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Tips to improve the way
your teams work
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The Dwight Schrute Effect
Dwight Schrute, the beet-farming
volunteer sheriff’s deputy and paper
salesman on NBC’s “The Office” is a
quirky oddball. Other than the fact
that he hides weapons in his desk
drawers, clings to the dubious title of
assistant regional manager, and can be
easily trained to ask for Altoids at the
sound of a bell, he may
be the key to higher
team performance.
Three researchers,
Katie Liljenquist of Brigham Young University,
Katherine Phillips of
Northwestern University
and Margaret Neale of
Stanford University, created a fascinating study
to explore the effects of
an “outsider” on the
team dynamic. They recruited 200
student volunteers from various fraternity and sorority houses at Northwestern University to solve an imaginary murder mystery, relying on made
-up evidence and detective interviews.
One of the suspects in the mystery was
indeed guilty, which meant that the
test did have a right answer.
Participants decided individually

PLEASE ROUTE TO
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who committed the murder. The
researchers then put them into 50
same-sex four-person teams. The
teams were brought in two at a time
and given 20 minutes to solve the
mystery. The researchers reinforced any house rivalry by hanging
their banners on opposite walls of
the testing room, requiring the participants to wear house Tshirts, and dividing
the room with a bright
line of blue tape.
Just as the work sessions were about to
begin, one member of
each team was taken
from the room and
asked to perform a
task that had nothing to do with the
actual study. The students were
brought back five minutes later and
told to rejoin a group; some were
placed on their original team, others
on the rival team (an “outsider”). In
both cases, the rest of the group had
already begun working and the newcomer had to be brought up to
speed quickly. When the work was
done, the subjects (continued on p. 2)

Go Ahead and Smile!

By Kristin Arnold

Did you know your face has over 30 muscles capable of expressing over
250,000 different looks? You have a wide range of facial gestures to draw upon
to make your message more meaningful and interesting to your listeners.
The key to connecting with your audience is to make sure that your message
aligns with your facial expression – just a tad bit before the emotion needs to
register. For example, if you are going to tell a humorous story, precede it with
a smile. If you are declaring something as an absolute truth, then a more stern
look would be appropriate – right before you deliver the truth!
For most presentations, you want a warm, positive vibe, so keep a happy look
on your face. Some people call this a smile. ☺ Smile as a warm up before your
presentation. Right before you begin to speak, look out into your audience with
a big smile. This will put your audience in a positive
mood.
So go ahead and smile. It will put you in a good
mood, too!
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Punch It Up!
PunchUpYourPresentations.com

Kristin started a new blog
to accompany her latest book,
tentatively titled Punch Up
Your Presentations to be
published in July 2010.
In this blog, you can read
about different techniques to
engage and interact with your
audience. You’ll also be able
to see specific examples of
these techniques with links to
some YouTube.com videos.
You can also download a
“cheat
sheet” of all the
different techniques — handy
to use when you are trying to
buff up your presentation and
make it more engaging and
interactive!
You can purchase and
download the “mini” ebook or
preorder the published book
(Kristin is finishing it now) at
www.extraordinaryteam.com.
PunchUpYourPresentations.com
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The Dwight Schrute Effect

(continued from page 1)

filled out questionnaires about how they felt the sessions had gone. The results
were striking.
Those groups who had a “socially distinct” outsider came to the right answer
more often than groups who were all familiar with one another.
Because college students in the majority wanted to feel accepted by their peers,
as soon as they realized they were siding with an “outsider” they began dissecting
the problem more carefully, feeling a great need to justify their changing opinion
or explore other answers. “Socially, that [disagreement] can be very threatening,”
says Liljenquist. “These folks are then driven to say ‘Something more is going on
here; let’s figure out what’s at the root of our disagreement.’” As a result, the
whole group analyzed the data more thoroughly and considered ideas they might
otherwise have ignored. These teams were more likely to report afterward that
they’d done the job inefficiently and not very collegially. Although they convicted
the correct murderer, the teams didn’t realize they were working together so well.
Interestingly enough, this phenomenon only works with the “outsider” newcomers. When the newcomer was from the same sorority as the old timers and
had a different opinion, they would find themselves at odds with their peers and
become distracted from the task at hand. “As a result, these groups didn’t perform as well, but had confidence to spare,” Liljenquist says. “They were like, ‘We
worked great together, there was a lot of respect.’ But what they were really doing
was chatting about the weekend.” Ironically, the teams that picked the wrong guy
believed they worked well together.
“From a self-reporting point of view,” says Liljenquist, “what people perceive to
be beneficial turns out to be dead wrong. The experience in diverse groups may
not always be a feel-good session, but the pains can translate into real performance gains.”
“So managers should take self-reported team performances with a grain of
salt.... And managers should also actively try to make teams more diverse,” says
Liljenquist. The mere presence of a socially distinct newcomer, like Dwight
Schrute, made the groups work more effectively.
Invite your own version of Dwight Schrute, an “outsider,” to your next team
meeting, someone as subtly different as a member of the accounting department
meeting with the sales team or an employee in the branch office visiting the headquarters. If adding that stranger causes you to squirm more, try to put up with it;
it may also prompt you to think better than you realize.
“Realize this ‘no pain, no gain’ idea,” Liljenquist said. “Things may not be as
fun as they used to be, but (groups) may actually start performing a lot better.
(This research) can help people persist in situations that they previously would
have avoided.”

Quote of the Quarter
“The leaders who work most effectively, it seems to me, never say ‘I’. And that’s
not because they have trained themselves not to say ‘I’. They don’t think ‘I’. They
think ‘we’; they think ‘team’. They understand their job to be to make the team
function. They accept responsibility and don’t sidestep it, but ‘we’ gets the
credit...This is what creates trust, what enables you to get the task done.”
Peter Drucker, Political Economist & Author
Go to www.TeamQuotables.com for more team quotations.
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What’s New with Kristin & Joseph
This is supposed to be springtime, but it’s already 106 degrees in
Scottsdale, Arizona. This is our first spring here and they are saying it is
“unseasonably warm.” Seems like everything is “unseasonably” off kilter
these days...so we guess “off kilter” is the new norm. That’s reason
enough to be optimistic, and we’re finding many of our clients are being
guardedly optimistic going into the last half of the year. So let’s go with
the flow and expect the unexpected!
In June, we “shift colors” (that’s a term Kristin used in the US Coast
Guard to signal a ship’s movement from being at dock to being underway)
from Scottsdale to Cape Traverse, Prince Edward Island (PEI) in Canada.
Not to worry; we have our choice of two airports to fly in and out of so we
can meet our client commitments just as easily. (Okay, a little longer, but
come to PEI and you’ll see it is worth it!)
We also established a new training and consulting company, Gateway
Leadership, in Charlottetown, the capital of PEI. It is our hope to establish PEI as the gateway to learning in the Canadian Maritimes, bringing
training, meetings, entertainment and leisure together for an all-around
rejuvenating experience. We have already booked two executive leadership retreats for this summer to include high level training and facilitation with a bit of golf, lobster dinners, tours and fishing excursions. We
are wildly excited about the possibilities and encourage
you to check out our fledgling enterprise at
www.gatewayleadership.com. We’d love to
have you visit the gentle island of Anne of
Green Gables (remember the books or the
Hallmark movie now on DVD?).
Kristin is finishing up writing her book,
Punch Up Your Presentations (see page 1)
and Joseph just created a new, dynamic
keynote: Leading a MultiGenerational Workforce: Creating
Collaborative Connections Where
Four Generations Can Thrive.
Check out page 4 for more details.
Have a fabulous spring and
hope to talk with you soon!

Kristin & Joseph

Kristin Arnold

MBA, CMC, CPF, CSP

Where Are We?
Kristin and Joe are engaged at the
following public events in the year:
May
Tempe, AZ: National Speakers Association
Toronto, Canada: York University
Dallas, TX: Chief Executive Network
June
Fort Lauderdale, FL: National Speakers
Association
Toronto, Canada: York University
July
Toronto, Canada: York University
Scottsdale, AZ: National Speakers
Association
September
Chicago, IL: Chief Executive Network
Dubai, UAE: Professional Speakers
Association
October
Toronto, Canada: York University
November
Phoenix, AZ: National Speakers Association
Toronto, Canada: York University
December
Calgary, Canada: Association for
Professional Speakers
Orlando, FL: Chief Executive Network
February
Toronto, Canada: York University
TBD: National Speakers Association
March
Charlottetown, Canada: UPEI Business
Society
April
Toronto, Canada: York University

Joseph Sherren
CSP, HoF

Practical Team Activities: You are Superb!
You are Superb!
To share the unique talents and
synergies of each team member
Time: 10-20 minutes
Nr. of Participants: 5 people or more
Materials: A ball of yarn

I was working with an executive team and asked a simple question, “What do you do superbly

well?” That flustered them for a
moment, and then one person
bravely spoke up. After a few sentences, the team agreed; however,
they had some other “superbs” to
share.
When we were done with the
first person, another person shared
a “superb” and the team chimed in
again.
The listening 3 was intent

and the room was positively energized!
After we had focused on each person on the team, they reflected on
their complementary talents and
synergies. The team was energized
to tackle anything together!
Check out 50 other activities from
Kristin’s book, Team Energizers.
You can find this book at
www. ExtraordinaryTeam.com
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I have long admired Roxanne Emmerich, my friend and colleague from the National Speakers Association. She zeroes in on what ails teams and transforms them in a spirit of fun and growth. She
distilled her wisdom into her latest book Thank God It’s Monday: How to Create a Workplace
You and Your Customers Love (ISBN 0-13-815805-7). Many of you might have listened to her
teleseminar on April 7th called “How to transform your workplace from adult daycare filled
with energy vampires to a bring-it-on place you and your customers love.” (Isn’t that a
GREAT title?) If you missed it, you can still listen to it at www.thankgoditsmonday.com/
specialcall/. Roxanne gives an overview about how to transform energy vampires in the
teleseminar and gives the specifics in her book. I highly recommend it!

Millennials and the RoCs
The biggest challenge managers will face in the next ten
years is not the economic uncertainty that is the topic uppermost on everyone’s mind today. The challenge will be the
need to assimilate constructively the Millennials (those born
after 1990) who are entering the workforce by the millions,
with Boomers (those born prior to 1960) who are reaching
retirement age, but who are coming back to work by the millions. These Boomers known as “RoC’s” (Retiree on Call) are
coming back as contractors and part-time employees.
Even though these two groups come from totally diverse
backgrounds, they share a common pursuit: Neither wants a
traditional job! They both want to be engaged in meaningful
work, provide that work in an organization that values their
contribution with a high standard of ethics – for about 18
months or so. Then the Millennials want to hitchhike around
Costa Rica and the Boomers want to travel around Europe!
This presents a leadership dilemma: How to effectively recruit and manage this multi-spectral workforce?
Unfortunately, the similarities end there. Although
Boomers operate by a code that maintains a sense of duty and
accountability, many Millennials were raised in Mr. Rogers’
neighborhood. They believe they are “special” and expect to
be treated “special” as they enter the workforce. They believe
they are entitled to have a job and their employer should feel
privileged to have them show up.
Executives who have the mindset of “they will just have to
learn,” are wrong. Millennials don’t have to learn. Over the
next 5 years, around 70 million Boomers will be retiring and
only 58 million Millennials will be entering the workforce.
Considering that turnover costs about 50% of the position’s
salary, it will be more profitable to meet them at their level
than try to find someone who meets yours!
Boomers grew up in an era of social revolution and widespread turmoil including the civil rights and peace movements. In contrast, the new workers grew up in a different
revolution, in particular the explosion of technology. Millennials operate in a socially and technologically networked
world where information can be accessed and retrieved off the
web. They tend to screen information and communication,
and only accept what they feel is interesting to them. This
technology has also created the world’s longest umbilical cord
with helicopter parents who intervene in every aspect of their
children’s lives. This has created a dependency that carries
over into their professional lives and they expect their man-

By Joseph Sherren
agers to take over this role.
Where Boomers tend to accomplish tasks linearly, Millennials are adept at multi-tasking and carrying on multiple
conversations. Unfortunately, as Boomers retire, so goes the
corporate memory. Not everything, especially client, supplier and coworker relations can be put into a documented
TQM or Six-Sigma process.
Millennials are also concerned about their work/life
balance. After seeing their parents work long hours for a
company that subsequently de-hired them, these new workers want flexible schedules, ongoing opportunities for learning, and control over how and when they execute their responsibilities. They are acutely aware that their employer
must behave in ethical ways, particularly around the environment.
As the Millennials enter the workplace and RoC’s reenter as contractors and part time employees, organizations
must realign their focus and look at these workers as partners in achieving common objectives. A culture must be encouraged in which all can grow and succeed. There will be
challenges and opportunities for managers who are willing to
take on the responsibility of leadership and develop the skills
necessary to coach the new thinking and attitudes.
A different approach to selection strategies and flexible
benefits packages will be necessary for attracting quality talent. Even compensation programs must be focused more on
what the individual achieves, not how much time they put in,
when they did it, or the location where they accomplished
the work. Technologies must be in place for workers to accomplish their tasks from the office, home, or on the road.
Social networking technologies will be a common part of the
work day, much like the coffee break. An environment of trust will be absolutely critical.
There are four generations in the workforce with different backgrounds, skills, education, experiences, and thinking
styles. We’re starting to see managers
who appear to be overstressed and scattered in their approach. Organizations
that invest in management education
will be able to deal with these generational differences in the workplace, creating a collaborative culture with a high
4 standard of ethics.

