
 
 
 
 
 
 
 

Lessons from the field 
 
 
 
 
Introduction 
 
Over the past 6 years more  
than 190 groups or teams in 6 different  
client organizations have taken the journey  
upon which the meeting in which you have just  
participated is based. 
 
We have been able to discern quite clearly  
those groups who have capitalized on their  
initial investment and done great things from  
those who have not reaped the maximum return.  
 
These notes are designed to help you and  
your colleagues learn from both the  
achievements and mistakes of others and get  
the very best you can from the time you  
have spent together working over these few days. 
 
These notes are also applicable to those groups or teams who have taken two days or 
more to work through a planning process based on the Enneagram and using the 
associated underlying frames and methodology. 
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The bottom line: the behavior of the leader 
 
There may be many factors which either contribute or hinder a group maximizing its 
investment, but we are clear that in all cases there is one common and critical variable 
that distinguishes those groups who have done well from those who haven’t: it is the 
behavior of the leader of the group. 
 
Where the leader has insisted that the group continue its work started at the session 
continue and has 
 

1) ensured frequent the agreed and fundamental meaning attribution in his/her 
framing of situations; 

2) insisted that protocols, behaviors, and methods introduced at the meeting are 
continued in the workplace; 

3) ensured regular review of performance by the group against its stated intention 
and principles; and 

4) insisted that there is follow-up regularly of the group with the workshop 
facilitators or consultant/s for on-the-job coaching of the team, 

 
then the work and benefits have flourished. Where s/he has failed to do some or all of 
these things then the group and the investment has languished. 
 
There is no soft or gentle way of saying this simple fact. It is as it is. 
 
In what follows, there are a number of suggestions for the manager and the group to 
consider. They are not meant to be prescriptive, but guidelines to build on and extend the 
development of the group and its work. 
 
Where the leader picks up these suggestions and insists they are followed, we are 
confident the group will reap the maximum possible benefit from the planning session.  
 
Where s/he is unsure or half-hearted in either word or deed then we would worry about 
whether the team will grow and benefit. 
 
But then the question becomes: “to what end is the leader working”.  This question has 
two parts in answer to it. The first of these is best summarized by the words of Dee Hock, 
the founder of Visa International who said “Change is not about understanding new 
things or having new ideas; it's about seeing old things with new eyes-from different 
perspectives. Change is not about re-organizing, re-engineering, re-inventing, re-
capitalizing. It's about re-conceiving! When you re-conceive something- a thought, a 
situation, a corporation, a product- you create a whole new order. Do that, and creativity 
will flood your mind.”  
 
The first and most important aspect of the leader’s work is to help his or her people re-
conceive the nature of their work and the way in which it is executed. This includes, of 
course, the social systems as much or more so than any technical systems. 
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The second aspect of the leader’s work is harnessing energy released through re-
conceiving the business outcomes, i.e. making the boat go faster. There are some 
examples and suggestions later in these notes in this regard. 
 
A special place 
 
Upon leaving the planning meeting the group is likely to have  
 

1) been exposed to the enneagram 
2) had an in-depth conversation about their overall intention and principles in 

relation to the improvement of its fundamental work 
3) a series of posters or other written material representing this conversation 

 
It is advisable to set aside a special room where this material can be posted on the walls, 
especially the elements of the intention and the principles/standards, though preferably all 
the material. 
 
These values and principles may have been generated within a Totems, Taboos and 
Repetitive Interactions methodology or by some other method. 
 
In some cases, groups have found it beneficial to have the slides (if there were slides) or 
documents printed on A4 paper in color and then had these magnified to A2 or A1 size 
and put on the wall of this room 
 
The group continues to meet in this room to conduct its business and is reminded 
whenever it does so of the intentions and agreements formed at the planning session from 
whence they were derived. 
 
If it is impossible for the group to set aside a new room for this purpose then a room 
currently used for its meetings will be OK, but we strongly suggest it be “moved around” 
in some way, i.e. the furniture and artifacts altered. Remember every experience has a 
structure and if you want to change the experience one way is to change the structure of 
that experience.  
 
You do not want the team members reverting to old behavior patterns, and one way to 
ensure this is with the visual anchors of the material on the walls and the new physical 
arrangements. 
 
Meeting regularly with a purpose 
 
If you care for, nurture and nourish a new young seedling it will grow into a huge tree. If 
you leave it to nature’s elements, then whether or not it flourishes is often a matter of 
chance.  
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One of the best ways of nurturing and nourishing a team that has been through planning 
session is via regular meetings, but not simply meetings for their own sake.  
 
Note: Video conference meetings are absolutely not a substitute for face to face 
meetings. 
 
The frequency and duration of these meetings will vary from place to place and it is hard 
to be definitive about what works best, but I suspect that meetings more than 6 weeks 
apart are stretching the thread of possibility a little too much. 
 
On the other hand we have seen a number of groups engender significant frustration 
among their members by meeting regularly without either, 
 

1) a clear and universally well-understood agreement among the members that the 
meeting is simply and solely for their relational improvement, or 

2) a clear and strategic business outcome to their deliberations  
 
In the metaphor that became current in 1999, if we are going to make the boat go faster 
then  
 

1) either the crew meets to enhance the relationships among crew members and this 
is understood and agreed by all, and they are constantly reminded of this when 
they have their meetings, or 

2) the crew meets to continue its deliberations about the race they and their boat is in 
and their work in this regard, i.e. performance improvement 

 
 
Check-ins 
 
One of the most frustrating things for groups has been the inappropriate use of check- ins. 
Or should I say: their degeneration into a somewhat meaningless activity. Alternatively, 
in other cases, they have been vehicles for significant bonding, focus and orientation for 
teams that use them well. 
 
There is no doubt that regular check- ins at the start of a team session, at its close or when 
there is a significant event occurring or just occurred in the conversation can help a group 
a great deal.  
 
On the other hand, we have seen some very frustrated people who have reduced check-
ins to a ritualistic series of “I’m fine, I’m good, I’m well” statements that mean nothing 
and become the source of quiet aggravation. In a similar vein, one of the most 
meaningless forms of check- in is the statement: “I’m checked in” 
 
One of the most successful forms of check-in has been the review process developed by 
Dick Knowles in his time at the DuPont Belle plant. This seems to be consistently 
positive and useful methodology for groups to use. The main steps are as follows:- 
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1) The group meets in a room with its values and guidelines clearly posted on a wall 

somewhere. 
2) Each member of the group takes a moment in silence and answers the question 

“How have we played together as a team since we last met?”. S/he provides a 
ranking of 1 – 10, where 1 is about a dysfunctional as you can get, and 10 
represents an extremely high level of functionality. 

3) Each member then calls out his/her ranking and provides a statement (in quite 
specific terms) of why the ranking is at is. 

4) Other group members listen without comment, though may ask questions of 
clarification 

5) The rankings are collected, averaged and placed on a large graph on the wall that 
depicts the group’s ranking of its own performance through time, meeting by 
meeting. 

6) After this has been completed, the leader then asks the group what if anything 
they need to do (individually or collectively) to ensure that the next meeting’s 
overall ranking is equal to or higher than that for this meeting. 

 
To this process described above, another process may or may not be added or used 
separately. This involves each member of the group, in turn, 
 

1) saying how s/he is feeling, and 
2) something that is pre-occupying him/her in the non-company world, e.g. family 

 
If this element is added, it is important that the leader model the level and type of self-
disclosure required for the first few occasions. 
 
During the meeting, if something happens which is significant (either for good or 
otherwise) it is often helpful to do a check-in. There are two possibilities:- 
 

1) Go around and ask each person (in turn) to say how they are feeling [first 
position] 

2) Have the whole group get up and stand behind their chairs and then have each 
person say what they think just went on in the group [third position] 
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At the close of the meeting check- ins can be used to review the whole process and plan 
the next meeting:- 
 

1) Go around the group and have each person (in turn) say how they are feeling, or 
2) Have each person say what the meeting has meant to them, or 
3) Have each person say what they intend to do to make the next meeting even more 

effective 
 
Totems taboos and repetitive interactions 
 
The review and commitment process developed by Dick Knowles and outlined in the 
previous section is designed to have a group evaluate itself against those principles and 
standards it set for itself in the meeting. 
 
If there was time during that meeting for these principles to be transformed into more 
specific behavioral guidelines all the better. These behavioral guidelines should also be 
posted on the wall of the special meeting room, along with the other key elements of the 
Enneagram, and the regular start-of-meeting review process should be done against these 
behavioral guidelines. 
 
If there was not time to generate these behavioral guidelines, then it is highly 
recommended that the team leader take the group through a “Totems, Taboos and 
Repetitive Interactions” exercise that will generate these guidelines. It may also be that 
this exercise was started in the meeting but needs to be continued and extended further 
when the group returns to the workplace. 
 
This is a simple but powerful process and can be undertaken by most people with a little 
preparation. 
 
Tim Dalmau can provide you with a set of instructions for this process, or pointers to 
various web sites where it is stored.  
 
There is no substitute for work 
 
If we return to our boat metaphor for a moment, the crew that spends its time improving 
its relationships in the boat shed and never gets to actually get out on the water and sail 
the boat will soon become frustrated and disillusioned. The point of all work is to make 
to make the boat go faster, improve performance of the company at every level. 
 
It is highly likely that your team will have produced a set of elements under the headings 
 

1) Context, strategy and structure, and 
2) The work 
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In some workshops they will be called the big rocks 
 
These form the basis of the actual tasks to be done either by the team or other people on 
behalf of team members. 
 
The meetings of the group should concentrate (but not exclusively) on  
 

1) Making the strategies more concrete, i.e. fleshing them out 
2) Reviewing progress on specific strategies and the work behind them 
3) Creating additional strategies to further the intention component 

 
It will help significantly if the group has decided upon a specific task, process or strategy 
(or series of them) in which success (they believe) will be a significant sign of progress, 
of success and of a re-conceived world in which they are operating. In other words, if 
they make progress in these areas, with these processes, on these tasks (whatever they 
may be) it will be a sure sign that a new world is emerging. If the group can identify such 
tasks, process or strategies they should make progress on such things part of their regular 
review. 
 
In a few cases this whole process can also be facilitated significantly with an appropriate 
use of the “balanced scorecard” approach that is currently in so much favor throughout 
the world. However the key word here is “appropriate”. And before implementing a 
balanced scorecard for the work and strategy review section of their challenge, teams and 
leaders might find it useful to consult about the best use of such methodology consistent 
with the self-organizing systems frameworks they have been working within. Too often 
such methodology is used as another tool of management in a top-down command 
control manner which then subverts its fundamental intention and possible benefits. 
 
Regular strategic review and further development 
 
It is highly likely that during the workshop your team was presented with information 
which showed that even the very best designed program is unlikely to lead to more than a 
45% utilization rate of learnings and methodologies after 6 months. This utilization rate 
can be increased to over 85% if the original workshop meeting is complemented with on-
the-job coaching and the installation of on-the-job processes 
 
We have found the best use of this time occurs when the facilitators who led the planning 
session or the consultants are used on-site to conduct a formal strategic review and 
planning session with those involved in the group. Ideally these should occur quarterly. 
 
Such meetings also provide the opportunity for the development of additional skills and 
frameworks not covered in the original meeting. 
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Coaching 
 
There is no doubt that those teams with leaders or members who have set up a coaching 
relationship with the program consulting staff have gone much further in reaping a return 
on their investment. 
 
If the facilitator and/or site manager leader establishes such a relationship then s/he gets 
the conversations and reflections and resources to help them be focused on their key role 
in making the boat go faster. This coaching relationship can be as simple as regular email 
conversations set up for a predetermined frequency; they can be phone based; they can be 
face-to-face; or a combination of all three methods.  
 
Beyond the leader 
 
Leaders move on and so do groups. In order to maintain the momentum and work started 
in planning session or similar processes, there are a set of similar procedures which can 
be specifically tailored to such situations. If this comes up as an issues, we suggest you 
consider getting in touch with Tim Dalmau for access to these resources and ideas. 
 
Further help 
 
If you want further clarification or help with any of the matters covered in this resource 
document please contact Tim Dalmau on  

Tel: 61-41-997-1777 or  
Email: tim@dalmau.com 


