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Tips to improve the way
your teams work
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The Dark Side of Brainstorming
The Wall Street Journal (June 13,
2006) derided the notion that brainstorming generates good ideas. Arguing that brainstorming in a group “are
often the source of bad ones
[meetings]”. The author, Jared
Sandberg, cites the following reasons:
♦ Self-conscious of each other.
♦ Bad timing to mandate creativity.
♦ Hijacking to state a
specific agenda.
♦ Blathering on just for
quantity.
♦ Degenerate into
“blamestorming”.
♦ Belatedly providing
input when the decision has already been
made.
The issue is not if brainstorming is a good tool to
generate a list of possibilities; it is. It
is the subsequent use of that list that
gives “brainstorming” a bad name.
If all you do is brainstorm a list, roll
up the flipchart and deposit it in the
corner of your cubicle, then you have
just wasted everyone’s time.

The “Right” Size!

PLEASE ROUTE TO

By Kristin Arnold

Sandberg concedes that “great
brainstorming sessions are possible,
but they required the planning of a
state dinner, plenty of rules, and the
suspension of ego, ingratiation and
political railroading...If you don’t
carefully follow procedures, you risk
wasting a lot of energy.”
To brainstorm (and then evaluate
that list) correctly, follow these simple steps:
1. Clarify the question.

Think about the question you want the team
to focus on. This will
help set the boundaries for the brainstorming session.
2. Set the context for
why the question is
important to answer.
3. Personal list. Allow
time for solitary brainstorming
which permits those who need quiet
to think creatively.
4. Share ideas with each other either “popcorn” style where anyone
(continued on page 2)
can comment,

By Kristin Arnold

I am often asked, “what’s the best number of people to put on a team?”
Basketball teams have five, baseball nine, and soccer 11. But when it comes to
the workplace, what is the optimal number?
According to Evan Wittenberg, director of the Wharton Graduate Leadership
Program, while the research on optimal team numbers is “not conclusive, it does
tend to fall into the five to 12 range, though some say five to nine is best, and the
number six has come up a few times.”
Fortune magazine (June 12, 2006) pronounced the most productive teams
should have 4.6 team members. Inquiring minds want to know: how do you
make a sixth of a person participate?.
While I hesitate to make such a precise pronouncement, I will share with you
some of the factors you should consider when deciding how many and, more
specifically, who should be on your team:
Task. What are you asking the team to do? Is it highly independent or
interdependent work? Is there precedent in that it has
been done before is
it an entirely new task?
1 (continued on page 2)
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Facilitation Skills
for Project & Team
Based Environments
January 18-19, 2007
City Club at
Franklin Square
Washington D.C.
A specialized workshop for those
who manage complex projects
and business teams.
Back by popular demand, this
workshop will provide you with
the skills and knowledge to
facilitate any team meeting:
♦ Increase the quality of group
decisions
♦ Increase group commitment
to decisions
♦ Enhance relationships among
team mates
♦ Decrease time of effective
implementation.
For more information, call
Kristin Arnold at 800.589.4733
or www.FacilitationBasics.com
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Brainstorming
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(continued from page 1)

“round-robin” where you go around the room to ensure all get a chance to volunteer their ideas, or move into dyads, triads, or quads.
5. Record ideas while sharing either on an index card, post-it® note or flipchart.
6. Sort the ideas either under pre-determined categories, along a process or time
flow, or “affinitize” them by putting ideas where they most helpfully illuminate a
larger idea.
7. Describe the larger idea by creating a “header” for each cluster of ideas.
8. Agree on next steps through a discussion which may include prioritizing,
evaluating against some established criteria, merging ideas into a larger solution,
individual or group action, writing statements or goals, etc.
“When the goal really is ideas, some companies resort to hiring facilitators”,
Sandberg concedes. “Outsiders don’t have political dogs in the fight and can, as
Bill Hall learned, make people ‘get back in line.’ The last time Mr. Hall tried to
conduct a session himself on how to save his organization money, ‘it quickly degenerated into a worthless day.’”
Personally, as a professional facilitator, I’m delighted to be a last “resort”!
Check out the original WSJ article at http://www.post-gazette.com/pg/06164/697891-28.stm
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Representation. Do you have a representative from each part of the system,

process or other stakeholder groups?
Diversity. Do you have the functional, gender, geographic, racial, educational,
societal (and the list could go on…) diversity within the team? Even better, do you
have representatives who can wear multiple hats so that you can limit the number
of people who need to be in the room (but can be represented by others)?
Skill Level. People who have truly been on successful teams before (typically
called “exceptional team players”) tend to assimilate good teaming behaviors onto
whatever team they are on.
Developmental Needs. Many organizations continually ask the same dependable
people to work on important teams. Perhaps you have gone to the well just a few
too many times and need to invest in some new blood and fresh perspectives?
Depending on these factors, you may want to add or subtract a few folks from
the mix. And then don’t forget the Ringlemann Effect. At the turn of the 20th
century, a French agricultural engineer, Maximilian Ringlemann analyzed the pull
force of people alone and in groups as they pulled on a rope. As Ringlemann added
more and more people at the rope, he discovered that the total force generated by
the group rose, but the average force exerted by each group member declined,
thereby discrediting the theory that a group team effort results in increased effort.
Ringlemann attributed this lack of effort as “social loafing” where the group will
hide the fact that individuals are not “pulling their weight”.
“After about five people, there are diminishing returns on how much people will
pull,” says Wharton management professor, Jennifer Mueller. “But people, unless
they are not motivated or the task is arbitrary, will not want o show social loafing.
If the task is boring and mundane, they are more likely to loaf.”
So while the sweet spot of a self-managed team may be 4.6 people, you can
involve more people and achieve greater results with a skilled facilitator. An
experienced, master facilitator (like myself) can effectively manage the group
dynamics of any size so that you can achieve the desired results smoothly,
collaboratively and without social loafing.
For more information on how facilitators help build extraordinary teams,
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contact us at 800.589.4733.

extraordinary team

is a quarterly publication
distributed to clients, friends
and partners of Quality Process
Consultants, Inc. Articles are
welcome and encouraged. We
sincerely would like to know
what you are doing.
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QPC Inc. builds high
performance teams by:
Facilitating High Risk
Meetings
Training Facilitators, Project
Leaders and Team Members
Keynotes & Endnotes
Consulting on Team
Implementation
Coaching Individuals to
harness their team’s full
potential
Providing Unique Team
Products
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What’s New at QPC Inc.
I took the month of August off this summer. I tell you this not to gloat
(although that might be a small part of it!), but to apologize for the tardiness of this issue. But since there weren’t any frantic phone calls wondering where The Extraordinary Team newsletter was, I thought it best to
wait until I returned from glorious Prince Edwards Island off the east
coast of Canada.
The rest of my summer has been very busy, starting with our first public seminar on Facilitation Skills. Based on the great feedback and demand, I will offer it again in January (see www.FacilitationBasics.com
for more information). I have also been facilitating “symposiums” for the
military including the Army on Cognitive Dominance in the Battlefield
and for the Coast Guard on National Maritime Response. A little strategic planning for Marathon Oil Company, National Council of Teachers of
Mathematics as well as my national board duties during the National
Speakers Association annual convention has kept me hopping!
I am pleased to announce that I am now certified to administer a
member of assessment tools created by Human Synergistics
Corporation. These tools are some of the top rated, highly
validated diagnostic instruments for leadership, organizational culture and team dynamics. What particularly attracted me to these products is the Group Styles Inventory. The “GSI” enables me to measure the degree to
which a team will behave functionally as well as pinpoint the dysfunction. These tools not only analyze behaviors, but they prescribe specific, concrete steps to
achieve positive behavioral change. How cool is that?
(see www.ExtraordinaryTeam.com/assess for more
information).
I hope you had a relaxing summer and don’t forget to
nominate your Extraordinary Team!
(see adjacent article)
Kristin Arnold, MBA, CMC, CPF, CSP
Kristin

Master Facilitator and Executive Team Specialist

December 4, 2004 is the 7th Annual
Extraordinary Work Team
Recognition Day
This day celebrates those teams
that consistently work extraordinarily
well together to produce significant
results for their companies or
organizations.
Team leaders, members and
management “champions” are
encouraged to recognize exceptional
team performance. Submit your
stories for a chance to win a $200 gift
certificate for the team to spend as
they wish—on dinner, a limo ride,
concert tickets or whatever they
choose. The team will also receive a
commemorative plaque and
notification letter.
Past winners include the City of
Norfolk Environmental Crimes Task
Force, State of Missouri Criminal
Investigation Bureau Project Team,
Williams Employee Learning and
Development Team and the Henrico
County Public Schools Educational
Alternative Review Team.
Go ahead! Nominate your team at

www.ExtraordinaryTeam.com/team.shtm

by November 20th to be eligible for
some well-deserved recognition.

Practical Team Activities: Describe For Me…
Describe For Me...
To illuminate the differences of
opinions and perceptions team
members have about the organization
Time: 10-20 minutes
Nr. of Participants: 5 people or more

Use this activity as a quick icebreaker—and also to get a sense for
how the team views the organization.
Ask the team, “What’s your favorite color? And describe three adjectives that describe how that color
feels to you.” Then, let each person
answer.
Ask the team a second question,

“What color do you feel most represents your organization?” Pause for
a moment, and then ask, “Write
down three adjectives that describe
how that color feels to you.” Allow a
moment of time for team members
to conceptualize their answer (and
write the answer down so that they
aren’t swayed by others’ answers!)
Then allow each team member
an opportunity to share the chosen
color and the adjectives.
Or you can ask, “What animal do
you feel most represents your organization….and write down three
characteristics of
that animal.”
(Or, if you
3 are feeling

particularly fiendish, then ask all
three questions!)
After listening to all the responses, inform the team that the
responses are an indication of how
they feel about the organization.
Discuss the similarities or themes
to their collective answers. Where
were they different? How does this
difference of perception affect the
way they view the organization?
If you like this activity, check out fifty
other activities from Kristin’s book, Team
Energizers. You can find this book at
www. ExtraordinaryTeam.com
or any online bookseller.
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From the Bookshelf
by Kristin Arnold

My dear friend, Randy Pennington just published a new book,
Results Rule! (ISBN 0471782742) and it’s just chock full of examples
of people within organizations who deliver results in today’s world.
Making the case that culture is an organization’s unique competitive
edge, Randy describes “Six Choices” that really resonate with me:
1. Tell yourself the truth and value candor and honesty.
2. Pursue the best over the easiest in every situation.
3. Leverage the power of partnerships both internally and externally.
4. Focus the energy to make the main things the main thing.
5. Show the courage of accountability.
6. Learn, grow, and improve every day.
This book is an easy read simply because Randy practices what he
preaches. He shares examples from his own businesses as well as
with his clients—with candor, honesty and an openness to disclose
mistakes. No organization is perfect, but Randy makes a compelling
case to align your organization’s culture, actions and goals.

Pre-Work Sets the Stage By Kristin Arnold
Maybe it’s just me, but I don’t think organizations can afford to
spoon-feed information to folks during valuable meeting time. We
are adults and can be expected to do some “pre-work” in preparation
for an important meeting. There are several things you can do to set
the stage for meaningful discussion:
Come prepared to discuss the items on the agenda. Tee up the
topic as a question to be answered.
Suggest a book or articles to read. Include weblinks, short articles, summaries, key points or questions to consider. Be mindful of
copyright issues if sending or emailing intellectual property. Send
these suggestions to your team members with enough time to read
and digest them.
Solicit input. Ask team members to provide their perspectives by
email, through a web survey tool (I use www.surveymonkey.com), or
one-on-one conversations. Either feed the compiled answers back
to the group or use within the meeting to stimulate conversation.
Prepare a strawman. Especially with larger teams, draft a
“strawman” suggestion for individuals to react to and come prepared to discuss. When using this strategy, it’s important that folks
know that the strawman is NOT a done deal, and that you expect
people to react, comment and upgrade it.
Suggest a movie to watch. Movies have a powerful impact on us
and can stimulate our thinking. I just watched “12 Angry
Men” (again!) and I am always amazed at the team dynamics of one
juror who was able to affect the thinking of all of his peers. You can
also go to my website at www.extraordinaryteam.com/film.shtml for
more movie titles.
If you have NEVER expected your team members to
do prework, then ease into the concept gradually!
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15 Point Game Plan
by Mike Shanahan

Mike Shanahan, coach of the Denver
Broncos and author of Think Like a
Champion: Building Success One Victory
at a Time (ISBN 0066620406), shares his
insight into the principles of creating a
winning team on, or in, any field:
1. Teams matter more than individuals.
2. Every job is important.
3. Treat everyone with respect.
4. Share both victories and defeats.
5. Accept criticism.
6. Keep the boss well-informed.
7. Focus on your work ethic, not others’.
8. Allow for differences in lifestyle.
9. Be more creative than predictable.
10. Let go of failed ideas.
11. Employ structure and order.
12. Reward those who produce.
13. Find different ways to motivate your
employees.
14. Keep your employees fresh.
15. Protect your system.
Source: Think Like a Champion: Building
Success One Victory at a Time, HarperBusiness.

Concepting
Thought you might be interested in a
new team word as mentioned in Fast
Company (July/August 2006):
“To con·cept (knspt)—con·cepted
(knspt-ed)— con·cept·ing (knspt-ing) v.
1. A process whereby ideas are generated
for the purpose of creatively solving a
problem: ‘The team set aside some time
for concepting in order to flush out some
plausible directions.’”

From a (possibly serious) online petition urging
Merriam-Webster to add a verb form of “concept” to
its dictionary, at http://verb4concept.blogspot.com.

Quote of the Quarter
“Great discoveries and achievements
invariably involve the cooperation of
many minds.”
Alexander Graham Bell
Inventor

