


Workshop Purpose

Our purpose is to put the necessary agreements in place to run the 
business as a management team that makes timely and accurate 
decisions, has freedom to act, is united in purpose and provides 
direction based on shared expectations and standards…

In a way that focuses each of us on wanting to display our most 
productive behaviors while eliminating infighting, counter-
productive communication patterns and passive aggressive 
behaviors arising from misaligned agendas and positioning…

So that through our management team Hughes-Treitler will excel 
in delivering on all the challenges faced.



Take-aways

1.  Shift people from a group to a team through role clarity and goal 
alignment
2.  Level the playing field of perspectives
3.  Unify the Management team with consistent performance 
expectations
4.  Shared standards of excellence to guide daily direction
5.  Agreement on what is being created in the business
6.  Resolution to a group irritant
7.  Choosing a leadership platform
8.  Ability to create new solutions to increasingly tough problems 
through broadening world views
9. Choosing to use the language of a learning organization
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Speed Meet & Greet
• 15 sec. each introduction
• 30 sec. total cycle time
• Outside group, one-step right
• Reposition, divide, re-circle
• Reposition, divide, re-circle
• Reposition and meet



Speed Meeting

• Prepare introduction
– Name
– Job
– Place of birth
– Time at Hughes-Treitler
– Time in industry
– “Most proud of…”  (project of which I am most proud)



Conversational Pedagogy (teaching style)

Why might one consider 
conversation to be the oldest 
and easiest way to cultivate the 
conditions for change?



Formation of a Group

Groups are unique
and have a common experience

Groups are a collection of
personalities with a dominant
tone.

Groups have a location and
a lookGroups that satisfy the

Individual purposes continue
to exist

Groups are a collection of
individual purposes

“ Groups form at the intersection of 
individual purposes.”  -alden davis

The gathering of individuals
serves a purpose



2. Name a group of which you are a part, describe the common 
experience and pick one word describing its personality.  Complete 
this matrix.

3. What personal purpose is being served by being in this offsite?  
What was your mood coming into the room?

Conversations

Group                 Common              Personality
Experience



Stages of Group Development

Forming

Storming

Norming

Performing

Transforming



Exercise
– Use the handout and discuss

Abilene Paradox



Effective Interactions



This is About Me!

• Effective Interactions is not about doing 
something  “to” or “for” them.

• It is about my journey of becoming 
more effective as a person and 
becoming a steward of those around 
me.



Warm-UP

• What is the dark side of ineffective 
interactions in the workplace.

• Success at the end of the session 
would look like...

office attitude

seize



Data exchange: verbal facts & figures, instructions.
I take-in information which I perceive as relevant.  I probe and 

clarify that which is of interest to me. Inside my head I am busy 
formulating my response

I acknowledge your presence or existence through a greeting, head-nod, grunt,
eye contact or hand-shake.  I am discounting what you say, planning my weekend 

or generally, could care less about what you have to say or your opinion.

Small-talk: Acknowledge a subject
and chat about it.  Since I am mildly
interested in you or the subject I stay

engaged in hearing what you say.

Problem solving: 
Expressing opinions, 

thoughts, paraphrasing
and summarizing. Using 7

Problem-solving tools.

Empathetic: , 
Reflecting of thoughts, identifying, validating
and acknowledging their feelings and
emotions behind the situation.
“It sounds to me like you feel…______________”

Level I
Dismissive
100% Me

Level II
Selective

Level III
Casual
Interpersonal
50%-50%

Level IV
Active

Level V
100%  Them 
Receiving all 
signals

I am ignoring you… no listening going on here.

De-valued
Why care

Norming

Valued
Cared for
Bond

Respected

T
he speaker has been understood

connecting

Baseline
Default

Response Mode

Conscious

Personal

Trust & commitment



Dealing with Differences

“Increased control through self awareness”



Objective

1.  Have an analysis of how you handle conflict using the
Thomas-Kilmann Conflict Mode Instrument

2. Understand the five key ways of dealing with
differences

3.  Gain insight necessary to become more effective at 
dealing with conflicts in your life.

4.  Understand how different conflict-handling styles affect
interpersonal and group dynamics





Thomas-Kilmann Conflict Mode Instrument
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COOPERATIVENESS:
how friendly I feel towards you
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COMPROMISING







“You’re not so bad once I get to know you.”



Manager Assimilation Process

• What do we already know about___________?
• What don’t we know, but would like to know about ____?
• What are our concerns about _______ becoming our 

manager?
• What do we want most from _________?
• What does ________ need to know about us as a group?
• What are the major problems / obstacles ______ and the 

group will be facing?
• What suggestions do we have to overcome the problems / 

obstacles?



GROUND

GOAL

TOOLS DIRECTION



AD’s Beliefs 

• Uniqueness is non-negotiable in an increasingly 
competitive environment.

• Visioning is our unique ability to craft our future.

• Without vision, spark and drive dies.

• Synergies increase as we align personal visions.

• The sum of our daily decisions is our vision.



“We are in an all out brawl
and there are no rules.”

Paul Allaire-Xerox



DISTINCT … OR EXTINCT!
“If there is nothing very special about your work, no 
matter how hard you apply yourself, you won’t get 
noticed and that increasingly means you won’t get paid 
much, either.”  

Michael Goldhaber, Wired





What does this statement mean?

“The Future creates the Present 
against the backdrop of the 
Past.”



Ultimately Possible

Immediately Impossible

Hope Reality



Open to Feedback?



Am I Open…

Dimetria                                 Mike                                   Yiovani

Jason                                    Jane                                        Jim

From whom am I most open to receiving feedback?          Why?



Chris Argyris’ Ladder of Inference

1923 – Present
Cambridge, MA

Harvard

Dodge Commercial





Site / CentralSite / Central



Site / CentralSite / Central

Purpose:
To experience the difficulties of managers and the needs of the
followers in a way that helps us discover what is required to
mobilize work groups and align them around a common goal so
that we become conscious of what it will take to effectively and 

efficiently
run our business while making it a positive experience for all 

involved.

Products:
1. Seeing the current model we use to do work.
2. Understanding what our behavior creates in other people.
3. Learning effective and ineffective problem solving methods.



Site / CentralSite / Central

Process:
1. You will be assigned to groups: Site and Central.
2. You will be assigned a location.
3. Follow the instructions on the handout.
4. Timing: 40 minutes.
5. Upon completion, get the question sheet to debrief 

your small group.
6. Combine groups for final discussion.
7. This is real play, not role play.



Large group debrief:
1. Summarize your small group debrief.
2. Describe the sequence of behaviors experienced in your 

group and the behaviors you witnessed in the other 
group.

3. What happened to your “will” as the exercise progressed?
4. What could the group have done to make your job easier?
5. Use one or two words to describe the process which was 

used to accomplish the task.
6. Understanding that we could have created anything we 

wanted in this exercise, what did our capabilities allow us 
to create?

7. What have we learned about ourselves?

Site / CentralSite / Central



Let’s talk:

“Leading from Any 
Chair”



Thom Crosby and the Pal’s Story

Baldrige Quality
Winner 2001





It’s hard to accept change when you are 
growing and improving
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Web Hits by Quarter
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Human Resource ResultsHuman Resource Results

Lower is Better

Core Processes Training Cost
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Human Resource ResultsHuman Resource Results
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Lessons Learned

Customers provide the best assessments



Premises about Learning & Leadership

• Good leaders are good continuous (Vergis in ESA) learners.

• Good learners are good possibility thinkers.

• Learning is different than knowledge acquisition.

• Learning is inversely proportional to my level of emotional distress.

• Learning is proportional to my curiosity.

• The effectiveness of my leadership (creating momentum and mass) grows from my 
ability to articulate messages with broad appeal and energized by my convictions 
(modified by Phil in San Antonio) and personal style (modified by Alex at UPRM).

• Leadership effectiveness drives from my personal Standards of Excellence [conviction ] 
and personal style

• Learning organizations achieve continuously improving results with greater ease over 
time.

Question:  Does my worldview preclude me learning from you?



Individual
Practice

Best
Practice

Upgraded
Best
Practice

New
Norm

Learning Organizations Achieve Continuously Improving Results
with Greater Ease Over Time



A Worldview Conversation

Worldview

Of Self

Of Others

Enthusiastic about possibilities…   “Next time…”

Self-limiting…   “If only…”

Learning from all…”Tell me more…”

Selective learning…”Suppose to be…”
“Used to be…”



David Neeleman and the JetBlue Story



Standards of Excellence

PhilosophyPhilosophy

Principles (guidelines for decisions)Principles (guidelines for decisions)

PrinciplesPrinciples

PrinciplesPrinciples

Standards of Excellence  (manifestations)Standards of Excellence  (manifestations)

Standards of ExcellenceStandards of Excellence

Standards of ExcellenceStandards of Excellence

Metric of SuccessMetric of Success

GoalGoal

Standard of Excellence: the criterion for measuring or judging goodness as established by an authority.

?

Values



Meeting the Greats

• Pick a person
• Read their bio
• Fill in the blanks…

• Be the person to us
– “I believe…” and “I will not be happy until…”

What is
Valued?

What is their standard
of excellence?

Metric of
Success?

Metric
Goal?



Vibrancy Infrastructure

PersonnelOperations

Overall Management Direction
Mike’s Affirmations

Purpose



Our Leadership Agenda

– “I believe…” and “I will not be happy until…”

What is
Valued?

What is our standard
of excellence?

Metric of
Success?

Metric
Goal?





The Power of Reframing

From To

Reframing issues redirects our thinking.

Reframing an issue can shift the problem from ‘it IS this way’
to ‘here is another interpretation’.

‘If only we had enough resources” ‘Given our commitment, we need to 
adjust how we spend our 
resources.’

‘We don’t have our goal broken 
into doable steps yet.’ ‘If only our goal was achievable’ 

‘If only we could get along with 
each other’ 

‘We haven’t made the commitment 
to work though our differences 
with each other.’

‘‘We haven’t figured out how to find 
new sources of money.’ 

‘If only we had enough money’ 



Build
a 

Square

Practice the social skillsPractice the social skills



Teaming for Excellence:  Developing our Norms

Team,
Teaming,

Teamwork

Use of
Power

Leading from Any Chair





Metrics of Shifting Behaviors

• Standards of Excellence
- % people publishing

• Learning Organization
- Constantly learning the standards of our customers and making that our 

standard
- Institutional knowledge in use…person with the knowledge involved in 

discussions about the topic…see meeting areas in use on problem 
solving

-

• Team/Teaming/Teamwork



Culture and the Language of a Learning Organization
Status

Totems Rituals

Taboos

• Next time
• I believe
• I think
• When we
• Up to now
• We can do it
• No problem
• Possibilities are

• Tell me more
• How do we find info about
• What can I do
• The goal is (our goal is)
• Why do you say that
• The resources are
• Absolutely
• Need to understand














