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E-Interview with Entrepreneur.com By Laura Tiffany
The idea of working in a teambased environment can strike fear in
the heartiest and most energetic of
workers. Images of hours-long meetings slowly meandering to nowhere,
deadlocked votes, and quibbling power
plays may cause your most valued employees to run for cover.
But when you have a complex customer service challenge or marketing
campaign that needs expertise from
several areas of your company, a great
team can step up to the
plate and come up with a
wildly successful plan that
never could’ve been implemented—much less
conjured—by one person
alone. So how do you create and manage successful
teams?
Kristin J. Arnold has
been answering that question for her
clients for years through her teambuilding and facilitation consulting
firm, Quality Process Consultants Inc.
(http://www.qpcteam.com), and now in
her new book, Team Basics: Practical
Strategies for Team Success (QPC
Press, $14.95). Read on to find out
how you can help lead your employees
in successful teams.
Entrepreneur.com: What’s the
difference between a team-based versus a traditional management structure?
Arnold: A traditional, fairly hierarchical environment is where information flows up and down and where
work can be done independently. But
what’s happening now is information
is not just orally passed, we have technology that integrates the way people
work. Customers are demanding products faster with higher degrees of quality, and one person just can’t do it all.
So people need to communicate across

areas of expertise, and companies are
becoming more team-oriented.
There are some companies in which
it still makes sense to use a traditional
approach, so I don’t advocate teams being the answer for everybody. It’s a
good approach when you’ve got a problem or a process that’s complex and interdependent. You need people’s buy-in
[and commitment] in order to execute
that process. Or it might be something
that’s high-stakes or high visibility that
you want to be wellknown within the
organization.
E.com: What are
the characteristics of
a good team?
Arnold: Extraordinary teams have a
couple of things that
are important:
Clear Goals. What makes a team
different from just a group of people in a
room is that when a team meets in a
room together or comes together virtually, it’s to accomplish a specific goal. A
well-functioning team, an extraordinary
team, knows what that goal is, both in
the long term as well as the short term.
Shared Roles. The team isn’t just
dependant on one person; everyone
takes responsibility for being in the
team, for sharing the team functions, for
helping each other without being asked,
for offering help. I also believe in open
and clear communication, from both the
speaker’s side and the listener’s side,
and in providing feedback. You also
need to create an environment that allows for participation and where people
can say what needs to be said.
Effective Decision-Making. Not
everything has to be done in a consensus. Extraordinary teams use several
different ways to
make decisions.
If one person
has all the in-
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Wrapping Up
When all items on the agenda
have been covered, or the group
has gone as far as it can without
gathering more information, it’s
time to close the meeting even if
the scheduled time hasn’t run out.
If you don’t, participants tend to
rehash decisions that have been
made or reintroduce problems that
have already been addressed.
This will be a waste of time.
In closing, always review the
decisions, action items and open
issues that have been captured for
the meeting. It’s also a good idea
to close on a positive note—even
if the group hasn’t reached an
agreement or solved the problem
they came together to address.
Acknowledge progress made, and
always thank people for their
time, attention and participation.
Reprinted with permission.
Copyright 1997-1999 3M. All
Rights Reserved. www.3m.com

“I di iduals a d o ga izaio s eed f esh ays to app oa h p o le s a d
oppo tu iies. These ui ky uesio s...help tea
e e s ...a i ulate a
polii ally i o e t ay to i p o e a p o ess; they a ofe a a age
the oppo tu ity to oi e a adi al idea a out ho to i ease
p odu i ity.”
Dick Whitney and Melissa Giovagnoli
75 Cage-Rattling Questions to Change the Way You Work

What’s New at QPC
Melissa Strawser, my amiable assistant for the
past year, took a terrific position as a with the Navy
Family Services Center. We wish her well as she
educates military members on how to be more financially responsible. We will miss her.
Elaine Montgomery is our new assistant, bringing
26 years of experience from the Air Force, culminating at the Pentagon. We figure if she can keep the
Director of Intelligence Analysis in line, then she
can certainly keep Kristin on her toes!
Other big news is that we have gotten some great
press coverage lately. In addition to being interviewed by Entrepreneur.com (see cover story), we
were also featured on the cover of Dolan’s Virginia
Business Observer. Both of these articles were taken from live interviews and then transcribed into
some semblance of a story.
We were also featured in the National Speakers
Association magazine Professional Speaker. My
husband, Rich and I wrote an article “I’m Just a Few
Clicks Away” discussing the development of an
Electronic Performance Support System (EPSS)
based on my book Team Basics. An EPSS provides
specific recommendations and processes that a team
leader or member can use immediately to enhance
team work. It’s very exciting to see this new technology take shape. Stay tuned for more details!
Enjoy your summer — Krisin

Cage-Rattling Questions
Who would finally be able to solve your most stubborn work
problem: a master psychologist, a venture capitalist, or an enforcer
from the mob?
Use this question to help your team discover their particular style
of problem-solving and vent some frustration in the process.
Your team is under an evil spell cast by a witch; who is the witch,
what is the spell and what words were uttered to cast it?
Gives people the chance to talk about feelings of helplessness
when things are going badly.
Your team’s best customer just called and said she was giving all
her business to a competitor. What do you think her reason for the
switch might be?
Avoids “we should have done this” thinking when customers
suddenly switch to competitors and analyzes customer relationships
realistically rather than optimistically.
What incredible invention would make your job much easier and
you much more productive?
Talking about inventions instead of the usual productivity issues
frees team members to explore the concept in new ways and spawns
ideas that can be translated into real productivity tools.
Want more questions? Check out 75 Cage-Rattling Questions to
Change the Way You Work (ISBN 0-07-070019-2). Each question
comes with a description of several great ways to use the question, a
“war story” of how the question was used and the outcomes, as well
as a “users manual” which highlights what to look for during the activity.
You can use these questions to facilitate idea-generating discussions, help teams come up with breakthrough approaches to problems; get individuals thinking in new ways on critical issues.

Practical Team Activities: Read All About It!
Read All About It!
To discover perspectives of each
other or our organization.
Time—depends on the team size
Any Number of Participants
Piece of paper with each team
member’s name on it, or paper
available to write each name.

Groups who resist “warm and fuzzy”
exercises don’t seem to resist this exercise. It is a fun way to discover views
and perceptions of each other (e.g. a man-

agement team or work group).
Ask each team member to write
their name on an individual piece of
paper. Place the slips into a cup, bag,
or hat.
Have each participant draw out a
name (but not their own name!).
Ask each team member to write a
newspaper headline describing where
that person is after “x” (3, 5 or 10)
years. After the headline, ask them to
write a lead paragraph. Give them 10
minutes.
Ask each
team member
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By Gary Rush

to read their headline and lead paragraph to the rest of the team.
To help teams develop vision
statements, try this variation:
Break the group into teams.
Have each team write a headline
and lead paragraph describing their
organization in “x” years.
Each team spokesperson introduces their team members and then reads
the headline and paragraph.
On a flipchart, capture any recurring themes from the teams.

“Teaming must start at the top of an organization and come
straight down to the bottom. Anything less is fakery..”
Frank Pacetta
Stop Whining—And Start Winning

From the Bookshelf
By Kristin Arnold
As my kids were devouring the Harry Potter new book, I was devouring
Frank Pacetta’s new book, Stop Whining—And Start Winning (ISBN 0-06662005-8). Frank is committed to making the workplace a great place to
work, versus being “ho-hum.” Are you just going through the motions in a
ho-hum world? Or, are you and your team mates making it a great place to
work? Do you say “What a great place to work!” Do you hear it said around
you? Find out why not. It’s the first major step to eradicating ho-hum.
Frank suggests that great teams:
Are Sincerely Passionate about People. Genuinely care about your
team mates – their health and well-being. Forge a bond with them by discovering who they really are. Get past the superficial “howzitgoing?”
Keep Promises. Do what you say you are going to do. And if you find
out you can’t, tell each other as soon as humanly possible. Making promises
and keeping them is a demonstration of your sincerity. It builds trust. Breaking promises is a trust-buster.
Don’t Lie. Even little white lies. No half truths, sugar-coat bad news, or
even worse, don’t say anything at all.
Stick to the Basics. Don’t complicate things. Identify your fundamental business purpose – what you do that pays the rent – and then do it
faster, better and more productively.
Cut Down Barriers. Trivial matters create an amazing amount of friction and drag. Remove those obstacles that get in the way of doing your
basic business.
Live the Vision. Don’t just read it. Act on it. The analogy of test driving a new car fits perfectly. Most of us are on our best behavior until we’re
out of sight of the dealer’s lot and then we gun it. Let’s see what this baby
can do!
Keep Score. How do you know if you’re winning or losing if you don’t
keep score? When you accomplish a goal, make sure everyone knows it.
And when you lose one, don’t keep it a secret.
Recognize Others. People love to be loved, honored and respected.
Don’t be stingy. By asking for teamwork and then neglecting to recognize
those who comply, we signal that teamwork really isn’t all that important.
Have Fun. There comes a time when the hardest working people need
to kick back, laugh, and have a good time. Celebrate success, turn on the
tunes, crank up the volume, let it loose. You can play while you work...really.
Have Pride. There’s no passion or high performance without pride.
What makes you proud to work here and be part of the team? What did you
do today to merit that pride?
Communicate Incessantly. Tell people both the good and the bad.
Tell them exactly what’s going on, why it’s happening and what they (and
you) need to succeed. Don’t be afraid to ask for help. Ask questions and
demand answers. And don’t hide behind technology – it’s perfect for avoiding conflict (which only postpones the conflict and makes it worse).
Pull Your Fair Share. All members of a team must be fairly tasked,
given the assignment and business situation. Resentment and deep frustration
are guaranteed if one team member clocks up a disproportionate share of the
team’s business while the others are allowed to coast.
Don’t settle for ho-hum. Rev up that engine and make it an
extraordinary team and a great place to work!
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Never Say Never By Doug Smart
Several years ago, I tried a new communication
exercise that delivered a wake-up call to all of us
— I didn’t anticipate the results we got! I asked
people to write a list of simple words, such as
“often”, “sometimes”, “never”, and “usually”.
Then I asked them to put a percentage value next
to each. For example, in the sentence, “He is often
late for meetings,” what does “often” mean?
10%?, 50%?, 75%?
The range of answers was astounding. “Often”
went from 5 to 97%. “Sometimes” was 20 to
80%. “Never” was 0 to 100%, with a fourth of the
people saying it was somewhere in-between! We
were amazed because we assumed everyone in the
room put about the same meaning on these simple
words. After all, this was a management team and
everyone was used to working closely together .
I don’t believe education is a factor because
I’ve repeated the same exercise with over 200
group in offices, factories, sales organizations,
hospital, universities and government agencies.
Incredibly, the results are nearly the same, even
among people who communicate regularly with
each other.
Keep this phenomenon in mind when you write
e-mails, memos, reports, instructions, or ask for a
pay raise. It’s smart to use numbers in place of
words, use specific illustrative examples, and ask
clarifying questions. Anticipate that different people will attach different meanings to your words.
Reprinted with permission from Doug’s e-newsletter
at www.dougsmart.com

Impossible to Fail By Dakota Livesay
Always remember that it’s impossible to fail
completely, and impossible to succeed perfectly.
Even when you fail, you’ve been successful in
making a decision. You’ve successfully had the
courage to try something different. You’ve been
successful in making a commitment to something.
And finally, to paraphrase Thomas Edison, you’ve
been successful in discovering a way not to do
something.
It’s better to try something and fail than to
attempt nothing and succeed.
Reprinted with permission ©2000 Dakota@RavenHeart.com

