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重要概念


哈勃太空望远镜（Hubble Space Telescope）


哈勃太空望远镜是以天文学家埃德温·哈勃（Edwin Powell Hubble）为名，在轨道上环绕着地球的望远镜。它的位置在地球的大气层之上，拥有地基望远镜所没有的优点，影像不会受到大气的干扰，因此在同等的光学条件下，比地面望远镜接收的影像亮度高，也清晰得多。但是在发射之后，却立即发现主镜有球面像差，严重降低望远镜的观测能力。

NASA从传回来的图片发现望远镜没有达到最佳的聚焦状态，图像质量也远低于当初的期望。分析显示问题根源在于主镜的形状磨制错误，镜面与需要的位置虽然只差了微不足道的2微米，却造成严重的球面像差。NASA组成的委员会在调查后指出失败主因是光学公司的问题，由于进度频繁变动和费用超支，造成了NASA和光学公司之间关系的极度紧张，让问题无法适时反映。但是在委员会批评光学公司在管理上的不当与缺失的同时，也指出NASA并未善尽品质监管的责任，而且不该只依赖一架仪器的测试结果。后来在数次修复任务之后，望远镜终于恢复了计划中的质量，并且成为天文学研究和推展公共关系最重要的工具。


团队建设（Team Building）


团队（team）有别于一般的团体（group），它能产生1+1＞2的综效，让团队所发挥的整体绩效大于个体绩效的总和，就像雁行理论中群雁飞行的飞行距离，能比孤雁单飞能提升71％一样。而团队与团体最大的区别，在于团队具有共识与凝聚力，成员之间还须有高度的互助合作以达成共同目标，而团队建设就是促使这个团体达成目标的领导与管理过程。

美国太空总署的4D团队建设流程，兼顾了情感与理性、直觉与知觉4个层面，让专业技术人员能借由有效沟通与凝聚共识，通过高效的团队文化，实现共同目标。在开放平等的氛围下，成员能够畅所欲言，并从不同角度提出不同的意见和方案，使决策科学、合理。团队内部以及团队与组织其他部门之间建立密切的联系，信息沟通畅快，决策效率提高。

要整合一个团队，可以仰赖团队文化与社会环境。美国福特公司甚至为了要让团队成员有互动良好的办公环境，而更改原有的生产动线。他们的团队逻辑是：团队的建立必须要有高度的人际互动，因为信任来自互动，进而产生凝聚力与好的绩效。即便是以专业技术人员组成的工作团队，也可以通过人性化的管理方式，来消除沟通上的障碍。以丰田汽车为例，丰田的生产线配置了紧急按钮，当生产线发生任何问题，只要按下按钮整个生产线就会伴随着轻松悠扬的音乐而停下来，让所有工作人员来研究、解决问题。其实这项制度并非丰田独创，而是学自美国通用汽车，然而通用汽车的模式却是按下紧急按钮，整个工厂就会有红色的急救灯伴随着刺耳的警报铃响，导致工人对紧急按钮产生抗拒。丰田从情感层面着手改善这项设计，进而解决问题，减少成本。


编辑室报告


技术问题，文化解决


哈勃太空望远镜的镜片瑕疵，解决方案竟是改善领导作为？没错，这正是本期原著作者佩勒林所举出的案例。当太空总署发现哈勃望远镜出现问题之后，开始追查原因，发现太空总署人员对承包商采取高压姿态，导致互动不良，使技术面的瑕疵无法适时反映。而太空总署内部检讨的结果，认为这种状况的根源最主要在于领导失败。

技术面的问题，往往像是人生病时的症状，而症状是果，重要的是要找出病因，加以根治。技术型人员为主的项目团队，通常会因为个人技术至上的心态，导致团队虽然齐聚高手，却各行其是，无法发挥团队战力。团队绩效不彰，这是果，而作者佩勒林认为，原因在于成员所处的社会环境，而解决方法自然就是要营造适切的社会环境，也就是塑造团队文化。

所有高绩效团队的共同特色，就是都有强有力的团队文化，而团队文化的核心，就在于全体团队成员共同遵守的行为规范和价值价值观。团队文化的展现，用白话来说就是团队的风气，或者说是一个团队的个性，这往往取决于团队领导人的作风。

日剧《医龙》描述一个专门进行高难度心脏手术的团队，男主角是主刀医师，也是这个团队的领导者。在一次手术中，患者病况危急，而助手医师又因故无法协助开刀，情况紧迫下，主刀医师指示经验丰富的护士动刀取血管。此举会违反相关法令，可能使在场医护人员再也无法执业，因此引起了激烈的争执。在相互对峙的情势下，主刀医师向团队成员深深一鞠躬，说道：“我所要建立的团队，是一个可以一起拯救人命的团队，拜托了。”此言一出，众人纷纷回到各自岗位，护士顺利取出一段血管，让主刀医师成功完成绕道手术。这虽然是漫画般的极端剧情，却也表现出领导人所营造的风气，可以如何影响团体的行为。

团队的表现，很大部分取决于团队领导者如何营造出理想环境，请与我们一同参考本期《大师轻松读》，带领团队创造高绩效，并让绩效维持高档不退。



五分钟摘要





英文



每一个成功组织都要有高绩效团队，才能够竞争和成功，这种团队通常是由技术型人员组成，而传统“诉诸情感”的团队建设活动对他们往往没什么效果。他们不是那种喜欢到郊外围着营火而坐、边唱歌边烤棉花糖的人。如果想建立一支由科学家和工程师所组成的团队，必须用不一样的方法。

美国太空总署在20世纪90年代初期意识到这个问题，起因就是哈勃太空望远镜在1990年发射后，发现其镜片有瑕疵。在这次众所皆知的挫败之后，太空总署组成了另一支团队执行太空修复任务，结果这项任务非常成功。第2支团队所采用的，就是如图所示的“4D团队建设流程”。
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太空总署在2001年将这套4D系统扩大运用到整个组织。在2009年后期，太空总署就有500多个项目，以及包含2700多位科学家的工程团队在运用这套流程，而成效也十分耀眼，大多数团队的绩效都从低于平均水平，提升到稳定超过平均水平。

记取太空总署的错误教训同时学习其成功经验，会相当有帮助，应该将这套4D系统，整合到你建立及管理团队的方法之中。



第1部分　4D系统的基本观念　
英文



主要观念

4D系统将领导简化成4个面向，必须加以处理并取得平衡，才能有效领导：


	培养感情——必须让所有成员感觉受到肯定

	广纳意见——必须看重成员的意见

	描绘愿景——必须思考未来的可能性

	指示引导——必须采取行动以完成目标



4D系统不仅可以用来培养优秀的领导者，也是一套严谨的团队建设流程，可以评量激励团队绩效的关键要素，也就是社会环境的关联。

支持概念

哈勃太空望远镜花了太空总署15年的心力，以及17亿美元的税金，才得以在1980年发射进入太空。然而直到哈勃进入轨道之后，才发现望远镜的镜片有球面像差，使其无法发挥当初设计时应有的效用。在经过故障审查委员会分析问题成因之后，判断像差是因为承包厂商制造的零像差校正器校正错误所致。然而更糟糕的是，曾经有一些测试显示出镜片有瑕疵的迹象，但那些聪明的技术人员并没有严密追踪这些迹象，以至于无法发现这个潜在问题。

这个现象说明了一个重点，就是技术型人员往往会过于专注在自己手边的工作，而对于需要他们的技术才能运作的广泛社会环境，却疏于注意或管理。这种心态就如同太专注在爬楼梯，以至于没有人停下来思考正在爬的这个楼梯，是否放到了对的墙上。社会环境对于项目成果，向来扮演重要角色，举例来说：


	一项由威尔森及凯尔宁在1982年发表的知名研究显示，纽约的出租公寓如果窗户损毁没有人修理，犯罪率会升高。没有人修理的窗户会营造出一种情境，让人认为此处无人看管，因此犯罪率就升高。这项研究结果带动了一场大规模试验，纽约借由清除涂鸦和逮补逃票的人，来降低纽约地下铁的犯罪率。

	许多负责太空总署等航天产业项目的最优秀、最聪明人才，都掌管超过数十亿美元的预算，却也都有会在2年内被管理高层开除的心理准备。他们认为成本超支无可避免，而当他们必须公开成本超支的状况时，就会因此遭到开除。

	在哈勃的案例中发现，太空总署的计划主持人会公开数落承包商，并强势要求厂商要达成紧迫的交期和成本预算。结果让承包商觉得不能回报任何延迟或问题，所以他们就用打游击的方式来因应，包括隐瞒有问题的状况。这使得审查委员会最终归结出，哈勃太空望远镜的问题最主要在于领导的失误。



要能了解、评量，并更妥善管理社会环境，必须要有简单的工具，用以分析团队和领导者的表现。

4D系统利用XY坐标，将团队和领导人简化阐释如下：

[image: no351_13-1c]


将X轴及Y轴结合起来，就会产生一个4个象限的矩阵，呈现领导人及高绩效团队的4个核心要素或面向：

这4种面向是：

[image: no351_13-2c]


C　培养感情（依情感，凭直觉）会为了理想中的世界投入深刻的情感。在这个面向的行动是要满足其他人的利益，并让他们觉得被了解及肯定。

I　广纳意见（依情感，凭知觉）是要建立与其他成员的关系。在这个面向的作为要着重在让其他成员觉得自己是团队的一分子，并使每一位成员都能履行自己的承诺，借此注入诚信的观念。

V　描绘愿景（依理性，凭直觉）就是要天马行空地思考未来各种可能性。在这个面向的领导作为是要阐述光明的未来，同时体会并认识到团队目前面对的艰困现实。

D　指示引导（依理性，凭知觉）就是要思考及组织。这个面向的领导作为完全在于管理，也就是要规划、组织及掌控团队的成果。


关键思维

“社会（意指与人际互动有关）背景驱动了行为及认知。有瑕疵的社会环境会导致太空灾难、坠机和问题家庭。你可以借着掌握自己的行为，掌握自己对工作和家庭关系的贡献。”

——佩勒林

“4D系统就是要将卓越团队及领导力的种种要件，替换成一套类似物理定律的系统。物理的规律有个有趣的一面，就是我们永远无法证明物理定律，我们只能应用这些定律，而且应用再多次也无法加以反驳，使我们对其预测力深信不疑。4D系统充分地反复分析领导者和团队，因此让我有信心继续运用。”

——约翰·马勒，太空总署的诺贝尔物理学奖得主

“我相信项目的成本之中，有一半是取决于其社会环境。”





第2部分　太空总署运用4D系统的方式　
英文



主要观念

有8种行为（每个面向2种）是应该要加以评量的：


	真诚表达肯定

	满足共同利益

	适度采纳他人意见

	说到一定做到

	展现实际的乐观

	要100％投入

	避免卸责及抱怨

	厘清角色及职责



有系统化地建立绩效基准，然后定期针对每一种行为进行持续评量，让太空总署500多支团队因而呈现了系统化的改善。

支持概念

4D系统有4个面向，必须求取平衡并加以处理，才能持续达成理想成果。此外，4D系统还提出8种行为（每个面向2种）。太空总署运用4D系统已经有一段时日，并且发现要教育及运用4D系统，最有效的方式就是按照以下顺序来进行：
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	首先从评估个别成员开始，评量每位成员实行这8种行为的状况。在进行评估时，必须判断成员是否能够习惯、真心、立即、大幅并明确地运用这些行为。

	在评估个别成员之后，接着就要评估团队，检视相同的几项因素。要注意的是，个人及团队的评估最主要在于训练的机会。成员在评估自己到底“总是超过标准”、“常常超过标准”、“很少达到标准”或是“未曾达到标准”时，每一项评估都不要超过15分钟。接着应该运用评估简报的机会探讨各种问题，并设定未来要前进的目标。

	如果判断有必要就8种行为实施更深入的训练，就可以举行3天的训练课程。这些课程是密集而深入的训练活动，可以针对组织的需求量身打造。

	在训练课程之后，接着就可以定期评估个人及团队。

	评量进步幅度并将之制成图表也很重要。这样会形成改善的正向强化，并让组织将理想行为融入企业文化之中，还可以让个人及团队和同侪进行比较。



从2003年初到2008年中，有500多个太空总署团队及2000多个成员实行这套4D系统，包括前述的评估流程。其中包括一些曾参与太空总署最重要项目的团队，包括发射航天飞机、操作载人太空站、再度送人上月球然后再到火星的计划任务，以及天文望远镜的运作等。

运用4D系统的成果如下：


	每年大约要花费60美元在每个员工身上，进行评估、训练课程、提供个人及团队指导，以及其他实行4D系统的流程。

	到了进行第4循环评估之时，大多数团队的生产力最少都会提升5％。根据太空总署每年约170亿美元或是每名员工85万美元的预算来算，这表示运用4D系统每名员工每年可以为太空总署省下4万美元，投资报酬率大约是650倍。

	到了第4次进行4D循环时，所有原先绩效只有平均水平或略高于平均的团队，绩效都能提升到前20％。这使得太空总署能够有系统的逐步提升绩效。

	更重要的是，原本绩效属于最后20％的团队，绩效水平也能大幅提升。几乎所有团队都能通过持续运用4D系统，将绩效提高到超越平均水平。



总而言之，太空总署通过运用4D系统，已经达成可观而具体的成果。
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第3部分　基本的4D诊断工具　
英文



主要观念

4D系统的真正价值在于，它能让团队成员的天生人格特质及优点，与任务的需求相符。另外还可以用来评量自己团队中的主流文化，了解其是否符合主顾客的文化。4D系统是能够完美结合项目、团队及顾客的好方法。

支持概念

运用4D系统能够通过2个问题，找出自己具备何种人格特质：


	在必须作决策时，你欢运用逻辑推理，还是跟着自己的感觉走？

	你喜欢运用能够观察得到的具体数据，还是依照自己的直觉行事？



根据上述问题的答案，你就可以找出自己属于4D矩阵中的哪一类人格特质：
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C　培养感情型的人会注意大家的需求，并抱持服务人群的心态。他们会去帮助其他人成功，并且寻求不会伤害任何一方的双赢结局。

I　广纳意见型的人非常重视团队合作。他们抱持的心态是，大家应该要携手努力，而通力合作正是关键所在。这类型的人寻求的是和谐的成功。

V　描绘愿景型的人会致力于恢弘而远大的构想和概念，他们的心态是愈大愈好。这种人非常重视有创意的人，并且希望在卓越及创新的基础上追求成功。

D　指示引导型的人会悉心注意让项目落实的内部细节。他们的心态是，每个人都应该规划自己的工作，并且按表操课。他们希望一切都能精准而严密地执行，并且相信只要持续善用优异的流程，成功就会到来。

4D系统尤其善于评量团队领导人具有哪些相对的优点。在项目的初期规划阶段，最好能有愿景型的人参与。然而，到了要思考何者可行的阶段时，最好能有指示引导型的人挺身而出，由他来主导。而在项目的所有阶段，培养感情及广纳意见型的人都会很有帮助，因为他们能促进大家团结合作。他们还可以在集思广益的过程中带来多样性的观点，这也是很有帮助的。

4D系统还可以有系统地描绘每个团队的主流文化。同样地，在新项目的初期规划阶段，最好能有愿景型的人挺身而出，担任要角。培养感情及广纳意见型的人也会很有帮助，因为他们的包容性都相当高，能让大家可以适度表达意见。当项目规划趋于成熟，更需要实行构想的能力时，就要让项目团队的主流文化转向指示引导型的思维。企业文化大致上都比较偏向指示引导型，因为顾客通常会购买在价格或价值上达到差异化的产品或服务。

这表示，想要改变项目团队的文化，你也必须知道自己该如何掌控才能够做到：


	想要注入更多愿景型的思维，就不要着重于组织结构，多依据成员纯粹在技术面的卓越表现给予奖励，不要再依据组织的科层。让大家知道，优异的工作成果会获得奖励。

	相对而言，如果你必须切入市场，就要更着重于基础架构，例如组织架构图、角色分配、正式的权责划分、结构严谨的评估、设定薪资结构等。这么做会让大家知道，运营效能是最重要的。



4D系统对于整体项目管理也会有帮助，项目经理人通常会面临类似下图的三角问题：
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大多数项目和项目经理人在权衡成本、绩效及时程之后，会找出一个平衡点，这就代表了可接受的风险。这个可接受的风险通常会视项目的发展阶段而有所不同：同样地，愿景型的人会注重绩效，而指挥型的人则比较在意可接受的成本，还有及时满足市场需求。

这两种心态对于常用的词汇，也会有不同的定义：
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同样地，确保项目团队中所有利害关系人的利益一致，也相当重要。如果你的项目团队是由愿景型的人主导和掌管，提供资金的却是高度重视低成本及符合交期的顾客，这样的组成就会有问题，可能造成各种各样无益的内部紧张。



第4部分　如何运用4D系统转变团队环境　
英文



主要观念

要让4D系统发挥最大效果，就应该积极努力提升自己在上述8种行为上的表现。同样地，如果你受命担任团队领导人，也应该利用这8种行为来改善你团队的社会环境。愈能提升团队的社会环境，团队绩效就会愈好。

支持概念

要改善团队的社会环境（并借此提升其整体表现），可以采取4项具体行动：
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接下来依序说明这4项行动：

1　发展并使用4D环境转变工作表

环境转变工作表这项工具非常适用于改变成员的注意力及心态。要求成员将想法具体化并写成白纸黑字，通常就可清楚看出社会环境有哪些地方必须改变，才能达成理想的成果。

在讨论环境转变工作表中的各种要素时，通常会发现一些有待填补的信息空缺，或是过去没有人注意到的缺失。这种填补空缺的过程，会对团队的注意力及心态带来改变。

2　升级并加强团队的故事情节

我们用来介绍自己的故事，会大大影响我们态度和认知的形成。有趣之处在于，故事情节必定是主观的，我们信以为真的事情，其他人却未必认同。换句话说，大多数故事情节是有可议性的，其实只要听起来像是真的，我们就会觉得可以加以使用。

故事有很强的影响力，因为故事可能是助力也可能是阻力：


	好的故事情节能够流传下去，并激励出持续的高水平绩效。

	隐含在团队信念中的无益故事情节，则可能会抑制绩效。



要让4D系统发挥最大效果，必须积极管理团队的主流故事情节。进行的过程如下：

（1）关注——注意目前团队中使用的所有故事情节，甚至要为每一个情节命名，让大家的看法一致。

（2）挑选——选出最有助于达成预设目标的故事情节。

（3）阐释并重复——养成习惯一再叙述有益的故事，才能使让这些故事被奉为团队的共同思维。

（4）彻底坚持成果导向——管理团队的整体环境要深思熟虑，才能达成所希望的表现。

要让故事情节浮现，并积极地以有益的方式加以管理和强调，绝对是团体的活动。在大多数状况下，根本不会有人去思考这点，然而故事会大大影响行动。每位成员都知道这些故事，而且每位成员也都在利用这些故事，不论他们自己看法如何。密切注意自己团队和顾客的故事情节，就可以培养出良好的习惯。更重要的是，你可以借此强化任何所追求目标的社会环境。要达到不同的境地，就要改变你的故事。

3　将团队的情绪加以归类，并且要谨慎面对

许多研究显示，情绪智商对于完成任务的影响，可能是技术性技能和智商的2倍。很多项目团队都很熟悉这种现象，他们看到有些技能极强却缺乏“人际技能”的人，却晋升为团队的领导人。无可避免地，这会使团队绩效惨不忍睹。

要管理情绪，首先必须能够加以辨识。实际上来说，情绪只分为5种类型：

（1）高兴——用任何你喜欢的方式庆祝成果和胜利。

（2）愤怒——对某件事生气，用气急败坏的语气说明必须达成的目标。

（3）悲伤——真正对自己的损失感到痛心，并正视事情发生的现实。

（4）害怕——担心自己若无法达成预期的成果，悲惨后果将随之而来。

（5）喜爱——这不是指罗曼蒂克的种种，而对于所从事的工作具有高度热忱，让你每天都迫不及待去工作，而且有必要就会加班到很晚。

顽固的技术型人员通常宁愿砍掉一支手臂，也不愿意谈论他们的情绪，因此在谈论时必须相当审慎拿捏，然而随时了解并管理自己团队的情绪状态，是非常重要的。你大概已经在不自觉间这么做，例如举行团队会议、全力鼓励成员采取行动（最好能让他们高兴）、解决某些问题（解决让他们悲伤的事情），以及构思出更完善的方案（一部分是借着对失败或损失的忧虑来激励）。

的确，大家都很忙，所以在进行项目工作的同时，可能还必须做好情绪管理。如果能够以身作则，定期花一些时间学习如何辨识和因应自己的感受，会很有帮助。在这方面可以尝试下列方法：


	试着为团队安排每周一次的沉潜时段，不用开会、不用接电话，也不用回电子邮件。要说明这是一段团队成员可以不受干扰好好思考的时间。

	如果可以的话，在项目时程中设定一些休息日，让成员可以在那几天做自己想做的事，例如进行自己想做的项目，喜欢的话整天待在家里也可以。让大家借由这种方式重新充电，并蓄积自己的热忱。

	不要让成员一心多用——这是不可能的，只不过是连续分阶段进行或是切割时间罢了。鼓励所有成员一次只专心做好一件事。

	还可以鼓励大家在重要会议开始之前先休息10到15分钟，这样他们才能整理思绪，并鼓起真正的热忱。

	勇敢在行事历上安排一些时间给自己。请秘书安排20％的时间进行这类和自己的约会，是绝对有道理的。如果在这段时间有人打电话来，应该请秘书回答“他正在开会”，并记录留言。利用这段时间，让目前进行的工作达成有意义的进展。

	设法让自己在产生感受时更能加以察觉。练习更认真倾听自己的情绪，以及情绪所要传达的意涵。





指导团队熟练运用4D系统的8种行为　
英文



要将团队提升到前20％的水平，就必须熟悉4D系统的8种行为：

8种行为1　真诚表达肯定

大多数人工作并不是为了赚更多钱，这点和一般人的认知恰恰相反。研究显示，大多数人渴望在表现良好时获得更大的肯定。真诚表达的肯定，可以推动以下的良性循环：
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道理很简单，如果能适度表达肯定，就会产生很多理想成果。这是一种营造冲劲的有趣方式，也是极具价值的成功经验。

8种行为2　处理共同利益

人类天生就是群居动物，我们都喜爱归属于从事有趣而有意义事务的团体。然而，当项目横跨组织中2个以上的单位时，有时就会悄悄浮现问题。每一位参与的成员都必然会比较忠于其中一个团体。

要克服可能的势力范围斗争，4D的处理方式是强调共同利益。不要执着于争论谁比较得利，而是要问：“有哪些他们想追求的目标，是我也希望他们达成的？”在大多数状况下，至少可以找出6点共同利益。让这些利益成为你努力的重心，然后你就会发现，其他比较分歧的议题会自然而然迎刃而解。

如果你能定期追踪迈向共同目标的进展，也会很有帮助，如此可以会鼓励大家坚持下去。运用个人评估及团队评估，保持稳定前进。的确，大家工作是为了自己的目标，而非你的目标，但是如果着重于共同利益的面向，你就会惊喜地发现，原来彼此的目标往往都是一致的。

8种行为3　适度采纳他人意见

只要成员感觉受到肯定，他们就会想要参与目前进行的工作。每个人都渴望自己所做的事能有重要意义，并且能受到关键决策者的注意。身为团队的建立者，你的目标应该在于扩大信任圈，并随时邀请更多人加入。

大家在工作场合当中，已经习惯于扮演某种角色，而不是公开展现真正的自己。一般常扮演的角色包括：


	老实可靠先生——有点像是阿甘；

	好好先生——有点像拉拉队，又有点像和事佬；

	天才先生——能力超强、聪明绝顶；

	总裁先生——有点像首席执行官，又有点像蓝波。



通常必须破解这些角色，才能周全而适当地让自己的团队更加团结。建议的方法如下：


	雨露均沾——让每位参与项目的成员都可以享有功劳，而不是只限于几位重要的角色。

	时时敞开沟通大门——不论时间、地点都愿意聆听成员的意见。

	展现良好风度——用心和成员对话，而不是光说不听。

	愿意分享有关自己的事情——以建立自己的可信度。你愈是表现出脆弱，成员就愈信任你。

	让其他人容易接纳你——只要有机会做出贡献时，就要在所不辞和懂得感谢。

	小心过犹不及——如果参与项目代表自己的电子邮件信箱每天都会被一大堆电子邮件塞爆，那么不会有人想要加入。让成员了解目前状况，但是不要让他们被过多的细节压得透不过气。



8种行为4　说到一定做到

这个行为和广纳更多意见彼此是不可或缺的。要在工作上让人觉得值得信任，表示你应该：


	依照事先承诺如期完成工作；

	总是能够保持在预算额度之内；

	让成员也都能做到对家庭的承诺；

	小心不要高度承诺、低度达成；

	开会准时到场，并做好准备。



最后一点尤其重要，如果你开会习惯迟到，就表示你并不在乎自己行为对其他团队成员的影响。迟到会导致其他团队成员的不悦与疏离。如果你屡次迟到，大家就比较不愿意接受你的意见，而你的影响力必会定因此减弱。

意料之外的状况总是会不时出现，一旦发生这种状况，可以运用下列方式维持自己的可信度：


	对团队成员开诚布公地承认自己无法遵守诺言。

	详细说明状况以及这个状况对你的行动有何影响。

	解释你目前采取哪些做法以确保未来不会重蹈覆辙。

	对已经发生的结果真心表达遗憾及歉意。



8种行为5　展现实际的乐观

8种行为6　要100％投入

营造出你想实现的未来，是展现实际的乐观的极致表现。那么该怎么做？如果你以4D系统做为核心的组织机制，那么过程大致如下：
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值得注意的是，最后一项步骤是要调整你在这项项目上希望投入多少心力。100％的投入代表你愿意付出任何的代价，当你愿意100％投入，就会产生高度的情感。大家可以从你的热切眼神看出你是认真的。100％投入的人还会具有实际的乐观，而高度的热忱会加以支撑。

定期审视及盘点自己在人生各个面向的投入程度，其实是相当不错的做法。利用一张3×5吋的卡片进行审视并且随身携带，直到你再次调整优先事项为止。卡片的格式大致如下：
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8种行为7　避免卸责及抱怨

在绝大多数商业环境当中，人很容易陷入“受害者”的心态，认为自己目前的状况，是因为超出自己控制的外部力量所造成。你只要一不小心，就会让自己陷入这种自怨自艾的困扰。在下列状况下，你可能会觉得自己像是受害者：


	其他人隐瞒你必须知道的重要事实。

	你采取找借口的心态。

	当你把自己塑造成力不从心的救难英雄。

	你拒绝负责，还把自己的不幸怪罪于他人。



怪罪他人会在各种方面扭曲你的认知，并且会对各种良好的商业判断造成阻碍：


	当你怪罪他人，就是在指责这别人的错，而你对此无能为力。避免这种心态的方法，就是检验自己是否有哪些作为造成了该项问题。如果你是诚实以对，大概就会发现自己的问题并不完全是外界造成的。

	或许你会逐渐觉得自己力不从心，这可能因为你希望持续获得主管对于你工作表现的赞许。避免的方法是，每当主管指派新的工作时，就和你的主管讨论下列要点：
	我有心竭尽所能来帮助你；

	同时我们必须采取对顾客有益的做法；

	如果我负责的工作太多，工作质量就会下降；

	我们能不能一起构思有创意的解决方案？

	我有一位朋友有时间帮忙，可不可以请她来帮忙？








	你可能会找借口，想要掩饰工作上的困难问题，或者你可能觉得自己很难扮演把坏消息告诉主管的角色。将这些问题全都摊开来，让所有成员都能参与，以想出可行的解决方案。必要时要坦承自己的错误，也要鼓励其他人这么做。如此不仅可以厘清状况，同时还能奠定继续前进的基础。



8种行为8　厘清角色及职责

想避免把优秀人才摆在错误的位置，就必须清楚说明并沟通你和其他人对他们的期待。要做到这点最好的方法就是制作书面的“RAA表”，内容如下：

[image: no351_51c]



	R——你期待他们能扮演的角色

	A——你期待他们负起的责任或是达成的成果

	A——必须赋予他们的职权或权力



最好让每位成员自己撰写RAA表，然后加以讨论，再由主管签核。这些RAA表可以用于之后的绩效评量，并视情况做必要的改变和更新。如果在所有队成员之间中传阅所有成员的RAA表，也会有所帮助，能让大家有相同的认知。

这么做可以避免所谓绩效不彰团队的7大原罪：


	无效的团队领导——没有人知道自己应该做什么，因为从来没有清楚说明过。

	资源不足造成工作无法完成——也就是说优秀人才为了这个明显的理由，无法达成优异的成果。

	采购流程有瑕疵——成员抄快捷方式，结果买了不适用的设备。

	团队环境不安定——或许大家人都已经知道裁员在即，都在等着看会从哪里开刀。

	争权夺利——指组织中某些团队在尽全力拓展自己的势力范围。

	性格落差——指安排不适合的人员担任团队中的关键职务。

	组织结构有缺陷——指权责划分模糊不清。



如果你能让组织架构图清楚而且符合现状，并且能更新RAA表，应就有办法避免这7大原罪，不过别忘了随时更新这些数据。


关键思维

“世界对爱及肯定的渴望，远远高于面包。”

——特瑞莎修女

“不知感恩必然是种懦弱。我从不曾见过有人可以真的不知感恩。”

——歌德

“财富不在于家财万贯，而在于清心寡欲。”伊比鸠鲁古希腊哲学家，公元前300年

“平庸企业会把残酷的现实当作辩解借口，而不愿正面迎战。”

——吉姆·科林斯（编注：管理大师）

“很少有人会尝试去营造出真实的气氛，然而它却能带来精力、活力、改变的自由，还能提高人生各个层面的生产力。”

——威尔·舒茨，20世纪美国心理学家

“当一个人坚定地全心投入时，天命也随之改变。原本不会发生的各种状况将会出现，会有一连串完全超出想象的事件发生。”

——W.N·莫瑞（编注：苏格兰喜马拉雅山探险队）

“每当我们设法避免为自己的行为负责时，我们的方法就是把责任丢给其他人、其他组织，或其他主体。我们也因此把自己的权力放手该主体，不论它是‘命运’、‘社会’、政府或是我们的老板。”

——史考特·帕克（编注：美国心灵作家）

“每个人都可以生气，那很容易。但是要针对正确的对象、以适当的程度、在正确的时机、为了正当的目的，而且用适当的方法生气，这就不容易了。”

——亚里士多德





Main Idea





中文



Every successful organization needs high performance teams in order to compete and succeed. Yet the technical people who often make up these teams don't generally respond well to the traditional "touchy-feel" style of team building activities-they're not the kind of people who like sitting around campfires in the middle of nowhere singing Koombiya and toasting marshmallows. If you're trying to build a team of scientists and engineers, a different approach is needed.

NASA recognized this problem in the early-1990s. The catalyst for this was the launch of the Hubble Space Telescope in 1990 with a flawed mirror. In the aftermath of this very public debacle, NASA formed another team to mount a space repair mission which was ultimately highly successful. This second team used the "4-D Team Building Process" shown at right.

[image: no351_7c]


In 2001,NASA extended the 4-D System right across the board. As of late-2009,more than 500 NASA project and engineering teams involving more than 2700 scientists have used this process. The results have been impressive with most teams moving from below-average performance levels to consistent above-average performance.

It makes sense to learn from NASA's mistakes and its successes in equal measure. Integrate the 4-D System into the way you build and manage teams.



Part 1　The Basics of The 4-D System　
中文



Main Idea

The 4-D System simplifies leadership into the four dimensions you must address and balance to be an effective leader:


	Cultivating-you have to make everyone feel appreciated.

	Including-you must make people's opinions count.

	Visioning-you have to think about possible futures.

	Directing-you have to take action to make things happen.



Not only can 4-D be used to build good leaders but it is also a solid team-building process. It measures the key driver of team performance-the social context.

Supporting Ideas

The Hubble Space Telescope cost NASA 15 years of work and$1. 7 billion of taxpayer money to put into space in 1980.Yet it wasn't until the Hubble was in orbit that it was discovered the telescope's mirror had a spherical aberration-making it unable to be used for what it had been designed for in the first place. When a Failure Review Board analyzed how this problem arose, it was determined the aberration was caused by a misadjusted null corrector manufactured by a contractor. What was worse, however, was there had been hints of the mirror flaw in some tests but smart technical people had not pursued these hints rigorously enough to uncover the underlying problem.

This illustrates the point technical workers often focus so intensively on the task at hand they fail to notice or manage the larger social context within which their technology is required to operate. This is the mental equivalent of concentrating so hard on climbing the ladder nobody has stopped to ponder whether the ladder is standing by the right wall. Social context always plays a large role in how projects turn out:


	In one well-known study by Wilson and Kelling in 1982,they showed crime increases in rental buildings in New York when no one repaired broken windows. Unrepaired windows create a context where people assume nobody cares and therefore crime increases. This led to a massive experiment where crime on New York subways was lowered by removing graffiti and arresting fare jumpers.

	Many of the best and brightest people who serve as project heads at NASA and other aerospace industry projects have authority over multi-billion-dollar budgets and yet expect top management to fire them within two years or less. They believe cost overruns are inevitable and when they have to make those cost overruns known, they will be fired for what they report.

	In the Hubble case, it was found NASA program managers openly criticized and pressured the contractors to meet tight delivery and cost budgets. As a result, the contractors felt they could not report delays or problems in what they were working on. They therefore responded by using guerilla tactics including withholding troubling information. This ultimately led the review board to conclude the problem with the Hubble Space Telescope was a failure of leadership more than anything else.



In order for context to be understood, measured and therefore managed better, a simple tool was required which could be used to analyze the performance of teams and leaders.

The 4-D System uses an X-Y coordinate system to simplify teams and leaders in this way:
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By combining this X-axis and Y-axis together, you come up with a two-by-two matrix which represents the four core elements or dimensions of leaders and high performance.

The four dimensions are:

[image: no351_13-2e]


C　Cultivating (emotional, intuited) embraces deep feelings for an idealized world. Actions in this dimension are concerned with addressing the interests of others and making them feel understood and appreciated.

I　Including (emotional, sensed) is about building relationships with others. Actions in this dimension focus on making others feel like they are part of a team and injecting integrity by ensuring everyone keeps their commitments.

V　Visioning (logical, intuited) is blue sky thinking about possible futures. Leader's actions in this dimension would be to articulate a bright future while at the same time acknowledging difficult realities facing the team in the present.

D　Directing (logical, sensed) is thinking and organizing. Leader's actions in this dimension are all management-planning, organizing, controlling the output of the group.


Key Thoughts

“Social (that is, relating to the interactions of people) context drives behavior and perception. Flawed social contexts cause space disasters, airplanes to crash, and dysfunctional families. You can manage your contribution to your work and family context by managing your behaviors.”

—Charles Pellerin

“The 4-D System is all about replacing the lists of 'what matters' for team and leadership excellence with a system akin to a law of physics. Here is an interesting aspect of how physics works. We can never prove a law of physics. All we can do is apply laws and fail to disprove them in enough applications that we have faith in their predictive powers. The 4-D System analyzes leaders and teams with sufficient repeatability that I have faith in continuing its use.”

—John Mather NASA Nobel Laureate in Physics

“I am convinced that half the cost of a project is socially determined.”





Part 2　How NASA Uses the 4-D System　
中文



Main Idea

There are eight behaviors (two in each dimension) which can and should be measured:


	Express authentic appreciation

	Address shared interests

	Appropriately include others

	Keep all agreements

	Express reality-based optimism

	Be 100%committed

	Avoid blaming and complaining

	Clarify roles and accountability



By systematically establishing a baseline of performance and then regularly measuring ongoing performance in each of these behaviors, more than 500 NASA teams showed systematic improvements.

Supporting Ideas

The 4-D System has four dimensions which must be balanced and addressed in order for the right things to happen on a consistent basis. Furthermore, eight behaviors (two in each dimension) are suggested. NASA has been using the 4-D System for some time now and has found the best way to teach and then apply the 4-D System is to follow this kind of sequence:
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	Start with individual assessments which evaluate how well each person is doing at using the eight behaviors. In these assessments, you're trying to determine whether people use these behaviors habitually, authentically, promptly, proportionately and specifically.

	These individual assessments are then supplemented by team assessments looking at the same factors. Note both the individual and team assessments are considered primarily to be training opportunities more than anything else. An assessment should take no more than 15 minutes as people evaluate whether they are exceeding a standard at all times, usually above a standard, seldom meeting a standard or never meeting a standard. The assessment debrief should then become an opportunity to discuss problems and set targets for ways to move forward in the future.

	If it is determined more in-depth training is required on the eight behaviors, 3-day workshops can then be run. These workshops are intensive and immersive training exercises which can be tailored to the needs of the organization.

	Following on from the workshops, further individual and team assessments can then be carried out on a regular basis.

	It's also important that progress be measured and charted. This will allow for positive reinforcement of improvements and also for the organization to embed the desired behaviors in the corporate culture. It also allows individuals and teams to be compared to their peers.



From early-2003 until mid-2008,there were more than 500 NASA teams and over 2000 individuals who followed the 4-D System including this kind of evaluation sequence. These teams included those which were involved in NASA's most important projects including the launch of the Space Shuttle, the operation of the manned Space Station, the planned missions to return humans to the moon and then on to Mars, the operation of astronomical telescopes and more.

The results of applying the 4-D system were as follows:


	Around $60 per employee per year was spent on carrying out assessments, running workshops, providing individual and team coaching and otherwise implementing the 4-D System.

	By the fourth iteration of the assessments, most teams showed at least a 5 percent improvement in productivity. Based on NASA's annual budget of around $17 billion or $850,000 per employee, that suggests using the 4-D System generated savings for NASA of around$40,000 per employee per year. That gives a return-on-investment of around 650.

	All teams which started with average performance or better were able to improve their performance to the top 20 percent by the forth iteration of the 4-D cycle. This has led to NASA moving to systematically be able to perform better.

	Even more significantly, teams which started with performance in the bottom 20 percent range were able to generate sizable leaps in performance levels. Almost all of these teams were able to move to above average performance levels through the consistent use of the 4-D System.



In all, NASA has achieved sizable and tangible results through the use of the 4-D System.
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Part 3　Basic 4-D Diagnostic Tools　
中文



Main Idea

The real value of the 4-D System is it allows you to match the innate personalities and strengths of those on your team with the tasks required. You can also measure your team's prevailing culture and see how it matches up with the culture of your primary customer. The 4-D System is a good way to mesh projects, teams and customers together well.

Supporting Ideas

Using the 4-D System, you can figure out what kind of personality you have by asking two questions:


	When you have to make a decision, do you prefer to use logic or go with what you feel instead?

	Do you like to have hard data which can be observed or do you prefer to go with what your intuition tells you?



Based on your answers, you can then find your predominant personality style on the 4-D matrix:
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C　Cultivators attend to people's needs and have the mindset that they are stewards. They behave in ways which will help others succeed and look for win/win results which won't damage either side.

I　Inclusives rate teamwork very highly. They have the mindset that we're all here to work together and collaboration is the key. Cultivators look for harmonious success.

V　Visionaries live for big and bold ideas and concepts. They have the mindset that bigger is better. These people rate creative people highly and look for success to be built on a foundation of excellence and innovation.

D　Directors live to attend to the details behind making projects happen. They have the mindset everyone should plan the work and work their plan. They expect everything to be executed with precision and rigor. They believe success comes when good processes are used consistently well.

The 4-D System is particularly good for evaluating the comparative strengths of team leaders. In the early planning stages of projects, visionaries are great to have around. Once you get to the stage of figuring out what's doable, however, it's better if directors come to the fore and take charge. It's always good to have cultivators and inclusive around at all stages of a project because they help everyone work together. They can also inject some diversity into the group thinking processes which is helpful.

4-D can also be used to characterize the predominant culture of each team in a systematic way. Again, in the early planning stages of a new project, it's best if the visionaries come to the fore and hold center stage. Cultivators and inclusive are good to have involved because they are so inclusionary they will make certain all ideas get aired appropriately. As projects mature and the need for working ideas becomes more vital, you would then expect the prevailing culture of the project team to tend more towards director style thinking. Business cultures, by and large, tend to be director style because consumers typically buy products or services which are differentiated by price or value.

This means you also have some idea what kind of levers you need to pull if you want to bring about cultural changes within a project team:


	If you want to inject more visionary thinking, de-emphasize structure and reward people more for their pure technical excellence than by hierarchy in the organization. Send the signal great work will be rewarded well.

	On the other hand, if you need to get to market, inject more infra-structure-organizational charts, assigned roles, formal account-abilities, structured assessments, set pay scales and so forth. Doing this sends the signal efficiency of operations is paramount.



4-D is also useful in managing projects as a whole. A project manager's triangle usually exists which looks something like this:
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Most projects and project managers trade cost, performance and schedule to come up with a balance which represents an acceptable risk. Often that acceptable risk point will vary during the course of a project: Again, visionaries will be focused on performance whereas directors will be more concerned with acceptable costs and meeting the market demand on schedule.

These two mindsets will have quite different definitions for commonly used terms:
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Similarly, it's also important to ensure there is consistency across stakeholders in a project team. It's a problem in the making when you have a project team dominated and run by visionaries but funded by customers who put a high priority on low costs and consistent scheduling. That can create all kinds of unhelpful internal tensions.



Part 4　How to Use 4-D to Shift Context for Your Team　
中文



Main Idea

To make the most of the 4-D system, you should be proactive in trying to improve your own individual performance on the eight behaviors specified. Similarly, if you're called to act as a team leader, you can and should use these eight behaviors to improve your team's social context. The more you enhance the social context of your team, the better its performance will become.

Supporting Ideas

To improve your team's social context (and therefore its overall performance), there are four specific initiatives you can undertake:
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Taking each of these initiatives in turn:

1　Develop and use a 4-D context shifting worksheet

The context shifting worksheet is an ideal tool for shifting people's attentions and mindsets. By forcing people to get specific and to commit their thoughts to paper, it often becomes obvious what needs to change in the social context in order for the right outcomes to be achieved.

As you discuss all of the various elements of the context shifting worksheet, you will often find there are blanks which need to be filled in or which nobody has ever paid much attention to. The process of filling in these blanks is what will bring about changes in the team's overall attention and mindsets.

2　Upgrade and enhance your team's story lines

The stories we tell about ourselves are highly influential in shaping our attitudes and perceptions. What's interesting about that is story lines are invariably subjective. What we consider to be true will not necessarily be true for everyone else. Or put another way, most story lines are arguable-if they sound like the truth, we feel free to use them.

Stories are powerful because they can work both ways:


	Good story lines can sustain and encourage ongoing high performance.

	Unhelpful story lines which are embedded in the team's beliefs can inhibit performance.



To make the most of the 4-D System, you need to become proactive in managing your team's prevailing story lines. A process for doing this is:

（1）Pay attention—note all the story lines currently in use within your team and even go so far as to name each so everyone gets on the same page.

（2）Select—those story lines which are most helpful in terms of what you want to achieve.

（3）Articulate and then repeat—get into the habit of telling those helpful stories over and over so they become enshrined into the group's thinking.

（4）Stay intensively results oriented—be thoughtful in managing your team's overall context in order to achieve the performance you're after.

Bringing story lines to the surface and becoming proactive in managing and focusing them helpfully is definitely a group activity. Most of the time, nobody gives much thought to this at all but stories can strongly affect actions. Everybody knows them and everybody uses stories whether they recognize them for what they are or not. By paying close attention to your team's story lines and those of your customers, you can cultivate good habits. Even more importantly, you can enhance the social context for everything you are trying to achieve. To arrive at a different place, change your stories.

3　Categorize team emotions and be more selective

Numerous studies have shown emotional intelligence can be twice as effective as technical skills and pure IQ in getting things done. Many project teams are familiar with this phenomena when they see someone who is technically brilliant but who lacks “people skills” gets promoted to head up the team. Invariably, the team's performance suffers.

In order to manage emotions, you first need to have the capacity to identify them. In practical terms, there are only five emotions:

（1）Glad—celebrating accomplishments and victories in whatever way you feel comfortable with.

（2）Mad—being angry about something, so much so you speak with urgent passion about what must happen.

（3）Sad—actually mourning your losses and acknowledging them for what they are.

（4）Scared—being afraid that if you don't achieve the desired result, dire consequences will come about.

（5）Loving—not the romantic variety but being so passionate about the work you do that you're eager to get going every day and stay late into the night if necessary.

Hard-core technical people would generally prefer to cut off an arm before they will talk about their emotions so you have to be reasonably subtle about how you do this but it's vital to know and manage your team's emotional state at all times. You're probably already doing this without conscious thought by holding team meetings which are focused on getting people moving (hopefully making them glad) ,solving problems (resolving what makes them sad) and coming up with better options (motivated in part by a fear of failure or loss) .

Admittedly everyone is busy so you'll likely have to do your emotional conditioning in parallel with your work projects. It also helps to set a good example and to take some time on a regular basis learning how to identify and respond to your own feelings. Some things you might try in this regard:


	Try scheduling some weekly quiet time for your team where there are no meetings, no phones answered and no e-mail responded to. Explain this is a period when team members can think without interruptions.

	If at all possible, build some down days into your project schedule. Let people do whatever they want on those days-work on their own pet projects or even spend the day at home if they like. Let people recharge their batteries and their enthusiasm this way.

	Don't let people multitask-there's no such thing. It's just serial phasing or time sharing. Encourage everyone to focus on doing one thing at a time well.

	Also encourage everyone to take 10 to 15 minutes before an important meeting so they can gather their thoughts and muster some genuine enthusiasm.

	Don't hesitate to schedule time for yourself on your calendar. It's entirely reasonable to have your secretary schedule 20 percent of your time with these appointments with yourself. If anyone calls during that time, he or she will say “He's in a meeting” and take a message. Use that time to advance what you're working on in meaningful ways.

	Try and become more aware of your feelings as they arise. Get some practice at listening more closely to your emotions and what they're saying.





Teach teams how to master the eight 4-D behaviors　
中文



To move your team into the top 20 percent echelon, there are eight 4-D behaviors you need to master:

8 Behaviors 1　Express authentic appreciation

Contrary to popular opinion, most people don't want more money from their jobs. Studies have shown what most people crave is greater acknowledgment when they do good things. Appreciation, sincerely expressed, starts a virtuous cycle going something like this:
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Pure and simple lots of good things happen when appreciation is appropriately expressed. This is a fun way to build momentum and a worthwhile track record of success.

8 Behaviors 2　Address shared interests

Humans are innately tribal. We all love belonging to groups which are doing interesting and noteworthy things. Problems sometimes crop up, however, when projects span two or more organizational boundaries. Everyone involved will invariably feel more loyalty to one of the groups over the other.

To overcome these potential turf wars, the 4-D approach is to focus on shared interests. Instead of obsessing over who gets more, ask: "What do they want that I can want for them also?" In most instances, you will find there are at least half-a-dozen points of shared interest. Make these the central focus of your efforts and you'll find the other more divisive issues work themselves out along the way.

It also helps if you track progress towards your shared goal periodically. This will encourage everyone to stay at it. Use individual assessments and team assessments to keep moving steadily forward. Admittedly, people will do things for their own reasons rather than yours but if you focus on areas of shared interest, you will be surprised just how often your reasons and their reasons can be aligned.

8 Behaviors 3　Appropriately include others

Once people feel appreciated, they will then want to be included in whatever is going on. Everyone craves knowing that they're doing makes a difference and that they have the ear of the key decision makers. Your goal as a team builder should be to widen the inner circle and invite more people in all the time.

In work situations, people get used to acting out a persona rather than exposing their authentic selves to public glare. Some of the common personas in use include:


	Mr. Conscious and Reliable-sort of like Forrest Gump.

	Mr. Nice Guy—part cheerleader, part mediator.

	Mr. Genius—super competent and intellectual.

	Mr. President—part CEO and part Rambo.



Often it's necessary to break through these personas in order to thoughtfully and appropriately make your team more inclusive. Some suggestions:


	Cast a wide net—let everyone who worked on a project claim some of the credit, not just those with high profile roles.

	Always keep an open doo—be willing to listen to what people have to say anytime and anywhere.

	Show good manners—talk with people and not merely at them.

	Be willing to share personal information—in order to build your trustworthiness. The more vulnerable you appear, the more people will trust you.

	Make it easy for others to include you—be accessible and appreciative whenever you have an opportunity to contribute.

	Be careful not to overdo it-nobody wants to be included in a project if all that means is their e-mail inbox gets bombarded with a slew of e-mail every day. Let people know what's happening but don't smother them in excessive detail.



8 Behaviors 4　keep all agreements

This behavior goes hand-in-hand with being more inclusive. You want to be trustworthy which in a work context means:


	You deliver work on schedule as promised.

	You always stay within your budget commitments.

	You allow your people to also meet their family commitments.

	You're careful not to over commit and under deliver.

	You turn up at meetings on time and ready to go.



This last point in particular is important. If you're habitually late to meetings, this shows you're not concerned about the impact of your actions on the rest of the team. Arriving late irritates and alienates others on the team. If you do this time after time, people will be less accepting of your input and your influence will definitely be watered down.

Admittedly, unexpected circumstances will arise from time to time. When that does happen, you can retain your trustworthiness by:


	Being up-front and truthful about the fact you broke your agreement with everyone else on the team.

	Describing the circumstances in detail and how this impacted on your actions.

	Explaining what you're doing to ensure there is no repeat episode in the future.

	Expressing genuine regret and apologizing for what happened.



8 Behaviors 5　Express reality-based optimism

8 Behaviors 6　Be 100%committed

Creating the future you want to bring about is the ultimate expression of reality-based optimism. So how do you do it? The process generally goes something like this if you incorporate the 4-D System as the central organizing mechanism:
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Notably the last step is to calibrate the level of personal commitment you're willing to make to the project. 100 percent commitment means you're willing to do whatever it takes. When you're 100 percent committed, you have high emotional intensity. People can see from the fire in your eyes you mean business.100 percent committed people still harness reality-based optimism but it is supplemented by a healthy dollop of passion as well.

It's actually a good idea to periodically review and inventory what your level of commitment is to the various dimensions of your life. Use a 3 x 5 card to make this review and carry it with you until you update your priorities again. Set it up something like this:
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8 Behaviors 7　Avoid blaming and complaining

In most if not all business settings, it's easy to fall into a "victim" style mentality-where your current situation is the result of external forces beyond your direct control. This is a drama you can allow yourself to get caught up in if you're not careful. You can feel like a victim when:


	Other people withhold important truths you need to know.

	You adopt a rationalizer mindset.

	When you cast yourself as a heroic overworked rescuer.

	You refuse to accept responsibility and blame others for your woes.



Blaming others distorts your perception and clouds good business judgment in all kinds of ways:


	When you blame others, you're saying it's someone else's fault and you can do nothing about it. Escape this mindset by examining what you might have done yourself to contribute to the problem. If you're honest, you'll probably find your problems are not completely externally generated.

	Perhaps you might feel chronically overworked. This might arise from a feeling you constantly need the approval of your boss for your work. Escape this by discussing these points with your boss whenever a new assignment is given:
	I'm motivated to help you as best I can.

	At the same time, we need to do what's right for customers.

	If I take on too much, the quality of my work will decline.

	Can we work together to craft some creative solutions?

	I have a friend who is available-could we hire her to help?








	You might be a rationalizer trying to gloss over difficult work problems. Or you might find it difficult to act as the bearer of bad news to your boss. Get those issues out in the open so everyone can be involved in crafting a workable solution. If necessary, 'fess up to your own mistakes and encourage others to do likewise. Not only will this clear the air but it will lay a foundation to move forward.



8 Behaviors 8　Clarify roles and accountability

If you want to avoid situations where you put good people in a bad place, you need to clarify and then communicate what you and others expect of them. The best way to do this is by developing a written "RAA Chart"-which sets out:
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	R—the role or roles you expect that person to perform.

	A—accountability or the results you expect them to deliver.

	A—the authority or power they have been given.



Ideally, individuals should draft their own RAA Charts and then discuss them and have their supervisor sign off on them. These RAA Charts can then be used in subsequent performance evaluations where changes and updates can also be made as required. It may also be helpful to circulate each individual's RAA Chart amongst all team members so everyone is on the same page.

By doing this, you will avoid what can be termed the seven deadly sins of poor performing teams:


	Ineffective team leadership—nobody knows what they should be doing because it has never been clarified.

	Undoable tasks due to inadequate resources—where good people can't deliver great work for this express reason.

	Flawed procurement processes—people taking shortcuts and ending up with unsuitable equipment.

	Broken context for a team—perhaps everyone knows layoffs are looming and they are waiting to see where the axe falls.

	Power struggles—where one team or another within the organization is endeavoring to extend its own fiefdom as far as feasible.

	Temperamental differences—where the wrong people are somehow placed in key team positions.

	Flawed organizational structures-where lines of authority are blurred and ambiguous.



If you maintain clear and current organizational charts and up-to-date RAA Charts, then it's likely you'll manage to avoid all seven of these deadly sins. Just don't forget to keep updating these materials all the time.


Key Thoughts

"There is more hunger for love and appreciation in this world than for bread."

—Mother Teresa

"Ingratitude is always a form of weakness. I have never known a man of real ability to be ungrateful."

Epicurus 300 B.C.

—Goethe

"Wealth consists not in having many possessions but in having few wants."

"Mediocre companies explain away brutal facts rather than confront them head on."

—Jim Collins

"Creating an atmosphere of truth is the one thing people seldom try-yet it leads to energy and aliveness, freedom to change, and increases productivity in every aspect of living."

—Will Schutz

"The moment one definitely commits oneself, providence moves too. All sorts of things occur that would otherwise have not occurred. A whole stream of events issues which no one could have dreamt."

—W.N.Murray Scottish Himalayan Expedition

"Whenever we seek to avoid responsibility for our own behavior, we do so by attempting to give that responsibility to some other individual or organization or entity. We then give our power to that entity, be it 'fate', 'society', the government, or our boss."

—M.Scott Peck

"Anyone can become angry-that is easy. But to become angry with the right person, to the right degree, at the right time, for the right purpose, and in the right way—this is not easy."

—Aristotle
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RAA Chart
(Roles, Accountability and Delegated Authority)
My roles or my functions in my team context are:

Accountability—the results I am expected to deliver are:

The authority or power I have been given is:

My authority is sufficient: Yes  No
Iown the following work processes:

I use and comply with these guidelines:

Signed:
Supervisor Approval:
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What are our present realities?
¢ Where are we?
* How did we get to this point?
© What has changed?

Taking these realities into account,
what do we now want to create?

How will we make this happen?
To put together a high performance
project team using 4-D principles:
© Assemble your team
¢ Create baseline measures
© Assess key personnel individually
© Assign team members action items
© Provide ongoing coaching
© Run reassessments every 3 months
* Use context shifting worksheets

How committed am I to this?
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What are my personal commitments?

Mindsets: Q to
Work Outcomes: a to

Family Outcomes:

Life Outcomes:
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Improve your team’s social context
M

© © o o

Develop and Upgrade and Categorize Teach teams

use a 4-D enhance your team emo- how to master
context shift- team’s story tions and be the eight 4-D

ing worksheet lines more selective behaviors
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You express authentic and genuine appre-
ciation for your team’s efforts

A more inclusive mindset comes to the
fore where everyone feels good

Optimism increases and people feel more
committed to meet targets

0 Responsible action replaces the normal
blaming and complaining
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Conduct individ- Measure progress Run periodic indi-
ual assessments .- and chart P vidual assessments
Y A

Then carry out - > Run 3-Day train- - > Carry out follow-up
team assessments ing workshops team assessments
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o Express authentic appreciation
0 Address shared interests
| @ Express reality-based optimism
@ Be 100% committed

@ Approprlately include others

e Keep all agreements ,
‘@  Avoid blaming and complaining
Clarify roles and accountability
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How information is used to make a decision.
There are two ways to decide anything:

1. You can use emotions to make a decision.
2. You can base a decision solely on logic.

How you choose the information you want to use.
There are two options available here:

1. You can measure information empirically.

2. You can intuit or use your imagination.
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How How decisions get made
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Inited —  Visioning

conveyed
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Visionaries _ Directors
Breathtaking Definition of Meeting cost and
performance success schedule targets

High—do great : i Low—control
& stuffg Risk acceptability Owcosctz ntro

Fewer managers, ; More oversight,
Process ownership
few processes many processes
Awarded for ; Determined by
. Incentives
exceeding specs cost performance

Informal channels o Well documented,
Communication :
are preferred rigorous processes
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