answered, “it’s been my experience that once people get a good
taste of this kind of involvement, they begin seeking more. My guess is that
this activity somehow feeds their social needs.”
“That’s an interesting point,” I commented.
“A good example of this is the way my business people in that dealership
took the process a step further. They decided to come up with their own office
mission statement and set of pledges.” He pulled another piece of paper from
his folder and showed it to me.
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“How about that?” I muttered as I looked at what his office people had
done.
The old man chuckled. “Everyone in the office was very proud of what
they had accomplished. They placed a copy of their mission statement in a
large frame and hung it on the office wall for all to see. They then took it a
step further. They made smaller copies in color and put them in two-sided,
stand-up frames on their desks, so that both they and people standing in front
of them could see and read their mission statement and pledges whenever
they talked.”
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“What a nice demonstration of support for teamwork,” I observed.”
He nodded his head. “Yes, am pleased when I see how seriously and
enthusiastically they took this first strategy to heart.
“But I have one more example to show you,” he said, pulling out another
sheet from his folder. “Auto dealers belong to Dealer-20 Groups, which are
groups composed of owners from around the country who meet periodically
and exchange ideas. I was in one of those groups sharing my experience. One
of the dealers was very excited by the process and decided to try it out in his
dealership. Here’s what his people came up with.”
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“That’s very impressive,” I commented.
“It really is,” he responded. “In fact, Team Ford won an award for this!”
He closed the folder. “So there you have it—my third strategy, Involve
Everyone In Knowing Where You Are Going, which gets everyone aligned as
a team in the same direction.”
THE THIRD STRATEGY

Starting with managers, involve everyone
in the development of a mission statement,
grounding it in shared values,
and translating each element
into behavioral commitments
made by everyone in the organization.
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“Like I said earlier this afternoon,” he continued, “these first three strategies are what I call cornerstone teambuilding strategies. Once you’ve
successfully implemented them, you are well on your way to building a
Whole Team. The other four strategies grow out of these three.
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A BRIEF
INTERLUDE
The old man leaned back in his chair and stretched his arms above his
head.
“You know, son, it’s getting on into the evening. Had you planned to
return to your car by the end of the day or were you thinking of sleeping
somewhere up on this mountain?”
“Oh, I’ve been up here many weekends in the past. I have a few favorite
places up the trail where I’ve slept out under the stars.”
“Well, I’ve got plenty of room here in my house. Why don’t you stay here
tonight and I’ll continue my description of the other four strategies in the
morning?” he asked.
“That’s a very gracious offer,” I said. “I accept.”
“Good,” he said. “Follow me and I’ll get you squared away for the night.
With that, he got up from his chair and led me back down the spiral staircase to the second floor.
We walked to one of the doors I had seen earlier and entered into a
comfortable parlor, furnished with a couch and two cushy chairs in front of
another fireplace. A large television sat in one of the corners and the soft,
warm glow of three floor lamps illuminated the room. Behind the couch, I
saw another door leading into a bedroom.
“My,” I exclaimed. “This is as cozy as any first class hotel suite I’ve
seen.”
The old man beamed. “I’m glad you like it. I take great pride in the quality
of what I offer in whatever I do.”
“When I designed this house,” he said, as he led me into the bedroom, “I
knew I would have visitors from time to time. I wanted them to be as
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comfortable as I would want to be. So, keeping myself in mind, I set up this
suite.”
The bedroom was furnished with a king-sized bed and two end tables,
each holding an attractive table lamp. I saw another television in a cabinet in
the corner. I also saw the door to what appeared to be a walk-in closet on a
wall to the left of a large window. Through a door on the opposite wall, I saw
a bathroom.
“You’ll find just about everything you need here, including a bathrobe,”
he said. “Just make yourself at home. Feel free to roam around the house
during the night if you wish, and eat and drink anything you want.”
“Thank you very much,” I said. “This is absolutely wonderful.”
“I’m glad you like it. Meanwhile, I’ll go downstairs and get your backpack.”
“And, by the way,” he said over his shoulder as he walked back through
the doors to the stairs, “when I built this house, I soundproofed all of the
walls. Don’t be afraid to turn on a TV. I don’t know about you, but I enjoy
surfing channels before I go to sleep at night and catching up on what’s going
on in the world.”
“Thanks!” I called out to him, as I looked around the suite.
In a few moments, the old man returned with my backpack and a copy of
an issue of the Harvard Business Review.
“I thought you might like a little light reading,” he said with a mischievous
smile. “There’s an interesting article on ‘empowerment’ in this issue that I
thought you’d enjoy. It says some things that relate to my fourth strategy,
which I’ll tell you about in the morning.”
“Thank you,” I said as I took my backpack and the magazine from him.
With that, he turned to the door of the parlor. “Have a good night,” he said
as he left the room.
“You do the same,” I called out after him.
Later that evening, I read the article he had indicated. When I finished, I
turned out the light and lay awake in the comfortable bed, thinking for a few
moments in the dark about the events of the day.
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I reflected on what a marvelous day this had turned out to be. I was learning what I needed so much to learn. I thought about the elements of a team
culture, about the three cornerstone strategies, and about the importance of
involving everyone at every stage of the teambuilding process. I thought
about all of these things as I drifted off to sleep.
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The Fourth Strategy:
INVOLVE EMPLOYEES
IN DECISIONS AND ACTIONS
When I came down to the dining room the next morning, the old man had
just finished setting the table with a delicious looking breakfast. Freshly
squeezed orange juice. Scrambled eggs, crisp bacon, and toasted English
muffins. Steaming coffee.
“Good Morning, my friend. How was your sleep?” he asked, as he
motioned for me to sit at the table.
“Good morning,” I replied. “I had one of the best nights’ sleep I’ve had in
a long time. You have a great bed up there. And, when I woke up, I realized
how much I needed this weekend.”
“We all could do with some of that from time to time,” he smiled. “That’s
one of the things that motivated me years ago to establish this retreat here on
the mountain.”
Through a large picture window at the far end of the dining room, to
which I had not paid attention the night before, I saw a rich green lawn,
rolling off into a mixture of tall pines and oak trees, gently stirring in the
morning wind.
“Did you get a chance to read that article on empowerment last night,” he
asked me as he sipped his coffee.
“Yes, I did. I found it very interesting and somewhat eye-opening.”
“What struck you the most?”
“Well, the article pointed out something about empowerment that I myself
have felt. Empowerment has become an overused buzzword. We all talk
about empowerment. We encourage our managers to empower their employees. Managers tell their people they are empowered. But, when push comes to
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shove, many of us don’t really follow through. At the first sign of a crisis or
an employee mistake, it’s back to business as usual.”
“Why do you think that happens?”
“Probably because managers are afraid to give their power away,” I
suggested.
He nodded his head in agreement. “That’s one part of it. They have a lot at
stake because they are responsible for making things happen in their departments. If something goes wrong, they see it all coming back on their heads.
Besides, many of them were taught a command and control style of managing
that worked well for most of their career. They trust it. Giving power to
employees is a big risk to their own survival.”
He picked up his English muffin and covered it with a generous amount of
strawberry jam. “One of the complaints that come out of many employee
surveys is that managers are doing too much micromanaging. That’s the
opposite of empowerment.”
“I heard that complaint in my own company recently when wandering
around, talking to employees,” I commented.
“I’m not surprised, given what you told me about what was going on in
your company. Wherever you see managers protecting their turfs, you are
likely to see micromanaging. And, that becomes a vicious circle—there’s no
chance of giving power away when you are micromanaging.”
He held a forkful of scrambled eggs in the air, about to take a bite. “This is
why the second teambuilding strategy I told you about is so important.
Managers must be shown the difference between survival and team cultures.”
“There are other things that hinder empowerment,” he continued, as he
savored his eggs. “For example, when managers are paid hefty bonuses on
their bottom line performance, they’re going to be over-cost conscious and
may cut corners when they shouldn’t. They are going to be reluctant to
empower people because it means losing control of their own income.”
“Also,” I added, “I can see a similar pressure coming from top management reacting to demands from stockholders to do what is necessary to get a
better return on their investment.”
“Exactly. And, these are just some of the things that sabotage empowerment.”
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After we finished our breakfast and cleared away and cleaned the dishes,
the old man poured us each a fresh cup of coffee and invited me to sit with
him on the front porch. As he moved through the great room, he picked up a
pencil and pad of paper from a table.
When we stepped out on the porch, the beauty of my surroundings once
again struck me. An inlaid brick driveway winding up to the side of the house
was bordered by a variety of small bushes. Some were filled with brightly
colored flowers, ranging from deep purple to brilliant white. Others spouted
broad, thick leaves in every direction, richly textured in various shades of
green. All were framed by the majesty of the ever-present oak and pine trees.
We moved to the rocking chairs and set our cups of coffee on the table
between them.
“I do a lot of thinking out here,” he said as he looked around. “I find it
very peaceful and at the same time mentally stimulating.”
“I can easily see why,” I said. “I don’t see how one could sit here and not
feel the vibrant life all around us.”
He picked up his pad of paper, drew a circle, wrote something in the
circle, and then handed the
pad to me. “As you may
now have guessed, my
fourth teambuilding strategy, Involve Employees in
Decisions and Actions is
essentially
a
strategy
designed
to
empower
people. Here are the basic
ingredients of this strategy.
I call this the Empowerment
Button.”
“I strongly believe that
all four of these steps in the
middle of the button must
be taken to make this strategy work,” the old man
said as he rocked back in
his chair and gazed out at the trees. “There is no question in my mind that
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when people feel they control their own lives, they take more ownership of
what they do. They are more self-motivated. Each of these four steps is aimed
at helping an employee feel that way.”
He turned to look at me. “It starts with the manager and employee sitting
down together to define the employee’s performance goals. One great technique for beginning this discussion is for each of them to independently list
the manager’s expectations of the employee’s performance. They then
compare their lists—what the manager expects of the employee and what the
employee thinks the manager expects. Invariably, the lists will be different.
Discussion of the differences helps clarify the defining of performance
outcomes.”
“That sounds very useful,” I said. “I can see where it opens up communication between the manager and employee and also gives them a set of
performance standards for the future.”
“Right. More importantly, when the two of them mutually define goals,
the employee is much more likely to take ownership of his or her own
performance.”
“Having defined performance goals,” he continued, “the second step—and
this is a very important step—is for managers to give employees all of the
information they need to make decisions on their own, to empower them.
Budgets. What costs are involved? How much money is available to them for
making a decision to fix a customer’s problem? How far can they go in any
one decision? Where does their department budget fit in with the bigger
company picture? And so on.”
“Are you talking here about open-book management? I asked.
“Yes, but even more than that. Much of the information I’m talking about
is financial, but much of it is also about decision-making limits, about the
degrees of freedom allowed to an employee.”
“I would imagine, the more degrees of freedom, the more an employee
would feel in control.”
“Right again. And, employees then will feel they have more of a stake, a
personal sense of ownership, in their company’s overall performance.”
The old man stood up from his rocker and rested his hands on the porch
railing, looking out over the bushes along the driveway. “Now comes the
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hard part, the third step. After you mutually have defined performance goals
and provided your employees with needed information, you as a manager
must be willing to give them the autonomy to take actions on their own. This
means giving up some of your power.”
“I can see where this would be very risky to some managers,” I said,
“particularly to old style managers.”
“Again, that’s why my second teambuilding strategy of educating managers is so important to the overall process.”
He turned around at the railing, leaning his elbow on it. “But now, we
come to an even harder and also very important step. You and I know that
employees will make mistakes. They’ll make a wrong decision or take an
inappropriate action. Managers will be very tempted to come down hard on
them when these mistakes happen. The challenge for managers is to keep
their cool.”
“Ah, the fourth step on your empowerment button.”
“Yes, the fourth step. Managers must support the decisions made and
actions taken by their employees, otherwise they will never truly empower
their employees.”
“What happens if a manager disagrees with a decision made or an action
taken by an employee?”
“If they disagree with what has happened, they need to let their employee
know why and what they would have done differently. Then they need to
discuss the differences between them. Who knows? The employee may have
a rationale that convinces a manager to change his or her view of a situation.
And, of course, this should be done in private, not in front of other employees
or customers.”
“The point is,” he continued, “every mistaken decision or action is an
opportunity for learning, for further developing an employee’s skills.
Mistakes must never be used as opportunities to punish.”
“I can see why,” I said. “Punishment would make it riskier for the
employee to make decisions or take actions in the future, which would sabotage any attempts to empower them.”
“Exactly,” he said with a smile. “You can clearly see how a ‘learning’
response from the manager supports a team culture, while a punishing
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response fosters a survival culture. Too many managers use confrontation
when faced with employee mistakes. They believe they must discipline the
person making the mistake and they apply discipline as a punishment, rather
than an opportunity to learn.”
“Your empowerment button makes a lot of sense to me,” I said. “When
you work with employees in defining their goals, share information with
them, and allow them to make decisions on their own, and then use mistakes
to teach people, it seems clear to me that this would help them feel more in
control of what they are doing.”
“Yes,” he answered. “Not only that. This approach also increases their
productivity. I have a wonderful example of that. I had a service technician in
my dealership who was responsible for reconditioning used cars so they
could be resold. He came to me one day, highly frustrated. He said that
existing procedures were hindering him from being as productive as he could
be. He felt he was wasting an inordinate amount of time tracking down the
Used Car Manager to get permission for various repairs, most of which he
believed he should be able to decide for himself. He believed he knew
perfectly well what it would take to turn a used car into a safe and profitable
resale.”
“I knew that the cost of reconditioning a used car,” he continued, “averaged about $450 per car. I suggested to his manager that he let the technician
use that average as a guideline. I thought as long as the technician averaged at
or below the guideline, he should have the freedom to make his own
decisions. I suggested the manager tell the technician to discuss the repairs
with him for any larger items, $800 or above, so that he wouldn’t be
surprised by a sudden “big hit.”
“How did that work out?” I asked.
“Wonderfully,” the old man said with a smile. “Giving the technician the
authority to make his own decisions improved his working life immediately.
A few weeks later, he came to me to tell me how much he appreciated the
change. He said he was now fifty percent more productive and, in fact, had
improved the average. He was now spending less than $400 per car! He was
much happier about his work.”
“That’s a very good example of your fourth strategy,” I commented.
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“Involving everyone in decisions and actions has really paid off for me,”
he said.
THE FOURTH STRATEGY

Empower employees by involving them
in decisions and actions that affect their jobs.
Share information and give them the freedom
to make decisions and take actions on their own.
Use mistakes as opportunities to learn
instead of opportunities to punish.

“And this brings me right into my fifth teambuilding strategy, Involve
Managers in Cultivating Team Behavior. Come. Let’s take a walk downstairs.”
With that, he picked up his pad and pencil from the table between the
rockers and moved to the front door. I got up and followed him into the great
room.
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The Fifth Strategy:
INVOLVE MANAGERS
IN CULTIVATING
A TEAM CULTURE
We walked to the spiral staircase and started downward.
“You are about to enter another of my special sanctuaries,” the old man
said as we descended.
Sure enough! As I reached the bottom of the stairs, I stepped into a very
comfortable recreation room. In the middle, under two green-shaded lamps,
was an elegant pool table. Along the wall behind the table was a sizable bar
with several high stools arranged in front of it. To my right I saw a door
opening into another room, in which I briefly glimpsed what looked like flip
chart notes hanging on the wall. Four soft armchairs sat along the wall to my
left. I saw a large card table with several chairs in the corner behind me.
Every wall in the room was filled with pictures and news clippings.
“This is very inviting,” I said. “I can see why you call it a sanctuary.”
“Yes, but not only for me. I periodically bring my managers here for a
weekend meeting. We end up spending a great deal of time in this room and
my conference room,” he said pointing to the room with the flip chart notes.
He led me to the armchairs and invited me to have a seat as he, too, occupied one of them. “This fifth strategy of cultivating team behavior is all about
finding ways to stimulate the kinds of behaviors that make up a team culture.
My first four strategies accomplish some of that. But there are some particular things managers can do to stimulate such behaviors. It all has to do with
motivation.”
“Tell me,” he asked, as he looked at me. “What did you think of when I
mentioned the word ‘motivation’?”

58

“Using monetary incentives like bonuses to motivate my employees,” I
answered.
“That’s what most of us were taught. But, more and more, research these
days’ shows that monetary bonuses only work in the short-run. They really
don’t work in the long run.”
“When managers insist they have to ‘motivate’ their employees, what
they are saying is that they need to put something into their employees that is
not already there,” he said, illustrating his point by placing his right index
finger into the palm of his left hand. “Without such input, they believe their
employees won’t perform as well as they want them to.”
“Well, I can understand that,” I said. “It seems to me that a lot of people
today lack a strong work ethic. They do as little as they can get away with.
They probably would rather not even have to work. They aren’t motivated.”
“Yes, that’s the way many managers today think about their employees,”
he said. “But, I don’t believe that. I think those managers just haven’t
managed in the right way.”
“What do you see as the right way?” I asked.
“It isn’t the job of managers to kick-start employees with so-called
‘motivators’,” he answered. The manager’s job is to create the conditions that
will facilitate employees into driving themselves, their own behavior. In other
words, to get them internally motivated, instead of having to externally push
them.”
“Here, come over to the pool table with me and let me demonstrate the
difference,” he said as he got up from his chair and moved to the table.
He picked up a cue, rubbed its tip in a block of chalk, and took aim at a
ball sitting near one end of the table. “Watch what happens,” he said as he
struck the ball.”
The ball caromed off a side rim of the table, then a second rim, and then a
third, before it slowly rolled to a stop in the middle of the table.
“Well it doesn’t look like you made any progress with that shot,” I
observed with a smile.
“More importantly,” he said, “I pushed the ball, causing it to move. But,
notice, without my pushing it, the ball eventually came to a stop. That’s
external motivation.
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“Now watch this,” he said. He picked up a transparent plastic ball that had
some machinery inside, pressed a recessed button, and set it on the table. The
ball rolled around the table and kept on rolling.
“Just like the Energizer Bunny,” he chuckled. “A friend of mine who’s
into robotics made this for me. That little ball will keep right on rolling
around this table until its battery runs down. That’s internal motivation.”
He picked up his pad and drew two diagrams. “Here’s the difference
between the two,” he said, as he handed me the pad.

“The challenge for managers who want to create a team culture is to stop
searching so hard for external motivators. Instead, they need to find ways to
tap into a person’s internal motivation and get it working for the team. The
fact is, in a true team culture, people want to do what they are doing, enjoy
doing what they are doing, and drive themselves to do the best at what they
are doing. This boils down to them being self-motivated, internally
motivated. Managers must find a way to tap into that internal motivation and
connect it to team behavior.
“I see your point,” I said. But how do you go about doing that?”
“By first identifying an employee’s personal needs. That is a key to
tapping one’s internal motivation.”
“Are you suggesting that a manager needs to be a little bit of a psychologist?” I asked.
“That’s right,” he answered. He leaned back in his chair, propped an
elbow on one of its arms, and stroked his beard.
“Needs are at the bottom of it all,” he said. “Needs are things people want.
Some people have a strong need to be approved by others. Others have a high
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need for status and prestige. Still others have a need to be perfect. And so on.
And, it doesn’t matter where our needs came from. The fact is, once we have
them, we drive ourselves to satisfy them. We all feel good when we satisfy
them.”
“Let’s consider for a moment how external motivators work,” he said.
“Take money, for example. Many people believe that money is a great motivator. This is especially true for people who work in sales. But when we look
a little bit deeper, we find that money is simply a way for people to feed some
of their internal needs. Some people who have a high need for status. They
may believe the more money they make, the higher their status. But, if we
could find other ways to feed their status need, we might diminish the
importance of money.”
He sat back and chuckled. “I remember a sales manager in my auto dealership who had a high need for status. He saw himself higher in status the
closer he got to me, since I was the Dealer. He was more interested in using a
top-of-the-line demo with a Dealer plate on it than he was in getting higher
pay. After I provided him with one, he rode around town feeling like a king.
And it worked out fine for me. The 1099 I gave him at tax-time was smaller
than any raise he would have wanted.”
He thought for a moment. “In another company, I had a manager who
wanted more money because he had a high need for material possessions.
Now, I often get promotional gifts from vendors, such as television sets and
golf clubs. So, I made sure he got a major share of them. And, from time to
time, a company of mine would be awarded a special vacation or cruise to
some exotic place for winning an industry contest. I made sure he had his
choice of those awards. In the end, I didn’t worry too much about him being
dissatisfied about his pay.”
He paused for a moment. “Of course, the base-pay I gave both of these
managers was very competitive in the business to begin with. I always make
sure that’s the case at the start to lessen the chances of pay ever becoming an
issue.”
“In other words,” he said as he sketched a drawing on his pad and showed
it to me, “once we’ve identified a person’s needs, we can counterbalance
money as an external motivator by finding other ways to satisfy those
personal needs.”
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“The important point I’m making with all of this discussion,” he said, “is
that identifying the personal needs of our employees is a key to cultivating
team behavior.”
“So, when it comes to teamwork,” I asked, “if we want to cultivate team
behavior, we must find a way to connect a person’s acts of team behavior to
the satisfaction of his or her personal needs, right?”
“Absolutely correct. You have just stated the essence of my fifth teambuilding strategy. And, there are three steps to it,” he said as he listed them
on his pad.

Cultivating Team Behavior
1. Translate the elements of a team
culture into specific behaviors.
2. Know your employees well
enough to identify their internal
needs.
3. Link those internal needs to team
behaviors by arranging conditions
so the needs are filled when the
behaviors take place.
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“Give me an example of implementing these steps,” I said.
“OK. Let’s consider one element of a team culture: People are aware of
their interdependence throughout the company. What specific behavior
would you need to see that would tell you this element is present?”
I thought about his question for a moment. “Well, one of my employees,
Henry, comes to mind. I remember him telling me one day about a customer
complaint he had. He told me that he wrote up the complaint. But then, after
talking to the customer, he read what he had recorded and realized he didn’t
have enough information for one of the technicians to really understand the
problem. He could have handed off the complaint to the technician and let
him call the customer to get additional information. But, having previously
been a technician himself, Henry knew that call would take precious time
away from the technician’s work.”
I paused for a moment and then continued, “So, in order to make the technician’s job a little more productive, Henry called the customer back and got
the rest of the information. Then he passed it all on to the technician. The
technician was able to get right to work on the problem.”
“That’s a good example. Now, let’s imagine that Henry has a high need
for approval. How could you link satisfying that need to the behavior you just
observed?”
“By making a point of telling him how impressed I was by his taking the
time to help make the technician’s job a little easier. Further, in an all
company meeting, which we try to hold at least two or three times a year, I
could single him out to everyone by giving him a public ‘pat on the back’ for
what he did.”
“You’re got it,” the old man said. Consider another element of a team
culture: People constantly strive to improve processes. What specific behavior would you need to see that would tell you this element is present?”
“That’s an easy one,” I said. “One of my salespeople comes to me and
says that it’s taking too long for a customer to purchase one of our Gadgets
because there is too much paperwork. He tells me he knows the process can
be improved and asks me if it’s OK to put together a team to streamline the
process. I tell him to go for it! A few days later, he comes back to me with a
substantially improved process.”
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“Good. Now let’s link that behavior to an internal need. Let’s say this
same salesperson wants to move upward on a career track, to eventually
become a sales manager, and you think he has the right talents to do so.”
“I assure him I will provide all of the training he will need to accomplish
his goal,” I said. “Then I assign him to the task of applying his skills to identifying and solving other process problems in the sales department, which, by
the way, gives him a more intimate knowledge of the overall workings of the
department. At some point, after he has had several successes, I reward him
with the first available promotion opportunity.”
“Good, that’s about what I would do,” the old man said.
He paused for a moment and then said, “All too often, managers fail to
appreciate differences among their employees. We human beings are all
unique. We each have our own particular view of the world, our own special
skills and talents, are own needs. It is important for a manager to take the
time to learn about the unique worlds of their employees and to identify the
personal needs that drive them. Only then will they be in the best position to
cultivate a team culture by stimulating people to be internally motivated.”
“By finding ways of linking external rewards to internal needs,” I said.
“Right. Again, what we are doing here is linking instances of the desired
team behaviors to internal needs, by finding ways to fulfill those needs when
the behaviors occur.
That’s the core of this fifth strategy, Involve Managers In Cultivating A
Team Culture.”
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THE FIFTH STRATEGY

A team culture exists
when people are internally motivated
to perform team behaviors.
Knowing the personal needs of employees
enables a manager to cultivate a team culture
by linking specific instances of team behavior
to the internal needs of employees.

“Now it’s time,” said the old man, “for us to move on to the sixth strategy,
Involve Employees in Strike Teams.
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The Sixth Strategy:
INVOLVE EMPLOYEES
IN STRIKE TEAMS
“Did you notice, when I described my first five strategies,” the old man
said, “how I get as many employees as possible involved in each of them?”
“Yes. And, I remember you stressing the importance of that in the very
beginning.”
“Good. Now, when properly used, my sixth strategy provides an excellent
opportunity for doing that.”
He stood up from his armchair, picked up his pencil and pad, and invited
me to come with him into the adjoining room with flip charts on the wall.
As we walked through the door, it looked to me like the room had been
used recently. Several pencils, pads, and pieces of paper, many with notes or
sketches written on them, were scattered about a large oval table that occupied most of the room. At least twelve chairs were arranged around the table,
some tucked under it, others pulled out in different directions, as if people
had just left. Many sheets of flip chart paper hung on the walls. I saw several
lists of items, detailed flow charts, and other interesting-looking diagrams
scribbled all over them.
“I apologize for the appearance of this room,” he said as he seated himself
in a chair at the head of the table and motioned me to sit next to him. “I had a
group of young managers up here last Saturday. But, then I traveled all week,
so I just haven’t had a chance to pick things up.”
“It looks like you all did a lot of hard work here,” I said.
“Yes, we did. Actually, I was teaching them how to use some of the tools
that I find very helpful in implementing my sixth strategy.”
He looked at me. “How familiar are you with the term “process improvement’?” he asked.
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“I’ve had some experience with it. I know it started way back in the
1950’s with the quality improvement philosophy of a man named Deming. I
know that it has grown in popularity in American business over the past
many decades. And, a few years ago, I attended a series of workshops to
learn how to use some process improvement tools.”
“Did you ever make use of what you learned in your own company?”
“As a matter of fact I did. A couple of years ago, I set up a process
improvement committee and taught them what I had learned. People on the
committee were excited at first. They decided to meet for two hours every
Monday morning and look at processes throughout the company. Most of
them were from my manufacturing department and they quickly found ways
to streamline a number of manufacturing operations. But then, after a few
months, they didn’t seem to be as productive any more.”
“What do you think was the cause?” the old man asked.
“Well, here’s what happened. After their initial successes in manufacturing, they had difficulty tackling processes in other parts of the company and
they began to get discouraged. For one thing, they had a hard time getting
employees to consistently follow the new processes they devised, even after
they translated them into standard operating manuals. For another thing, the
more they got into other processes in different parts of the company, the more
they found themselves becoming bored. Finally, after having met regularly
for a little over a year, they decided to meet only when a process improvement need came up.”
“Hmm,” the old man said as he stroked his beard. “There are some things
you can do differently from the way you did that I think would be helpful to
you.”
Leaning back, he continued. “I use what I call Strike Teams to tweak
processes in my companies. Essentially, a Strike Team is a small, short-lived
process improvement team, specifically formed to look at problems with one
particular process. I deliberately named it a Strike Team because I wanted to
convey that it strikes quickly. It’s not a standing committee meeting over a
long period of time. Rather, it is a team of people who get together to attack a
specific problem, continue meeting together until they have solved it, and
then disband.”
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“I see. Do you have different employees meeting in many Strike Teams at
the same time?” I asked.
“Yes,
unlike
your
weekly process improvement committee. At any
one time, one or several
Strike Teams could be
meeting. Different teams
are made up of different
mixes of people throughout
the company. Further, they
don’t just meet weekly.
They meet frequently over
varying lengths of time,
depending on the problem.
Some find they can solve a process problem in just a few meetings, while
others may meet many more times.”
“Most important of all,” he emphasized, pointing his index finger in the
air, “they are made up of people who are actually involved on a daily basis in
the process being examined, sometimes from several departments. In other
words, they are made up of the very people who are responsible for making
the process work. The result is, they end up owning the process they devise,
and therefore are much more likely to follow it.”
“Interesting,” I said. “It makes sense that those being closest to a process
would have the best knowledge about it and what needs to be done.”
“Right. And here’s another benefit. They are less apt to become bored
with what they are doing because they personally have a stake in solving the
problem.”
“And then, here’s the best benefit of all,” he said with a smile. “They get
involved working together as a team!”
“I can see how that would be especially valuable when you have teams
made up of people from different departments,” I said.
“Yes. I particularly remember one team set up to improve paper-flow
processes between the office and other departments. They ended up with a
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new appreciation for how interdependent people are throughout the
company.”
“And that’s one of the elements of a team culture,” I observed.
“Right.”
“But wait a minute!” I said. “How do people on a Strike Team know what
to do? You’re not telling me you train every person in your company how to
use process improvement tools, are you?”
“No and yes,” he answered. “The ‘no’ is that I don’t formally train every
employee. But I start this strategy by circulating a brief description of the
nature of a Strike Team and asking for volunteers to be trained as Strike
Team facilitators. I always get at least a few volunteers in the beginning.”
“I then train them well,” he continued. “I teach them all about process
improvement, about a variety of problem solving tools available to them, and,
especially, about how to properly facilitate a Strike Team meeting. I assign
them to facilitate Strike Teams as the need comes up.”
“As for the ‘yes’ part of my answer to your question,” he said, “I have
found that after a while, the more employees get involved in Strike Teams
throughout the company, the more others learn about and them—and become
interested in participating. Although I’m not personally teaching all of them,
they learn about process improvement by engaging in it themselves.”
He paused for a moment and then continued, “Eventually, some of them
come to me and ask if they can get more formal training. The exciting result
is that by the time this strategy is fully implemented, I find I have created a
problem-solving mindset throughout the company.”
“Which is another one of the elements of a team culture,” I said.
“Exactly. As I said earlier, this strategy has great potential for cultivating
such a culture. Not only do people learn to work more cooperatively with one
another, they also begin to develop a problem-solving mindset, to look at
everything as a potential problem to be solved. They also become more
effective at communicating and at resolving conflicts.”
“Here,” he said picking up a sheet of paper from the table. “This is a set of
guidelines I use to describe a Strike Team.”
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“I notice that you specify the size of a team,” I said, reading through his
set of guidelines.
“Yes. A team of around six to
nine people is optimal. I’ve found
that if the group is too small, they
don’t generate as many new
ideas. On the other hand, if they
are too large, they get bogged
down and have a harder time
staying focused.”
“I also see that you advise
limiting the time a Strike Team
meets to just one hour.”
He chuckled. “I had a friend
years ago who used to say it
takes whatever time you have.
What he meant is, if you give
people three hours to solve a
problem, they will use the three
hours. If you give them one hour,
they will work a little faster and stay more focused, in order to get the job
done within the hour.”
“Besides, most people are busy and feel the pressure of their jobs,” he
continued. “One hour is about the length of their attention span. After that,
they begin to think about what’s waiting for them back at their desks. Also, I
train facilitators to use the time limit as a way to pressure the group to stay
focused. You would be absolutely amazed at how much people can get done
in one hour when they really put their minds to it!”
“It’s interesting to me,” I said, again looking at the guidelines, "that you
say anyone can request a Strike Team. “Do you truly mean anyone, from top
management to clerks?”
“Ideally, I want everyone to feel they can participate. At first, when I
implement this sixth strategy, managers are the ones who initiate the Strike
Teams. But, as time goes on, and more and more employees become involved
on a team, I get requests from people throughout the company, particularly
when problems involve interdepartmental processes.”
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“In addition,” he continued, “because I train people to avoid getting too
broad in their definition of a problem, a new team frequently spins out of a
process improvement meeting to handle another problem. New teams also
form as a result of changes that occur because of the way a new process
impacts on another process.”
“It seems to me,” I speculated, again looking at the list of guidelines, “that
the role of the facilitator is very critical to the success of a Strike Team.”
“It certainly is. The facilitator keeps the team on track. The facilitator
makes sure everyone stays focused on what needs to be done.”
“Here,” he said as he picked up another sheet of paper from the table and
handed it to me, “I also have a set of guidelines for facilitators.”
“I use these guidelines
to define the content of the
facilitator
training
sessions,” the old man
said. “Whether I do the
training myself or hire an
experienced person to do
the training, I make sure
that trainees all get the
same content. I want
facilitators
to
know
something about group
dynamics and interpersonal relations. At the
same time, I want them to
know the ‘task’ mechanics
of running a meeting so
they can keep people on
track. But, I want them to
act like a ‘fly on the wall’
as they do this.”
“What do you mean by
that?” I asked.
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“I want them to be almost invisible to the team, like a catalyst. They only
step in when they have to, keeping people focused on the task or making sure
everyone participates, or smoothing out an interpersonal conflict. Meanwhile,
they keep a running record of what’s happening on flip charts hung on the
wall, which helps people stay focused.”
“How important is it,” I asked, once again referring to the guidelines, “to
use a facilitator who is not involved in the process?”
“It is very important in the early stages of implementing this strategy,” he
responded, “when most people have not yet had any experience at participating in Strike Team meetings. But, later, after they have been part of a few
teams, it becomes less important. By then, through their experience, people
have learned so much about such things as facilitating meetings, group
dynamics, and process improvement tools, that they virtually facilitate themselves.”
He paused for a moment. “Of course, even a very experienced group is
more effective with an impartial facilitator. This is particularly true when
they are addressing a serious or very sensitive process problem and strongly
disagree among themselves on what can be done about it.”
“I can certainly understand that,” I said. “I can think of many meetings
I’ve been in where we could have used a trained facilitator.”
The old man nodded his head and smiled.
“Your guidelines state that facilitators must be skilled in a variety of process improvement techniques and know how and when to use them. Tell me
something about the kinds of process improvement tools you use,” I said.
“Well, to answer that question, I need to describe what I see as the major
phases of a Strike Team,” he said.
He handed me another sheet of paper.
“The tool used depends on what phase we are in,” He said
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“The first phase,” he said,
“in which they define the
problems they are addressing,
is a very important phase.
The better the work done
during his phase, the better
are the chances of successful
outcomes. While many process improvement tools can be
used in several phases, I find
that two tools are particularly
useful in this beginning
phase.”
“The first,” he continued,
is the use of flow charts,
boxes and other shapes,
connected by lines and
arrows, used to represent the
steps in a process, just like
the examples you see up
there on the flip chart.”
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“Tweaking the flow chart by eliminating, modifying, or combining steps
continues right up to the development of action plans, as new ideas come up.”
He pointed to another flip chart page on the wall. “There’s an example of
the second tool, a force-field analysis, that I think is particularly helpful
during the first phase of a Strike Team.”
FORCE-FIELD ANALYSIS
Problem: Sales people are not making follow-up calls.
Goal: Get all sales people to make their follow-up calls.
DRIVING FORCES

BLOCKING FORCES

I will work harder to do
what it takes during the sale
to avoid complaints later.

I don’t call because I expect
people to complain and I
get tired dealing with them.

I will set up a scheduled
call-reminder system and
make sure I use it.

I get so involved with my
current customers that I
forget to call.

I will change the way I look
at it—I will use my followup calls as a great referral
source for new customers.

Taking time to make these
follow-up calls takes me
away from selling which is
where I make my money.

I will make the customer’s
experience so great that he
will not hesitate to refer
people to me no matter how
far away they live.

I don’t expect to get many
referrals because customers
have choices from many
other businesses like ours in
this part of the country.

“This was a force-field
analysis conducted by a group
of my sales people who had
found that they were not being
very effective in making their
follow-up calls, which resulted
in us losing a lot of referral
business.”
“The facilitator asked the
salespeople to first list the
things that blocked them from
making the calls, which are the
items listed along the right of
the diagram under ‘Blocking
Forces.’ Then, for each force,
he asked them to come up with
a driving force that they thought
could be used to overcome the
blocking force. This resulted in
the list of items on the left side
of the diagram, under ‘Driving
Forces.’”

“This is a very logical way of looking at a problem,” I said.
“It is very useful. A force-field analysis not only helps define the problem,
but also gives a Strike Team the kinds of information it needs in a later phase
to develop an action plan.”
“Once the members of a Strike Team have defined the problem and set a
team goal,” he continued, “they need to come up with ideas for how to
change the processes involved. Here I use the well known tool of brainstorming.”
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“I’ve used that tool many times,” I said.
“Good,” he commented, handing me another piece of paper. “It’s critical
that people follow several rules when brainstorming.”
“Brainstorming stops,”
he continued, when ideas
stop coming. It’s sort of like
popping corn. You know
when you’re done because
the popping sound slows
down.”
“I like that analogy,” I
said, smiling.
The old man stretched
back in his chair. “These
three tools are just some of
the many examples of tools
used in Strike Team meetings. Numerous books are
available
to
people
describing such techniques.
I refer my people to those
books and tell them to use
whatever will help them
arrive at good solutions to
problems.”
“I’ve barely scratched the surface of this strategy,” he said. “But, I think it
gives you a good idea of how it works.”
“Yes, it does. But I do have one other question about facilitators. I see
them as very important. What qualities do you look for when you select
them?”
“I’m careful in selecting the first group of facilitators I train, because they
will influence the facilitators that follow. I look for employees with natural
people skills who like to help people and are also strong at logical thinking,
but not someone with a need to control”
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”I can see how those characteristics fit the facilitator guidelines you
showed to me,” I said.
“Yes, selecting people with these qualities maximizes my chances for
successful Strike Team outcomes in the very beginning. I then train them in
improving communication skills, interpersonal relations, and in conflict
resolution strategies. After a while,” he continued, “when this sixth strategy
is fully implemented, people throughout the company have gained a lot of
experience at how a Strike Team functions. As team members, they become
familiar with the techniques and tools used by facilitators. Ideally, at that
point, they become capable of facilitating themselves.”
THE SIXTH STRATEGY

Develop a continuing, problem-solving mindset
by involving as many employees as possible in Strike Teams,
which are quick-strike process improvement teams
that focus on very specific processes
with the help of a trained facilitator.
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“Now it’s time,” he continued, “for us to talk about my seventh and last
strategy, Involve Everyone in Whole Team Activities.
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— 13 —
The Seventh Strategy:
INVOLVE EVERYONE
IN WHOLE TEAM ACTIVITIES
“You know, of course,” said the old man, as he leaned back in his chair,
“to some extent, we already initiated the last strategy while we were implementing the other six strategies.”
“Yes,” I answered, “by involving as many people as possible.”
“Right. But, in those strategies, we involved people in various groups
throughout the company. My seventh strategy goes a step further. Here I try
to get the entire company involved in activities, together, as a Whole Team.”
“Do you mean things like company picnics?“ I asked.
“Yes. Picnics. Barbecues. Sporting events, such as baseball games.
Company-wide meetings held on a quarterly basis. In other words, events in
which every person in the company has an opportunity to participate.”
“Last summer,” he continued, “I rented an area next to the lake at the foot
of this mountain. I provided many fun activities, such as swimming, paddle
boating, horseshoes, baseball, and bingo. I set up refreshment stands offering
a variety of food and drink, both for adults and children. I hired some clowns
and a magician to put on performances for the children.”
“I can see where that would give you a wonderful opportunity to get to
know the families of your employees,” I commented.
“It certainly does. I take great pride in knowing as much as I can about the
families of my employees. Too many employers ignore how important families are to the people working for them.”
He smiled broadly. “One of the events that I particularly enjoy is the
annual holiday banquet I throw for all of my employees. I rent a large ballroom in a local hotel. People attend the affair dressed in any way comfortable
to them, from tuxedos and gowns to casual wear.”
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“As they come into the lobby area,” he continued, “I make sure they get
drinks and give them time to mix and socialize a bit during a cocktail hour
before dinner. All the while, I have a video crew filming their arrivals and
their socializing.”
“Then, I call them into the ballroom for an elaborate sit-down dinner. I
give them a choice of steak or chicken. During dinner, I continually display
giant video images of them taken during the cocktail hour on two of the walls
of the ballroom. I end the dinner with a dramatic procession of waiters
bringing in Baked Alaska.”
He chuckled, obviously reminiscing. “At the front of the ballroom is a
stage. After dinner, I get up on the stage and welcome everyone. I then bring
several employees up with me to award them diamond pins for longevity—
five, ten, and fifteen or more years of employment. Afterwards, people dance
to the music of a good group of musicians that I hire for their pleasure.”
“That must cost the company a lot of money,” I commented.
“Yes. Yes, it is expensive. But, I believe it is well worth it in the long run.
Each year, I find myself giving out more and more diamond pins for longterm employees. And, by the way, in my annual employee survey, people tell
me how much they look forward to these events, the picnic and the holiday
party. They look forward to them because it gives them opportunities to mix
and mingle and introduce their families to fellow-workers and their families.
This goes a long way toward building a family atmosphere in my company, a
Whole Team.”
“I’m very impressed,” I said.
“Thank you. You know, though,” he said as he stood up from his chair,
“Whole Team activities don’t all have to be this elaborate. Come with me
back to the other room. I’ll show you some examples of other, simpler activities.”
“My management team is continually trying to come up with ideas that
will involve all of my employees,” he said as we walked back into his recreation room. He led me to one of the walls filled with pictures.
He pointed to a cluster of pictures in the corner where I saw a group of
people in various stages of a meeting. In some, two or three were in front of
the group shaking hands with him.
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“In smaller companies I’ve had over the years,” he said, “I hold quarterly,
all-company meetings. We meet for an hour or so. I share with them what’s
happening with the company,
future plans, and so forth. My
managers introduce all new
employees since the last quarterly
meeting. We recognize people on
their first annual anniversary of
employment by giving them a
dinner certificate for two. We read
letters from customers who have
singled out employees for
outstanding service. We do
everything we can to make it a
rah-rah, upbeat meeting, with a lot of cheering and applause.”
“We always try to leave 15 or 20 minutes available near the end of the meeting,” he said, “to involve them in a teambuilding game.”
“For example,” he said pointing to a picture, “in this case, groups of
employees composed of people from different departments, compete to see
which group can build the highest ‘balloon castle’ in ten minutes. I give
every member of the winning group, determined by applause, a free lunch
certificate to a local restaurant. Employees have a lot of fun in these kinds of
games and learn something about teamwork.
I saw what looked like a
mountain of balloons of
various colors, shapes, and
sizes, which people seemed to
be stringing together in the
form of a high tower.
“They look like they are
having a lot of fun,” I
observed.
“My employees enjoy these
meetings. Many have personally expressed appreciation to
me for telling them what’s going on in the company and giving them the
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opportunity to meet and get to know people in other parts of the company.
Once again, the Whole Team.”
“How do you keep the meetings from disrupting work?” I asked.
“I hold them early in the morning, before the workday, or after work, with
appetizers. Employees have so much fun, they don’t mind the extra hour.”
“Here’s something else I use for the meetings,” he said, as he picked up a
notebook from a small table in the corner and handed it to me. “I call this The
Book of Zapp. I devised this little notebook after I read a delightful book on
empowerment by William Byham and Jeff Cox, Zapp! The Lightening of
Empowerment They use the term “Zapp” to refer to an energizing force that
comes from being empowered.”
I turned to the first the page of the notebook and saw what it means to be
zapped.
“I tell employees,” the old
man continued, “that whenever
a person goes beyond the call of
duty to help out a customer or a
fellow employee, he or she is
zapped with a positive, team
energy. I have them look for
zapped employees and then
write them up on one of the
blank pages in the book. At
quarterly meetings, I read some
of the best write-ups and award
gifts to those zapped.”
“Do you get many people
using this book?” I asked.
“Oh, yes. I place several
copies of it around the company
so that people are aware of it.
People get a kick out of seeing
themselves written up. And
managers use it playfully to
spur them on. In fact, every
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once and a while, a manager will ask an employee if they’ve been written up
in the Book of Zapp.”
“I can see how the spirit of this little book can really spread a positive
feeling around the company,” I commented.
“It does,” he said as we moved to another cluster of pictures on the wall,
“And, picnics, banquets, quarterly meetings, and The Book of Zapp are just a
few ways to implement this strategy of involving everyone in Whole Team
activities.”
“I’ve sometimes used another technique that I call The Wall of Pride,” the
old man said as he pointed to another picture on the wall, filled with dozens
of multi-colored post-it notes.
“It’s a rather elaborate exercise that a consultant friend of
mine helped me conduct. It
involves every employee in the
company and gives each a chance
to learn about other peoples’
jobs.”
“We
bring
employees
together in small groups drawn
from different departments,” he
continued. “We divide them into
pairs. We tell them that their task
is to go to a department in the
company in which they do not
work and interview two people
from that department. They are
told to pose two questions to each
person. First, they ask the person
to describe his or her job. Second, they ask the person to describe what he or
she is most proud of when working. We then give each pair of interviewers a
clipboard to use when recording the answers and then send them out for an
hour to interview their two people.”
“Why do you send them out in pairs?” I asked.
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“So they can support each other. Some people are shyer than others. When
you put two people together, it helps overcome the shyness.”
“Once a person is interviewed,” he continued, as he pointed to another
picture on the wall, “he or she is given a small, stick-on smiley face with a
pleasant message on it, much like the one you see in this picture taken in a
company called Fairway.”
“A person wearing this stick-on face
tells another pair looking for someone to
interview that the person has already
been interviewed.”
“That’s clever,” I said.
“It cuts down on confusion. At the
same time, it spreads a smile throughout
the company.”
“When the pairs return to the meeting
room,” he continued, “we spend a little
time discussing the results of their interviews—about other people’s jobs and
what people feel proud about doing. We
then pass out brightly multicolored post-it pads to each pair. Using one
colored post-it for each person they interviewed, they write the person’s
name and what the person is most proud of when they work, as you saw in
the picture.”
“They then paste the post-it’s on the wall of the meeting room. Across the
top of the wall we hang a large banner that says ‘THE WALL OF PRIDE’.”
“So everyone sees what other people are saying as more post-it’s are
pasted on the wall,” I said.
“Even more than that! During the last hour of the day, we ask everybody
to come through the meeting room, find their name on one of the post-its,
read what is written to make sure it is accurate, and then sign their name. In
the process of searching for their post-it, they really do see what other people
are saying!”
“What an interesting way to build an awareness of the company as a larger
team,” I said admiringly.
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“Yes, and, again, it supports my seventh strategy of getting everyone
involved.”
“You can see by the variety of these pictures,” he said as we moved to
another part of the wall, “one can come up with many kinds of events and
exercises to involve people as a Whole Team.”
I saw pictures of people engaged in a variety of activities. Some were
more teambuilding exercises like the Balloon Castle used in the quarterly
meeting. Others looked like small group training sessions.”
I pointed to one of the pictures
of training sessions. “Do you
give your employees much
training?” I asked.
“As a matter of fact,” he
answered, “it is one of the
simplest ways of involving
people in this seventh strategy.
Periodically, I sponsor a variety
of teamwork-training sessions,
bringing people together from
throughout the company in small groups. Employees enjoy and learn a lot
from them. They learn how to improve communication, resolve conflicts,
handle stress, and much more. Since the groups are mixtures of people from
several departments, they become aware of the kinds of problems people are
having in other parts of the company.”
“Is the training conducted by your own trainers in the company?” I asked.
“That’s a good question,” he answered. It depends on the kind of training.
In some cases, such as stress reduction, it doesn’t make any difference if I use
an external or internal trainer. But in other cases—for example, interpersonal
communication in conflict situations—I use an objective, external person
because I want people to feel free to offer real-life examples without fear of
any management reprisals.”
“That makes sense,” I said.
“Yes, I’ve been very careful about that,” he commented, “particularly in
the early stages of applying my teambuilding strategies. In the later stages,
when I see us developing a Whole Team¸ it isn’t as critical.”
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“Here’s a technique I really find effective,” he said, moving to another
picture on the wall.
“I ask each section of the
company to form a panel to
represent their section. The
panel’s task is to develop a
list of suggested changes
that people in other sections
could make to help people in
the panel’s section be more
effective at their jobs. Some
suggestions might deal with
streamlining the flow of
work between their section
and other sections. Some
suggestions might focus on correcting mistakes or omissions in critical
paperwork in other sections that affect the work of people in the panel’s
section.”
“Not only does this panel technique involve everyone,” he said proudly,
“it is particularly useful to Strike Teams as they examine their processes.
More importantly, it highlights intersection and interdepartmental processes.
And, very important to building teamwork, it dramatically demonstrates
everyone’s interdependence throughout the company!”
“Boy, that’s a double pay-off,” I commented. “You improve processes and
teamwork at the same time!”
“And that’s exactly why it is one of my favorite techniques,” he replied
with a smile.
He moved to another section of the wall on which were posted several
colorful newsletters. “I also reinforce both the progress of process improvements and teamwork by periodically distributing copies of newsletters.”
“Here is a good example,” he said, pointing to one of the newsletters.
“Like this one, my newsletters are generally four pages. On the first page, I
include updates on what we have accomplished in our efforts to improve
processes. Then, for each issue, in order to promote a sense of team and
connectedness among people throughout the organization, I interview indi-
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viduals in a particular section or department and feature their stories on the
second page.”

“On the third page,” he said, “I include two cartoons, a business or process
type cartoon and a specially created, fun cartoon featuring a picture of one of
my employees, like those you see here.” He pointed to a newsletter.
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“I can see these bringing an element of fun into the picture,” I said.
“Yes, I believe having fun at work is very important. Think about the
amount of hours people spend in the office!
“Finally,” he continued, “on the fourth page of my newsletter, I include a
personally written piece on some aspect of teamwork. I might draw ideas
from a recent article or book I’ve read or from something that happened in
the office. It’s always focused on giving tips for maintaining teamwork.”
“Listening to all of these approaches, I can see that there’s no end to what
you can dream up in implementing your seventh strategy,” I commented.
“Right. I challenge my managers all the time to come up with new ideas. I
could spend hours with you, talking about this. There is a story behind every
one of these pictures on the wall. I take pride in of all of them. For now,
though, I think I’ve given you enough ideas about how this strategy works.”
“I find it very exciting,” I said.
“I thought you would,” he said, moving to look at another place on the
wall. “There’s just one more quick story I’d like to add. Not only do we use
this seventh strategy to get employees involved within the company, we also
involve them in the community. A friend of mine, Joe MacPherson, who was
an automobile Dealer in Orange County, California, did something that especially illustrates my point.”
“Orange County went bankrupt in 1994
and funds were no longer available for a
number of services throughout the County.
Education, in particular, lost a large chunk
of its budget. Joe felt he was in a position to
make a difference. He decided to start a
drive to raise money for Orange County
schools. He called it Help Our Schools. He
publicized the fact that for every customer
who purchased a new car at any of his dealerships, he would contribute $50 to the
Orange County School of their choice—in fact, to the specific department or
program in the school of their choice.”
“He gave each of his employees a yellow, stick-on badge like this one,” he
said pointing at a picture.
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“The program was an immediate success. Ultimately, Joe raised over two
million dollars for Orange County schools. The yellow badges became conversation pieces. Customers asked for them to wear. Retail business owners
even asked for them so they could post them in their windows. Children in
the schools sent thank you gifts to Joe at Christmas time.”
“That’s pretty impressive,” I commented.
“I agree,” he said, “It was a three-way win. First, employees throughout
Joe’s stores felt a sense of professional pride and excitement in belonging to
his organization. They had a greater sense of themselves as part of a Whole
Team. Second, Joe, who worked hard to grow a large customer base from
people living in his community, saw a great opportunity to give back to the
community. And, third, it was good for business. What could be more satisfying than buying a new car and helping your community at the same time?”
“In a larger sense,” I said thoughtfully, “Joe’s actions did even more. He
helped foster a Whole Team feeling among people throughout the community!”
“You’re right,” he replied with a smile. “When you stop to think about it,
we are all in this thing called life together. My success at any business
depends on the customers who buy my products and services. I strongly
believe I have an obligation to give back to my community. Within two
years, Joe’s program generated over two and a half million dollars for Orange
County schools.”
“This seventh strategy is a very powerful strategy,” he continued. “I find
myself enjoying its implementation more than any of the others. I get great
satisfaction out of seeing people bond together, almost as one family, in
collaborative and productive ways.
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THE SEVENTH STRATEGY

Develop activities that involve everyone in the company
as one Whole Team, such as:
quarterly all-company meetings,
teambuilding exercises,
picnics,
holiday parties,
community projects, etc.

The old man paused and looked at me with a broad smile.
“Well, I think I’ve about exhausted you with my description of the seven
strategies,” he said as he stepped back toward the center of the room. “Come
upstairs with me and let’s grab some lunch. It’s already close to noon and I’m
sure you’ll soon want to be on your way back down the mountain.”
With that he turned and I followed him up the stairs.
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— 14 —
A LIGHT LUNCH
We moved through the large room into his kitchen. He selected some fresh
cut turkey and slices of ham from his refrigerator. I helped him put together
some sandwiches and he poured us each a glass of iced tea. We took our
sandwiches, along with some cole slaw, and moved to the dining room.
“Well,” he asked. “What do you think of my seven teambuilding strategies?”
“They sound terrific,” I responded. “But, I do have a concern. It seems to
me that anyone implementing them would have to make a fairly sizable
investment. I can’t imagine many companies being willing to do that.”
“You’re right on both counts,” he said. “Fully implementing these strategies is a big investment. And that scares a lot of people who are focused on
their bottom line and who give their highest priority to piling up profits.”
“But,” he sighed as he continued, “those people are missing the boat. They
are short-term thinkers. I don’t deny that it is expensive to implement these
strategies. But in the long run, they more than pay for themselves!”
“I can see how that would be true,” I said. “When people are working
more effectively together as a team, they are likely to be more efficient and
more responsive to customers.”
“Yes, and that responsiveness brings in still more customers, which translates into more income. And, the quality of everyone’s work is improved,
because people are truly enjoying their work environment, and are supported
and rewarded for being good at what they do. That cuts service costs and
adds more to the bottom line.”
“From what you described earlier,” I said, “this investment also improves
employee retention, which is a further reduction in costs, not having to train
new people all of the time.”
“It does,” he said. “It is amazing how many costs there are in breaking in a
new employee that we don’t usually even think about.”
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The old man sat back in his chair, sipping his iced tea. “But, I must
caution you. Building a Whole Team does not happen overnight. In my
experience, it takes a minimum of two or three years. All too often I’ve seen
companies try various forms of these strategies, get frustrated because they
are expensive and don’t seem to be producing results, and then give up too
early.”
“Which leads me to another point,” he said. “It is very important to
implement all of the strategies as one coordinated effort, starting with the
three cornerstone strategies, as I described to you yesterday. If you implement only one or two of them, you won’t get the same results as when you
implement them all as one program. You will maximize the return value of
your investment of money, time, and people by implementing them all.”
He smiled. “In this case, the whole is greater than the sum of its parts.”
“It’s too bad,” I said, “that managers don’t think about the money they
spend on implementing these strategies in the same way they think about
other expenditures.”
“Yes. When you get right down to it, the expense of these strategies is no
different than money put out for equipment and tools. In both cases, the aim
is to improve the quality and efficiency of performance and customer responsiveness, and reduce costs and increase profits in the long-run.”
“The problem is,” he continued, “there is too much pressure from stockholders and other company owners to maximize short-term profits. Use of
these seven teambuilding strategies is an investment in the long-term future
of a company. When implemented properly, they yield a great pay-off.
Employees are more productive and produce higher quality work. The results
are fewer costs and greater profit.”
“Well, you’ve certainly won me over,” I said leaning back in my chair. I
can’t wait to get back to my office and start implementing them.”
“One final point,” the old man said thoughtfully. “I said it takes two or
three years to build a Whole Team. In fact, it is really a never-ending process.
Products change. Markets change. Technology changes. Customer needs
change.”
He leaned forward, his elbow on the table and his chin cupped in his hand,
looking at me through sparkling blue eyes.
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“But, after you initially implement the seven strategies, they gradually
take on a life of their own. They evolve into an ongoing teambuilding force
throughout the company. People become more internally motivated, feel a
sense of ownership, and are constantly driven to do their best, all the while
making improvements in the way things are done. And, they spread their
enthusiasm for teambuilding to new people who join the company.
“Yes,” I observed, “I can see from all of the examples you’ve given me
how the enthusiasm would become contagious.”
We chatted comfortably for another hour about a number of things before
I gathered up my backpack and prepared to leave.
“I can’t thank you enough for a very unique and pleasurable weekend,” I
said, as I was about to leave.
“I, too, have enjoyed our time together,” he responded. “Keep in touch and
let me know how it all works out for you in your company.”
With that, we bid each other goodbye and I started off on the path back to
my mountain trail.
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— 15 —
BACK DOWN THE MOUNTAIN
A while later, I reached the trail and started down the mountain. I passed
the tree against which I had fallen asleep and continued on downward.
I couldn’t stop thinking about how exciting the last several hours had been
for me. I felt like I had taken a cram course in teambuilding. I was eager to
put what I had learned to work at Gig’s Gadgets.
By the time I reached my car, I had worked out a kind of personal action
plan for myself to launch the seven strategies with my managers.
I threw my backpack into the car, got in, and drove home. I found myself
re-playing my weekend conversations over and over again, far into the
evening. I finally fell asleep, still hearing the old man’s voice.
The next day, I met with my managers and launched my teambuilding
program.
Several months after that, when we were well into implementing all seven
strategies, and already seeing significant improvements throughout the
company, I decided I would hike up the mountain and thank the old man for
what he had taught me.
So, one Saturday morning, I drove to my favorite mountain, parked my car
and started up the trail.
Within a few hours, I reached the tree. I continued further, searching for
the path that led to his house. But no matter how hard I searched I could not
find the path.
The funny thing is, although I have tried several times again since then, I
still am unable to find the path that leads to the house of the old man on the
mountain.
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Epilogue
I hope you’ve enjoyed my little fable about Joe Gig and the Old Man on
the mountain. And, I hope you got as much out of the adventure as did Joe
Gig.
I’ve experimented with different approaches to teambuilding for many
years. I am convinced that the focused implementation of these seven strategies will help any organization, private or public, build a Whole Team.
But remember—you must see it as a long-term investment, based on the
central notion that your employees are the most important resource you have!
Involve them, and respect them as true partners in your enterprise, and you
will see it flourish!
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Seven Strategies
For Building
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INTRODUCING ARNIE DAHLKE
After receiving his doctorate in Psychology from the University of Minnesota, Dr. Arnie
Dahlke joined the Psychology Department at the University of Oklahoma. He taught at both
graduate and undergraduate levels, achieving tenure status in less than three years. Directing the
department’s Social Relations Laboratory, he delivered lectures to community groups on prejudice and attitude change, sponsored by the National Science Foundation. He supervised Ph.D.
students who were completing their dissertations and graduate students conducting research on
a project funded by the U.S. Air Force. He evaluated a Job Corps staff teambuilding program
and presented a public television series called “Adventures in Behavior.”
He then became the Research Director of the Kensington Office of the American Institutes for Research (AIR)
in Washington, D.C., where he headed projects with sponsors such as NIH, Department of Education, State Department, all branches of the military, and a Presidential Commission. He monitored and conducted a diversity of
research projects dealing with cross-cultural communication, strategic planning, training effectiveness, adjudication
of youthful drug offenders, help-oriented hotlines, and adult learning effectiveness, to name just a few.
Dr. Dahlke moved to Los Angeles where he participated in the development and implementation of a unique
approach to psychotherapy, known as Twenty-Four-Hour Therapy, a coordinated, 24/7, team approach that provides
patients with therapeutic contact in their natural life environments. As a consultant to the Human Interaction
Research Institute of Westwood, California, he conducted interviews at local community mental health centers in
California, Texas, Nevada, Utah, and Missouri for the purpose of identifying the factors that go into the sustaining
or non-sustaining of innovative procedures in an organizational setting.
In California, he established himself as an independent organizational consultant, assisting both private (profit
and nonprofit) and public organizations. Using coordinated teambuilding strategies and process improvement tools,
he brings people together in a spirit of mutual trust, cooperation, and constructive problem solving. As described on
his website (www.arniedahlke.com), he helps people in organizations cultivate both continual improvement and
customer-responsive mindsets.
His private sector clients have included: larger corporations, such as Chevrolet, Saturn, Coca Cola, Gelson’s
Markets, and Northgate Markets; health-care facilities, such as counseling centers and Northside Hospital; smaller
organizations, such as the law firm of Ferruzzo & Ferruzzo, Able Computer, New Media Broadcasting Company,
The Party Staff, and Your Staff; and automobile dealerships representing a variety of franchises, including Chevrolet, Chrysler, Ford, Infiniti, Mitsubishi, Nissan, Honda, and Toyota. His work has helped companies win national
awards.
His public sector clients have included both cities and county departments. He has assisted city and county
management staff, police departments, libraries, and planning and public works departments in such cities as Washington, D.C. and Los Angeles, Santa Ana, San Bernardino, Santa Rosa, and Torrance, California.
Throughout his career, Arnie Dahlke has kept alive his love for teaching. As an adjunct faculty, he has taught
courses and seminars at all levels from adult students to college freshman to graduate students at several universities, including the Universities of Minnesota, California, Maryland, Nevada, and Oklahoma, as well as the Philips
Graduate Institute, Marymount, Antioch, Ryokan, Touro University Worldwide, and the California School of
Professional Psychology.
Arnie has written three books. The first, Joe Gig and the Old Man on the Mountain: Seven On-The-Job
Strategies for Building an Organization-Wide Team, is based on his diversity of experience with organizations. In
it he describes his unique approach to building an organization-wide team as a constantly changing, dynamic process, a process that involves every single employee, every day. The second book, Me, You, And The Power Of
Choice: Five Principles of Behavior To Help Us All Take More Control Of Our Lives, was written to reduce the
many complexities of behavior down to a few very simple, time-proven principles, communicated in a simple,
understandable way, with an eye toward helping people in organizations make personally productive choices. Both
of these books are available through his website
His third book, Business Succession Planning for Dummies, published by John Wiley & Sons, offers systematic guidelines for developing leadership and talent succession plans in any organization, large or small, public or
private. Arnie is currently working on his fourth book, Management Gems: Tips for 21st Century Management,
designed to help managers flourish in today’s organizations operating in the 21rst century global world, with it’s
increasing mixture of generations, cultures, and the explosion of new technologies.
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Arnie's Specialties Include:

Arnie Dahlke Core Values
I have been helping organizations in both the private and public sectors improve their mutual problem solving,
work processes, communication, teamwork, and manager and supervisor skills for over 30 years. Four basic principals underlie what I do.


First, I see the people that make up any organization as its most important resource. Without losing sight of overall organizational systems and process factors, I listen to what every individual has to say. I am passionately committed to assisting
people constructively address concerns and develop more efficient, more customer-responsive, and more personally satisfying working environments.



Second, I view organizations from a problem-solving, process improvement mindset. People in any organization, from
legislative bodies, to issuing building permits, to manufacturing gadgets, to waiting on people in a restaurant, are focused
upon serving other people. Their long-term success is dependent upon the quality of the service they provide. That quality of
service is directly linked to the effectiveness of their processes and the extent to which every person from the CEO to frontline employees views quality problems as opportunities to improve rather than opportunities to assign blame.



Third, I see any organization as one whole team of interdependent people, in which each person is an important link in a
network of interdependent processes designed to serve their customers or constituencies. Whether I do something as small
in scope as a management seminar or as large as organization-wide teambuilding, this point of view serves as a foundation
for my work.

 Fourth, I view managers as the key drivers of an organizational culture. How they deal with people sets the tone of relation-

ships and the boundaries of decision-making, which, in turn, impacts on the extent to which employees feel in control of what
they do, and, thus, their performance and job satisfaction. When I train managers, I find that many of them have come up
through the ranks and have little formal management training. I emphasize to them that they have now moved into an
entirely new profession, which requires a distinctively new set of skills. Their primary job is to do whatever they can to bring
out the best in their employees. This means their role is to coach, teach, facilitate, and support employees.

Over the years, I have assisted a diversity of organizations, large and small, and have enjoyed every moment. I
get immense satisfaction from seeing people in complex organizations improve the way they communicate to and
relate more cooperatively with one another, and seeing them learn how to change and improve both their
performance and their work processes.
I view organizations as living beings. They are born, they grow, and they die. They have good times and they
have bad times. They dream, they plan, and they reinvent themselves. They succeed and they fail. Sometimes they
open themselves up to introspection, at other times they are closed and repressive.
When they are in trouble, they often ask for help. Sometimes they simply need feedback from the outside or a
little inspiration, a motivational push. At other times, their need is more extensive and they are obliged to redefine
themselves and rework their processes in order to thrive and grow.
Whenever I work with an organization, I keep this view in mind.

104

