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The Challenge

OK, so you have donethe team building, you
have brought in the consultantsand forked over
the resourcesto have all of your team have a
better relationship. Atfirst, it seemed asif the
resultswerethere, but now the benefits seem
to be, well, wearing off. What next? How do
you make sure your time and money will reap
the long-term benefits the consultants prom-
ised?

Thisisthe question many managers have af -
ter ateam building exercise has been donein
their organization. Evenif everyoneintheen-
tire organization has been through the same
team building efforts, after atimeany inclina-
tionsto bedefensive, get upset, frustrated, self
centered or territorial will come out. That is
when thegrumbling startsit beginstolook like
itdidn’t work.”

Did it work? Yes, but it is only afirst step.
Themajor shortcoming of most team building
effortsisnot the effort itself, but that they do
not always provide sufficient tool sto deal with
the breakdownsin relating that will naturally
arise after the sessions. Therelationshipsthat
were devel oped in theteam building sessions
arefragileand they must be nurtured and cared
for in order to grow and get very strong.

Inthisarticle, | will give you an exercise de-
signed to provide you with aday-by-day way
of dealing with relationship breakdowns and
designing your responsesfor amore powerful
future.

The Access

There are two important points that

must be understood first.

1) Thereisone access and one access
only to any relationship. YOU. No
one has any access to changing
anyone but themselves.

2) It takestwo to tango. One person
cannot argue or fight. If you can
remember these two things, you are
well on your way to mastering rela-
tionships.

If you can only changeyourself, and you are

committed to altering or solidifying arela-

tionship, thenwheredo you start? With your-
sf!

Your Commitments

In most team building sessionsthere are op-
portunities to commit to new behaviors.
What behavior have you committed to?
Haveyou promised to be moretrusting, more
communicative, lessrigid inyour opinions?
Have you promised to speak up morerather
than to keep your complaints and issues to
yourself? Have you decided you want to be
more of atake charge kind of person?

That’s great!

But knowing what commitments you have
madein the workshop settingisvery differ-
ent than keeping your commitments on a
daily basiswhen you are up against the kind
of thingsthat bring back automatic pre-team
building responses. | have designed thefol-




lowing exerciseto giveyou access
to designing day-to-day responses
to work situations that can give
you trouble. Follow the steps out-
lined below and you will have
some responses in your pocket
when asituation arises.

TheProcess

A. & B. Identify the new behav-
ior and theold. Please notethisis
behavior, not asign that you are
the consort of thedevil.ltisn’t your
fatal Shakespearean flaw or the
reason you should be clapped in
irons, itisabehavior that isare-
actionto certain circumstances. (I
know this soundsdramatic, but it
always surprises me that people
think they should be drawn and
quartered if they haveabad habit.)

C. ldentify the times when you
can predictably expect to behave
inthe old way. Be honest hereand
be generous. If you seeblamein
your statement, try toword it an-
other way. “1 do that becausethey
never like my ideas’ might be-
come “| react that way when |
haven't communicated the value
in my ideas.” This puts the ball
back inyour court. You don't have
to take on the impossible task of
changing them, you only haveto
work on changing you.

D. Identify how you know that
behavior has surfaced. What hap-
pens that tells you this is one of
the times you are against your
commitment. Areyou being loud
and banging the phone? Do people
get sullen? Do people get defen-
sive? Do they take over? Usually
the behavior isautomatic so it is
important to know thesignals.

E. Identify your automatic re-
sponsesto thesesignals. If people
get sullen, do you get loud? Do
you give up on the conversation
and walkaway? Do you bully

them? Thisiswherethe“tangoing” begins. If you can stop thecyclehere, you arein

good shape.

F. Identify new ways of responding to those reactions. These might sound like:”1

apologize, | didn’t mean to make you

7" “Did | sound like | wastrying to

abdicateresponsibility, I’'m sorry. | do that sometimes.” “What | meant was...” and go

fromthere.

The chart shows a sample of what

might result as you do this exercise.

A. Old |B. New C. When do | D. How do E. What is my [F. What else could
Behavi- | Behavior |do this? others react? |normal | do?
or (How do | response to
know | have |this reaction?
done this?
Clam up | Let people | When I don't like or [ People don't Talk behind their | Ask questions. "what is
when | know if | don't understand notice. They just | back. Think angry | the intended result?" "Is
am upset. | disagree/ the reasons for keep on talking | thoughts. Tell my | there any particular
disapprove. | what | am told to like nothing has | friends how badly | reason you chose me
do. happened. | am being for this?" "Would it be a
treated. problem to assign this
to someone else?"
People get Let them go. ""Wait, we have to talk
distant - try to about this! I don't think it
get away from makes sense the | do
me. this and here's why."
Dominate | Get When | have a People beginto | Turn my back to | Request their attention
meetings. | everyone's | good idea that talk among them and keep and ask them for their
ideas. people don't agree | themselves. talking. feedback.
with.
No-one says Ask if anyone has | Ask pointed questions.
anything for a comments and if | "Who thinks this won't
long time. They | not, move on. work and why?" "Who
sit back and thinks it will work and
look at their why? "What do you
notes, not at think will be the
me. outcome of this plan?"

You are never going to get rid of your human nature. If you have been adoormat for
50 years, then it will probably take awhile before you are habitually atake-charge

person.

Thekey hereisto stop thecycle. In thisconversational cycleyou have accessto Step
A or Step F. Actingin Step A will havethe problem not exist, and acting in Step F will
avoidit being aproblem. Itisalsoimportant to know that you can stop the conversa-
tionand go to Step F at any timein the conversation. No explanation is necessary, just
say “Can we go back to the beginning of this conversation?’

Conclusion

Itishardto change. For you and your co-workers. Have some compassion for your-
self and others and give yourselves a break. You are all new at whatever team rela-
tionship you have generated in the team building sessions. Mastery takestime, prac-
tice, patience and courtesy.

Team building works. And if you combineit with the proper maintenancetoolsand a
great deal of respect for people, your company can be avery pleasant place to work.




