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Action Centered Leadership

John Adair ,
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Empowering individuals
Motivating the individual




Action Centered Leadership
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What makes an effective team?

Select a team quote - in a pairs breakout for 7 minutes and discuss:-
- Why have you chosen that quote?
- What’s important about it for you?

- Does it tell you anything about the “ingredients” for an effective team?

Just a quick discussion, ready to share thoughts back in plenary.




How would we define a “bad” team?

Now in groups share your worst team experiences: -
- What was the team? (description - type/environment/size/your role)
- Give an example that encapsulates your belief that it was a bad team

- What behaviours were present/missing in the team?

10 minutes then be ready to share back.




What makes an effective team & what defines a bad team?

Good teams Bad teams
AT
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Patrick Lencioni’s 5 dysfunctions of a team

Dysfunctions Function

Focus on achievement of

Inattention to... collective vs. individual results

Avoidance of... Accountability Hold qne .another a.cc_ountable for
delivering to decisions as peers

Lack of... Commitment Achieve genuine buy-in around important
decisions, even with initial disagreement

Fear of... Conflict Engage in passionate dialogue with healthy
challenge and disagreement

Trust on a fundamental emotional level enables
full openness around disagreements,
weaknesses and mistakes

Absence of...

A NATO
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“No quality or characteristic is more important than trust”

* Behavioural profiling — shared & safe language

* Insight and understanding

* Deeper disclosure

 Knowing each others' strengths & areas for development

* Open, honest, transparent

 Maps of the world & perspectives — listening & questioning

“When you open up and share about yourself, you demonstrate a vulnerability that engenders
trust.”

Trust Works! By Ken Blanchard: High trust = lasting relationships
The Speed of Trust by Stephen M.R. Covey: High trust = high-performance
Leaders Eat Last by Simon Sinek: High trust = Circle of Safety



http://leadership.kenblanchard.com/trustworks/
http://www.amazon.com/The-SPEED-Trust-Changes-Everything/dp/1416549005
http://www.amazon.com/Leaders-Eat-Last-Together-Others/dp/1591845327

Worksheets to
BRAVING —the 7 elements of trust — Brene Brown assess against these

on the portal

Boundaries Setting boundaries is making clear what’s okay and what’s not okay, and why.

You do what you say you’ll do. At work, this means staying aware of your competencies and
Reliability limitations so you don’t overpromise and are able to deliver on commitments and balance
competing priorities.

Accountability You own your mistakes, apologise, and make amends.

You don’t share information or experiences that are not yours to share. | need to know that
Vault my confidences are kept, and that you’re not sharing with me any information about other
people that should be confidential.

< >» I W

Choosing courage over comfort; choosing what’s right over what’s fun, fast, or easy; and

Integrity practicing your values, not just professing them.

<

| can ask for what | need, and you can ask for what you need. We can talk about

Non-judgement how we feel without judgment.

Extending the most generous interpretation to the intentions, words, and

Generosity actions of others.
A~ NATO
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Johari window Feedback

>
Known to self Unknown to self
Disclosure
Known to
others
Y  Unknown to Hidden Unknown
others el potential
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Lencioni deepening trust exercise

In his “Field guide”, Lencioni uses several exercises to build trust in a team. One of which is a
personal histories exercise, rooted in powerful questions.

Breakout groups of 3 people for 15 minutes to answer a question of your choice:-
* Greatest fear
* Something no-one else knows
* A moment that shaped the person you are

This is an exercise in practicing deeper disclosure, use it a safe space to test this exercise with
MDP peers, before using it with your teams.

(2 Trafalgar




The Trust Equation
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So what?

& < Qo
Take a few minutes to reflect on the level of trust in your team:- < (DQ h Y, v

ALOAYS Cowé AS
E'%MD CLOSEMES , SAFETY AWD

 How is the trust in your team now? maf£ \ 5 ECURIATY
\ - N0 ‘v k2 | ,
* What do you need to do to improve/build trust? CREDINNRY 4 PE"JAMT{ —
) 1
. BRAVING < '
| N SHEEHRENTAT DN
*  Behavioural profiling — shared & safe language 0 0
* Insight and understanding e
*  Deeper disclosure
*  Knowing each others' strengths & areas for development _ YN
*  Open, honest, transparent MII uis‘,avusﬁ VEEDS
*  Maps of the world & perspectives — listening & questioning
15 minutes to discuss in buddy pairs and develop some actions around building trust.
s NATO
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Getting the best out of me

A simple yet effective tool in teams!

Consider everything you know about yourself, how you like to work, the results of psychometric tests like SDI, key
drivers, how you’re motivated, how to get the best out of you.

Capture it all on the template, and use it as a discussion point amongst team members.

Each heading is separate and not horizontally linked, although there is undoubtedly some cross over.

Please Do Please Don’t | Don’t Like

(X Trafalgar 48 MO




(" Trafalgar

What negative outcomes of
workplace conflict have you
witnessed?

Personal insults/attacks
27%

Sickness/absence
25%n

Cross-departmental conflict
18%

Bullying

18%

People left the organisation
18%o

People were fired
16%

Employees were moved to
different departments

13%

Project failure

How does conflict make you feel?

Demotivated - it's such a distraction

21%

Angry and frustrated
18%

Nervous - sick to my stomach

Sleepless and stressed

Nothing - I'm used to it

19%

Confident - the issues have been aired

Excited - a chance to prove myself

Energised - it's the spice of life
5%




Average number of hours per
week spent on dealing with

workpla Healthﬂ_lr.;;stlw country

Ien - Yysfy .

United Kirl Sthy femoy, NCtiongy team p
- eCrUitment. 56 proCGSs ofSe i ViOur

i peOpIe, 14 Orper Onnel
Belgium nths dnd
12 asdls
Brazil
Denmark
France
Germany .

. ucing
o cactor: high St y ¢ ownersniP -
_ Retail s€¢ ing. Lack O P oy plus £24
ompliance ' ple e £h hen realiz®

urchase ©
o \ihev dign't need

Total

(" Trafalgar

L&D dept, IT company: Conflict in decision making
Calculate the due to personality clashes between section heads: 20
people, 8 weeks, €34K

Calculating the Cost of One Conflict in Your Organisation

following worksheet will help you calculate the cost of conflict in your workplace. Use
it to get an idea of how costly one conflict can be. Complete as much of this form as
possible; you may not know all the answers, so feel free to make estimates.

Step 1

Describe a recent or ongoin
involved).

our workplace (you do not need to be directly

Step 2

Estimate the combined n
(include the time spent complainin

conflict).
Number of people involved:
X Number of hours in one week:
Weekly hours of lost productivity due to conflict: 0
Awerage hourly wage of people involved: | £0 |
Weekly cost implication: £0

Estimated number of weeks:| |
Subtotal: Cost of Time £0

/ :‘ w NATO
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o . How do we create healthy conflict / challenge in
Lencioni conflict order to gain team commitment?

Dysfunctions Function

Focus on achievement of

Inattention to... collective vs. individual results

Avoidance of... Accountability Hold qne .another a.cc_ountable for
delivering to decisions as peers

Lack of... Commitment Achieve genuine buy-in around important
decisions, even with initial disagreement

Fear of... Conflict ‘

Absence of...

gage in passionate dialogue with healthy
challenge and disagreement

Trust on a fundamental emotional level enables
full openness around disagreements,
weaknesses and mistakes

(" Trafalgar Ao MO,
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Anatomy of peace

Dealing with things that are going wrong
—— (challenging the person)
‘ o

Helping things go right
> (supporting the person)
_ S

Taken from the Anatomy of peace — Arbinger institute

() Trafalgar e s
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Creating healthy conflict

Into groups for 15 minutes :-

- What do we mean by healthy conflict?
- How is this in your team now?

- What would you need to do differently?

NATO
(" Trafalgar BN o
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Lunchtime exercise —
Assessing your current team

* Pick a team metaphor card to describe your
current team

* Complete the Lencioni team questionnaire

* Pick a team metaphor card for where you
would like your team to be

Community of
Practice

Confluence of
Agendas

Visionar High Performance
Landscapgrs ’ Engines Athletes )

orld Class

Commanders

Resigned Prisoners

Londneiig Doy Pige utist UNEcet Begapet sort



http://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiYua6u_Y3LAhVEwxQKHcwhChcQjRwIBw&url=http://www.leadingeffectively.com/leadership-explorer/about-leadership-metaphor-explorer/&psig=AFQjCNEyYc3vWXx84RanBo9835c85vdS1w&ust=1456320121467571

Focus on commitment & accountability

Dysfunctions Function
. R It Focus on achievement of
Inattention to... UL collective vs. individual results
Avoidance @ Accountability MQld one another accountable for

clivering to decisions as peers

Lack of... Commitment Achieve genuine buy-in around important
decisions, even with initial disagreement

Fear of... Conflict Engage in passionate dialogue with healthy
challenge and disagreement

Trust on a fundamental emotional level enables
full openness around disagreements,
weaknesses and mistakes

Absence of...

A NATO
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Commitment & Accountability

Commitment Accountability
Achieve genuine buy-in around important Hold one another accountable for
decisions, even with initial disagreement delivering to decisions as peers

NOT consensus

Free from fear to challenge
Agree with the best idea
Have ideas heard

Performance
standards

Buy In

‘Disagree & commit’

Peer to peer
accountability

e Clarity & alignment on a
decision to avoid assumptions
(different maps)

e Commitment clarification
e Communication cascade

Culture
modelled by
leader

Clarity

g (%" NATO
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The Art of Delegation

1. What is the point of delegation? Why do we do it? 2. What is the impact to your work as a
manager if delegation is not done well?

Time!
Remove single point of failures
Succession & Development
Morale — people feel valued
Get a better job done
Ownership of issues
Commitment

Missed deadlines

No personal growth —you and the team
You get swamped

Cost to the business (burn out, mistakes)
Missed opportunities

De-motivation

3. What can we delegate? / what can we NOT

del o What stops us delegating?
elegate

Don’t trust the ability

Not enough time — quicker to do it myself
Frequency (‘its just a one-off’!)

Insecurity — self-confidence

Sensitivity about how it is seen by others
| have no one to delegate to!

| don’t have the authority

‘All the authority but I'll take the responsibility’




Delegation — ‘Pitch-marking’

The Team ) .
« Captain Touchlines = Boundaries
The Foach is off the F)ItCh and « Competence? * Scope o
Not interfering!! But is: « Commitment? * Responsibility

* Supporting
N ¢ Observing

CCC? * and still Responsible

* Team dynamics?

Pt magn

Time based checks
* Full-time
* Half-time
* Extra-time

Goal based checks:
Half-way line
Penalty Box

Rules of Engagement =
* Why — purpose? ) =
* How —values and plan : —

* What — but not too explicit

. . ‘ ’ H 1 .
O Trofolgor Delegation is a bound ‘agreement’ to act that requires constant dialogue AR | NATO
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What are the skills of delegation?

Be able to Communicate

0\;,¢ OAGAOA®

Knowledge:

* The strategic intent of the organisation /
department

* The capability & commitment of the team

* Of the person - being empathetic

Be able to Coach

I":"\

Negotiate: delegation needs an agreement



Delegation

. Get into the right mindset

. Understand the different types of delegation

. Give people real responsibility, not a list of tasks
. Provide key info at the outset

. Delegate to the most junior employee possible

. Push questions back to your reports

. Integrate delegation into your weekly routine

. Don’t know what to delegate? Remember the Eisenhower matrix

O 00 N o Ul o W N B

. After delegating, review

NATO
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L. PERSONAL DEVELOPME NT = OTAN




Focus on results

Dysfunctions Function

Focus on achievement of

Inattention to... / Results collective vs. individual results

Avoidance of... Accountability Hold qne .another a.cc_ountable for
delivering to decisions as peers

Lack of... Commitment Achieve genuine buy-in around important
decisions, even with initial disagreement

Fear of... Conflict Engage in passionate dialogue with healthy
challenge and disagreement

Trust on a fundamental emotional level enables
full openness around disagreements,
weaknesses and mistakes

Absence of...

O Trafalgar
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Team reviews

We’'re going into groups of 3, to share the results of your team assessments. The aim is to create a clear picture of the
“current state” for your teams.

You will have 30 minutes, so 10 minutes per person to share:-

* The metaphor card you chose and why?

The results of your Lencioni questionnaire, highest and lowest scores, what is that telling you? Any connections to the
metaphor card?

 What are the biggest development areas for your team?

After, we will be looking at “desired state” for your teams and creating action plans, so for now stay focussed on the
current state for the team.

(" Trafalgar i MO
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Your team action plans

e Pick a new team metaphor card for where you would like your team to
be.

e Review that against your original card, and your Lencioni findings.

Confluence of
Agendas

Community of
Practice

* Develop a plan for how to get your team to where you want it to be.
Set some clear goals and immediate actions to take, along with some
mid-long term actions.

30-minute discussion in 3s to develop an initial team plan, you’ll then get

. . . orld Class
some qwet time to capture your |deas.

Athletes

Visionary High Performance
Landscapers Engines

You will be required to share a brief summary of your team plan to the
whole group at the end of day 2.

By-the-Book

Commanders Resigned Prisoners
AN NATO
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