About this Resource Book

This book is designed for a number of purposes.

1. It has the outline of the workshop and its purposes

2. To record your Action Plans as you formulate them.

3. To be a reference book for you to dip in and out of after the workshop is completed. This will allow you to pick up more detail about ideas and mental models than is possible in one program, with so many people and so much work to do.

4. To introduce you to ideas that we will not have time to cover in the workshop at all. You will also find other resources to do this as well.

5. Some of the material will be utilised during the workshop.

6. To provide you with a range of articles to provoke you into wider thinking and feeling processes.
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Program Outlinetc \l1 "Program Outline
Education Queensland – Strategic Leaders Program

	
Monday
	
Tuesday 
	
Wednesday 
	
Thursday 
	
Friday 

	Fully warming up to ourselves each other, the space and the group

Utilising photo-language, and sculptures

Vision, leadership and reality
	Reflection and Review using

Perceptual Positions 1,2, 3

“What communication capacity is required for effective leadership?”

Non-defensive communication, 
	Reflection and review (1,2,3 )

“How does who and what I am affect my leadership?”
MBTI - Charmaine - creating reflective development plans - 

“What is the value of difference?”
	Reflection and review (1,2,3)

“What is effective leadership in different contexts?”
Group centred warm-up with discussion and coaching

Spectagram of different types of leadership
	Reflection and review (1,2,3)

Group centred warm-up with discussion and coaching

Network resource Groups “Getting Going”



	Post lunch Journal Reflection
	Post lunch Journal Reflection
	Post lunch Journal Reflection
	Post lunch Journal Reflection
	Post lunch Journal Reflection

	“How does learning give me the edge as a leader”
Kolb: Relating as leaders and themselves

Learning from my perspective

Learning from a leaders perspective
	Body language
Self-talk and self esteem

Roles - of leadership behaviour 

Self-esteem and leadership identity


	Mental models - Bob Dick

Single and double loop learning

Johari window - 360 degree

Bob Dick - 7 levels of escalating intervention
	Hersey & Blanchard: Situational Leadership

Sociodrama re: Systems

Small group work as required


	Rehearsal for taking it back - small and large group

Action planning

* self

* staff

* colleagues

* projects

* 360 degree feedback

* next workshop

	1:1 Paired reflection
	1:1 Paired reflection
	1:1 Paired reflection
	1:1 Paired reflection
	

	Dinner - Toasts - Significant people you have learned from - 8/9 participants
	Dinner - Toasts - Significant people you have learned from - 8/9 participants
	Dinner - Toasts - Significant people you have learned from - 8/9 participants
	Toasts about something each person is proud of: everybody
	

	Small group 

Discussions regarding the nature of leadership, what it is, is not and could be - drawing on pre-workshop work
	Continuing issues as presented from the day.
	Review of program and fine tuning remainder of the program

Ladder of inference
	Choosing network resource groups
	



Action Planningtc \l1 "Action Planning
Action planning is about you getting clear what you can do to make improvements in a particular area. Part of the planning process is being specific and practical in the actions you will make. Action Planning assists in building confidence as you see progress made. Also, where the plan is not implemented fully, it prompts you to think through why and what you can learn or do in the future.

1)
Prioritise the areas that need attention.

2)
List them all on the accompanying form.

3)
Decide what actions are planned and write them in. There may be a number of actions planned. List them under each other.

4)
Decide when this action will be implemented. Be realistic. If you attempt to try to change too much at once you run the risk of adding to your stress and wasting time.

5)
If you need assistance or the cooperation of another person or group, note who they are.

6)
Choose a time when you will review your progress in improving or changing some aspect of your leadership or team membership

7)
What are the performance measures (what will you see, hear or feel) that you can use to show yourself that you have made an improvement?

8)
Those actions that begin tomorrow or this week, add them into your To-Do list now or your diary as you usually would.

Those that begin on a specific date later in the month or year, add them to your diary now

Mark in your diary the dates that you have chosen for ‘By when’ and ‘Review date’

SMART ACTION PLAN TO INTEGRATE LEARNING


tc \l2 "

	Priority 
	Outcome, objective or area of improvement
	Action Planned
	by when
	with help from
	Review date
	Indicators of success

	eg. 3


	Feel OK in myself when I express in meetings, my ideas and opinions that are at odds with the rest of the group
	1) Say my idea to myself in my head. 

2) Remind myself that my contribution is important and it is what I am paid to do.
	Next work meet-ing
	NRG
	3 meet-ings from now
	1) I feel pleased I tried

2) Take less time to

     prepare myself to do

     it

3) People ask my ideas

	eg. 2


	Develop speedier decision making with subordinates/clients that takes their needs and wants into account as well as my own
	1) Clarify just what my role really is and negotiate those areas of confusion


	2 weeks
	Super-visor
	1 month
	1) Less feeling of 

    confusion

2) Know exactly what

     to learn

3) Boss is able to better

    supervise me



	
	
	2) Discuss difficult areas with my supervisor, colleagues and peers in order to further develop an action plan to improve.
	4 weeks
	NRG
	1 month
	1) Sense of moving

    forward at work and       getting things done
2) Happier work

    colleagues

	eg. 1


	Get to know blind spots in my leadership.
	1) Open and frank discussions, 1:1 with staff, colleagues and senior management
	8 weeks
	NRG
	1 month
	1) Discomfort

2) Sense of direction for improving

3) Great work relations
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WHY KOLB, THE LEARNING STYLES INVENTORY AND 

THE ADULT EXPERIENTIAL LEARNING CYCLEtc \l1 "THE ADULT EXPERIENTIAL LEARNING CYCLE
What is its use?
Learning Styles highlights that different people have very different preferences for how they learn. While this may seem obvious at first sight, just how different these difference really are is important to appreciate. Without this appreciation you may see other people as slow (not quick to pick up ideas or make decisions), over intellectual (always in their heads, never practical), unthinking clods (don't want to take the time to think things through), unnecessary risk takers(they always just jump right in), strange(I’m not like that), anxiety provoking (I get anxious when I have to follow their lead), uncomfortable to be around(they're so different/I'm so different, I prefer not to be around them), exciting to be around(I really like how they go for it).

How can I use it?
· How it may help me at work or at home

At work there will be times when my work colleagues are, or I am, slower to get what is happening. I can reflect on how we learn differently and not try and make them learn like me or feel I need to be like them. At home I can pay attention to how my family learns and see if I can support them better or check if I am standing in their way of learning.

· How will it help me lead better?

As a leader, regardless of whether I am a manager or a person of organisation authority, I could assist colleagues who learn differently from me by thinking through what they might need. For instance giving them more time to consider what to do, or asking for their immediate response, getting them to do planning because they are better at it than me. 

As a problem solving model
The cycle itself is a useful problem solving model. And it also highlights that some people are better able to do parts of the cycle than me and I should get their assistance.


LEARNING STYLES INVENTORYtc \l1 "LEARNING STYLES INVENTORY
This inventory is designed to assess your method of learning.  As you take the inventory, give a high rank to those words which best characterise the way you learn and a low rank to the words which are least characteristic of your learning style.

You may find it hard to choose the words that best describe your learning style because there are no right or wrong answers.  Different characteristics described in the inventory are equally good.  The aim of the inventory is to describe how you learn, not to evaluate your learning ability.

Instructions

There are nine sets of four words listed below.  Rank in order each set of four words, assigning a 4 to the word which best characterises your learning style, a 3 to the word which next best characterises your learning style, a 2 to the next most characteristic word, and a 1 to the word which is least characteristic of you as a learner.  Be sure to assign a different rank number to each of the four words in each set.  Do not make ties.

1.  ____ discriminating
____tentative

____involved

____practical

2.  ____receptive

____relevant

____analytical

____impartial

3.  ____feeling
  
____watching

____thinking

____doing

4.  ____accepting

____risk taking

____evaluative

____aware

5.  ____intuitive
 
____ productive

____logical

____questioning

6.  ____abstract
  
____observing

____concrete

____active

7.  ____present oriented 
____reflecting

____future oriented
____pragmatic

8.  ____experience

____observation
____conceptualisation
____experimentation

9.  ____intense

____reserved

____rational

____responsible

Scoring

Add together (vertically) only those scores in the numbered lines (horizontal) listed below
____234578

  _____136789

_____234589

  ____136789

Column 1


Column 2


Column 3

Column 4

Concrete Experience

Reflective Observer


Abstract Conceptualiser    
Active Experimenter
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INDIVIDUAL LEARNING STYLEStc \l1 "INDIVIDUAL LEARNING STYLES
The different learning styles and their consequences.tc \l2 "The different learning styles and their consequences.
· Concrete experience:  Ability to be involved fully, openly and without bias in a new experience.  The ability to be immersed in and completely dominated by one's immediate experience.  This is imperative in creativity, ie: to be free from the constraints of previous abstract concepts and free to be dominated by the object of one's inquiry.  Creativity is imperative for innovation, change, growth and development.

· Reflective observation:  Ability to reflect on and observe from many perspectives.  As growth occurs, thought becomes more reflective and internalised, based more on the manipulation of symbols and images than covert actions.  This is an imperative stage for the development of analytic concepts.

· Abstract conceptualisation:  Ability to create concepts that integrate their own observations into logically sound theories.  Other abilities that develop include:‑ detachment of ego from the outer world or from inner experience; assumption of a mental set; accounting for acts to oneself and verbalising the account; shifting reflectively from one aspect of the situation to another; holding in mind simultaneously various aspects; to grasp the essential of a given whole ‑ to break up a given into parts to isolate and synthesise them; to abstract common properties reflectively and to form hierarchic concepts; planning ideationally and assume an attitude toward the more possible; to think and perform symbolically

· Active experimentation:  Ability to use these theories to make decisions and solve problems.  This involves actively testing the implications of one's hypotheses.

Some generalisations that can be made about learning stylestc \l2 "Some generalisations that can be made about learning styles
· Like attracts like.

· Integrated and conscious learning requires the full cycle of progression.

· Adequate decision making and problem solving requires the full cycle of progression of learning.  (Problem solving and learning are not different process rather they are different perspectives

· Learners like situations to be structured to favour their strongest learning styles.

· For learners to improve as learners, they need to develop their weakest learning styles.

· Managers mostly learn on‑the‑job and so must enhance their ability to learn, particularly their ability to learn from experience.

· Learners continually choose which learning abilities to bring to bear in any specific situation.

· Heredity, past life experience (particularly undergraduate education), demands of our present environment, shape the development of our learning styles.

· Where there is a mismatch between the persons learning style and the field's learning style, people either change or leave the field.  The latter is more likely the case.

· Understanding of learning strengths and weaknesses assists in our learning from experience, ie: on‑the‑job.  It is imperative that learning becomes an integral and explicit part of work itself.

· Managers' learning styles are measurably related to the way in which they solve problems and make decisions on the job and in course work.

· The ways organisations are structured to relate to the external environment reflects learning styles that best suit the function/meeting the environment that the organisational unit is charged to serve.  So managers in different organisational units have different learning styles.  This tension within the organisation must be resolved. This can be done by confrontation/sharing, valuing and integration of the different learning styles.  However, where the resolution is by one unit dominating the rest, then the organisation is in a weak position to respond to changing environmental demands and opportunities.  Those units that are most different in learning style have most difficulty in communicating with one another.

Kolb recommends that organisations have learning as an explicit objective that is consciously and deliberately pursued in the same way that profit (service) and productivity is pursued, ie., a culture where learning is valued

Kolb further recommends that opposing learning styles and perspectives are required of optimal learning/problem solving and decision making and for ability to adequately respond to changes in the environment.

The different styles

In the quadrant of concrete experiencer and active experimenter

The accommodator has the opposite learning strengths to the assimilator.  Their preferred style is concrete experiencer and active experimenter.  Their greatest strengths lie in doing things and they are greater risk takers than people in the other three learning styles.  They are able to adapt to specific immediate circumstances by making quick decisions and implementing their plans.  It is in these situations that the accommodator excels.  If the plan or theory don't work, they are likely to discard it and try something else next time.  Their action‑orientation means that they are at ease with people but tend to be impatient, pushy and to get bored easily.  Accommodators are most often in the technical or practical fields such as teachers, in business, management and in marketing.  The accommodators problem solving strengths lie in executing solutions and initiating problem finding based on some goal or model about how things should be.

In the quadrant of concrete experiencer and reflective observer
The diverger has the opposite learning strengths to the converger.  Their preferred style is concrete experience and reflective observation.  Their greatest strength is imaginative ability; they are able to view situations from many perspectives and generate lots of ideas and alternative approaches.  Divergers tend to be interested in people and tend to be imaginative and emotional with broad cultural interests.  Because of this ability to create many alternatives they may find it difficult to choose one, to make a firm decision.  This style is characteristic of people whose business is people, eg: in personnel, counselling, and people who work in the Arts, eg: writers, artists, etc.  Also, managers who have an humanities, economics or liberal arts background are divergers.  The diverger’s problem solving strengths lie in identifying the multitude of possible problems and opportunities that exist in reality, ie: compare model with reality and identify differences.

In the quadrant of abstract conceptualiser and active experimenter
The converger's dominant learning abilities are abstract conceptualisation and active experimentation.  Their greatest strength is in practical application of theories and knowledge.  They are able to consider a specific problem and come up with a solution which is most likely to solve that problem in practice. Their knowledge is organised in such a way that, through hypothetical‑deductive reasoning, they can focus on a specific problem.  Convergers tend to be relatively unemotional, preferring to deal with things rather than people.  They tend to have narrow technical interests and choose to specialise in the physical sciences.  Many convergers tend to have a narrow perspective on situations and be inflexible in their approach. This style is characteristic of people who work in areas where there are single correct answers to problems, e.g., engineers, technical design, police, computer information, finance and accounting.  Many convergers like manuals and often write them.  The converger’s strengths as a problem solver lie in the evaluation of solution consequences and solution selection.

In the quadrant of abstract conceptualiser and reflective observer
The assimilator's dominant learning abilities are abstract conceptualiser and reflective observer.  Their greatest strength is in creating theories and generalisations, in integrating and distilling a pattern from experience.  The assimilator excels in assimilating disparate observations into an integrated explanation.  It is important that the theory be logical and precise.  They are likely to be good at writing clear, precise reports and coming up with logically sound recommendations.  Assimilators tend to be 'thinkers' rather then 'doers' and consequently be unconcerned with the application of theories in practice.  Assimilators are most often found in research and planning departments of organisations.  The assimilator excels in the abstract model building that is necessary to choose a priority problem and alternative solutions.


MODELS OF GROUP FUNCTIONINGtc \l1 "MODELS OF GROUP FUNCTIONING
Discussion of Tuckman’s modeltc \l2 "Discussion of Tuckmans model
There is a very popular model of how groups form and it is called ‘The Tuckman Model’. Many workshops talk about it and many trainers teach it. It is a useful model in getting you to think about the concept of group process and that a group can have different stages. Tuckman (1965) originally developed his theory from researching the work of other investigators on the subject. He drew their work together and developed generalisations from it. 

Tuckman's model is particularly useful in highlighting the role of conflict and how it is managed in a group. However we must warn you that it is only a model and as such is only a useful tool. It is not `true'. Tuckman hypothesised there are five stages to a groups development. They are termed:- forming, storming, norming, performing and adjourning.

The following is taken from an article by Chuck Kormanski written in the 1985 Annual, Developing Human Resources.

Reading on Tuckman's model
"Tuckman's model is sequential, developmental and thematic. It is sequential in that the stages occur in a specifically stated order. Each stage will occur naturally, with the timing dependent on the nature of the group, group membership and group leadership.

The model is developmental in that the issues and concerns in each stage must be resolved in order for the group to move to the next stage. If the group is not able to resolve such issues and concerns, members experience either conflict or apathy, which becomes the dominant group behaviour. If continued attempts to resolve the impasse fail, group disintegration occurs. Successful groups meet and resolve the challenges presented, so growth occurs.

The model is thematic in that each stage is characterised by two dominant themes, one reflecting the task dimension and one reflecting the relationship dimension, as noted in the following table. These themes provide realistic expectations of group behaviour. This is particularly to those in leadership positions, because they can base their behaviour and interventions on these expectations. Appropriate leader interventions then can facilitate the group development process.

Table Tuckman's Summary of Sequential Development in Small Groups

	Stages of Group Development
	Task Behaviour
	Relationship Behaviour

	1. Forming

2. Storming

3. Norming

4. Performing

5. Adjourning
	Orientation

Emotional response to task demands

Expression of opinions

Emergence of solutions

Termination
	Testing and dependence

Intragroup hostility

Development of group cohesion

Functional role relatedness

Disengagement


Stages of Group Development.

The initial stage of small-group development is characterised by a movement toward awareness. In the process of forming, the group’s task behaviour is an attempt to become oriented to the goals and procedures of the group. The amount of information available and the manner in which it is presented is critical to group development. Resolving dependency issues and testing are the major relationship behaviours. Understanding leadership roles and getting acquainted with other group members, facilitates group development at this stage.

When orientation and dependency issues are resolved, conflict begins to emerge, signalling the second stage of group development. The storming process involves resistance or emotional responses to task demands and interpersonal hostility in relationships. Group members engage in behaviours that challenge the group's leadership or they isolate themselves from group interaction. If conflict is permitted to exceed controllable limits, anxiety and tension permeate the group. If conflict is suppressed and not permitted to occur, resentment and bitterness result. This can encourage apathy or abandonment of the group. Although conflict resolution often is the goal of groups during the storming stage, conflict management generally is what is achieved. In fact, conflict management is a more appropriate goal because it is desirable to maintain conflict at a manageable level to encourage the continuous growth and development of the group.

The third stage of small group development, norming, is characterised by cooperation. The dominant task themes are communication and expression of opinions. Sharing of information and influence promotes cooperation and synergistic outcomes. Cohesion is the relationship theme. A blend of harmony and openness is created by the work effort, which increases morale and team building efforts. Group unity develops, and shared responsibilities increase, typically leading to decision making by consensus and democratic leadership styles.

The fourth stage of small-group development is evidenced by productivity. Performing encourages functional role relatedness. The task theme is problem solving. Group effort is mobilised to achieve group goals. Group members provide valuable contributions by assuming appropriate roles that enhance problem solving. The relationship theme is interdependence; it is the basis for any successful team effort and it requires group members simultaneously to be highly independent and highly dependent.

The final stage of small-group development brings the group to an end. The adjourning process involves termination of task behaviours and disengagement from relationships. Conclusion of the group is not always planned. A planned group conclusion usually involves recognition for participation and achievement as well as an opportunity for members to say personal good-byes. Adjournment of the group should be accomplished within a set time frame and have a recognisable ending point."

Discussion of Johnson and Johnson’s modeltc \l2 "Discussion of Johnson and Johnsons model
Tuckman's model was developed from research of others. The research that was used related to groups that had an absent, passive or non-directive leader who made no attempt to intervene in the group process. In your Network Resource Group it will be no-one's designated job - interventions will need to come from you, the group members. However the groups you will be running with small business people will have you as the leader, instructor or coordinator, who will work to ensure workable group functioning.

Johnson & Johnson (1991) have identified 7 stages of group development when applied to cooperative learning groups, such as the ones you will be working with in your regions and at times with each other.

The stages are:

Stage 1
Defining and structuring procedures and becoming oriented

Stage 2
Conforming to procedures and getting acquainted

Stage 3
Recognising mutuality and building trust

Stage 4
Rebelling and differentiating

Stage 5
Committing to and taking ownership of the goals, procedures, and other members

Stage 6
Functioning maturely and productively

Stage 7
Terminating.

Stage 1. Defining and structuring procedures and becoming oriented.
People are attempting to discover what is expected of them, whether they will be accepted by others, whether they will accept others, whether they will be liked and will like others, how the group will operate and who the hell everyone else is. Members expect the coordinator to explain things such as the group’s purpose and mode operation in such a way so they will know their personal needs will be met. If the coordinator defines the procedures to be used by the group, gets participants to meet each other, communicates the task well and generally organises things for a smooth beginning this stage will be quickly passed through.

Stage 2. Conforming to procedures and getting acquainted.
As participants follow the procedures they become more familiar with other participants. They learn their strengths and weaknesses. It is during this time that coordinators can begin to set up group norms, such as taking responsibility for own learning, assisting each other, responding to each other, developing adequate decision making (consensus or otherwise) and confronting and solving problems in the groups functioning.  The coordinator will need to discuss these norms and model them in the group.

Stage 3. Recognising mutuality and building trust.
This stage is marked by participants recognising their cooperative interdependence and building trust amongst themselves. This is assisted by them knowing the group sinks or swims together. Participants then begin to work together to assist others in the group and to learn from others in the group. Trust is built through self disclosure and being accepted. To move through this stage all members need to be able to disclose to a minimum level acceptable to the group. Also if a group member is over self disclosing, others could feel threatened by having to disclose more than they want or is necessary for the groups work. The coordinator can play a powerful role in assisting this stage to develop and the group to move through.

Stage 4. Rebelling and differentiating.
Usually group members rebel against procedures, the coordinator and each other and spend time differentiating themselves from each other by disagreements and conflicts. Challenge to authority is common in many groups. It may last for a short time or a long time. It is an ordinary part of a work group forming. This contrasts quite strongly with the dependence usually shown at stage 2. Part of the difficulty arises from participants expectations that they can learn passively. Whereas for reasonable learning and problem solving to happen in a work group, group members must be active and also work together.

Differentiating is important if a group is to apply itself to problem solving and task development. If it doesn't happen the group may well end up agreeing on less than useful solutions in order to avoid any disagreements. Robust discussion will never happen if differentiation doesn't take place.

Stage 5. Committing to and taking ownership for the goals, procedures and other members.
During this stage the dependence shifts from the coordinator to other group members. A collaborative process is adopted as the way to progress the work of the group. The group is owned by the group members. It is "ours" not "hers", for instance. The procedures become internally imposed rather than externally imposed. Members also become committed to each other and each other's learning. They also come to expect to be able to rely on each other.

Stage 6. Functioning maturely and productively.
At this stage a definite sense of group identity is formed. Interdependence is accepted and expected. Individual’s skills and abilities are available for the work of the group. The group can work with a task focus and can also work with a relationship focus. The coordinator becomes more of a consultant to the group. Leadership is shared in the group with it being taken up by all members as to their abilities and the groups needs. Conflict is encouraged and worked through. Robust discussion and dialogue become the norm of the group. There is pride in the group’s accomplishment and the relationships formed. This is the most productive time for the group.

Stage 7. Terminating
This is when the group finishes. Expecting and dealing with the possible difficulties of ending a group can assist members to move on and the final work of the group to be completed satisfactorily. For a strongly functioning group the terminating stage can be quite upsetting.

Does it always happen?
Not all groups develop to the sixth stage. The group may not be together long enough. Conflict may be unresolvable. Members numbers and the participants may keep changing. The coordinator may not have the skills to assist or may not recognise what is going on that is holding the group back. To establish an autonomous, productive and mature cooperative learning group, the coordinator manages each stage of the group developing competency, while at the same time ensuring that participants are learning, for themselves, the necessary group skills they need in order to interact.

Usually the first 5 stages happen fairly quickly in the life of a group. And during this time the group can produce some good work. However the most productive time is when the groups operate at Stage 6. And as they stay at Stage 6 the group’s effectiveness will increase until the group becomes highly effective. About a third of a groups life is taken up in the first 5 stages, nearly two thirds with the productive stage of Stage 6 and a relatively short time for the final stage. 

We have noticed in many groups that each group participant adjudges the amount of time a group will be together and adjusts their response to the group accordingly. So a group that is meeting only for 1 day may go through all the stage in one day. While a group meeting for 6 months may take 2 months to go through the first 5 stages. The main critical difference is that the depth of trust built, relationship development and creative problem solving reached will be much less for the short term group as against the long term group.

MAKING INTERVENTIONS IN A GROUPtc \l1 "MAKING INTERVENTIONS IN A GROUP
Interventions are the actions you take in a group as the group facilitator, leader, participant or coordinator in order to develop its functioning with regard to the groups purpose.  Looking at the Tuckman model, it could be to develop and implement some process to assist the group to deal with conflict rather than suppress it in order to move from storming to norming. 

When discussing interventions it is worth noting that an intervention is something you do either during, before or after a group that assist the group to be effective and to meets its purpose. The areas where you can intervene are numerous.  When your imagination and creativity are ‘going’ you will create new and relevant interventions.

You might do it with yourself. That is, change some aspect of the way you are relating in the group, or the style you use with a particular group. For example, you might coach people instead of teaching them. You might change the physical setting in some manner. You might invite others to try out some new ways of behaving. You might get others to teach and assist the group. You might change the style or agenda of a group’s meeting. You might prepare the participants in a different way. You might follow up in a new manner. You might prepare them yourself in a different way.

The one principle that I will let you in on here is the one often called "Pushing the boat into the stream". When you push a boat out into a stream with people in it, at first it is quite sluggish and slow. It might be wobbly and unsteady. Soon it begins to speed up and then the river catches it and off it goes. Similarly, with interventions in a group. Allow time for the intervention to have its effect. It may take some time. It may be slow to take effect. If you rush into another intervention before the last one has run its course you will be bouncing people around and find it difficult to track what is affecting what. Of course, at some point you will need to decide that it is time to act again. However, allow time for people to respond and make use of what you do.

The seven steps of escalating interventions
Bob Dick (1995) has set out seven levels of escalating interventions. These processes have as their basis the group facilitator drawing the group's functioning to the attention of the group. This is sometimes referred to as a metaprocess consultation. It is a metaprocess because it is describing the process in words and action. Much of the description you have been working with will contain metaprocess language.

The approach has three components two of which are optional. They are:-


(inform)..................(suggest).....................invite

An escalating series of interventions can begin with a very low key approach and move on step wise to more and more powerful interventions. The escalation can take place at a number of dimensions. You can increase the amount of information given, the depth of the proposed intervention or the strength with which it is delivered.

The steps are as follows:

1.
..........

......................................
invite

2.
inform

......................................
invite

3.
inform

suggest minor intervention
invite

4.
inform

suggest major intervention
invite

5.
inform

suggest process analysis
invite

6.
inform

suggest getting help

invite

7.
..........

give up and go home

........

The steps in more detail
Step 1. Invite.
A first level intervention is an invitation something like saying;

"Do you want to do anything about the way we are operating?"
It invites the group to consider the process of the group and do something about it. 

It is useful in that you don't have to be `right' about what is going on. If you suspect something is going on it is an easy question to ask. It is not a high flying fancy question. It could be asked by the leader or a participant. No one will fall over with shock if it is asked. It is easy to practice and get good at. It builds up your ability to try something more complex at a later stage. It can be asked simply as a way to have the group reflect on its method of operating even if the group is doing well. There is great value in people appreciating when a group is doing well. Interventions in groups can be quite nerve racking so a simple non-threatening approach such as this make it much easier for you to act on the intervention rather than agonise over `what to do when'.

Step 2. Inform
At this level of intervention you give the group some process information before inviting them to act. This is where being able to objectively describe what has been going on is of so much value. The more specific the information you are able to provide the more effective you will be. An example is as follows;

"In the past half hour, one participant spoke for 20 minutes total, another spoke for 5 minutes and the rest used the other 5 minutes. Towards the end of this time I noticed one person falling asleep and another yawning and looking away.(INFORM) Do you want to do something about this?(INVITE)"
This type of intervention can be very powerful even when individuals are not named. Things will change even if the invitation is not taken up. Also, it implicitly makes tangible your role to facilitate the group using a low key non-threatening approach to start with.

Step 3. Minor Intervention.
A minor intervention is one where the process of the group is modified without changing the content. That is, continue a discussion but change the way it is being discussed. For example, if listening behaviour is to be improved, each person could be asked to paraphrase what the previous person said before putting forward their position. This can be done without changing the task.

As before, information is given first. Consequences can also be discussed. Emotional tone and other objectively identifiable behaviour can also be given. The suggestion is offered tentatively as it is based on your assumption about what you have seen. What you have seen and what you make of it may be complete nonsense or it may be completely accurate. Anyhow, being tentative allows you a way out if you are incorrect and also allows others to enter into creating a useful process to move the group forward. An example could be;

"When we've been discussing this problem in the group I noticed that John you began to read the poster on the wall. And there were two other small private discussions going on.(INFORM)

"I reckon we have a problem with listening to each other on this topic. Perhaps paraphrasing could help. (SUGGEST) What do you think?(INVITE)
By finishing with the invitation the responsibility for action is still with the group members as a whole.

Step 4. Major Intervention
A major intervention is one where the group's process has to be altered and requires the content to be set aside until the problem is solved. Apart from this it doesn't differ from the previous level. For example;

"During the last hour we have touched on the topic only three time with anything like interest. When this was done the person raising their concern was not responded to by anyone in the group. The topic hasn't been raised in the last 5 minutes.(INFORM)

"It could be that we are at cross purposes in the group at the moment. It could be well worthwhile to spend some time clarifying why we are each here and what we think this group is for before continuing with the agenda.(SUGGEST)

"I could be way off beam, but I would like to hear from everyone. It is important to me to continue. You may have others ideas about what to do and I may be persuaded otherwise in my assessment.

"How does it appear to you. What do you think we should do about it?(INVITE)"
Step 5. Process analysis.
This level also has inform, suggest, invite. The difference between this level and the previous one is that the suggested intervention is designed to carefully examine the process of the group. This type of approach is useful if you are unable to work out what the process difficulty is. It is also the logical next step to the previous intervention if it hasn't worked.

There a many ways to solve problems and some of these will be discussed and used in the workshops. At this level the suggestion is a process to solve the mystery of the information you have presented. An example follows;

"The problems alluded to previously are still occurring. In the last 5 minutes I noticed three people put forward proposals which sank like lead balloons. It appeared as though no one heard them. I don't want to continue with this sort of process and I don't think many of you do either.

"I don't think we are any closer to completing our task than when we began.(INFORM) I suggest we leave the task for the moment and analyse just what is going on with us at present.(SUGGEST) Unless anyone disagrees, I am going to ask each of you what you think is happening and for some ideas about what we can do about it....(INVITE)" 
If the intervention were accepted the group would then work through the process you suggested. The first thing to do would be to set a process goal. Ie: a `how we will work together' goal. Such as "Working to the agenda and collaboratively discussing various option brought forth." The problem solving procedures would then be used to analyse barriers to that goal, devise solutions and plan how they might be implemented.

Step 6. Getting help
This is the step when the previous ones have failed. It could be that you do not have enough influence in the group to complete your interventions. It could also be that you are too close to the problem or that you are a part of the problem. Either way you need an outsider with credibility and influence to progress the work of the group.

Step 7.Give up and go home
If the previous interventions failed you would be quite justified in giving up and going home. It is important to know that not all problems in groups can be solved.  And some groups only develop to a minimal level of effectiveness irrespective of the interventions made. Working with group process is a complex task. Do not despair if things do not work.

Perceptual Positionstc \l1 "Perceptual Positions
Often we experience the world from only our own perspective and thereby limit ourselves to only one description of what we call "reality". Using the three perceptual ‑ positions described here, we can become more flexible, gain understanding and increase our resourcefulness. Using these three perceptual positions consciously is useful in developing and maintaining relationships, increasing our understanding of the world around us and being more creative. 

The three perceptual positions are: 

SELF POSITION. "Self" position is our most common way of looking at the world. I see other people and the world around me through my own eyes. I hear with my own ears and experience my own feelings. 

OTHER POSITION. Assuming the "Other" position is experiencing the world from some other person's viewpoint. I hear things as they would hear them, see things as they would see them and feel what they would feel. I have the values, beliefs and emotions of the other person. 

OBSERVER POSITION. From "Observer" position, I experience the world from the outside as an observer would. In this position I literally see and hear "self" and "other" as an observer. I have neutral "observer" feelings. 

These three perceptual position distinctions encompass all possible multiple perspectives. The ability to control the shift from one perceptual position to another is a critical skill in all contexts. 

WALT DISNEY. Examinations of some of the quotes from Walt Disney indicate that he used all three perceptual positions in creating his stories. 

Self position - "The story man must see clearly in his own mind, how every piece of business in a story will be put." 

Other position - "He should feel every expression, every reaction."  Mickey's voice was always done by Walt, and he felt the lines and situation so completely that be could not keep from acting out the gestures and even the body attitudes as he said the dialogue. 

Observer position - "He should get far enough away from his story to take a second look at it." 

EINSTEIN. Einstein used "observer" position when he imagined seeing himself riding on a beam of light plus he viewed himself riding that beam of light from two other positions. From this he illustrated how the only constant was the speed of light and the rest were relative. He used this to explain the Theory of Relativity. 

IN RELATIONSHIPS. Using all three perceptual positions is particularly valuable in building and maintaining relationships. For example, conflict between team members may result because each member views the situation from his or her perspective. By putting themselves in the "other" perceptual position, they can begin to understand the situation from the other team members' perspective. In addition, by taking the "observer' position, they will gain insights into relationships, meanings and patterns between "self" and "other' that are not available from any other position. 

Viewing the world from only one or two of the perceptual positions does not provide as rich a description as is possible. Gregory Bateson suggests that a double description is required before we can observe "the difference that makes the difference." 

SELF. Using only "self" position, our fundamental way of looking at things, has several limitations and tends to lead to a "self‑centred" attitude, 

OTHER. The use of ‘other’ position is important in relationships, writing, speaking and general communications. For example, this position allows identification with all people with whom we come in contact (actually or in our own imaginations). This position may refer to individuals such as our friends, family members, fellow workers, clients, teachers, professors, heroes, and fictional characters to name but a few. Incidentally, there may he more than one "other". In this case, the "other" position is used to obtain the perspective of each of them. The “other" position may also be groups of people like readers, audiences, senior management, stakeholders, clients, and competitors, When thinking creatively, the "other" can also be an animate or inanimate object, such as "If I were a cat or a piece of wire I could be graceful and flexible." 

OBSERVER. The "observer" position is vital for obtaining an objective perspective. This position gives insight into patterns, differences, similarities, relationships and meanings, usually between "self" and "other(s)." The characteristics of the "observer" position may he varied over time. For example, if you are a writer you may start with a less critical audience for your first draft and increase the level of criticism over subsequent drafts. 

These three perceptual position distinctions are all that is really needed when considering multiple perspectives. Every perspective can he considered as one of these distinctions. Perceptual positions are not new, but seldom are they used consciously. By using them consciously, we can obtain a richer, fuller description of any situation, thereby greatly improving the information available to us for further consideration. 

ASSERTION REVISITED: WHAT IT REALLY MEANStc \l1 "ASSERTION REVISITED: WHAT IT REALLY MEANS
Most of the time, most of us are able to communicate to our own and each others satisfaction.  We get our message across and hear theirs.  Because our communication is going so smoothly we often don't give it a second thought.

At other times, we may feel uncomfortable, threatened, unsure, embarrassed or guilty.  We may be expecting something we don't want.  We may be experiencing our discomfort during the exchange.  In these circumstances we may find ourselves being self-protective.  Others usually see this as defensive.  In some such circumstances we may protect ourselves by moving against the other person, eg: "No I don't"; or avoiding the discomfort, eg: saying nothing, or moving towards, eg: "Do you really think so?"  You could think of these self-protecting responses on a continuum.

Self protecting continuumtc \l2 "Self protecting continuum
Moving Against

Moving Towards

Moving Away

|_______________________|_______________________|

The sort of assessment we make of ourselves in such a situation is that we are not confident in the situation or not competent or both.  Assertion helps us to build our confidence and our competence.  When our confidence is felt, there is less likelihood of us becoming self protecting.  When our competence in communicating is felt, then, also, there is less likelihood of us becoming self protecting.  Assertion, then, is a label used to describe a wide range of behaviour that is not self protecting.  It requires both self-confidence and competence in communication.

Set out below is a fuller description of self-protective behaviour and assertive behaviour.
1
Fight/Flight responsetc \l2 "Fight/Flight response
· We get an adrenalin rush when we feel threatened.

· This is our physiological (ie: we can't choose it) response when under threat.

· We experience less threat interpersonally when our self-esteem is strong, ie: when we feel good about ourselves.

2
Aggression and passivity and passive aggressiontc \l2 "Aggression and passivity and passive aggression
· We tend to label flight/fight responses as passive or aggressive, angry or withdrawing.

· Many of the labels we use are 'loaded', ie: they convey whether we think the person's behaviour is 'good' or 'bad'.  

Aggression is when we fight in one way or another.

Passivity is when we withdraw or avoid in one way or another.

Passive aggression is when we appear to withdraw or avoid, usually to the person’s face, and then we fight behind their back, eg: Jo tells me I talk too often.  I say, "OK I'll talk less".  I say this without anger and as if I have taken on board her observation.  Then, I'm with John and I say, "Isn't Jo stuck up?  She thinks she can go around telling people they're no good.  That's what she said to me.  We shouldn't get pushed around by her any more."  John says, "Did she do that?  She should pull her head in!  She's not perfect anyway." etc.

3
The passivity cycletc \l2 "The passivity cycle
This cycle starts with us thinking that the concern we have is too small, doesn't matter, is my problem anyway, etc.  The consequence of this thinking is that we DO NOTHING.  This is the first step in this cycle.  For example, we get 4 hours extra work at 4.30 pm that is 'urgent'.  

The second step in the cycle is when for the third or fourth time in a row we are given 4 hours extra work at 4.30 pm that is 'urgent'.  The person giving us this work says, 'It's OK isn't it, to give you this work now?  You're the only one who can do it well enough in the time.  Thanks for doing it.' and we say. 'Don't worry, it's OK.  I know its urgent and I'll get on with it.  It's OK'.  Somehow in this step in the cycle, when we are with the other person we get caught up in their world and forget about ourselves.  We put others needs as important and ours we forget.  The consequence of doing this is that we OVER ADAPT or OVER ACCOMMODATE to the others needs.  Often, later on we begin to feel resentful about this.  At this point we either go back to the beginning and DO NOTHING, or go onto the third step.

In the third step of this cycle we GET AGITATED.  This can be in our thinking and we find our thoughts constantly going back to the situation, or we find ourselves tapping our foot, or doodling, or clenching our jaw, or hunching our shoulders.  We feel stirred up inside and do not express it directly with words.  However, we are expressing something with our bodies.  So, using the same example as above, when we get more work late in the day, we tap our foot, or clench our jaw, or etc.  Again, we can go back to step one or two or onto step 4.

Having DONE NOTHING, OVER ACCOMMODATED, GOT AGITATED, we  tend to one of two things next.  Suddenly EXPLODE.   We may say loudly and angrily, 'You always take advantage of me.  You give me work with impossible deadlines.  My family and friends have given up on me because I don't keep to my arrangements with them and am often exhausted when I'm with me.  Stop being unfair to me.'  Such an outburst is often met with surprise from the other person.  This is the first they've heard of how it is for you.  At this point they may either get into the passivity cycle them selves, eg: by apologising profusely and forgetting the pressure on them to get the work done quickly, etc. or they may become assertive and negotiate a better working arrangement with you.

The other response is often to withdraw even further to IMPLODE.  This ultimately leads to physical illness, depression and at its worst, attempted suicide.

4
Assertion means WIN/WIN: I'm OK and You're OKtc \l2 "Assertion means WIN/WIN; I'm OK and You're OK
Eric Berne's Life positions are as follows:‑


1
I'm OK

  
2
I'm OK

You're OK
  


You're not OK

3
I'm not OK
  

4
I'm not OK

You're OK
  


You're not OK

1
I’m OK/You’re OK
The basis of mutually enjoyable relationships with others.  Sometimes referred to as WIN/WIN.  We usually speak of such a person as 'a good bloke/woman', 'straightforward and compassionate', 'unpretentious', 'candid', 'genuine', 'guileless', 'above board', 'open', 'ethical', 'sensitive', etc.

2
I’m OK /You’re Not OK
The basic position of a person who feels victimised or persecuted.  Such a person blames others for their misfortunes.  Delinquents and criminals often have this position.  We usually speak of such people as 'stuck up', 'superior', 'arrogant', 'a snob', 'patronising', 'one up', 'on their front foot', 'disdainful', 'haughty', 'insolent', 'conceited', 'egotistical', 'imperious', 'pompous', 'scornful', 'derisive', 'contemptuous'.

3
I’m Not Ok/You’re Ok
The basic position of a person who feels powerless when they compare themselves to others.  This position leads them to withdraw, to experience depression, to give up and feel defeated by 'life'.  We often describe such people as 'victims', 'powerless', 'one down', 'on the back foot', 'self deprecating', 'helpless', 'weak', 'defenceless', 'vulnerable', 'susceptible', 'incapable', 'dependent', 'neglected' etc..

4
I’m Not OK/You’re Not OK
The basic position of futility and despair.  This position leads to loss of interest in living.  We think of these people as 'resigned', 'discouraged', 'despondent', dejected', 'all time loser', 'beyond help', etc.

The script of a person relates to the early decisions and positions taken by the person.   Because we made these decisions in the first place we can change them and take a different life position.

5.
A guide to being assertivetc \l2 "A guide to being assertive.  (Not necessarily in this order):‑

· Know and express my objective, purpose, outcome sought, task at hand and find a unifying objective, purpose, etc.

· Establish a mutually positive relationship, i.e., an OK/OK relationship

· Express clearly how it is for me while showing respect for them

· Actively listen to what the other person means while they are expressing themselves to me and saying how it is for them.

· Get into the other persons shoes and show I understand by summarising, mirroring their words and body language

· Continue expressing myself clearly while showing respect for them and include what it is that I want more of, less of, or the same from the other 

· Make comments on the way we are communicating together 

eg: We're going around in circles

eg: When I speak you turn away

eg: We're both like broken records

eg: We're stuck in the mud

eg: We're humming along nicely

· Recap on any progress made to date

· STOP when you have achieved your objective, etc.

· STOP when it's clear you will make no further progress this time.

6.
A model of personal influence when listening and when expressing yourselftc \l2 "A model of personal influence when listening and when expressing yourself.
This is intended as a guide only.

When listening:‑

S
be SQUARE on to the other person
O
be OPEN in posture and in your mind and self

L
LEAN towards the other person

D
be at a DISTANCE that is culturally OK for both parties

E
have gentle EYE CONTACT 

R
be RELAXED
S
have SMALL movements in response to the other while they are talking

When speaking:‑

S
be SQUARE on to the other person
O
be OPEN in posture and in your mind and self

L
LEAN towards the other person

D
be at a DISTANCE that is culturally OK for both parties

E
have gentle EYE CONTACT 

F
express your FEELINGS through your whole body

7.
A guide for building your self confidence and the confidence of otherstc \l2 "A guide for building your self confidence and the confidence of others
Consider how you received recognition in your own family and when at school.  Eric Berne saw these patterns of receiving recognition as fundamental in the development of our self-esteem/self confidence.  We tend to turn whatever someone says or does into the most familiar way we have of receiving recognition.  Also, we tend to talk to ourselves in the same ways.  The four ways of receiving recognition are as follows:‑

· Unconditional negative regardtc \l4 "Unconditional negative regard eg:, 'You're stupid'.  'There's no hope for you'.  Non verbal examples include being ignored, the unspoken message is 'You don't exist'; being hit, the unspoken message could be 'you're bad', or 'your job in life is to please me', etc.

· Conditional negative regard tc \l4 "Conditional negative regardeg: 'You're stupid when you don't understand me the first time'.  Again this can be conveyed non-verbally.

· Conditional positive regard tc \l4 "Conditional positive regardeg: 'You are smart when you cotton on to what I'm saying quickly'.

· Unconditional positive regard tc \l4 "Unconditional positive regardeg: 'You're smart.'

While, when we are young we can't choose how we are given recognition, as adults, we can immediately change our self-talk habits and we can reframe what is said or implied by others to us.  Clearly conditional positive regard and unconditional positive regard will build our self-confidence. Unconditional and conditional negative regard diminish our self-confidence. This applies in how we give recognition to others.
INTERPERSONAL NEGOTIATION AND CONFLICT STYLES QUESTIONNAIREtc \l1 "INTERPERSONAL NEGOTIATION AND CONFLICT STYLES QUESTIONNAIRE
Different people have different styles of handling conflicts.  These styles are learned, usually when you are a child, and they seem to function automatically.  Usually we are not aware of how we act in conflict situations.  We just do whatever seems to come naturally.  But we do have a personal style, and because it was learned we can always change it by learning new and more effective ways of handling conflict.  The purpose of this questionnaire is to increase your awareness of your conflict style.

Proverbs state traditional wisdom.  The following proverbs and statements reflect traditional wisdom for resolving conflict.  Read each one carefully.  Using the scale below, indicate how typical each proverb or statement is of your actions in a conflict.

Scale:

5 = Very typical of the way I act in a conflict

4 = Frequently typical of the way I act in a conflict

3 = Sometimes typical of the way I act in a conflict

2 = Seldom typical of the way I act in a conflict

1 = Never typical of the way I act in a conflict

____
1
Soft words win hard hearts.

____
2
Come now and let us reason together.

____
3
The arguments of the strongest always have the most weight.

____
4
You scratch my back, I'll scratch yours.

____
5
The best way of handling conflicts is to avoid them.

____
6
When someone hits you with a stone hit them with cotton

____
7
A question must be decided by knowledge and not by numbers if it is to have a right decision.

____
8
If you cannot make people think as you do, make them do as you think.

____
9
Better half a loaf than no bread at all.

____
10
If someone is ready to quarrel with you they aren't worth knowing.

____
11
Smooth words make smooth ways.

____
12
By digging and digging the truth is discovered.

____
13
They who fight and run away live to fight another day.

____
14
A fair exchange brings no quarrel.

____
15
There is nothing so important that you have to fight for it.

____
16
Kill your enemies with kindness.

____
17
Seek till you find and you'll not lose your labour.

____
18
Might overcomes right.

____
19
Tit for tat is fair play.

____
20
Avoid quarrelsome people - they will only make your life miserable.

Interpersonal Negotiation and Conflict Questionnaire - Scoring
Write in your answers to each question, and then add the total number of points in each column.  The higher the total score for each conflict style the more likely that style is true for you.  The lower the total score for each conflict style, the less likely that style is true for you.

Avoiding
Asserting
Accommodate
Compromising
Collaborating

____5

____3

____1


____4


____2

____10
____8

____6


____9


____7

____15
____13
____11

____14

____12

____20
____18
____16

____19

____17

____

____

____


____


____TOTALS

One way of looking at the various different styles is looking at your needs and the other person or groups needs.


High
assert




collaborate
My
Our Needs



compromise
avoid




accommodate
Low



Your (Other) needs
High
All these styles will be valuable in different circumstances. Knowing your predisposition to one style and being able to use others is an essential aspect of developing you communication abilities.


CONSULTATION INFLUENCE AND POWERtc \l1 "CONSULTATION INFLUENCE AND POWER (Hersey & Blanchard)

Power bases are the ways we either consciously or unconsciously, willingly or unwillingly influence others or are influenced by them.  If everyone is ready, willing and able to take part in a consultative process, then power bases are not so critical.  However, not everyone has the same purpose, perspective and abilities.  Also, perception of another's power is likely to influence those participating in a consultative process.  When consulting, power ascribed to you, and power you ascribe to others, will affect the power you have to influence others and that they have to influence you.  It is very difficult not to influence when a power base is ascribed, rightly or wrongly, to you or you ascribe it to others.  Depending on the purpose of the consultation, you will want to consciously influence others or consciously not influence others and be conscious of how you are influenced.  If the purpose of the consultation is commitment and consensus agreement (ie: we can all live with the agreement), then, minimising the use of power bases may be appropriate.  Where the purpose is to have people listen to unpalatable information that will affect their lives, then you may want to use all the power bases that you can to simply get to first base and be heard.  Similarly, if you are wanting to influence others who are more senior in the hierarchy, then you may want to access all the power bases you have to 'equal' up the relationship.

1. Expertise, either real or simply perceived, influences others.  Thus the possession of expertise, skill and knowledge may lead to respect for that person.  This respect leads to influence.  Sometimes the expertise is sufficiently high that the person is seen as being capable of facilitating others in the work, developing ideas, problem solving, etc.  

2. Information, that another has may be perceived by another as valuable.  Others perceiving a need for the information gives influence as does the simple human desire to be 'in on things'.

3. Referent power is based on personal traits of the other.  Because a person's personality is liked or admired by others that person has influence.  Referent power is the power of friendship or like-ability.

4. Legitimate power is sometimes called position power.  This power is based on the position held by the other in the organisation.  So, the higher the position is in the hierarchy, the higher the power ascribed to the person.  Others assume that the person has the right, by virtue of their position, to expect that their suggestions will be followed.

5. Reward power is ascribed to those who have the authority to give positive incentives.  Others assume that compliance with such a person will lead to the awarding of the reward.

6. Connection power is based on the person’s 'connections' with influential or powerful people within or outside the organisation.  This power is ascribed because the person wants to gain favour or avoid disfavour of the powerful connection.

7. Coercive power is simply based on fear.  Failure to comply is believed to lead to punishment.

Power and influence can be used for singular purposes or collective good.  The values that we live by determine our attitude to the use and abuse of power.

CHANGE MANAGEMENTtc \l1 "CHANGE MANAGEMENT
Change management is all about managing the process that happens when change occurs. This change can be one that chooses you or your clients or one that you or your clients choose for themselves. This section sets out some exercises and reading that will assist you to develop wisdom in recognising and appreciating the effects of change on yourself and your clients. Once it is recognised then you can develop means to move yourself and your clients through the changes in a constructive and value added fashion.

Activity - Reminding yourself of the effects you have experienced
Write this down
1) Describe a situation that ended before you wanted it to. It could be personal, work related, relationship related, health, financial, sports related, political.

2) Describe what it was like for you before it ended.  What did you think and feel about yourself and the other involved before it ended. Was it a `golden age'? 

3) What caused it to end - was it your choice or beyond your control?

4) Describe your initial reactions.

5) Describe what you did directly afterwards - what did you feel? What did you think? What did you do?

6) If it has ended for you, how does it look now as you look back on it.

7) What have we just been doing?

Activity - Some of the changes that affect your clients
In your situations working within your department, write down a list of the changes that will be affecting your clients or your staff right now.

Now write a list of those changes that will be coming up in the near future.

These are the changes that you know about.  Imagine for a moment the changes that could be affecting your staff that you have no idea about.  List a few of these here.

Now describe for yourself how knowing how change affects people and how to assist with this process might be used in your work.

A model of the process people go through when affected by change tc \l2 "A model of the process people go through when effected by change 
When change occurs, either chosen by you or forced on you there are certain changes that appear to happen to everyone.  The research shows that being fired or given another job that you don't want is highly stressful.  However, changing your job by choice is also highly stressful.  Getting married is stressful, so is getting divorced.

Changes tend to occur with little forethought as to the effects of the changes on the people involved.  All that is being focused on is the end goal and not the process to getting there.  The public service is a good example.  It is very good at `bloody beginnings'.  It is quite capable of taking a department and making sweeping changes that effect large numbers of people.  However it is not so good at finishing the process.  The endings tend to be absent.  There often seems to be an endless stream of beginnings.  One principle of group and organisational process is that "Incomplete or bad endings make for difficult beginnings".  So, one possible evidence of this might be cynicism of your clients towards you because things have been tried in the past but simply haven't been completed.

The Clayton model applied to organisational changetc \l2 "The Clayton model applied to organisational change
The responses we can expect tend to fall along the following continuum. 

	Moving backwards
(withdrawing/ withholding or dog fighting)
	Standing still, Treading Water

(making do behaviour)
	Moving on
(Life enhancing and work enhancing behaviour)


|___________|___________|___________|____________|____________|____________|

Responses we can expect range up and down this continuum.  The position that we take up ourselves is of our own choosing and influenced, in part, by the culture that surrounds us at work and at home.  When there is wide ranging and all pervasive change, it is enough that we set the task for ourselves to move on from Moving Backwards to Standing Still and to move on from Standing Still to Moving on, ie: progress means moving up the continuum from where we are.  Assisting others means assisting them to move on up the continuum.  It doesn't mean immediately overcoming the effects of the change.

Moving Backwards stagetc \l2 "Moving Backwards stage
Moving backwards behaviour consists of things like;

Whingeing constantly. 

eg "Its all `their' fault"

Opposing everything without thinking. 

eg "That's crap I'm not doing 
that!"

Being 'nice' to people's face and 'nasty' behind their back. 

Self righteous victim, 

Eg “I've always done the right thing by this organisation. Look how they are treating me now!"

Cynicism or a belief that nothing good ever comes of anything here or a perspective that feeling hopeful or open is 'dangerous'. 

eg "Don't put your head up or it will get knocked off!"

Physical illness. 

eg  Psychosomatic illnesses increase.

Depression - When there is severe loss.

Despair - Again when there is severe loss.

Suicide - At the worst case.

Standing still stagetc \l2 "Standing still stage
During the standing still stage most people are finding it difficult to do more than keep up with things.  It could be said that they are only coping with the change and not getting on with the change.  Usually people who are 'standing still' are moving against (eg, "Watch them try and tell me what to do!") or moving away from what is happening in the organisation (eg, "I'll just sit here and wait for this change to pass over me or for the new breed to move onto greener pastures."). 

The change that people go through can be shown in the following diagram which is taken from Elizabeth Kubler Ross’ work.
taking up the challenge

shock

denial

inner acceptance

bargaining

accepting the   

inevitable  

anger/sadness

How you handle a person who is emotional from a change will determine how effective you are in assisting them to recover from or move through the change.  If you want to stop a person's emotional response then they will tend to become stuck and not progress.  If you are able to have them express their feelings fully and be either sad, angry or both, then the person will be able to develop a more positive outlook towards the changes.  Australian culture is not renowned for its ability to accept emotional responses.  However, your ability to work with people going through change means you must develop the ability to tolerate, accept and encourage emotional responses from some of your clients.  There will be times when you think a person is getting worse.  Remember that a person will often get worse before they get better.

Moving on tc \l2 "Moving on stage
When people are moving on from a change the behaviours you will see are:-

· Listening, 

· Acknowledgment and respect,

· Checking for understanding and the implications of the change,

· Enquiring for the other's meaning,

· Preparing and Planning,

· Creativity

· Development of new ideas,

· Negotiating,

· Managing,

· Supportive behaviour,

· Monitor and evaluate people’s responses,

· Openness to feedback and different ideas, approaches, processes, etc.

· Enjoy life and work.

Seen as a linear time line it looks like the diagram on next page:-
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Organisational change: Responses we can expect  
Your organisation is in transition with changes that you choose and changes that choose you: your own responses to changes and the responses of those around you.
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	Moving on

(Life enhancing and work behaviour)
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Activity for Network Resource Groups
Think of times when you have been around people experiencing change.  Do you remember how the people around you were acting. Does what you remember fit with what you saw?  Does it fit with your own experience?

Discuss this with your network resource group.  Discuss your responses to the exercises with the members of the network resource group. Were there any similarities to the model described above?

The 4D response model to change and how to assist people to move on.tc \l2 "The 4D response model to change and how to assist people to move on.
DISENGAGEMENT - This is when a person simply moons off continually.  They appear to not relate to the work they are doing or to the people around them.  In meetings they often appear inattentive and things need to be explained a number of times to them.  You might be reluctant to be a passenger in a car when they are driving.

You can assist a person to move through disenchantment fairly easily.  Firstly, give them space and give them some time.  You could see them as gathering their reserves and strength to move ahead. Secondly, name what you are seeing.  Bring it to their attention and then leave it with them.  This reflecting back of how they are will tend to shift them on in their response. 

Activity
Can you think of people who you have worked with or beside who were like this due to some change in circumstances.  How did they move on?

DIS-IDENTIFICATION - This happens when a person loses the role that they have had for some time.  For instance, a person who has been a farmer is now running a small retail business.  Their identity is caught up in their role of a "farmer".  Another example would be where a person who has had money, loses the lot.  They may find it difficult to identify with their new role in life.  For a time they do not have an identity.  Another example is when one partner in a long-term marriage dies and the other partner cannot find a reason to continue.  They cannot identify with their new state of life.

You can assist these people to move on by helping them to develop a good image of the future.  They need to believe that there is a future.  Once they begin to believe they can have an OK future they begin to progress and develop a new identity in keeping with current circumstances.

Activity
Can you think of people who you have worked with or beside who were like this due to some change in circumstances.  How did they move on?

DISORIENTATION - this is when a person is completely `flipped out' about a change.  In organisations there have been times when whole sections have come to work when there is no further work to be done.  There is absolute denial of what is happening.  Other examples are when people keep talking about the imminent return of the "good old days and how "things will get back to normal when...."  Disoriented people seem like they are coming from another planet at times.

You can assist these people by taking up the role of benevolent autocrat with them.  Set boundaries for them and give them strong routines to make their days straightforward.  They can no longer deal with decision making or ambiguity.  So assist them to shelve their decisions for a short while and also avoid any ambiguity that they might be creating for themselves.  Of course you need to be in a position of trust to be able to help these people.

Activity
Can you think of people who you have worked with or beside who were like this due to some change in circumstances.  How did they move on?

DISENCHANTMENT - is when people are simply angry and have had enough.  The best way to deal with them is to help them `get it all out'.  Call it vomiting or dumping, or whatever.  It is when they can express all their disappointment or rage or sadness.  Once it all comes out they can then begin to get active with the new changes by themselves.

Activity
Can you think of people who you have worked with or beside who were like this due to some change in circumstances.  How did they move on?

RELATING CHANGE MANAGEMENT TO THE STAGE OF A GROUPtc \l1 "RELATING CHANGE MANAGEMENT TO THE STAGE OF A GROUP
In all change management models including those briefly discussed here, there is a need for you as either an agent for change or an agent for assistance through change, to become robust in your abilities to deal with strong emotional expression.  This has been mentioned before and it is now being reinforced.

Essentially you need to be able to be, flexible and firm, a leader and a follower, a visionary and a realist, a warrior and a peacemaker. ie: be versatile to suit the situation to get the work of the small businesses progressed. 

So, cast you mind briefly to Tuckman's and Johnson and Johnson's models of group formation.  Both of these models have a stage where there would be some resistance to leadership and conflict happening in the group.  Tuckman called it storming and Johnson and Johnson called it Rebelling and Differentiating. At these points in a group’s life it is essential for the facilitator, group leader or coordinator to be able to encourage the group to express themselves and for them not to suppress it.  If they suppress it then the group will continually return to that stage without getting through to the really productive stages.

This relates well to change management.  If group members and the group's facilitator, leader or coordinator want to avoid emotional expressions because they feel uncomfortable or embarrassed, or for some other reason, then the members will not be able to adapt to any changes.  They will continue to be stuck and not progress.

Activity - Relating this to small groups dealing with change
Reflect on your clients or your staff for a moment.

How many of them are dealing with significant change on a regular basis?

How does this affect the behaviour that you see?

How does this affect the groups that you work with now or have worked with in the past?

Describe an intervention you could use in one of your work groups, that takes into account the changes happening for your clients?

What effect would you think it might have?

What would stop you from using it?

Leadership - who is providing what in Network Resource Grouptc \l2 "Leadership - who is providing what in the group in the network resource group
This section briefly has you look at the different types of leadership that are required in learning groups to make them effective.

Task Leadership.

This is the type of leadership that continually brings the group back to focussing on and fulfilling the purpose of the group.  A task leader would regularly say things like;

"Well that is an interesting discussion, but what are the main principles that we can draw from it?  How about I take some notes while you recap for me?"
Another example might be;

"Enough of the discussion about our weekends, let’s get on with solving the following problems.  What do you all think?"

It could be seen as applying a level 1 or 2 intervention to get the group back on task.

Activity - task leadership
Who in your network resource group provides the task leadership most of the time?

What type of statements do they make?

What type of reactions does the group have to them?

Relationship Leadership
This is the type of leadership that focuses on the people in the group.  The relationship leader will assist others to get up with the work.  They will often say things like;

"Well Bob, you seem a bit stuck on this one. What can we do to help you get it?"
They also tend to help relationships develop within the group.  They might suggest adequate breaks in the group. They also tend to say things like;

"That was excellent work you did Bev. What did you think of it Jane?"
They tend to create a congenial atmosphere in a group.  For instance: while no-one else may care where the group is run, the relationship leader may insist it be run at a place with good facilities and a view.  While other members may initially think it is over the top, as the group progresses, they will begin to think;

"Thank heavens we are doing this here and not in that old .... Thanks Dick." 

Activity - relationship leadership
Who in your network resource group provides most of the relationship leadership?

What type of statements do they make?

What type of reactions does the group have to them?

Process Leadership
This type of leadership focuses on the process of the group.  This is the type of leadership we are assisting you to develop.  It is the type of leadership that makes escalating interventions when the functioning of the group is working against getting its task done.  Typical process leadership statements would be;

"Well, we really seem to be going around in circles. What do you think?"

They will be making notes about the groups process and reflecting on the learning that is taking place.  They will be aware of how people are communicating and responding to each other.

Activity - process leadership
Who in your network resource group provides process leadership?

What type of statements do they make?

What type of reactions does the group have to them?

Gatekeeping
This is a type of leadership that is regularly missed but is vitally important.  This type of leadership protects the group’s physical integrity.  The gatekeeper is not prepared to continually allow more people to join a group they are a part of.  Why?  Well mainly because they are aware that each time a new person joins a group that the group has to begin again with some of its stages.  They would say things like;

"Well, I appreciate that you want to join this group.  However this group needs to work by itself for a while now.  In the future it may be taking in new members or other group will be starting. For now you may not join."

The gatekeeper may have to go against the wishes of the group members.  They will say things like;

"Well I can see you think it is OK for them to join, But I know that when they join we won’t be able to create dialogue with the same ease.  We will also need to develop new group norms and this will all distract from our work."
Gatekeepers are not always appreciated initially, but they usually are later on when group members reflect on the group’s whole process.

Activity - gatekeeping
Who in your network resource group provides the gatekeeping, if any?

What gatekeeping have you witnessed in previous groups?

What type of statements do gatekeepers usually make?

What type of reactions does the group have to them?

Providing all four types of leadership - distributed leadership
For your network resource group it is important that all these leadership types are present in the group. They do not have to be present in one person. It is better if they are taken up by each member at different times.  Thus you could be the task leader during the morning and the relationships leader in the afternoon, or for the next meeting.  Leadership of this type is often referred to as distributed leadership.  Groups that function in this way tend to develop robust processes of discussion and dialogue.

When you work with your staff in meetings or other small groups most of them will expect you to take up all the leadership functions.  To develop ongoing, robust action learning groups you will need to coach them to take up the roles in the group.  This way the groups will last way beyond your participation and the outcomes from the groups will be more strongly owned by the group participants.

SITUATIONAL LEADERSHIPtc \l1 "SITUATIONAL LEADERSHIP
Perception of Selftc \l2 "Perception of Self
Part 1
Leader effectiveness and adaptability.tc \l4 "Part 1
Leader effectiveness and adaptability.
Instructions:  Assume you are involved in each of the following situations.  Each situation has 4 actions that you might initiate.  Read each item carefully.  Think about what you would do in each circumstance.  Circle the letter of the alternative action (a, b, c, or d) you think would most closely describes your behaviour in the situation presented.  Circle only one choice.

Situation 1

Your subordinates are not responding to your friendly conversation and obvious concern for their welfare.  Their performance is declining rapidly.

Alternative actions

a)
Emphasise the use of uniform procedures and the necessity for task accomplishment.

b)
Make yourself available for discussion but don’t push your involvement.

c)
Talk with your subordinates and then set goals.

d)
Intentionally do not intervene.

Situation 2

The observable performance of your group is increasing.  You have been making sure that all members are aware of their responsibilities and expected standards of performance.

Alternative actions

a)
You engage in friendly interaction, but continue to make sure that all members are aware of their responsibilities and expected standards of performance.

b)
You take no definite action.

c)
You do what you can to make the group feel important and involved.

d)
You emphasise the importance of deadlines and tasks.

Situation 3

Members of your group are unable to solve a problem themselves.  You have normally left them alone.  Group performance and interpersonal relationships have been good.

Alternative actions

a)
You work with the group and together engage in problem solving.

b)
You let the group work it out.

c)
You act quickly and firmly to correct and redirect.

d)
You encourage the group to work on the problem and are supportive of their efforts.

Situation 4

You are considering a change.  Your subordinates have a fine record of accomplishment.  They respect the need for change.

Alternative actions

a)
You allow the group involvement in developing the change, and are not too directive.

b)
You announce changes and them implement them with close supervision.

c)
You allow the group to formulate its own direction.

d)
You incorporate group recommendations, but you do not direct the change.

Situation 5

The performance of your group has been dropping during the last few months.  Members have been unconcerned with meeting objectives.  Redefining roles and responsibilities has helped in the past.  The group has continually needed reminding to have their tasks done on time.

Alternative actions

a)
You do what you can to make the group feel important and involved.

b)
You emphasise the importance of deadlines and tasks.

c)
You refine the roles and responsibilities and supervise carefully.

d)
You allow the group involvement in determining roles and responsibilities but are not too directive.

Situation 6

You have stepped into an efficiently run organisation.  The previous administrator tightly controlled the situation. You want to maintain a productive situation, but would like to begin humanising the environment.

Alternative actions

a)
You do what you can to make the group feel important and involved.

b)
You emphasise the importance of deadlines and tasks.

c)
You intentionally do not intervene.

d)
You get the group involved in decision‑making, but see that objectives are met.

Situation 7

You are considering changes to the structure that will be new to the group.  Members of the group have made suggestions about needed change.  The group has been productive and demonstrated flexibility in its operations.

Alternative actions

a)
You define the change and supervise carefully.

b)
You participate with the group in developing the change and allow members to organise the implementation.

c)
You are willing to make the changes as recommended, but maintain control of implementation.

d)
You avoid confrontation and leave things alone.

Situation 8

Your group’s performance and interpersonal relationships are good.  You feel somewhat unsure about the lack of direction of the group.

Alternative actions

a)
You leave the group alone.

b)
You discuss the situation with the group and then you initiate necessary changes.

c)
You take steps to direct subordinates towards working in a well-defined manner.

d)
You are supportive in discussing the situation with the group and are not too directive.

Situation 9

Your boss has appointed you to head a task force that is far overdue in making requested recommendations for change.  The group is not clear on its goals.  Attendance at sessions has been poor.  The meetings have turned into social gatherings.  Potentially you have the talent necessary to help.

Alternative actions

a) You  let the group work out its own problems.

b) You incorporate the group recommendations, but see that objectives are met.

c) You  redefine the goals and supervise carefully.

d) You allow group involvement in setting goals, but don't push.

Situation 10

Your subordinates, who are usually able to take responsibility, are not responding to your recent refining of standards.

Alternative actions

a) You allow the group involvement in refining standards, and do not take control.

b) You redefine the standards and supervise carefully.

c) You avoid confrontation by not applying pressure, and leave the situation alone.

d) You incorporate group recommendations, but see that new standards are met.

Situation 11

You have been promoted to a new position.  The previous supervisor was involved in the affairs of the group.  The group has adequately handled its tasks and direction.  Group inter‑relationships are good.

Alternative actions

a) You take steps to direct subordinates towards working in a well‑defined manner.

b) You involve subordinates in decision‑making and reinforce good contributions.

c) You discuss past performance with the group and then you examine the need for new practices.

d) You continue to leave the group alone.

Situation 12

Recent information indicates some internal difficulties among subordinates.  The group has a remarkable record of accomplishment.  Members have effectively maintained long‑range goals.  They have worked in harmony for the past year.  All are well qualified for the task.

Alternative actions

a) You  try out your solution with subordinates and examine the need for new practices.

b) You allow the group members to work it out themselves.

c) You act quickly and firmly to correct and redirect.

d) You participate in problem discussions while providing support for subordinates.

Scoring  Part 1

Leadership Adaptability and Leadership Effectivenesstc \l2 "Leadership Adaptability and Leadership Effectiveness
Transcribe the circled alternative actions direct onto this grid.  So, if in Situation 1 Alternative c is chosen, then circle +1 in the line adjacent to situation 1, as shown below:‑

	Example
	a
	b
	c
	d

	Situation
	+2
	-1
	+1
	-2

	
	
	
	
	

	
	a
	b
	c
	d

	
	
	
	
	

	Situation 1
	+2
	-1
	+1
	-2

	Situation 2
	+2
	-2
	+1
	0

	Situation 3
	+1
	-1
	-2
	+2

	Situation 4
	+1
	-1
	-2
	+2

	Situation 5
	-2
	+1
	+2
	-1

	Situation 6
	+1
	0
	-2
	+2

	Situation 7
	-2
	+2
	+1
	-1

	Situation 8
	+2
	-1
	-2
	+1

	Situation 9
	-2
	+1
	+2
	-1

	Situation 10
	+1
	-1
	-2
	+2

	Situation 11
	-2
	+2
	+1
	-1

	Situation 12
	-1
	+2
	-2
	0

	
	
	
	
	

	
	
	
	
	


The total under column (a) gives you your score for high task and low relationship leadership, column (b) for high task and high relationship and column (c) for low task and high relationship, and column (d) for low task and low relationship.  Add the total of your scores for each column together to give you your score for appropriate flexibility.

(Hersey & Blanchard


THE LADDER OF INFERENCEtc \l1 "THE LADDER OF INFERENCE
While many authors have discussed the concepts of mental models and the Ladder of Inference, one of the best discussions can be found in The Fifth Discipline Fieldbook: Strategies and Tools for Building a Learning Organisation by Senge, Ross, Smith, Roberts, and Kleiner.  Senge also covers this topic in “The Fifth Discipline: The Art and Practice of the Learning Organisation”, but I find the Fieldbook easier to read.

Mental models "are the images, assumptions, and stories which we carry in our minds of ourselves, other people, institutions, and every aspect of the world.  Like a pane of glass framing and subtly distorting our vision, mental models determine what we see." (Fieldbook, p 235)  Mental models are a compilation of our experiences in dealing with the world and help us make decisions on how we handle future problems.  However, as Rick Ross points out "We live in a world of self‑generating beliefs which remain largely untested.  We adopt those beliefs because they are based on conclusions, which are inferred from what we observe, plus our past experience." (Fieldbook, p. 242)  However, our view of the world is often "eroded by our feelings that:

     Our beliefs are the truth. 

     The truth is obvious. 

     Our beliefs are based on real data. 

     The data we select are the real data." (Fieldbook, p. 242) 

Mental models are closely related to, and some feel the same as, paradigms.  In technology, we are constantly dealing with the term "paradigm shift."  But what exactly is a paradigm shift?  Stephen Covey, in his book The Seven Habits of Highly Effective People, has a wonderful example of a paradigm shift.  Taken from Proceedings, the magazine of the Naval Institute, Frank

Koch relates the following tale.

Example of a mental model fighting the worldtc \l2 "Example of a mental model fighting the world
Two battleships assigned to the training squadron had been at sea on manoeuvres in heavy weather for several days.  I was serving on the lead battleship and was on watch on the bridge as night fell. The visibility was poor with patchy fog, so the captain remained on the bridge keeping an eye on all activities.

Shortly after dark, the lookout on the wing of the bridge reported, "Light bearing on the starboard bow."

"Is it steady or moving astern?" the captain called out.

Lookout replied, "Steady captain," which meant we were on a collision course with that ship.

The captain then called to the signalman, "Signal that ship: We are on a collision course, advise you to change course 20 degrees."

Back came the signal, "Advisable for you to change course 20 degrees.”

The captain said, "Send: I'm a captain, change course 20 degrees."

"I'm a seaman second class," came the reply. "You had better change course 20 degrees."

By that time the captain was furious.  He spat out, "Send: I'm a battleship. Change course 20 degrees."

Back came the flashing light, "I'm a light house."

We changed course.

Discussiontc \l2 "Discussion
The captain, as we were, was working under a certain mental model or paradigm.  The final announcement of the seaman second class provided him with the one piece of significant information that allowed him to make a paradigm shift.  A useful tool for helping us make such shifts is the ladder of inference. 

In a nutshell, the ladder demonstrates how the world is made up of observable data, much as a videotape recorder might record it (see image below).  Our mind selects the data we want to observe. We then add meaning to that data.  From our meaning, we make assumptions about the world around us. As we move up the ladder we draw conclusions that, after time, we adopt as beliefs.  From our belief structure, we take action. The "reflective loop" whether we are conscious of it or not, then determines how we select future data.

The ladder is a good tool to keep in mind when reflecting internally on your attitudes and beliefs. However, it can be very useful when trying to come to a shared meaning with someone else.  If you are having trouble understanding someone's position, it is helpful to "walk them down the ladder" asking them how they drew their conclusions, what assumptions are they making, and what data they selected. If you feel you are being misunderstood, it is helpful to "walk up the ladder" starting with an observation and the meaning you added to it.  From there you can discussion your assumptions and conclusions.  A good example of walking down the ladder is found in the Fieldbook on pages 108 and 109.  The Five Whys, as written by Rick Ross, shows how you can walk down the ladder to get to the true cause of a problem.

The Five Whys Perspectivetc \l2 "The Five Whys' Perspective
It's mid‑afternoon, an hour before the shift changes at a manufacturing plant, and I'm the foreman.  I'm walking through the plant, giving a tour to a friend who happens to be a systems thinker.  Suddenly, I see a pool of oil on the floor. So I grab the nearest member of the assembly line crew: "Hey! There's oil on the floor! For Pete's sake, somebody could slip in that! Clean it up!"

When I'm finished, my systems thinking friend breaks in with a quiet question: "Why is there oil on the floor?"

"Yeah," I repeat to the crewmember. "How'd the oil get on the floor?"

The crewmember replies, "Well, the gabungie's leaking." All of us automatically look up. Sure enough, there's a visible leak up there in the gabungie."

"Oh, okay," I sigh. "Well, clean up the oil and get the gabungie fixed right away."

My friend pulls me aside and murmurs, "But why is the gabungie broken?"

I say, "Yeah, well, the ga‑" and turn to the crewmember. "Why is the gabungie broken?"

"The gaskets are defective," is the reply.

"Oh well, then, look," I say. "Here, clean the oil up, fix the gabungie and, uh, do something about the gaskets!"

My friend adds: "And why are the gaskets defective?"

"Yeah," I say. "Just out of curiosity, how come we got defective gaskets in the gabungie?"

The shop floor crewmember says, "Well, we were told that Purchasing got a great deal on those gaskets."

I can see my friend start to open his mouth, but this time I get there first.  “'Why did Purchasing get such a great deal?"

"How should I know?" says the crewmember, wandering off to find a mop and bucket.

My friend and I go back to my office and make some phone calls.  It turns out that we have a two‑year‑old policy in the company that encourages purchasing at the lowest price.  Hence the defective gaskets‑ of which there is a five‑year supply‑ along with the leaking gabungie and the pool of oil.

In addition, this policy is probably causing other problems throughout the organisation, not closely related in time or space to the root "cause."

From Peter Senge’s book The Fifth Discipline Fieldbooktc \l2 "From Peter Senge book The Fifth Discipline Fieldbook
We live in a world of self‑generating beliefs which remain largely untested. We adopt those beliefs because they are based on conclusions, which are inferred from what we observe, plus our past experience. (As previously quoted)Our ability to achieve the results we truly desire is eroded by our feelings that: 

Our beliefs are the truth.

 The truth is obvious. 

 Our beliefs are based on real data. 

 The data we select are the real data. 

For example: I am standing before the executive team, making a presentation.  They all seem engaged and alert, except for Larry, at the end of the table, who seems bored out of his mind.  He turns his dark, morose eyes away from me and puts his hand to his mouth.  He doesn't ask any questions until I'm almost done, when he breaks in: "I think we should ask for a full report."  In this culture, that typically means, "Let's move on."  Everyone starts to shuffle their papers and put their notes away.  Larry obviously thinks that I'm incompetent -  which is a shame, because these ideas are exactly what his department needs.  Now that I think of it, he's never liked my ideas.  Clearly, Larry is a power‑hungry jerk.  By the time I've returned to my seat, I've made a decision:  I'm not going to include anything in my report that Larry can use.  He wouldn't read it, or, worse still, he'd just use it against me.  It's too bad I have an enemy who's so prominent in the company. 

In those few seconds before I take my seat, I have climbed up what Chris Argyris calls a "ladder of inference," -  a common mental pathway of increasing abstraction, often leading to misguided beliefs: 

I started with the observable data:  Larry's comment, which is so self‑ evident that it would show up on a videotape recorder 

 I selected some details about Larry's behaviour his glance away from me and apparent yawn. (I didn't notice him listening intently one moment before) 

I added some meanings of my own, based on the culture around me (that Larry wanted me to finish up) 

I moved rapidly up to assumptions about Larry's current state (he's bored) . . . 

and I concluded that Larry, in general, thinks I'm incompetent.  In fact, I now believe that Larry (and probably everyone whom I associate with Larry) is dangerously opposed to me . . . 

thus, as I reach the top of the ladder, I'm plotting against him. 

It all seems so reasonable, and it happens so quickly, that I'm not even aware I've done it. Moreover, all the rungs of the ladder take place in my head.  The only parts visible to anyone else are the directly observable data at the bottom, and my own decision to take action at the top.  The rest of the trip, the ladder where I spend most of my time, is unseen, unquestioned, not considered fit for discussion, and enormously abstract.  (These leaps up the ladder are sometimes called

"leaps of abstraction.") 

I've probably leaped up that ladder of inference many times before.  The more I believe that Larry is an evil guy, the more I reinforce my tendency to notice his malevolent behaviour in the future. This phenomenon is known as the "reflexive loop": our beliefs influence what data we select next time.  And there is a counterpart reflexive loop in Larry's mind: as he reacts to my strangely antagonistic behaviour, he's probably jumping up some rungs on his own ladder.  For no apparent reason, before too long, we could find ourselves becoming bitter enemies. 

Larry might indeed have been bored by my presentation ‑‑ or he might have been eager to read the report on paper.  He might think I'm incompetent, he might be shy, or he might be afraid to embarrass me.  More likely than not, he has inferred that I think he's incompetent.  We can't know, until we find a way to check our conclusions. 

Unfortunately, assumptions and conclusions are particularly difficult to test.  For instance, suppose I wanted to find out if Larry really thought I was incompetent.  I would have to pull him aside and ask him, "Larry, do you think I'm an idiot?"  Even if I could find a way to phrase the question, how could I believe the answer?  Would I answer him honestly?  No, I'd tell him I thought he was a terrific colleague, while privately thinking worse of him for asking me. 

Now imagine me,Larry, and three others in a senior management team, with our untested assumptions and beliefs.  When we meet to deal with a concrete problem, the air is filled with misunderstandings, communication breakdowns, and feeble compromises . Thus, while our individual IQs average 140, our team has a collective IQ of 85. 

The ladder of inference explains why most people don't usually remember where their deepest attitudes came from.  The data is long since lost to memory, after years of inferential leaps. Sometimes I find myself arguing that "The Republicans are so‑and‑so," and someone asks me why I believe that.  My immediate, intuitive answer is, "I don't know. But I've believed it for years."  In the meantime, other people are saying, "The Democrats are so‑and‑so," and they can't tell you why, either.  Instead, they may dredge up an old platitude which once was an assumption.  Before long, we come to think of our longstanding assumptions as data ("Well, I know the Republicans are such‑and‑such because they're so‑and‑so"), but we're several steps removed from the data. 

Using the Ladder of Inferencetc \l2 "Using the Ladder of Inference
You can't live your life without adding meaning or drawing conclusions.  It would be an inefficient, tedious way to live.  But you can improve your communications through reflection, and by using the ladder of inference in three ways: 

     Becoming more aware of your own thinking and reasoning (reflection); 

     Making your thinking and reasoning more visible to others (advocacy); 

     Inquiring into others' thinking and reasoning (inquiry). 

Once Larry and I understand the concepts behind the "ladder of inference," we have a safe way to stop a conversation in its tracks and ask several questions: 

     What is the observable data behind that statement? 

     Does everyone agree on what the data is? 

     Can you run me through your reasoning? 

     How did we get from that data to these abstract assumptions? 

     When you said "[your inference]," did you mean "[my interpretation of it]"? 

I can ask for data in an open‑ended way: "Larry, what was your reaction to this presentation?"

I can test my assumptions: "Larry, are you bored?" 

Or I can simply test the observable data: "You've been quiet, Larry." To which he might reply:

"Yeah, I'm taking notes; I love this stuff." 

Note that I don't say, "Larry, I think you've moved way up the ladder of inference.  Here's what you need to do to get down."  The point of this method is not to nail Larry (or even to diagnose Larry), but to make our thinking processes visible, to see what the differences are in our perceptions and what we have in common.  (You might say, "I notice I'm moving up the ladder of inference, and maybe we all are. What's the data here?") 

This type of conversation is not easy. For example, as Chris Argyris cautions people, when a fact seems especially self‑evident, be careful.  If your manner suggests that it must be equally self‑evident to everyone else, you may cut off the chance to test it.  A fact, no matter how obvious it seems, isn't really substantiated until it's verified independently ‑‑ by more than one person's observation, or by a technological record (a tape recording or photograph). 

Embedded into team practice, the ladder becomes a very healthy tool.  There's something exhilarating about showing other people the links of your reasoning.  They may or may not agree with you, but they can see how you got there.  And you're often surprised yourself to see how you got there, once you trace out the links. 

CULTURE AND ITS MAIN ORIGINS tc \l1 "CULTURE AND ITS MAIN ORIGINS 
Taken together, the six primary embedding mechanisms shown in the table following create what  would typically be called the “climate of the organisation”.  At this stage the climate created by founder leaders precedes the existence of a group culture. At a later stage climate will be a reflection and manifestation of cultural assumptions, but early in the life of a group it reflects only the assumptions of the leader. 

One of the most powerful mechanisms that founders, leaders, managers, or even colleagues have available for communicating what they believe in or care about is what they systematically pay attention to. This can mean anything from what they notice and comment on to what they measure, control, reward, and in other ways systematically deal with. Even casual remarks and questions that are consistently geared to a certain area can be a potent as formal control mechanisms and measurements.

If leaders are aware of this process, then being systematic in paying attention to certain things becomes a powerful way of communicating a message, especially if the leaders are totally consistent in their own behaviour.  On the other hand, if leaders are not aware of the power of this process, or they are inconsistent in what they pay attentions to, subordinates and colleagues will spend inordinate time and energy trying to decipher what a leader’s behaviour really reflects and even project motives when non may exist.

Culture Embedding Mechanisms
Primary Embedding Mechanisms


Secondary Embedding Mechanisms
What leaders pay attention to, measure,

Organisational structure and design

and control on a regular basis

Organisational systems and procedures

How leaders react to critical incidents and

organisational crisis




Organisational rites and rituals

Observed criteria by which leaders allocate

Design of physical space, facades, and

scarce resources




 buildings

Deliberate role modelling, teaching, and 

Stories, legends, and myths about people 

coaching





and events

Observed criteria by which leaders allocate 

Formal statements of organisational

rewards and status




Philosophy, values and creed

Observed criteria by which leaders recruit, 

select, promote, retire, and excommunicate 

organisational members


TEAM SKILLS AND COMMUNICATIONtc \l1 "TEAM SKILLS AND COMMUNICATION
The value of differencetc \l2 "The value of difference
“Nobody's perfect but a team can be”.  The idea here is that we all have something unique to contribute to the working of a Consultative Forum or Work Group.  Not only in the knowledge and experience of the workplace and undertaking of work tasks, but also in the area of being a team member.  In the Consultative Forum or Work Group we are asking leadership from everyone and we are asking for each person to be a team member.  Meredith Belbin has worked with teams for many years.  He and his colleagues have developed and experimented with the sorts of behaviour that makes a team work and what you need to do to balance the team to make it effective.

The roles that he has identified are listed below:‑

Implementer (company worker)

Coordinator (chairperson)

Expediter (shaper)

Ideas person (plant)

Resource investigator (scrounger!)

Evaluator (monitor evaluator)

Team builder (team worker)

Finisher (completer)

Specialist

Entrepreneur
Your features, strengths and weaknessestc \l2 "Your features, strengths and weaknesses
Implementer (company worker)

Typical features: Conservative, dutiful and predictable.  Give them a schedule and they will produce to schedule.

Positive qualities: Organising ability, practical common sense, hard‑working and self‑disciplined.

Allowable weaknesses: Lack of flexibility, unresponsive to unproven ideas.

Coordinator (chairperson)

Typical features: Calm, self confident and controlled.  Trusting and decisive.  Clarifies group objectives and focuses on group agenda.

Positive qualities: Capacity for treating and welcoming all potential contributors on their merits

and without prejudice.  A strong sense of objectives.

Allowable weaknesses: Ordinary in terms of creative ability and ideas.

Expediter (shaper)

Typical features: Highly strung, outgoing, dynamic, shrewd, immediate, decisive and only results can reassure them.  Their drive has a compulsive quality.

Positive qualities: Drive and readiness to challenge inertia, ineffectiveness, complacency or self deception.

Allowable weaknesses: Proneness to provocation, irritation and impatience.

Ideas person (plant)

Typical features: Individualistic, serious‑minded, unorthodox, creative disposition.  The team's source of original ideas, suggestions and proposals.

Positive qualities: Originality, imagination, intellect, knowledge.

Allowable weaknesses: Up in the clouds, inclined to disregard practical details or protocol.

Resource investigator (scrounger!)

Typical features: Extroverted, enthusiastic, curious, communicative and stable.  They make friends easily and have masses of outside contacts.

Positive qualities: A capacity for contacting people and exploring anything new.  An ability to respond to challenge.

Allowable weaknesses: Liable to lose interest once the initial fascination has passed.

Evaluator (monitor evaluator)

Typical features: Sober, unemotional, prudent, serious, shrewd.  They like to be given time to mull things over.

Positive qualities: Judgement, discretion, hard‑headedness.

Allowable weaknesses: Lacks inspiration and the ability to motivate others.

Team builder (team worker)
Typical features: Socially oriented, rather mild, sensitive, empathetic.  As a promoter of unity and harmony they counter balance friction and discord.  Positive qualities: An ability to respond to people and to situations, and to promote team spirit.

Allowable weaknesses: Indecisiveness at moments of crises.

Finisher (completer)

Typical features: Painstaking, orderly, conscientious, anxious, controlled, meticulous.  They are a compulsive meeter of deadlines and fulfiller of schedules.

Positive qualities: A capacity for follow through.  Very high standards

Allowable weaknesses: Perfectionism.  A tendency to worry about small things.  A reluctance to 'let go'.

Specialist

Typical features: Introverted, anxious, single-minded, over‑reacts, one right answer.

Positive qualities: Technical / trade / professional skills and determination.

Allowable weaknesses: Reactive, 'prickly', tendency to be always right

Entrepreneur

Typical features: Introverted, assertive, imaginative, questioning, independent, expedient, ambitious, ruthless

Positive qualities: Drive, sense of urgency, flexible, adaptable, questioning.

Allowable weaknesses: Ruthlessness, 'rushing' into situations, operating in a 'reactive' mode.

Your strengths and when to use themtc \l2 "Your strengths and when to use them
We need to use our strengths in a timely way.  We all have a tendency to draw on our strengths when we feel under threat or ill at ease.  This can mean that we over use the team roles that we are strong in.  While we are over using some of the roles that we have, this often means that we are under using some other of the roles we have developed as team members. It is important to get awareness of yourself and come to know when to put yourself forward and when to let others take the running. For instance, it is not so helpful for someone with a strong completer finisher role to drive for detail and completeness at the beginning of a project.  It is not so helpful when the evaluator immediately presents their judgement on a new idea that is just being developed.  Timing of your input is vital to making an effective contribution to the group doing its work.   The best way to learn this is from each other, i.e., through feedback and continuous improvement.  Belbin's model gives you a framework within which to do this.


REFLECTIVE PAIRStc \l1 "REFLECTIVE PAIRS
The reflective pairs relationship will usually comprise two people, though occasionally it will be made up of three.  This relationship is designed into this workshop and will assist your learning, the development of a learning environment and develop mutual support and challenging at a more personal level throughout the program and beyond. 

It is intended that both of you will take responsibility for building and maintaining this relationship.  To do so will require from both of you a serious intent, and the application of your best interpersonal skills.  It will require a generous spirit, which includes a willingness to both contribute to and accept a genuine interest in and concern for each other's learning, growth and well-being both professionally and personally.

Like all effective relationships, this one will involve processes of honest disclosure and feedback, the sharing of experiences, the mutual exploration of learning, and skilful discussion.  It is one of the program's key reflective processes.  Your experiences on the course will serve as the focus and trigger for your discussions together.  You will act as mentors, coaches, and 'sounding-boards' for each other.

In addition, you will be safety resources for each other.  You will not only provide a safe place where confidential issues may be discussed if desired, but will monitor each other's progress and well-being throughout the program.

Reflective pairs will be scheduled each day; in addition, you may choose to meet at other times as you see fit, to support each others' exploration, learning and development.

During each of your scheduled times, we suggest that, at a minimum you do the following:-

a) Check how you are each ‘traveling’ - How are you doing?  How are you feeling?

b) Share your significant experiences since the last meeting and help each other 'make sense' of them - What does that mean to you?  How do you feel about that?  What thoughts arise about other parts of your life?

c) Check your relationship - How are we with each other?

At first, you will also need to share information about yourselves, as you build the relationship.

On the following pages are some suggested formats that could be used to guide you in the establishment and maintenance of this relationship.

Day 1 - Reflective pairs.

A particular emphasis for the early part of a relationship is to share information about yourself with your partner, so that you can move past first impressions, and relate more to the real person.  It will also be a time to...

· establish useful patterns of engagement (eg. honesty, listening, expressing feelings) 

· get used to offering honest feedback 

· start getting used to helping the other person to clarify their own thinking, learning, feeling, and meanings - rather than offering solutions, or forcing your own reality on to them.

Instructions
In the time available, ensure that you allow time to do at least some of each of the sections below:-

Brief Introductions
· A brief factual account - clarify when you need to

On Joining this Program
· How do you feel about being here?

· Do you feel like you are fully here yet, on the course?

More About Me (select some of these)

· Basically, what my work means to me is...

· I'm normally described by people as ... but...

· One of my greatest strengths is...

· The achievement I'm most proud of in my life so far is...

· The qualities I most enjoy in others are...

How Each of You is “Traveling”
· How are you doing?

Noteworthy Experiences on the Course
· Since I arrived here, I have been particularly affected by...

· So far my most important responses to the day’s questions have been ... 

First Impressions
· My first impressions about you were.. (Be honest!)

· I'd like to get to know more about your...

Day 2 - Reflective pairs

Remember, you are still establishing this relationship.  Ultimately, your partner is there to give you personal support and monitor your well-being, to help you clarify your learning and your thinking, and to process your experiences.  You will provide the same support in return.  Throughout today's discussion, practise reflecting back what you hear from time to time - in your own words, e.g. ‘It sounds as though-..’, or ‘So, what you're saying is...’ and then pause for an answer or “Invite” an answer “Am I on the money?” or “Is that about right”.

Instructions
In the time available, ensure that you allow time to do at least some of each of the sections below:

How Each of You is ‘Travelling’
· How are you doing?

· How has the last 24 hours been for you?

· How are you feeling right now?

More About Me (select some of these)

· When I am alone, I like to...

· The most important people in my life are...

· The worst boss I ever had was...

· For relaxation I...

· When I feel under attack, I...

Making the Relationship Safe
· What agreements do we need about confidentiality of personal information?

· What capabilities does each of us bring to this relationship?

Experiences and Learnings on the Course
· Interesting, confusing, confronting, provocative or disturbing experiences over the last day

· How can I make sense of any such experiences?

· So far my most important responses to the day’s questions have been ... 

Feedback
· After today's discussion, what strikes me most about you is...

Relationship Check
· How are we with each other?

Day 3 - Reflective Pairs

Remember that you both need to get your share of speaking and being heard.  By now, you will be starting to become familiar with some of each other's communication patterns and life themes.  As you construct your mental model of your partner, test it ("It seems like you...") and invite them to give you counter-evidence ("Are there ways in which the opposite is also true?")

Instructions
In the time available, ensure that you allow time to do at least some of each of the sections below:-

How Each of You is  ‘Travelling’
· How has the last 24 hours been for you?

· How are you feeling right now?

· Is there anything I should pay attention to?  Support needed?

More About Me (Select some of these)

· I'm different to many people in that...

· I will always make a stand at a point where...

· I think my greatest weakness at work is...

· The kind of situations that get me anxious are...

· When I get anxious, I...

Experiences and Learnings on the Course
· Experiences and thoughts which puzzle me, disturb me, or challenge how I think about things...

· How can I make sense of any such experiences?

· Experiences and thoughts which excite me...

· Connecting what's happening here with life 'back there'

· So far my most important responses to the day’s questions have been ... 

Relationship Check
· How are we with each other?

· Is there anything that needs saying or resolving between us?

· Are there any changes we need to make?

Day 4 - Reflective Pairs

The primary purpose of these reflective pairs has been to support learning and growth, through helping each other process, or make sense of, course experiences.  In addition, an important background theme is that of monitoring and supporting your partner's well-being. This is the final organised afternoon session. With this in mind please consider what extra issues you may need to look at during the session.

Instructions
In the time available, ensure that you allow time to do at least some of each of the sections below:-

How Each of You is ‘Travelling’
· How has the last 24 hours been for you?

· How are you feeling right now?

· Is there anything I should pay attention to?  Support needed?

Processing Experiences and Learnings
· Course experiences which excited me...

· Interesting thoughts and understandings triggered by the course...

· Experiences and thoughts here which puzzle me, disturb me, or challenge how I think about things...

· How to make sense of these?

· What does this say about my existing mental models?

· How does this relate to me personal and work life?

· How can I use this understanding?

· What changes are implied?

· What has to happen so that the changes I want will happen?

· So far my most important responses to the days questions have been ... 

Relationship Check
How are we with each other?

· Is there anything that needs saying or resolving between us?

· Would it be useful to continue this type of support back at work - and how to do it?
Individual Action Planningtc \l1 "Individual Action Planning
This is a personal review and planning activity and as such needs to be done on your own initially, without reference to others at this point. It will take 30 - 45 minutes.

Find a comfortable place where you can relax and stay focussed. Take your journal, notes and workbook with you. Take time to look over what you have produced, and think about your time at the workshop.

Write your responses to the following matters, here or in your own book or in your journal. Use these as a guide or stimulation for your thinking. You will need about 4 pages 

Page 1
Main Learnings about 
· Yourself As a person

Your mental models

As a leader

· Effective groups - and your abilities to create them

· Effective human systems - and your abilities to create them

· Creating conditions for learning, development and high energy productivity in human systems

· Vision

Page 2
Re-entry to Home (Use 2nd position on each item)
· Anticipate issues, states and needs of significant others

· Plan - along with which skills you will use - three things you most want to relate or have them understand

Page 3
Re-entry to Work (Use 2nd and 3rd Position on each item)

· Anticipate other’s reactions and the first few days’ events

· What is relevant for you to relate to your staff and colleagues about

you

the course (bear in mind confidentially issues)

· Plan and rehearse your 2nd Position for staff and colleagues

· Consider your action plans in the workbook so far and make additions as required

Page 4
Personal Changes
· Your intentions

· Who will support you and how, and how will you communicate this

· How will you reward yourself?
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