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PREFACE	  
Looking	  back,	  I	  probably	  started	  working	  on	  this	  book	  in	  my	  earliest	  formative	  years.	  My	  
actual	  journey	  into	  the	  world	  of	  work	  probably	  started	  when	  I	  was	  5	  or	  6	  years	  old	  working	  
for	  my	  Dad	  in	  his	  retail	  toy	  business.	  All	  of	  the	  family	  worked	  in	  the	  business,	  and	  my	  three	  
brothers	  and	  I	  all	  worked	  with	  Dad	  starting	  at	  very	  young	  ages.	  In	  my	  family,	  we	  
experienced	  a	  very	  strong	  work	  ethic	  as	  well	  as	  a	  set	  of	  values	  in	  which	  you	  always	  did	  
right	  by	  your	  employees	  and	  your	  customers.	  In	  fact,	  all	  of	  our	  family	  always	  felt	  we	  needed	  
to	  work	  harder	  than	  any	  of	  the	  other	  employees.	  You	  didn’t	  want	  people	  to	  see	  that	  you	  got	  
special	  privileges.	  	  

The	  same	  was	  true	  of	  my	  maternal	  grandparents.	  They	  also	  worked	  in	  their	  own	  business.	  
My	  grandfather	  was	  a	  big	  time	  clothing	  buyer	  for	  a	  large	  department	  store	  chain	  on	  the	  
east	  coast	  before	  WWII.	  After	  the	  war,	  he	  and	  my	  grandmother	  moved	  to	  California	  to	  be	  
close	  to	  my	  Mom	  and	  Dad.	  He	  opened	  a	  clothing	  business	  in	  which	  he	  would	  buy	  out	  
bankrupt	  children’s	  clothing	  businesses	  for	  10	  cents	  on	  the	  dollar	  and	  then	  resell	  the	  
merchandise	  at	  20	  cents	  on	  the	  dollar.	  The	  wonderful	  thing	  however,	  is	  that	  nobody	  every	  
left	  his	  store	  without	  clothes	  for	  their	  children,	  whether	  they	  could	  pay	  for	  them	  or	  not.	  

So	  you	  can	  see	  that	  I	  grew	  up	  in	  a	  family	  with	  a	  strong	  work	  ethic	  and	  strong	  sense	  of	  
contributing	  to	  others.	  In	  fact,	  in	  my	  earlier	  life	  my	  strongest	  value	  was	  about	  making	  a	  
contribution.	  I	  wanted	  to	  make	  a	  big	  difference	  in	  the	  world,	  especially	  in	  the	  area	  of	  the	  
environment.	  More	  on	  that	  later.	  

After	  graduating	  with	  BS	  and	  MS	  degrees,	  I	  took	  my	  first	  professional	  position	  	  working	  
with	  Los	  Angeles	  County	  in	  the	  Occupational	  Health	  	  Division	  which	  was	  part	  of	  the	  
Department	  of	  Personnel.	  	  

I	  didn’t	  last	  long	  in	  the	  position	  and	  I	  was	  basically	  asked	  to	  leave.	  I	  was	  appalled	  at	  the	  	  
level	  of	  complacency	  and	  the	  status	  quo	  mentality.	  People	  could	  basically	  do	  nothing	  and	  
receive	  a	  paycheck	  as	  long	  as	  they	  filled	  out	  the	  various	  forms	  properly.	  Like	  any	  new	  wide-‐
eyed	  graduate,	  I	  blamed	  my	  boss,	  his	  boss	  and	  other	  lazy	  employees.	  I	  didn’t	  know	  anything	  
about	  culture,	  systems	  and	  organizational	  patterns	  at	  that	  time.	  	  

The	  straw	  that	  broke	  the	  proverbial	  camel’s	  back	  came	  when	  my	  colleague	  and	  I	  submitted	  
a	  report	  about	  a	  very	  significant	  employee	  exposure	  to	  a	  toxic	  agent	  in	  the	  workplace.	  We	  
thought	  we	  were	  the	  “knights	  in	  shining	  armor”	  until	  our	  report	  was	  blocked	  from	  release	  
because	  of	  potential	  legal	  and	  political	  implications.	  Being	  motivated	  by	  a	  deep	  value	  of	  
“doing	  the	  right	  thing”,	  we	  anonymously	  released	  the	  report	  to	  the	  newspaper	  –	  after	  all,	  
peoples’	  lives	  were	  at	  stake.	  	  	  

At	  the	  same	  time	  our	  division	  was	  being	  audited	  for	  other	  irregularities.	  I	  was	  interviewed	  
and	  assured	  that	  the	  interview	  was	  in	  complete	  confidence.	  So	  naturally,	  I	  spilled	  my	  guts.	  
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Within	  two	  weeks	  time,	  I	  was	  called	  into	  Division	  Manager’s	  office	  and	  told	  to	  shape	  up	  or	  
ship	  out.	  I	  could	  have	  a	  long	  career	  here,	  but	  I	  needed	  to	  learn	  how	  to	  play	  by	  the	  rules.	  	  

So,	  that	  night	  I	  decided	  it	  was	  time	  for	  a	  career	  move.	  I	  had	  been	  doing	  a	  bit	  of	  part	  time	  
teaching	  at	  California	  State	  University,	  Northridge	  and	  my	  mentor	  teacher,	  Dr.	  Dennis	  Kelly,	  
offered	  me	  a	  full	  time	  position.	  I	  never	  worked	  so	  hard	  getting	  ready	  for	  4	  different	  classes.	  
It	  was	  a	  great	  experience.	  	  

I	  was	  lured	  away	  from	  this	  position	  by	  an	  entrepreneurial	  opportunity	  that	  caused	  my	  wife	  
and	  I	  to	  move	  to	  Fresno.	  To	  supplement	  the	  venture	  I	  took	  a	  position	  at	  Cal	  State	  Fresno	  
teaching	  Environmental	  and	  Occupation	  Health.	  Again	  I	  experienced	  another	  bureaucracy	  
and	  I	  quickly	  realized	  that	  I	  wanted	  to	  do	  more	  than	  teach	  in	  a	  university	  setting	  the	  rest	  of	  
my	  life.	  	  

That	  is	  when	  I	  went	  on	  my	  own	  journey	  as	  a	  consultant.	  I	  didn’t	  know	  it	  at	  the	  time,	  I	  just	  
knew	  that	  I	  wanted	  to	  accomplish	  more	  than	  teaching	  Occupational	  Health	  at	  California	  
State	  University,	  Fresno.	  Some	  of	  the	  graduate	  students	  in	  the	  program	  asked	  me	  to	  do	  
some	  technical	  consulting	  with	  their	  organizations.	  	  

I	  ended	  up	  becoming	  Armstrong	  Rubber	  Company’s	  consulting	  Industrial	  Hygienist	  and	  I	  
traveled	  around	  the	  country	  looking	  after	  the	  health	  of	  their	  employee	  work	  force.	  I	  loved	  
the	  work	  but	  was	  shaken	  to	  my	  core	  after	  one	  meeting	  I	  had	  with	  their	  Board.	  The	  rubber	  
industry	  was	  infamous	  for	  toxic	  exposure	  to	  a	  variety	  of	  substances.	  I	  was	  asked	  to	  give	  an	  
assessment	  of	  employee	  exposure	  and	  risks.	  I	  did	  my	  homework	  and	  my	  report	  was	  
greeted	  by	  the	  statement,	  “Are	  we	  breaking	  any	  laws?”	  I	  explained	  that	  new	  laws	  for	  many	  
of	  these	  exposures	  were	  imminent.	  Their	  response	  was,	  “Then	  we	  don’t	  need	  to	  do	  
anything	  until	  the	  law	  changes.”	  Once	  again	  I	  found	  myself	  confronted	  by	  a	  violation	  of	  my	  
deep	  values	  –	  was	  this	  “doing	  the	  right	  thing	  for	  people?”	  On	  a	  plane	  flight	  home	  from	  
Connecticut	  to	  San	  Francisco	  I	  decided	  to	  become	  a	  management	  consultant.	  Maybe	  in	  this	  
way	  I	  could	  influence	  organizations	  to	  do	  the	  right	  thing	  by	  their	  employees.	  So,	  the	  rest	  of	  
the	  story….	  

INTRODUCTION	  
Why	  This	  Book:	  

Over	  my	  long	  journey	  I	  have	  hopefully	  learned	  many	  things	  that	  may	  be	  of	  value	  to	  you	  in	  
your	  journey	  as	  a	  leader,	  consultant,	  coach	  or	  facilitator.	  One	  of	  the	  things	  that	  has	  
completely	  captivated	  me	  is	  the	  “paradox	  of	  dysfunction”.	  	  

I	  can’t	  believe	  that	  people	  wake	  up	  in	  the	  morning	  and	  go	  to	  work	  wanting	  to	  contribute	  as	  
little	  as	  possible,	  to	  be	  difficult	  to	  work	  with,	  to	  be	  complacent,	  and	  to	  block	  progress,	  
creativity	  and	  innovation.	  On	  the	  contrary,	  my	  experiences	  have	  been	  just	  the	  opposite.	  
People	  talk	  about	  other	  people	  in	  these	  ways	  but	  they	  never	  personally	  identify	  with	  these	  
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traits	  and	  behaviors.	  They	  describe	  reasons	  about	  why	  they	  may	  have	  finally	  resorted	  to	  
these	  behaviors	  and	  describe	  a	  deeper	  passion	  about	  making	  a	  difference.	  

Simply	  put,	  this	  book	  is	  about	  a	  philosophy,	  an	  approach	  and	  a	  set	  of	  practices	  and	  
processes	  that	  can	  surface	  and	  break	  such	  patterns.	  In	  terms	  of	  peoples’	  wellbeing,	  I	  believe	  
that	  we	  owe	  this	  to	  each	  other.	  

The	  impetus	  of	  this	  book	  comes	  from	  my	  dear	  friend	  Michael	  Grinder.	  	  Michael	  is	  one	  of	  the	  
true	  mentors	  in	  my	  life	  and	  a	  dear,	  dear	  friend.	  For	  years	  Michael	  both	  pushed	  me	  to	  write	  
as	  well	  as	  pushed	  me	  to	  make	  distinctions	  around	  group	  management	  and	  facilitation.	  Out	  
of	  that	  prodding	  we	  decided	  to	  do	  a	  training	  program	  that	  we	  now call,	  “From Cat Herding 
to Leadership”.	  In	  preparing	  for	  this	  training	  program	  I	  decided	  to	  write	  this	  book.	  

In	  my	  journey	  you	  can	  see	  that	  a	  repetitive	  pattern	  revolves	  around	  a	  core	  of	  doing	  the	  
right	  thing	  for	  other	  people.	  This	  shows	  up	  in	  my	  work,	  in	  my	  personal	  life,	  community	  life	  
and	  spiritual	  practice.	  In	  my	  life	  now,	  my	  strong	  desire	  to	  make	  a	  contribution	  has	  shifted	  
from	  making	  an	  external	  difference	  in	  the	  world	  –	  solving	  the	  world’s	  environmental	  
dilemmas	  –	  to	  making	  personal	  contributions	  to	  others	  and	  my	  own	  internal	  world.	  

About	  This	  Book:	  

The title of this book comes from the frequent refrain that running meetings is like "trying 
to herd cats." Our experience is that through powerful facilitative leadership, a group 
moves along a journey from dysfunction to becoming a high functioning team.

I	  am	  going	  to	  provide	  some	  tips	  on	  how	  to	  use	  the	  book.	  This	  book	  is	  simple.	  If	  you	  are	  the	  
thinking	  type	  –	  in	  preparing	  for	  a	  journey	  you	  like	  to	  do	  extensive	  research	  on	  all	  the	  
options	  and	  want	  to	  get	  the	  “lay	  of	  the	  land”,	  read	  Part	  1	  –	  Models	  and	  Frameworks.	  	  
Have	  a	  good	  think,	  read	  it	  again,	  compare	  it	  to	  what	  you	  already	  believe,	  and	  then	  if	  it	   is	  a	   
fit,	  continue	  to	  Part	  2.	  	  

If	  you	  are	  the	  doing	  type,	  you	  like	  spontaneous	  adventures	  and	  believe	  in	  the	  “learn	  by	  
doing	  mode”,	  go	  to	  Part	  2	  –	  Treatment	  Protocols.	  Do	  a	  quick	  assessment	  of	  your	  situation,	  
pick	  a	  treatment	  protocol,	  get	  into	  a	  little	  trouble,	  learn	  some	  great	  lessons	  and	  then	  go	  back	  
and	  read	  Part	  One	  for	  some	  over	  all	  guidance.	  

If	  you	  are	  balance	  between	  the	  thinking	  and	  doing	  and	  you	  like	  to	  do	  some	  preparation	  
before	  taking	  a	  journey,	  the	  book	  has	  been	  laid	  out	  in	  a	  logical	  sequence	  for	  you.	  Learn	  the	  
frameworks,	  get	  yourself	  and	  your	  team	  ready	  for	  the	  work,	  identify	  the	  true	  nature	  of	  the	  
issues	  you	  are	  confronting	  and	  then	  select	  the	  right	  strategies	  to	  move	  forward.	  	  

I	  also	  love	  stories.	  I	  believe	  that	  stories	  make	  things	  come	  alive.	  I	  also	  realize	  that	  not	  
everyone	  enjoys	  or	  learns	  through	  stories.	  For	  this	  reason,	  I	  am	  going	  to	  put	  my	  stories	  in	  
italics	  and	  indent	  them	  so	  you	  can	  easily	  chose	  to	  read	  them	  or	  skip	  them.	  	  
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PART	  1	  

MODELS	  AND	  
FRAMEWORKS	  

CHAPTER	  1:	  The	  Impact	  of	  Culture	  on	  Group	  
Effectiveness	  

CHAPTER	  2:	  Leadership	  Map	  of	  Effectiveness	  
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CHAPTER	  1	  
The	  Impact	  of	  Culture	  on	  Group	  Effectiveness	  

My	  professional	  journey	  was	  one	  of	  	  “Learn	  By	  Doing	  ”	  described	  in	  the	  previous	  section.	  
After	  dropping	  my	  career	  as	  a	  consulting	  Industrial	  Hygienist,	  I	  became	  a	  management	  
consultant	  purely	  through	  a	  personal	  decision.	  Initially	  no	  training,	  just	  seat	  of	  the	  pants	  
experimentation.	  My	  initial	  role	  was	  primarily	  as	  a	  facilitator.	  I	  was	  blessed	  in	  meeting	  and	  
partnering	  with	  a	  wonderful	  mentor,	  Marshall	  Rogers.	  He	  introduced	  me	  to	  clients,	  some	  
key	  frameworks,	  encouraged	  me	  to	  get	  training	  in	  various	  disciplines	  and	  was	  a	  wonderful	  
colleague	  and	  friend.	  This	  began	  my	  journey	  from	  facilitator	  to	  a	  beginning	  management	  
consultant.	  	  

In	  1995	  I	  met	  the	  most	  significant	  mentor	  in	  my	  life,	  Tim	  Dalmau.	  Working	  with	  
Tim	  since	  that	  time	  with	  all	  types	  of	  clients,	  cultures	  and	  geographies	  has	  
completely	  transformed	  my	  practice	  from	  one	  solely	  based	  on	  experimentation	  to	  
a	  more	  balanced	  approach	  of	  thinking	  and	  doing.	  Tim	  introduced	  me	  to	  several	  of	  
the	  core	  frameworks	  presented	  in	  this	  book.	  Like	  Michael	  Grinder,	  Tim	  is	  a	  dear	  
friend	  and	  wonderful	  ongoing	  colleague.	  We	  have	  collaborated	  on	  many	  projects,	  articles	  
and	  our	  book, 	  Diagnosis:	  From	  Theory	  to	  Practice.	  

Tim	  has	  provided	  the	  macro	  perspective,	  while	  Michael	  Grinder	  has	  shaped	  my	  
thinking	  and	  approach	  at	  the	  micro	  level.	  

The	  thing	  I	  didn’t	  understand	  in	  my	  early	  experiences	  with	  Los	  Angeles	  County	  
and	  in	  teaching	  at	  two	  universities,	  was	  about	  the	  importance	  of	  organizational	  
culture	  and	  all	  the	  many	  factors	  and	  variables	  that	  shape	  culture.	  I	  just	  responded	  
to	  the	  outward	  expressions	  of	  the	  culture	  –	  lack	  of	  accountability,	  a	  sense	  of	  pride	  
in	  doing	  a	  good	  job,	  going	  beyond	  the	  minimal	  expectations,	  even	  just	  showing	  up	  
to	  work.	  

Culture	  is	  the	  result	  and	  expression	  of	  long-‐term	  organizational	  patterns	  
perspectives	  and	  paradigms.	  One	  thing	  that	  I	  have	  learned	  is	  that	  it	  is	  possible	  to	  
shape	  in	  broad	  terms	  or	  to	  influence	  organizational	  culture	  but	  not	  to	  engineer	  it.	  
In	  many	  ways	  the	  majority	  of	  what	  shows	  up	  as	  dysfunctional	  behavior	  has	  its	  
roots	  in	  the	  varied	  responses	  that	  people	  and	  teams	  have	  to	  the	  culture	  and	  
structure	  of	  their	  organization.	  	  

One of the most telling stories about how culture shapes behavior in 
an organization is my brief work with a federally funded children’s 
program. I was called in to shift the mode of operation 
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from a heavy-handed, top down, punitive program to one where employees 
feel valued and empowered in their work. Employee interviews revealed that 
if you step out of line in the organization you “will get your head chopped off”. 
As a consequence, nobody contributes or shares in staff meetings, the 
turnover rate is high and their best people in leadership tend to leave after a 
couple of years. People blamed leadership, and the top leader in particular. 

In understanding this system more deeply, it was amazing to find that the 
entire system operates off of one compelling belief and mindset – compliance. 
This starts at the compliance orientation and demands from the federal 
government and permeates every decision, organizational structure, 
leadership style, communication mechanisms and protocols, and how every 
employee views and understands their day-to-day roles. It was a fear-based 
system driven by the incessant federal mandates, audits and directives. 
Without understanding these dynamics and shifting these dynamics, no 
“treatment protocol” will work for any period of time. 

As	  such,	  before	  selecting	  a	  particular	  “treatment	  protocol”	  to	  address	  some	  
perceived	  team	  dynamic,	  it	  is	  important	  to	  understand	  the	  larger	  context	  that	  is	  
expressing	  itself	  in	  the	  various	  signs	  and	  symptoms	  that	  we	  might	  say	  are	  
dysfunctional	  or	  less	  than	  optimal.	  

One	  of	  the	  best	  frameworks	  to	  understand	  the	  whole	  context	  and	  culture	  of	  an	  
organization	  is	  the	  Six	  Circle	  Model.	  It	  is also	  known	  as Above	  and	  Below	  the	  
Green	  Line,	  or	  in	  shorthand,	  Below	  the	  Green	  Line.	  
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Figure	  1.1	  

What	  is	  Below	  the	  Green Line?	  
Below	  the	  Green	  Line	  is	  much,	  much	  more	  than	  a	  model	  or	  theory	  –	  it	  is	  a	  way	  of	  being	  as	  a	  
leader, a team and an	  entire organization.	  	  

Before	  jumping	  into	  my	  evolving	  understanding	  of	  “below	  the	  green	  line”	  lets	  first	  explore	  
what	  is	  generally	  meant	  by	  “Below	  the	  Green	  Line”	  or	  the	  6	  Circle	  Model.	  The	  model	  comes	  
out	  of	  the	  initial	  work	  by	  Margaret	  Wheatley	  and	  then	  significantly	  evolved	  through	  the	  
work	  of	  Tim	  Dalmau,	  Richard	  Knowles,	  myself	  and	  many,	  many	  others.	  

When	  Wheatley	  (1992)  	  observed	  change	  processes	  within	  organizations	  she	  realized	  that	   
most	  organizations	  approached	  change	  by	  addressing	  issues	  in	  one	  or	  more	  of	  the	  top	  three	  
circles	  –	  structure,	  process	  and	  pattern.	  The	  “hallucination”	  was	  that	  if	  you	  changed	  the	  
structure	  of	  the	  organization	  –	  assigned	  people	  to	  have	  the	  primary	  responsibility	  for	  a	  key	  
initiative	  –	  the	  organization	  would	  then	  positively	  respond	  to	  the	  change.	  Additionally,	  the	  
thinking	  was	  that	  if	  you	  designed	  explicit	  processes	  that	  detailed	  every	  step	  of	  a	  change	  
process,	  people	  would	  willingly	  respond	  and	  create	  the	  desired	  change.	  Or,	  if	  the	  
organization	  developed	  a	  detailed	  longterm	  strategic	  plan	  that	  itemized	  every	  goal,	   
objective	  and	  action	  the	  desired	  change	  would	  occur.	  Even	  though	  organizations	  were	  
changing	  structures,	  processes	  and	  plans,	  positive	  change	  was	  not	  happening	  often	  enough.	  
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Simply	  put,	  the	  genesis	  of	  the	  original	  model	  was	  an	  attempt	  to	  describe	  the	  nature	  of	  work	  
or	  the	  components	  of	  work	  involved	  in	  creating	  successful	  change	  in	  organizations	  that	  
sticks	  	  (sustainable).	  	  As	  originally	  described,	  the	  six	  areas	  of	  focus	  include	  three	  areas	  that	  
are	  part	  of	  the	  system	  infrastructure	  and	  three	  areas	  that	  have	  more	  to	  do	  with	  the	  human	  
infrastructure.	  These	  latter	  three	  areas	  can	  loosely	  be	  talked	  about	  as	  culture.	  	  

Top	  3	  areas	  Above	  the	  Green	  Line	  
The	  top	  areas	  are	  Structure,	  Process	  (operations)	  and	  Patterns	  (strategy).	  Simply	  put,	  
Above	  the	  Green	  Line	  has	  more	  to	  do	  with	  “doing”	  and	  with	  rational	  outcomes	  and	  goals.	  

• Structure	  describes	  the	  ways	  in	  which	  a	  system	  organizes	  itself	  to	  conduct	  business.
• Operations	  describe	  the	  standard	  business	  processes	  that	  are	  used	  to	  build

consistency	  and	  efficiency.
• Pattern	  describes	  the	  systematic	  ways	  in	  which	  a	  system	  focuses	  its	  key	  strategies	  to

accomplish	  its	  mission	  and	  goals.

These	  three	  areas	  are	  absolutely	  essential	  but	  not	  sufficient	  to	  bring	  about	  and	  sustain	  
change.	  Unfortunately	  many	  leaders	  believe	  and	  operate	  as	  if	  these	  are	  the	  only	  
components	  of	  work	  to	  bring	  about	  and	  support	  organizations	  and	  change	  efforts.	  

Below	  the	  Green	  Line	  
In	  studying	  successful	  change	  initiatives,	  Wheatley	  and	  others	  observed	  that	  different	  
processes	  were	  occurring	  underneath	  the	  top	  three	  circles	  that	  were	  critical	  to	  
organizational	  success.	  These	  critical	  areas	  of	  focus	  had	  to	  do	  with	  information,	  
relationship	  and	  identity.	  

In	  this	  model,	  information	  is	  about	  creating	  access	  to	  information	  that	  is	  important,	  rather	  
than	  providing	  the	  information	  itself.	  When	  people	  can	  access	  the	  information	  they	  need	  
and	  the	  system	  creates	  processes	  between	  people	  where	  information	  is	  open	  and	  honest,	  
significant	  change	  can	  happen.	  Access	  to	  information	  greatly	  minimizes	  the	  negative	  
rumors	  that	  occur	  inside	  organizations	  and	  systems.	  

Information	  is	  like	  oxygen	  –	  when	  people	  don’t	  have	  enough	  they	  fall	  asleep,	  panic,	  shut	  
down and hallucinate.	  When	  information	  is	  abundant,	  rumors	  decrease,	  people	  focus	  on	  
what	  is	  important,	  have	  greater	  security	  in	  knowing	  what	  is	  actually	  going	  on	  in	  the	  
organization,	  and	  get	  more	  creative	  in	  their	  ideas,	  strategies	  and	  solutions.	  	  

Relationship	  is	  the	  second	  critical	  area	  of	  focus	  in	  “below	  the	  green	  line.”	  People	  need	  to	  
have	  open	  relationships	  with	  the	  people	  they	  work	  with;	  trusted	  relationships	  lead	  to	  
commitment	  and	  powerful	  results.	  Relationship	  not	  only	  occurs	  between	  people,	  but	  
between	  programs,	  departments	  and	  organizations	  (connections) .	  So,	  relationships	  are	  as	  
important	  in	  terms	  of	  connecting	  the	  work	  of	  the	  system,	  as	  they	  are	  in	  connecting	  people	  
to	  people.	  	  

The	  third	  interconnected	  area	  is	  identity.	  Human	  beings	  are	  meaning seekers.	  Our	  actions	  
are	  completely	  driven	  by	  our	  own	  set	  of	  values,	  beliefs	  and	  sense	  of	  identity.	  Therefore,	  
finding	  meaning	  and	  value	  in	  work	  motivates	  people	  to	  work	  together	  in	  organizations.
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In	  looking	  at	  values,	  it	  is	  important	  to	  understand	  the	  difference	  between	  espoused	  values	  
and	  the	  values	  in	  use	  –	  what	  people	  say	  versus	  how	  they	  actually	  behave	  and	  operate.	  In	  
the	  story	  on page 5,	  leaders	  proclaimed	  their	  value	  in	  employee	  involvement	  and	   
ownership,	  but	  their	  actions	  were	  completely	  contrary	  to	  these	  stated	  beliefs.	  Any	  time	  key	  
decisions	  or	  action	  were	  made,	  they	  were	  through	  the	  lens	  of	  compliance.	  	  

Organizations	  that	  provide	  abundant	  opportunities	  for	  people	  to	  find	  meaning	  around	  their	  
individual	  and	  collective	  work	  demonstrate	  significantly	  improved	  results.	  	  

In	  the	  Six	  Circle	  Model,	  all	  six	  circles	  are	  important	  to	  creating	  organizational	  success.	  In	  
the	  past,	  the	  greatest	  amount	  of	  explicit	  attention	  has	  been	  focused	  on	  the	  top	  three	  circles,	  
structure,	  pattern,	  and	  process.	  Working	  within	  a	  whole	  systems	  framework	  allows	  us	  to	  
see	  the	  critical	  and	  interdependent	  impact	  of	  people	  as	  reflected	  by	  the	  bottom	  three	  
circles.	  When	  people	  first	  learn	  about	  the	  difference	  between	  the	  “above	  and	  below	  the	  
green	  line”	  domains,	  they	  mistakenly	  believe	  that	  they	  must	  go	  back	  and	  work	  only	  on	  
“below	  the	  green	  line	  issues”,	  such	  as	  trust.	  	  

The	  relationship	  of	  the	  six	  circles	  as	  a	  whole	  system	  
Just	  as	  the	  top	  circles	  are	  essential	  but	  not	  sufficient,	  the	  bottom	  three	  circles	  can’t	  stand	  by	  
themselves	  in	  a	  healthy	  system.	  A	  system	  focused	  solely	  on	  the	  bottom	  three	  circles	  would	  
be	  like	  a	  social	  club	  or	  a	  book	  group	  where	  the	  only	  purpose	  is	  sharing	  time	  together	  
around	  a	  common	  purpose.	  

“Below	  the	  green	  line”	  always	  exists	  in	  a	  team	  or	  organization.	  The	  question	  is	  not	  about	  
forming	  “below	  the	  green	  line”,	  but	  shaping	  the	  below	  the	  green	  line	  to	  be	  most	  conducive	  
and	  effective	  to	  realize	  the	  organization’s	  mission	  and	  vision.	  	  	  

The	  key	  is	  that	  we	  must	  learn	  to	  work	  both	  “above	  and	  below	  the	  green	  line”	  
simultaneously.	  Generally we don’t	  have	  time	  to	  work	  solely on	  “below	  green	  line	  issues”	  in	  
order	  to	  be	  more	  effective	  at	  “above	  the	  green	  line”	  work.	  In	  fact,	  “below	  the	  green	  line”	  
work	  is	  most	  authentic	  when	  practiced	  and	  demonstrated	  in	  how	  we	  do	  the	  actual	  work.	  	  

Deeper	  Below	  the	  Green	  Line	  

If	  we	  were	  to	  talk	  about	  the	  intersection	  of	  information,	  relationships	  and	  identity,	  we	  then	  
would	  surface	  mindsets,	  perspectives	  and	  unconscious	  assumptions	  that	  significantly	  
impact	  the	  interactions	  between	  people	  and	  within	  teams.	  These	  perspectives,	  in	  some	  
ways,	  are	  deeper	  than	  “below	  the	  green	  line”.	  They	  both	  positively	  and	  negatively	  inform	  
the	  culture	  of	  organizations.	  They	  almost	  always	  go	  unexplored,	  unquestioned	  and	  
unchallenged.	  

A	  wonderful	  exploration	  or	  map	  of	  this	  dimension	  has	  been	  created	  by	  Steve	  Zaffron	  and	  
David	  Logan	  in	  their	  book,	  The	  Three	  Laws	  of	  Performance:	  Rewriting	  the	  Future	  of	  Your	  
Organization	  and	  your	  Life.	  They	  cite	  the	  work	  of	  Vincent	  Pellettiere	  that	  demonstrated:	  
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“73%	  of	  change	  efforts	  fail,	  and	  70%	  of	  new	  strategies	  fall	  short	  of	  expectations.”	  

This	  is	  an	  amazing	  conundrum	  given	  all	  of	  the	  effort	  and	  resources	  that	  leaders,	  consultants	  
and	  employees	  invest	  into	  a	  never ending	  stream	  of	  change	  initiatives.	  Zaffron	  and	   Logan’s	  
premise	  is	  that	  it	  is	  how	  situations	  “occur”	  to	  people	  formulates	  their	  actions,	  reactions	  and	  
their	  performance.	  	  In	  this	  work	  they	  framed	  their	  approach	  as	  the	  3	  Laws	  of	  Performance.	  

Three	  Laws	  of	  Performance	  

1. How	  people	  perform	  correlates	  to	  how	  situations	  occur	  to
them.

2. How	  a	  situation	  occurs	  arises	  in	  language.

3. Future-‐based	  language	  transforms	  how	  situations	  occur	  to
people.

To	  quote	  Zaffron	  and	  Logan:	  

“Each	  person	  assumes	  that	  they	  way	  things	  occur	  for	  him	  or	  her	  is	  
how	  they	  are	  occurring	  for	  another.	  But	  situations	  occur	  differently	  
for	  each	  person.	  Not	  realizing	  this	  can	  make	  another’s	  actions	  seem	  
out	  of	  place.”	  

We then place inaccurate and frequently negative meaning on others' behavior. This is 
most often in ways that continually confirm our prior beliefs, perspectives and 
assumptions. This	  fundamental	  assumption	  and	  perspective	  creates	  a	  repetitive	  pattern	  of	  
behavior	  that	  creates	  what	  they	  call	  a	  “default	  future”.	  	  

Even	  though	  we	  hope	  and	  plan	  for	  desired	  futures,	  our	  subconscious	  perspectives,	  filters	  
and	  values	  continue	  to	  move	  us	  toward	  a	  preordained	  future	  –	  a	  self-fulfilling	  prophesy.	  

“The	  future	  is	  already	  written	  because,	  as	  the	  First	  Law	  says,	  people’s	  performance	  will	  
always	  correlate	  with	  how	  situations	  occur	  to	  them.	  Until	  this	  occurring	  shifts,	  the	  future	  
is	  established	  and	  people’s	  actions	  are	  on	  a	  direct	  path	  to	  making	  that	  future	  come	  about.”	  

The	  Second	  Law	  is	  completely	  embedded	  in	  our	  work	  around	  observation	  skills	  and	  group	  
dynamics.	  In	  the	  second	  law,	  language	  includes	  not	  only	  spoken	  and	  written	  
communication,	  but	  also	  body	  language,	  facial	  expressions,	  tone	  of	  voice,	  pictures,	  
drawings,	  music,	  how	  people	  dress	  and	  any	  other	  actions	  that	  have	  symbolic	  intent.	  

So the meaning we make arises out of what is spoken, written and body language. Rarely 
do we question ourselves about whether our assumptions or conclusions are accurate.
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This process results in how situations occur to us and then directly impacts our 
performance in situations with individuals, teams and the organization as a whole. 

The third law addresses one of the ways to positively shift how situations occur.  By 
using future-based language, imagery and positive modeling, performance will now 
align toward positive, pattern-breaking behaviors and actions. To quote the authors:

"Future-based language is generative in its ability to invent what didn't previously 
exist."

 In Chapter 5 (Approach 2) we will explore the Process Enneagram and the Strategic 
Inquiry Enneagrams. One of the most significant characteristics of these frameworks is 
that they utilize a future-based language approach.

About 5 years ago I was asked to work with the lowest performing school site at a 
very high performing school district. Many things had been tried to boost 
performance - additional resources, training programs, social incentives, etc. 

When I came in to work with their top team of teacher leaders together we surfaced 
their stories and quickly learned that the site went through an alternative 
governance process. They all experienced the process as highly punitive – to the point 
of putting bells on their doors so that people couldn’t “sneak” into their rooms 
unannounced. 

One of the most highly offended teachers was just two years on the staff. When I 
asked the assembled team about when the alternative governance process would end, 
they all chimed in and said that it had ended 5 years ago! It quickly became clear 
that they had all been passing on the stories and myths repeatedly such that it 
completely impacted their performance through to the present time. Until we were 
able to surface the embarrassing pattern, nothing would change. This short 
conversation got them off to a new start together.
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CHAPTER	  2	  
LEADERSHIP	  MAP	  OF	  EFFECTIVENESS	  

In	  my	  training	  programs	  I	  am	  frequently	  asked	  about	  how	  to	  deal	  with	  dysfunctional	  
behaviors	  and	  group	  dynamics.	  The	  following	  is	  a	  short	  list	  of	  the	  most	  common	  dynamics	  I	  
get	  asked	  about.	  They	  are	  normally	  presented	  to	  me	  as,	  “How	  do	  I	  deal	  with…….	  

1. no	  participation	  in	  a	  team?
2. people	  are	  complacent	  with	  the	  status	  quo?
3. frustration	  with	  one	  or	  more	  people	  in	  a	  group	  by	  the	  majority	  of	  the	  group?
4. a	  leader	  who	  is	  the	  problem?
5. a	  team	  resistant	  to	  new	  strategies	  and	  approaches?
6. lack	  of	  motivation	  in	  a	  team	  to	  try	  new	  strategies?
7. long	  negative	  history	  that	  gets	  in	  the	  way	  of	  doing	  business?
8. a	  team	  that	  is	  not	  capable	  of	  the	  task	  before	  them?
9. strongly	  held	  positions	  by	  individuals	  or	  cliques?
10. members	  of	  a	  team	  who	  aren’t	  pulling	  their	  weight?
11. people	  who	  believe	  that	  solutions	  are	  outside	  their	  control?

As	  you	  can	  see	  from	  this	  list,	  some	  of	  these	  dynamics	  have	  to	  deal	  with	  an	  individual,	  some	  
are	  about	  whole	  team	  dynamics	  and	  some	  have	  their	  roots	  in	  the	  culture	  of	  the	  broader	  
organization.	  Many	  people	  experience	  working	  with	  groups	  akin	  to	  herding	  cats.	  In	  an	  
attempt	  to	  have	  a	  systematic	  approach	  to	  understanding	  and	  then	  responding	  to	  these	  
concerns,	  Michael	  Grinder	  and	  I	  developed	  the	  Leadership	  Map	  of	  Effectiveness	  framework.	  

The	  Leadership	  Map	  of	  Effectiveness	  addresses	  the	  science	  component	  of	  the	  work.	  The	  art	  
involves	  experience,	  intuition,	  gut	  feelings	  and	  judgment	  calls	  associated	  with	  each	  unique	  
situation.	  

The	  map	  lays	  out	  4	  areas	  of	  assessment	  that	  will	  enable	  leaders	  to	  select	  an	  effective	  
approach	  to	  increase	  the	  level	  of	  functionality	  and	  effectiveness	  of	  their	  team.	  

1. Functionality	  of	  the	  Group
2. Management,	  Intervention	  and	  Facilitation	  to	  Increase	  Functionality
3. Complexity	  of	  the	  Issue
4. Facilitation	  Processes	  Matched	  to	  Functionality	  and	  Complexity
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Figure	  2.1	  

The	  Four	  Areas	  of	  Assessment	  

Assessment	  1:	  Functionality	  of	  the	  Group	  
The	  generally	  accepted	  thinking	  is	  that	  teams	  are	  more	  functional	  than	  groups.	  In	  this	  book	  
I	  talk	  about	  groups,	  not	  to	  infer	  a	  level	  of	  functionality,	  but	  a	  level	  of	  interactivity.	  A	  team	  
may	  be	  composed	  of	  two	  people,	  whereas	  a	  group	  is	  always	  three	  people	  or	  more.	  The	  
emphasis	  here	  is	  that	  the	  dynamics	  that	  take	  place	  with	  three	  or	  more	  people	  is	  more	  
challenging	  than	  with	  two	  people.	  In	  the	  case	  of	  teams	  with	  three	  or	  more	  people,	  the	  use	  of	  
the	  word	  team	  or	  group	  can	  be	  used	  interchangeably.	  

Michael	  Grinder	  makes	  four	  major	  distinctions	  about	  types	  of	  groups.	  This	  assessment	  is	  
the	  first	  step	  for	  the	  leader	  to	  determine	  the	  degree	  of	  functionality.	  These	  distinctions	  are	  
as	  follows:	  

• Unformed	  Group:	  An	  “unformed	  group”	  is	  a	  collection	  of	  people	  who	  come	  together
for	  the	  first	  time	  or	  meet	  so	  infrequently	  that	  they	  are	  not	  gelled.

Leadership Map of Effectiveness 
Matching Complexity and Group Functionality to the Right 

Management and Facilitation Approach 

Complexity+of+
Issue+

Straigh(orward, Complicated, Complex, Chao4c,

Capable, Not,Capable,

Func3onality+
of+Group+

Unformed, Formed,

Management,+
Interven3on+

and++
Facilita3on+

Management,for,
Forma4on,

Management,,,Interven4on,
and,Facilita4on,for,

Func4onality,

Management,,Facilita4on,&,Capacity,
Building,

Facilita3on+
Processes+

• Discussion,
Method,

• AAR,
• Apprecia4ve,

Inquiry,

• Workshop,Method,
• 4,Step,Ac4on,

Planning,
• Mental,Models,
• Decision,Matrix,

• Process,Enneagram,
• Mental,Models,
• Sequence,of,Processes,

Around,Enneagram,

Formed,and,
Func4onal/Healthy,

Formed,and,
Dysfunc4onal,
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• Formed	  and	  Functional:	  A	  group	  with	  agreed	  to	  and	  aligned	  outcomes,	  methodology
and	  a	  track	  record	  of	  achieving	  their	  outcomes.

• Formed	  and	  Dysfunctional:	  This	  type	  of	  group	  has	  an	  agreed	  upon	  purpose,	  goals,
methodology	  and	  work	  plan,	  but	  the	  dynamics	  of	  the	  group	  significantly	  hamper
their	  ability	  to	  work	  and	  produce	  results.

• Healthy:	  A	  healthy	  group	  has	  all	  of	  the	  attributes	  of	  a	  formed	  and	  functional	  group,
and	  the	  group	  accepts	  each	  member	  as	  an	  individual	  and	  still	  holds	  each	  person
accountable	  for	  their	  behaviors.

Assessment	  2:	  Management,	  Intervention	  and	  Facilitation	  
Process	  to	  Increase	  Functionality	  

In	  the	  map	  you	  will	  see	  references	  to	  Management,	  Intervention	  and	  Facilitation	  
Strategies.	  In	  the	  context	  of	  group	  dynamics,	  management	  is	  what	  you	  do	  with	  
formed	  groups	  to	  develop	  higher	  levels	  of	  functionality.	  Management	  deals	  with	  
individual	  dynamics	  in	  ways	  that	  connect	  individuals	  to	  the	  rest	  of	  the	  group	  as	  
can	  be	  seen	  in	  the	  Figure	  2.2.	  	  

Figure	  2.2	  

Our	  use	  of	  the	  word	  intervention	  refers	  to	  group	  dynamics	  in	  which	  the	  group	  
cannot	  function	  because	  of	  the	  behavior	  of	  an	  individual	  or	  subgroup.	  In	  this	  case,	  
intervention	  is	  how	  the	  leader,	  or	  person-‐in-‐charge,	  removes,	  isolates	  or	  ignores	  
the	  behavior	  in	  order	  to	  teach	  or	  guide	  the	  group	  to	  do	  what	  it	  cannot	  seem	  to	  do	  
itself.	  Figure	  2.3	  depicts	  that	  in	  intervention,	  the	  leader	  generally	  isolates	  the	  
person	  or	  difficult	  behavior.	  	  
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Figure	  2.3	  

Facilitation	  Strategies	  are	  steps	  that	  the	  leader	  can	  take	  using	  process	  to	  shift	  a	  
group	  dynamic.	  Often	  times	  the	  leader	  would	  use	  a	  combination	  of	  both	  
management	  and	  facilitation	  to	  lead	  their	  team	  to	  higher	  levels	  of	  functionality	  
while	  addressing	  the	  work	  issues	  (above	  the	  green	  line)	  of	  the	  team.	  Facilitation	  
strategies	  can	  be	  both	  anticipated	  in	  advance	  of	  a	  meeting	  (preventions)	  or	  occur	  
real	  time	  in	  the	  moment	  of	  the	  work	  with	  their	  team	  (facilitative	  interventions).	  
Facilitative	  Strategies	  will	  be	  the	  focus	  of	  Chapter	  3:	  Treatment	  Protocols.	  

Assessment	  3:	  Complexity	  of	  the	  Issue	  

The	  third	  area	  of	  inquiry	  for	  the	  leader	  is	  about	  the	  capability	  of	  their	  team	  to	  
tackle	  the	  task	  at	  hand	  based	  on	  the	  complexity	  of	  the	  issue.	  Sometimes	  it	  is	  
difficult	  to	  gauge	  whether	  the	  development	  of	  the	  team	  is	  sufficient	  to	  effectively	  
tackle	  the	  issue,	  or	  whether	  the	  issue	  is	  so	  complex	  that	  it	  is	  beyond	  the	  capability	  
of	  the	  team	  as	  it	  is	  currently	  configured.	  

Ralph	  Stacey	  has	  provided	  us	  with	  a	  wonderfully	  simple	  model	  to	  apply	  in	  
matching	  the	  complexity	  of	  an	  issue	  to	  the	  capability	  of	  the	  group.	  In	  this	  model	  
Ralph	  Stacey	  utilizes	  two	  variables:	  

1. The	  level	  of	  agreement	  a	  team	  has	  about	  a	  particular	  approach	  or
strategy.

2. The	  level	  of	  certainty	  the	  team	  has	  about	  the	  ultimate	  effectiveness	  of	  any
given	  approach	  or	  strategy.

As	  can	  be	  seen	  in	  Figure	  2.4,	  the	  lower	  corner	  is	  an	  area	  of	  high	  agreement	  and	  high	  
certainty.	  The	  middle	  ground	  has	  a	  moderate	  level	  of	  agreement	  and	  certainty	  and	  the	  right	  
hand	  corner	  has	  little	  if	  any	  agreement	  or	  certainty.	  To	  make	  an	  assessment	  of	  complexity,	  
a	  team	  is	  asked	  to	  rate	  the	  issue	  against	  these	  two	  variables.	  	  
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For	  more	  about	  Ralph	  Stacey	  see	  Appendix	  1.	  You	  can	  also	  view	  the	  following	  blog	  
and	  associated	  video:	  

Figure	  2.4	  

Tim	  Dalmau	  and	  Steve	  Zuieback	  provide	  some	  additional	  distinctions	  inside	  
this	  model	  as	  presented	  in	  Figure	  2.5.	  Issues	  that	  sit	  in	  the	  bottom	  left	  hand	  
corner	  can	  be	  considered	  Straightforward,	  the	  next	  ring	  of	  issues	  to	  be	  
Complicated,	  followed	  by	  Complex,	  and	  ultimately,	  Chaotic.	  
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Figure	  2.5	  

Generally	  speaking,	  issues	  that	  fall	  in	  the	  bottom	  left	  hand	  corner	  can	  be	  considered	  to	  
be	  straightforward.	  Such	  issues	  are	  often	  small	  in	  scale,	  linear	  and	  can	  be	  approached	  
by	  looking	  at	  the	  parts	  of	  the	  issue.	  	  	  

Complicated	  issues	  sit	  in	  the	  next	  ring	  outward	  from	  the	  bottom	  left	  hand	  corner.	  They	  
often	  involve	  several	  strands	  of	  simultaneous	  strategy	  that	  need	  to	   be	  carefully	   
choreographed	  to	  be	  implemented	  successfully.	  With	  careful	  management,	  discipline	  
and	  facilitation,	  the	  leader	  can	  use	  complicated	  issues	  to	  move	  “formed	  and	  
dysfunctional	  groups”	  toward	  greater	  levels	  of	  functionality.	  	  	  	  

Complex	  issues	  sit	  in	  the	  middle	  ground.	  These	  are	  issues	  where	  it	  is	  important	  to	  look	  
at	  the	  whole	  system,	  not	  merely	  the	  parts	  in	  order	  to	  design	  successful	  approaches.	  
These	  issues	  often	  involve	  the	  culture	  of	  an	  organization	  and	  there	  are	  known	  and	  
unknown	  dynamics	  associated	  with	  these	  issues.	  Such issues	  are	  not	  contained	  within	  
one	  part	  of	  a	  system	  but	  are	  impacted	  by	  and	  impact	  other	  parts	  of	  the	  wider	  system	  or	  
organization.	  These	  types	  of	  issues	  are	  the	  domain	  of	  “formed	  and	  functional”	  and	  
“healthy	  teams”.	  As	  will	  be	  seen	  a	  bit	  later,	  these	  types	  of	  issues	  also	  call	  for	  a	  very	  
different	  facilitative	  process	  than	  complicated	  or	  straightforward	  issues.	  	  	  	  

Chaotic	  issues	  sit	  in	  the	  top	  right	  hand	  corner	  of	  the	  Stacey	  Model.	  These	  definitely	  fall	  
outside	  the	  capability	  range	  of	  “unformed”	  or	  “formed	  and	  dysfunctional”,	  and	  often	  
“formed	  and	  functional”	  groups.	  In	  these	  situations,	  the	  leader	  needs	  to	  make	  the	  
required	  decisions	  when	  the	  issue	  is	  urgent	  and	  manage	  the	  unpredictable	  
consequences.	  For	  “formed	  and	  functional”	  and	  “healthy”	  groups	  the	  approach	  is	  
different.	  The	  leader	  needs	  to	  assess	  if	  the	  issue	  sits	  in	  “chaos”	  because	  of	  a	  lack	  of	  
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knowledge,	  resources,	  expertise	  or	  experience	  of	  the	  team	  members,	  or	  whether	  the	  
issue	  itself	  is	  completely	  unpredictable	  or	  the	  scope	  is	  way	  outside	  the	  area	  of	  influence	  
of	  the	  team	  or	  organization.	  

Assessment	  4:	  Facilitation	  Processes	  Matched	  to	  Functionality	  
and	  Complexity	  

Finally,	  the	  last	  consideration	  has to do with the	  best	  match	  of	  the	  appropriate	  dialogue	  
process	  to	  the	  complexity	  of	  the	  issue.	  In	  my book, Leadership Practices for Challenging 
Times, I	  provide	   approximately	  twelve	  tried	  and	  true	  dialogue	  processes.	  These	  processes	  
are	  sorted	  by	  the	  desired	  rational	  and	  experiential	  outcomes.	  What	  has	  not	  been	  provided	  
is	  a	  third	  dimension	  in	  the	  selection	  process	  –	  matching	  the	  process	  to	  the	  complexity	  level	  
of	  the	  issue.	  So	  now	  there	  are	  two	  sequential	  steps	  for	  a	  leader	  to	  take	  in	  arriving	  at	  the	  
best	  dialogue	  process.	  

Step	  1:	  Match	  the	  complexity	  of	  the	  issue	  to	  the	  range	  of	  possible	  facilitation	  dialogue	  
approaches.	  As	  can	  be	  seen	  from	  the	  Figure	  1.1	  at	  the	  beginning	  of	  this	  chapter,	  we	  have	  
provided	  a	  list	  of	  appropriate	  dialogue	  processes	  matched	  to	  straightforward,	  complicated	  
and	  complex	  issues.	  You	  can	  find	  more	  information	  about	  each	  of	  these	  processes	  in	  the	  
Leadership Practices for Challenging Times or	  the	  Facilitation Process Flashcards. 

Step	  2:	  Further	  narrow	  your	  process	  choice	  by	  matching	  your	  desired	  rational	  and	  
experiential	  outcomes	  to	  the	  right	  process.	  

You	  can	  also	  watch	  this	  quick	  video	  to	  get	  an	  overview	  of	  this	  selection	  process.	  
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PART	  2	  
TREATMENT	  PROTOCOLS	  

As	  can	  be	  seen	  from	  the	  prior	  chapter,	  the	  right	  approach	  to	  working	  with	  a	  less	  
functional	  group	  has	  to	  do	  with	  whether	  the	  dynamic	  is	  due	  to:	  

• an	  individual	  or	  subgroup	  of	  individuals	  in	  a	  team,	  or
• the	  whole	  group/team,	  or
• the	  whole	  team	  in	  context	  of	  the	  organizational	  culture.

The	  focus	  of	  the	  chapters	  in	  Part	  2	  is	  to	  break	  the	  “common	  dynamics”	  listed	  in	  
Chapter	  2	  into	  one	  of	  the	  three	  categories	  listed	  above.	  

Chapter	  3:	  Dynamics	  of	  an	  Individual	  or	  Subgroup	  

1. Frustration	  with	  one	  or	  more	  people	  in	  a	  group	  by	  the	  majority	  of	  the
group?

2. A	  leader	  who	  is	  the	  problem?
3. Assisting a group with polarized positions?

Chapter	  4:	  Behavioral	  Dynamics	  of	  the	  Whole	  Team	  

1. What to do when nobody will talk in a group?
2. How to narrow down possible strategies when emotions run high in a group?
3. How to create more understanding and compassion among team members

who may be at odds or blaming each other?
4. How to break the status quo mindset in a group?

Chapter	  5:	  Whole	  Team	  Dynamics	  in	  Context	  of	  the	  Whole	  
Organization	  

1. How do you create a breakthrough in a team when they
seem to be stuck in their current mode of thinking and
acting?

2. What do you do when leadership feels it is held hostage by
the culture of the organization?

3. How do you move from compliance to confidence to
commitment in a team or organization?
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In	  Chapters	  3,	  4	  and	  5	  we	  will	  explore	  various	  techniques	  or	  “treatment	  
protocols”	  to	  either	  manage	  or	  facilitate	  through	  the	  various	  situations	  that	  
impair	  groups	  from	  being	  more	  highly	  functional.	  	  In	  most 	  cases	  these	  treatment	  
protocols	  have	  been	  extracted	  from	  my	  book,	  Leadership	  Practices	  for	  
Challenging	  Times.	  Each	  protocol	  starts	  with	  one	  of	  the	  common	  questions	  
(Situations) 	  raised	  by	  clients	  around	  issues	  of	  dysfunction.	  	  

Following	  a	  medical	  analogy,	  a	  medical	  practitioner	  sees	  a	  patient	  presenting	  
with	  a	  set	  of	  Signs	  and	  Symptoms.	  It	  is	  the	  job	  of	  the	  practitioner,	  in	  our	  case	  the	  
leader,	  to	  determine	  the	  Underlying	  Causes	  of	  the	  complaint.	  The	  leader	  can	  reach	  
this	  understanding	  about	  underlying	  causes	  either	  by:	  

1. Experience:	  Seen	  the	  same	  signs	  and	  symptoms	  and	  can	  predict	  the
underlying	  cause/s.

2. Organizational	  Assessment:	  The	  leader	  can	  gather	  lots	  of	  information
through	  a	  variety	  of	  resources	  such	  as	  interviews,	  focus	  groups	  and
surveys.

3. Diagnosis	  Process:	  The	  leader	  can	  collect	  information,	  gather	  groups	  of
people	  together	  to	  make	  meaning	  of	  the	  information	  and	  thereby	  reach	  an
understanding	  of	  the	  underlying	  cause/s	  (See	  Appendix	  1	  for	  a	  more	  in-‐
depth	  description	  of	  the	  Diagnosis	  Process).

Once	  the	  appropriate	  assessment	  is	  conducted,	  the	  leader	  can	  then	  select	  an	  
appropriate	  “treatment	  plan”.	  All	  the	  Treatment	  Protocols	  use	  a	  common	  
template.	  The	  template	  consists	  of	  the	  following	  elements:	  

• The	  Situation
• Signs	  and	  Symptoms
• Underlying	  Causes
• What	  Process	  is	  Used:	  process	  description
• Process	  Tips	  and	  Reminders
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CHAPTER	  3	  
	  BEHAVIORAL	  DYNAMICS	  OF	  AN	  INDIVIDUAL	  OR	  

SUBGROUP	  

In	  this	  chapter	  we	  will	  explore	  three	  classic	  group	  dynamics	  that	  
revolve	  around	  individuals	  and	  subgroups	  in	  a	  group/team	  setting:	  

Group	  Dynamic	   Page	  Numbers	  
1. Frustration	  with	  one	  or	  more	  people

in	  a	  group	  by	  the	  majority	  of	  the
group

2. How	  do	  you	  get	  work	  done	  when	  the
leader	  is	  the	  problem?

3. Strongly	  held	  positions	  by	  individuals
or	  cliques

In	  these	  three	  Group	  Dynamics	  the	  core	  of	  the	  issue	  is	  related	  to	  the	  behavior	  of	  one	  
individual	  in	  the	  group	  or	  a	  small	  clique.	  In	  the	  context	  of	  this	  book	  we	  make	  the	  distinction	  
that	  this	  dynamic	  keeps	  the	  group	  or	  team	  from	  functioning	  at	  its	  optimum.	  You	  can	  have	  
the	  same	  dynamic	  in	  a	  team	  in	  which	  the	  team	  itself	  manages	  the	  person	  and	  the	  behavior	  
doesn’t	  impair	  the	  functionality	  of	  the	  group.	  More	  often	  the	  behavior	  is	  seen	  as	  a	  
personality	  trait	  and	  there	  is	  a	  separation	  of	  perception	  by	  the	  group	  between	  the	  behavior	  
and	  the	  person	  exhibiting	  the	  behavior.	  	  

“Oh,	  that’s	  just	  Justin	  and	  we	  love	  him	  anyway.	  Just	  like	  anyone	  else	  in	  
the	  group,	  when	  his	  quirk	  gets	  in	  the	  way	  of	  the	  group	  we	  call	  him	  out	  
in	  the	  group	  with	  humor	  and	  we	  get	  on	  with	  our	  work.”	  

22-24

25-30

31-34
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the Situation 

Signs and Symptoms

Underlying Causes

The group is frustrated with one or more 
people in the group? 

Multiple people in a group look away, roll their eyes, shift 
their body positions when one or more members speak in 
a group.
Multiple members of a team sigh and engage in 
side conversations when a particular person speaks in the 
group.
A person bullies a group as evidenced by multiple 
members with their heads down mimicing a more fetal-like 
posture.
1. Dysfunctional meetings

2. Inappropriate behavior of an individual or group to a degree
that the group can’t function (bully, dominate personality,
excessive negativity, status quo mindset)

3. Leadership pushing the group beyond its ability or natural
pace

4. Victim mentality by an individual or the whole group

5. Asocial individual – an individual who is not affected by
feedback and has a negative impact on the effectiveness of the
group.

This dynamic is absolutely the most common concern and 
complaint I receive from workshop participants and clients. 
“What do I do with an individual or a small group of individuals 
whose behavior disrupts the entire team.”  Michael Grinder’s 
mastery comes to the rescue on how to approach such 
situations.

Chronic or Temporary
Once you have assessed that you have a formed and less than 
functional group, your next step is to determine if the 
dysfunction is chronic or temporary. These are two very 
different creatures calling for different approaches. 

Chronic dysfunction is related to the length of time the 
dysfunctional dynamics have occurred. If the dysfunction 
seems to be the norm over a period of time then it is chronic.

Dynamic 1
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These variables are definitely symptoms that we can observe in 
a group. Causes are often deeper, subconscious dynamics that 
may benefit from more thorough diagnosis (see 3 Laws of 
Performance discussion on page 10).

Each of these variables has tips and strategies to shift the 
patterns to higher levels of functionality. Usually a chronically 
dysfunctional group exhibits more than one of the variables. The 
strategies of the new leader inheriting the group need to be 
deliberate, consistent and strict. Examples of leadership 
behaviors would be:

• very unemotional
• consistent enforcer of expectations that are visually

displayed
• carry out consequences and, most importantly,
• become dispassionate about whether your are liked or

not
PRACTICE

 ISOLATE THE BEHAVIOR 

Process Description
The following are a few techniques for ignoring inappropriate 
behavior:

1.Visual voting to minimize the impact of a single individual’s 
position.
2.Decrease status of the person in the group.
3.Indirect response to inappropriate behavior by responding to
behavior without eye contact.
4.Use visual 3rd point references back to a person’s comments,
“Is what you are saying now any different than this (pointing at
a flip chart that documents their prior comment)?
5.Control your own emotional reactions to the inappropriate
behavior. This is easiest accomplished by having anticipate
such comments in advance.

 Temporary dysfunction happens when a group that normally 
functions well demonstrates dysfunctional behavior. This is 
most typically arises when a group experiences unanticipated:

What Process
Do I Use?
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A leader who observes the behavioral reactions from any of the above 
dynamics can normally and easily shift the temporary dysfunction by:

1. Remaining calm and breathing slowly and deeply
2. Acknowledging the shift in behavioral dynamic, and
3. Allowing the group to talk about their reaction through

some type of group check-in process

• Surprises
• Confusion
• Shock
• Mismatch of communication based on cultural/

gender/race
• Favoritism
• Use of positional power
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the Situation 

Signs and Symptoms 

Underlying Causes 

What do you do when the leader is the 
problem?
Leader asks for input and the group is quiet.
People are talking negatively about the leader.
People are showing up late or not at all to meetings facilitated 
by the leader.
People agree to the directions of the leader in the meeting and 
don't follow through after the meeting.

1. Leaders has a pattern of demonstrating favoritism.
2. The Leader is pushing the group beyond what it experiences
as possible or desirable.
3. The leader dominates the conversation and dictates the work
of the group.
4. The leader presents themselves as the only one with the right
answers.
5. They may not have the behavioral observation skills to
observe and understand group permission.
6. The leader has found themselves in a virtual negative cycle
and is engaged in a self fulfilling prophesy. They don't believe
the group is capable of the work and they engage the group by
giving too many answers, directions and directives.

One of the most common underlying causes of this dynamic 
results from a leader who has inherited a dysfunctional team. 
From the leader's perspective the team is apathetic or unable to 
carry out the work of the team. The leader then resorts to 
providing all the answers to the team, demanding action and 
compliance, picking favorites and a variety of other practices.

From a group member's perspective they may have experienced a 
history of leaders who they couldn't trust. When they experience 
the new leader group members are distant, non-committal or 
non-compliant, cautious, and don't contribute much in the group. 
They are waiting to see some evidence that this leader is different 
(remember the 3 Laws of Performance, page 10). 

You can see that the behaviors of the group continue to reinforce 
the command and control actions of the leader. The actions of the 
leader continue to confirm that this leader is the source of the 
dysfunction of the group - one more leader in a long line of 
leaders who causes more problems than they solve.

Once you have assessed that you have a formed and less than functional 
group your next step is to determine if the dysfunction is chronic or 
temporary. These are two very different creatures calling for different 
approaches. 

Chronic dysfunction is related to the length of time the dysfunctional 
dynamics have occurred. If the dysfunction seems to be the norm over a 
period of time then it is chronic.

Dynamic 2
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PRACTICE

What 
Process 
Do I Use?

As  a  group  member, what  can  do to  shift  this
leadership  dynamic? 
Process Description
This is the second most frequently asked question in my leadership 
program - "How can I influence a leader who is off track and causing 
problems in the team when I am only a member of the team?" In this 
strategy area we will cover the following 4 topics and steps:

Step 1: Getting yourself ready to provide      feedback                      and support.
Step 2: Building receptivity  to  feedback and support.
Step 3: Giving the feedback  and                       support
Step 4: Validating  your  observations - 4 simples  ways a leader can         
validate your feedback.

Step 1: Getting Yourself  Ready to Provide  Feedback and
Support
The first question to answer is an internal one – are you trying to help this 
person or are you primarily trying to change this person’s behavior for 
your needs? Most of the time the answer is a bit of both. Ideally your 
interest is in helping this person and the outcomes for the team outweigh 
your personal outcomes.

Once you have decided that you want to be of assistance to the leader, the 
first step is getting yourself ready to provide feedback and support. Many 
of us worry about the negative ramifications of what might happen if we 
were to approach a leader for this purpose. It may involve a bit of a risk, 
but it needs to be counterbalanced by two factors:

1. Your own sense of personal responsibility – to be at cause
rather than effect.

2. The ability to center yourself in empathy and compassion for
the leader.
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I tend to be a judgmental person and I work at setting my initial 
reactions aside. I have two ways of doing this. The first is to ask myself 
what I would rather focus on – frustration, what’s wrong, what’s missing 
or empathy, caring, compassion and love. The answer is always easy. 

"No act of love is every wasted" – Richard Morgan

The second way of refocusing from judgment to support is for me to 
imagine myself in the other person’s shoes. I almost always see that they 
would want feedback and positive support – since that is what I would 
want. The trick is how to tailor this support to their style, outcomes and 
values. 

Step 2: Building Receptivity to Feedback and 
Support

The approach is relatively simple with one proviso – the leader needs to 
be willing to accept some feedback and assistance. Most of you might 
immediately feel disheartened by this statement, however my experience 
is that almost everyone is open for feedback and assistance under the 
right conditions. Please remember that the leader that falls into this 
scenario is not generally one who solicits feedback or creates 
opportunities for feedback in the normal meeting or operational 
structures – this is why you are exploring alternative ways of 
approaching such a person.

The bottom line is that you need to know certain things about the leader/
facilitator that will increase the probability of their openness to your 
feedback and support. You will likely have to spend time to understand 
their:

• Outcomes
• Approach strategy
• Values

I have listed these in the order of ease of gaining such insights. In terms of 
outcomes, you can simply ask about their outcomes in a given situation. 
Better yet, you can ask to see if you understand their outcomes and allow 
them to agree or correct you. Remember Steven Covey:

 “seek first to understand before being understood.”
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Approach strategy is another way of describing the conditions in which 
this person may be receptive to feedback and support. This would be 
based on your past experience and observations. For some, they are 
always open to feedback. For others, they want it privately and when they 
have the time to contemplate the feedback. For others it might be after a 
really positive event or successful day. If you are observant and have 
some history with this person, this shouldn’t be too difficult. You can ask 
yourself, “What have been all the times where this person was receptive 
to assistance and feedback?” If you haven’t had this history with the 
leader, you should be able to identify people who have such a history and 
pull out the experiences from them. 

The third thing you need to know or understand about the leader is their 
Highly Held Values. For some this is easy – they continually tell us 
directly about their values. For others their values are under the surface 
and it may take a bit more sleuth work. I have found that the “Columbo 
approach” is effective. You may remember Lt. Columbo from the famous 
TV program of the 70’s. He was this lovable, seemingly blundering guy 
who always got to the core issues through his persistent observation and 
questioning skills. Questioning another person about their values takes 
care and rapport. This means that you need to have a positive 
relationship with the other person as a prerequisite. I have provided you 
with a few links to learn a little more about rapport and permission. 

When you have the relationship and rapport, you have the "permission" 
to ask another person a series of simple sequential questions that will 
surface their values and beliefs. These questions are derived from the 
Ladder of Inference developed by Donald Schon and Chris Argyris.

1. What conclusions or assumptions underlie your approach with our
team?
2. What past evidence about the situation led you to these assumptions
and conclusions?
3. Given this past history, what is really important to you that is the basis
of your approach - what values are most important to you in this current
situation with our team?

Step 3: Five Tips for Giving Feedback and Support

Now that I have laid out the foundation, let's get to some specific 
recommendations about approach:
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1. The first tip is to approach the leaders on the "side" - that is, between
meetings or a break in the meeting.

2. Speak your truth about what is going on in the meeting for you - don't
speak for the group - speak for yourself. Remember:

"Truth not spoken in love is not truth" - Sri Gary Olsen

Give the person your evidence of what is happening in the meeting without 
your interpretations or judgments.

For Example: “For me, I feel that I would like to give more input into our 
topics than time seems to allow. My evidence of this conclusion is that we  
stay strictly to a timed agenda. If we run out of time based on the agenda, 
time is called and we move on to the next topic.”

3. Suggest solutions and alternatives rather than focusing on what isn’t
working.

For Example: “For me what would work, is to open up the possibility to 
spend more time on an issue even if we reach the end of the time allotted on 
the agenda. You could ask the group if the issue is important enough to 
extend the time in order to better achieve our overall outcomes.”

4. Use your most approachable voice tone when giving the feedback.
Approachable voice speaks to valuing the relationship rather than
being authoritative (Credible Voice Pattern). The master at teaching
and modeling credible and approachable voice patterns is Michael
Grinder. A short description from Michael of approachable voice
pattern is:

• a wider range of modulation than the credible voice with a rise in
tone a the end of phrases

• eye contact
• a slight head bounce
• a slight leaning forward

Approachable Voice is used for: 

• developing a positive relationships
• creating psychological safety

This voice reduces any sense of threat, making it psychologically 
safe for group members to contribute ideas, questions, and 
concerns.
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5. Frame your suggestions within the values of the leader. Again the
feedback and offer of assistance is for the other person, not for you. First
understand their values and then connect your feedback to how they can
better achieve their values and outcomes through a modified approach.
Remember, the best way to get another person to be open to your
thoughts is to frame your suggestions around what is important to them.
Your input should help them accomplish their outcomes.

Step 4:Four Simple Ways a Leader Can Validate Your 
Observations
It is quite possible that your observations and interpretations may not be 
accurate or representative for the group. It is useful to acknowledge this 
to the leader and to offer them ways in which they can validate your 
input with the team. Here are a few simple process suggestions:

1.The Leaders can do a group check-in at any point in a conversation or
dialogue. This can be as simple as taking 5-10 minutes and asking the
group two questions:

• How is the conversation process going for each of you?
• What changes could we consider that would improve the

process and our outcomes?

2. The second option would be to conduct a brief written survey. This
provides more anonymity, but the feedback is limited by the quality of
the questions in the survey.

3. The leader can do a Crumple and Toss Process which is a variation
between the above two options. It provides safety and can open up
dialogue in real time in the team (see Crumple and Toss video).

4. Conduct a brief check-in on group agreements. This process check
presupposes that the team has a pre-existing set of group or team
agreements. This is a very healthy way for a team to continually reflect
on and adjust their agreements in the interest of continually learning
and refining what they do as a team. One of the best processes for
developing team agreements and operating principles is the Totems,
Taboos and Repetitive Interactions Process developed by Richard
Knowles and Tim Dalmau.
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the Situation 

Signs and Symptoms 

Underlying Causes 

How do you assist a group in working through 
polarized positions? 

Two people or two or more groups of people stuck in their 
positions.

Debate going on in a group about my strategy vs. your strategy.

A person becomes very animated about their position and 
seemingly dominates the group’s time.

A person continually comes back to the same point and is 
holding back the progress of the group.

My position versus your position – I am right and you are wrong.

An underlying value is perceived as being either violated or 
unrepresented in the conversation.

A history of values violation that is triggered by the current 
conversation.

I utilize the Ladder of Inference frequently as part of my overall facilitation 
approach. Most people wouldn’t even notice it as a strategy. An example 
that stands out was in an IEP (Individualized Educational Plan) training 
program. I was actually demonstrating how to utilize the Ladder of 
Inference approach as a part of the IEP process. A wonderful parent 
volunteered for the demonstration. She was a very respected member of her 
district’s special education team and she was the parent of a special 
education student.

We started, and the parent’s stated position was that the district is 
restricted by policy and protocols in meeting the needs of her child. This was 
a surprising start since she stated that she loves the district and 
devotes volunteer time to the special education program. As we continued 
down the ladder she stated that she had reached this conclusion because her 
child wasn’t improving and she based her position on the fact that 
many other parents had informed her about additional services in other 
school districts. 

As the story unfolded, we learned that her child is severely challenged and is 
already receiving a very large array of services. As the conversation 
continued, she entered into the area of belief and we learned that this 

parent had no direct evidence for what improvement would actually look 
like for her child. We also learned that her deepest value was to be a “good 
parent.” Upon further investigation, she believed that if she was a good 
parent her child would be healthy and learning.

When this surfaced, the tears were rolling down her face and she 
realized that this was a belief that was going to be difficult, if not 
impossible to work with. She stated that her belief was actually unfair 
to the district and that she needed to have a long talk with her 
partner to develop a better and more realistic set of evidences to use for 
her child and herself as indicators of being a good parent. 

Dynamic 3
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Process Description
The Ladder of Inference is a 
conceptual model designed by 
Chris Argyris. The model 
describes how information, 
experiences, assumptions and 
actions are filtered through our 
values and beliefs. 

PRACTICE

  LADDER OF INFERENCE What Process
Do I Use?

Conclusions
about the Issue

Actions &
Behaviors

Past Experiences
Triggered by Issue

Data & Actual 
Observations

Beliefs that Filter 
Observations

Underlying Values RUNG 7

RUNG 6

RUNG 5

RUNG 2

Underlying
Assumptions

RUNG 3

RUNG 1

RUNG 4

To reach a new
agreement, start at
Rung 7 and move up

To gain understanding
start at Rung 1 and
move down the ladder

Ladder of Inference

This model is often at the core of the self-fulfilling prophecy 
phenomenon. That is, we perceive the world in a way that 
causes us to act in ways that brings about results that support 
our pre-existing beliefs.  The Ladder of Inference is also a set of 
sequential high quality questions that allows people to gain 
deeper insight into the underlying beliefs that drive their 
behavior.
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The following is an example of a set of high-quality questions 
sequenced around the Ladder of Inference model. This is a 
menu of questions. You would not necessarily ask all of these 
questions.

Questions for Moving Down the Ladder of Inference 
Sequence:

Rung 1 
Actions & Behaviors

What strong opinion do you hold about this issue at this time? 
What is the issue or strategy you are passionate about?

Rung 2 
Conclusions

What conclusions is your position based on?
How did you reach this position on this issue or strategy?

Rung 3
Assumptions

What are the various assumptions that your strategy is based on?
What is the logic path behind your recommended strategy?

Rung 4
Experiences

What experiences have you had around this issue that have led you to 
form these assumptions and opinions?

Rung 5
Actual Observations

What have you actually observed relative to this situation or position?

Do you have data to support this position and assumption?

Rung 6
Beliefs & Values

At the very core of this issue, what is fundamentally important to you 
that might drive your opinion or recommendation?
What belief or value sits behind the meaning you make out of what 
you observed and the assumptions you reach? 

Rung 7
Understanding Values

Is this a core belief or value that is important to you in many other 
areas of your life?
Is it possible that this value might be filtering your experiences around 
this issue in some way? If so, how?

As can be inferred from the diagrams, the model can also be 
used to understand your own position. It can thus be used to 
reach a new agreement among two people or a whole team 
once each person’s ladder is clearly understood. The goal is to 
find the common ground regarding values and to build a new 
future together by “walking up the ladder” together. You start 
with shared values, new ways of monitoring success (data), 
identifying new shared principles (conclusions and 
assumptions) and then identifying new strategies for the future. 
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Process Tips & Reminders

This should be used when the facilitator determines 
that the group is stuck with differing opinions and 
strategies, and demonstrates that those holding these 
differing positions have credibility with the group.
The goal is to identify the underlying belief. It may 
not take all the questions to surface the driving belief, 
but make certain that the identified belief is truly 
compelling and specific.
It may take going through the process for each 
strongly held position.  Since this can take 
considerable time (10 minutes per position) the 
facilitator runs the risk of losing the group and their 
permission. Be certain that this a high stakes issue and 
that the group is willing to reach some kind of 
breakthrough by going through the process.

Tips and
Reminders
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CHAPTER	  4	  
	  BEHAVIORAL	  DYNAMICS	  OF	  THE	  WHOLE	  

TEAM	  

	  	  	  	  	  	  Group	  Dynamic	   Page	  Numbers	  
4. What	  do	  you	  do	  when	  nobody	  will	  talk	  in	  a	  group?

5. How	  do	  you	  narrow	  down	  possible	  strategies
when	  emotions	  run	  high	  in	  a	  group?

6. How	  do	  you	  create	  more	  understanding	  and
compassion	  among	  team	  members	  who	  may	  be	  at
odds	  or	  blaming	  each	  other?

7. How	  do	  you	  break	  the	  status	  quo	  mindset	  in	  a
group	  or	  team?

Making	  clear	  distinctions	  between	  a	  behavioral	  dynamic	  of	  a	  team	  and	  the	  
behavioral	  dynamics	  of	  a	  team	  in	  context	  of	  the	  organizational	  culture	  can	  
be	  challenging,	  and	  at	  times,	  purely	  academic.	  The	  main	  consideration	  in	  
this	  discernment	  would	  be	  to	  assess	  whether	  the	  pattern	  in	  the	  team	  is	  
unique	  to	  this	  team,	  or	  shades	  of	  the	  same	  behavioral	  patterns	  are	  seen	  in	  
other	  teams	  across	  the	  organization	  or	  division.	  	  If	  the	  pattern	  in	  your	  
team	  is	  similar	  to	  patterns	  across	  the	  organization,	  then	  it	  is	  best	  to	  deal	  
with	  the	  situation	  as	  “the	  whole	  team	  in	  context	  of	  the	  organizational	  
culture”	  –	  Chapter	  5	  .	  	  

In	  both	  of	  these	  scenarios	  the	  situation	  would	  benefit	  from	  stepping	  aside	  
from	  the	  situation	  long	  enough	  to	  conduct	  a	  “diagnosis”.	  I	  have	  provided	  a	  
primer	  on	  diagnosis	  in	  Chapter	  5:	  Section	  1:	  Diagnosis	  Framework.	  You	   
can	  get	  a	  full	  version	  of	  diagnosis	  in	  Diagnosis: From Theory to Practice	  by	   
Steve	  Zuieback	  and	  Tim	  Dalmau.	  
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 the Situation

Signs & Symptoms

Underlying Causes

What do you do when nobody will talk in a 
group? 

Silence in the group. 

All eyes are averted from speaker/leader/facilitator.

Repeated attempts to engage group in conversation fail.

No safety or trust in the group. 

Individuals may feel that past contributions have been ignored, 
under-valued or betrayed.

Group members may feel that they are being manipulated by 
the leader and that decisions have already been made.

One of the most dramatic examples of this dynamic and the use of the Crum-
ple and Toss process is the time when Tim and I went to work with three 
different unions along with the management team of the employer group. Tim 
had conducted many meetings with the various union organizations at the 
highest levels and all agreed that this was an essential meeting in order to 
reach new agreements across the three unions. 

I had made the long trip to Australia and got off the plane after 14 hours 
flying and was in the conference room an hour later ready to go to work. 
Within ten minutes of starting the meeting, the federal officials of each of the 
three unions spoke up and announced that they didn’t think the meeting was 
necessary and that they wanted to huddle together and work out a solution on 
their own. I remember thinking, “Oh my God, I have just travelled the 
equivalent of 22 hours to find that I need to turn around and go back.” We of 
course granted them their wish for the huddle. 

Tim and I had a cup of coffee and the remaining 32 union members stood 
around a bit perplexed. Sure enough, the officials came back and announced 
that we didn’t need the meeting. Tim then asked if we could postpone the 
decision to cancel the meeting until after we talked with the whole group for 
the rest of the morning. They grudgingly agreed to this proposal. 

Tim and I looked at each other and knew that we needed to do the Crumple 
and Toss process. We passed out the half sheets of paper and asked each of the 
35 members to answer the following two questions:

1. What do you want to have happen here at the meeting?
2. What needs to take place in order to achieve these

outcomes?

Thirty-two of the sheets of paper basically said that they felt the meeting was 
important and that it should proceed without the presence of the federal of-
ficials. 

4
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After reading aloud from all these slips, we put them in the 
center of the circle of participants, pointed to them, and asked 
the three union officials what they thought should happen. They 
once again asked for a huddle.  When they came back from the 
huddle they agreed to leave as long as they received daily 
updates on the progress of the group and that they had the 
opportunity to come back and speak to the group at any time 
they deemed necessary. This was acceptable to all parties and the 
meeting continued for the next several days. 

The meeting resulted in some very significant agreements across 
the union that ended in improved relationships with the 
employer, along with improvements in productivity and 
reductions in cost. 

Process Description
Crumple and Toss is intended to get key 
issues on the table as quickly as possible 
when safety is a big concern in a small group. 
Generally this is useful for groups between 
six to forty people. The process is very 
simple. 

1.What are the issues or concerns that are holding you and this group
back in its work?

2.What needs to happen for us to begin moving this group forward?

After each person has had the opportunity to write down their 
responses, the facilitator takes the group through the following steps:

PRACTICE
CRUMPLE AND TOSS 

What Process 
Do I Use?

When the facilitator detects that a group is stuck because it isn’t safe to 
discuss what needs to be discussed, she asks each person in the group to 
take a half sheet of paper and anonymously respond to the following 
two questions:
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Process Tips and Reminders
This process is an intervention strategy when the facilitator 
detects through non-verbal cues that a group is stuck and there 
is little safety in the group (all heads are turn down or away and 
there is minimal eye contact) to work together through the 
tension. It should not be used if safety exists in the group. 
The facilitator should avoid making direct eye contact with 
individuals in the group when processing the response forms 
after they have all been read. This prevents people from feeling 
blamed or singled out.
The slips should be collected by the facilitator at the end of the 
session and transcribed and destroyed. This protects 
confidentiality.

is to prevent anyone from looking at handwriting to 
determine who said what.

Tips and
Reminders

Step 1: CRUMPLE AND TOSS.
People are asked to crumple their response sheets and toss 
them around the circle of participants. This is done several 
times with everyone eventually picking up one of the 
crumpled response sheets. 

Step 2: reADing the reSPonSeS.
Each person in turn reads the response form they picked up. 
No comments are allowed during this process.

Step 3: FinDing the theMeS.
The response forms are all collected and put in the middle of 
the group. The facilitator then asks the group to identify the 
common themes, issues and solutions that were identified 
across the group.

Step 4: AgreeMentS.
An agreement is reached in the group about the changes 
that will be implemented in order to move the group 
forward.

This process has frequently been a life-saver. Many, many times 
you will come into groups and there is a real reluctance in the 
group to talk. When you pose a question to the group, heads go 
down and eyes are turned from you or the other people in the 
group. This frequently means there is a safety or trust issue 
impeding the conversation. When the facilitator checks with the 
group to determine whether there is a safety or trust issue, no 
one is forthcoming. This is the time to use this process. 
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the Situation 

Signs and Symptoms 

Underlying Causes 

How do you narrow down possible 
strategies when emotions run high in a 
group? 

People are polarized in their positions about the best strategy 
for their team or organization.

People are getting angry with each other in group discussions 
and are voicing frustration about their fellow team members.

People are blaming each other for the lack of progress in 
making a strategic decision.

People are at the top of their ladder of inference – they are 
stuck on talking about strategies and positions rather than 
surfacing their core values.

There are multiple core values that must be considered in a 
decision and the group doesn’t have a way of considering or 
weighing multiple values against each of the potential 
strategies.

Often the critical decisions will have direct and immediate 
personal impact on the people involved in the decision and 
there is no way to objectify the conversation process.

Within the last couple of years most budgets and resources have been greatly 
impacted. As a consequence, most governmental organizations have had to 
make some very complex and difficult budget decisions. This is frequently 
complicated by the fact that elected governing boards need to make such 
decisions. Emotions run high both among the elected officials and the com-
munities they serve.

The Decision Matrix is a process that is being used in many communities. In 
one small county in California I was asked to facilitate the Board of Supervi-
sors who needed to make 6 million dollars in budget cuts in order to stem 
plummeting credit ratings and possible bankruptcy. 

None of the options were particularly appealing from a political or service 
standpoint. Multiple and competing community values were also at stake. The 
options ranged from employee reductions, privatization of work and reduc-
tions in the traditional work-week and benefits. Some of the criteria con-
sidered such things as local employment impacts, quality of life, minimizing 
impact on future abilities to provide service, minimizing impacts on delivery of 
core services, etc. The process was extremely difficult and much credit should 
be given to these supervisors for going through this in full transparency with 
their community. The process did point to some very clear priority options that 
were eventually implemented. 

Dynamic 5
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PRACTICE

What Process 
Do I Use?

DECISION MATRIX PROCESS 
Process Description:

This is a highly rational and sequential process for narrowing 
down multiple strategies to one priority strategy. This process 
has been a life-saver in situations where emotions run high 
and the group doesn't have a good track record of making 
complex decisions together. Considerable pre-work is 
necessary regarding the identification and quantification of the 
various strategies being explored. The more specificity there is 
about the strategies and criteria, the more success in the final 
outcomes of the process. The process involves the following 
steps:

Step 1. Identify all potential strategies.
Step 2. Identify the most important criteria in evaluating 
priority strategies.

Step 3. Assign a numerical weighting value to criteria from 
1-10, with 10 being high and 1 being low.

Step 4. For each strategy, weigh the strategy on a separate scale 
of 1-10, with 10 being high and 1 being low.

Step 5. Multiply the weighting value of the criteria (step 3) by the
weighting value assigned to the strategy being considered 
(step 4) and place that value in the matrix at the intersection of the 
strategy and the criteria.

Step 6. At the conclusion of assessing a strategy against each of 
the criteria, total the score and place that value in the totals box.

The strategies can be identified through other processes or can be 
suggested by a leadership or design team. When strategies are 
developed by a subgroup for consideration by a larger body, the 
larger body must evaluate, modify, append or delete the 
recommendations so that full ownership is achieved. Likewise, the 
criteria can be developed and adopted in a similar fashion. Criteria 
are often related to the existing goals and principles of the 
organization but may be modified by the unique context of the issue 
being considered. Again, full ownership is mandatory. If full 
ownership of both the strategies and principles is not achieved, the 
process is likely to fall apart. Specificity of both the strategies and 
criteria is important. As indicated above, significant pre-work is 
necessary to make sure that everyone understands what is meant 
by each strategy or criterion. Examples are often necessary specific 
to the unique situation being considered by the planning group.
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Decision Matrix Process Example

STRATEGIES

vAriABleS

tO
ta

lsMom’s 
Comfort Financial

What 
Could 

Dad Live 
With

Best 
Medical 

Care

Connec-
tions to 
Family

10 7 6 10 5

Board 
and Care

6 - 60 7 - 49 4 - 24 6 - 60 6 - 30 223

Separate 
Apartment

7 - 70 3 -21 5 - 30 7 - 70 6 - 30 221

Nursing Home 3 - 30 6 - 42 2 - 12 5 - 50 5 - 25 159

Live with Steve 7 - 70 8 - 56 8 - 48 9 - 90 8 - 40 304

Dad gets 
Apartment

9 - 90 3 - 21 6 - 36 7 - 70 6 - 30 247

In the example above, my family was confronted with an all-too-
familiar challenge these days. What is the best care option for an ill 
parent? In our case my Dad could no longer care for my Mom, and she 
needed 24-hour care. As a family we identified the five strategy options 
and five criteria. We then assigned weighting values to the criteria and 
went through the remaining steps of the process. As can be seen from 
the totals column, my Mom came to live with Joyce and me.

Process Tips & Reminders
It is important to get a clear separation of numerical weighting for 
the criteria for the process to work effectively – not everything is 
weighted a 9 or 10.
It is not important to achieve an accurate mathematical average of 
each score when going through the process – this will likely prolong the 
process. It is important to come up with a fair average based on testing 
the group against a possible ranking. This is done by asking the group, 
“How many people think the score is below a 5? How many think it is 
between 5 and 7? Between 7 and 9?” This allows the facilitator to 
suggest an average score. The goal is to get the group into a small range 
of scores before arriving at a proposed average score. If the group 
insists on taking the mathematical average of the scores, it won’t 
destroy the process.

Tips and 
Reminders
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the Situation

Signs and Symptoms

Underlying Causes 

How do you create more understanding and 
compassion among team members who may 
be at odds with or blaming each other? 
People are critical of each other’s behavior in a group or team. 

The specific behavior patterns of one or more members of a 
team are reported to get in the way of progress of the team.

The contribution of an individual team member is minimized by 
other members in order to get work done in the team.

People lack understanding about the core values of all group 
members and are unable to make allowances for individual 
differences.

Members in a group evaluate the behavior of others based on 
what it would mean to them if they exhibited such behavior.

The first time I thought to use the Life Stories Process was for a client based in 
Australia. Top leaders from around the world were coming together to engage 
in a corporate sponsored Leadership Development Program. During one of the 
program components, participants were asked to work in teams of eight 
people to design a meeting they would have with the CEO of the firm on the 
final day of the program. Participants were told that the primary outcome was 
not in the final design, but in learning about how they work with other 
powerful leaders. 

We gave the teams about 2½ hours for the task of designing the meeting. 
When I checked in with one group, they were basically at each other’s throats. 
The walls were completely plastered with charts and everyone was talking and 
no one was listening. I asked if they needed any help and they practically bit 
my head off. I left them alone for another 20 minutes until I couldn’t stand the 
pain any longer and I intervened. 

I asked them each to spend a few moments and reflect on the most significant 
events in their life that led to their current leadership roles in this global 
concern. They could draw a picture, develop a life journey map or simply tell a 
story. 

Dynamic 6
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Process Description 
This is a wonderful and deep 
process for developing 
relationship and principles in a 
team. The process involves each 
person telling a part of their life 
story within the context of a

team goal or challenge. The story might be about leadership, it 
might be about the origins of certain beliefs related to the 
work of the group or it might be about team cohesiveness.

The process is fairly high risk for the group and requires a high 
degree of facilitator permission. The process should always be 
accompanied by a confidentiality agreement that protects the 
privacy of participants. 

The process generally involves the following steps:

What Process

After the first few people told their stories I thought I had made a colossal 
mistake. Each of the first three people used a life journey map format. They 
just told of the events over a timeline with no personal stories or explanation 
of the significance of the events. I thought we were sunk, along with my cred-
ibility as a facilitator. I couldn’t really stop the process or judge the validity of 
what was being shared so I endured for another hour. As it turns out, during 
the fourth story people started to cry, and during the debrief after the final 
story had been shared, they had all agreed that it was one of the most power-
ful experiences they had ever had in their professional lives. It was a huge 
learning moment for me about my own judgements and about the power of 
self-disclosure in groups. After we finished the debrief the group very calmly 
and collaboratively finished the assigned task in about 15 minutes. 

Do I Use?
Life Stories Process
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Step 1: Setting the ConteXt
The facilitator references a specific team outcome and 
indicates to the team that the most effective and 
efficient way of moving toward the outcome is for 
people to share some personal information (self 
disclosure) – stories about themselves that will give 
insight to the other team members that are relevant to 
the outcomes at hand. 

Step 2: ConFiDentiAlity
The facilitator asks members of the team to keep 
confidential about what is disclosed in the process. 
“What is shared by people about themselves stays in 
the room.” Unless confidentiality is granted by all 
parties, the process does not proceed.

Step 3: MoDeling
The facilitator then shares a personal story specific to 
the focus of the request. The story should be more 
revealing than might be shared by others in the group. 
This sets the bar for the group.

Step 4: Story telling
Each person in turn then tells their story. No one can 
talk during this process except the storyteller.

Step 5: DeBrieF
After all stories have been shared, the facilitator 
debriefs the process by asking the following questions:
What themes emerged from the stories that inform the 
team about the goals or issues we are exploring?
What agreements or decisions might we want to make 
based on what we have learned?
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• Each team member shares their most difficult
leadership experience.

• Next, they identify the underlying value involved in
the experience.

• Finally, they trace this value back to a story that
reveals the origin of the value (often in childhood).

The process must be completed in one meeting. Time 
must be sufficient to properly allow all people to share. 
The process can take up to 1 ½ hours for 10-12 people to 
share. 
The facilitator must be comfortable with silence. There 
are often several minutes between stories. 
If it is obvious that someone is too uncomfortable with 
sharing at this point in their life (detecting non-verbal 
cues), the facilitator should extend them a “lifeline.” This 
can be done by first acknowledging that not everyone is 
able to share because of current life circumstances. The 
person or persons are then asked to comment on what it 
has been like listening to the stories of others – what has 
resonated with them. It is important that all people on 
the team contribute inside the process.

Tips and
Reminders

Process Tips & Reminders

This  process  should  be  used  when a team has   some very 
difficult  work  to  do  over  a  period  of   time and their 
personalities and behavioral quirks seem to be 
getting in the way of doing the deeper work.

The facilitator  must  have  significant  credibility  and 
permission  with  the  group in order for the group to be 
willing to go through the process. The facilitator must 
be completely congruent with the process - they 
cannot show any anxiety or nervousness about the 
process.

The request to share life stories needs to be very 
carefully couched or embedded  in the issue at 
hand. As an example, if the group is a leadership 
team that is blocked from moving forward by the 
lack of connections between team members or due 
to apparent leadership style issues, the facilitator 
might design the following sequence of steps for the 
process. 
Keep in mind, each person goes through all the steps 
before the next person shares:
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Underlying Causes 

How do you break the status quo mindset in a 
group or team? 

People are saying that they are doing the best they can under the 
circumstances.
People are saying, “been there, done that.”

People are saying, “this too shall pass” or “this is the best we can hope 
for with these kids (people, community, company).”

People are saying, “If it ain’t broke, don’t fix it.”

Blaming external issues for the reasons why they haven’t been able to 
improve.

People don’t feel responsible for the results they are getting.

People may not feel capable of getting improved results.

There has been a past pattern of bringing in all the latest and greatest 
programs with little or no improvement.

I have used the Negative Vision Process frequently when teams are stuck in 
the status quo. This process can often be used inside strategic planning 
processes in which the planning team is simply re-packaging what it has always done 
in new and fancier language.

A story that particularly sticks out to me around the Negative Vision is when I used it 
with a leadership team from a large high school in Southern California. This 
particular high school was part of a state-wide program for the most underachieving 
schools in California relative to special education students. 

The leadership team had just experienced the departure of their fifth school principal 
in a six-year period. Their shared experience was that they were doing the best they 
could in light of the low socioeconomic status of the community and the frequently 
changing leaders. When I met with them they appeared to be in a blame-frame and 
exclaimed that they were satisfied with their student results. They appeared unwilling 
to actually look at themselves and their system, but preferred to blame external 
reasons for the results. They were as a site and as a district in a three-year leadership 
and planning process and they were facing sanctions from the state.

At the beginning of the Negative Vision Process, team members were angry with me 
because I was pushing them to look at the negative consequences of their inactivity. 
However, they quickly started to share how disempowered and incapable they felt to 
make changes that would help children. Some shared that their health was being 
impacted by the constant stress and that their families were tired of hearing them 
complain. Several shared that they were actively looking for employment elsewhere. 
This was a breakthrough moment for the group and perhaps the first time in a long 
time that they had an honest and open conversation with each other. When the 
leadership team realized that they were all feeling the same, it mobilized them to want 
to change their culture and ways of operating.

the Situation  

Signs and Symptoms 

Dynamic 7
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PRACTICE

Negative Vision Process 
What Process 

Do I Use? Process Description 
There are times and situations 
that necessitate a not-so-subtle 
push to get groups going. A 
Negative Vision is developed 
during the early stages of an 
intervention in order to push a 

group through apathy, conflict, denial or immobility. In this 
process a group is taken through a guided visualization and 
asked to identify what it would be like if nothing were 
accomplished through their work together.
The facilitator poses the question, “What will happen if we 
work for one year, meeting every week or month, and nothing 
is accomplished on our task?” Standing at a flipchart, the 
facilitator asks the group, “What will be the specific 
consequences?”. The group’s first impulse is to talk about the 
system, organization or clients.

The facilitator must push each individual in the group to 
personalize the consequences by asking questions like:

• What consequences will there be for our clients?
• What are the personal consequences for you

professionally?
• What are the consequences to you in your home life if

this situation persists?

After people disclose the negative personal consequences, the 
facilitator asks the group to reflect on what they have said. 
Most times people comment that the negative consequences 
are already occurring and they wouldn’t have to wait another 
year to experience these consequences. This process generally 
allows people to see that the status quo is not necessarily a 
desirable place to be and that the group needs to take actions 
unless it wants to experience this “picture of negative 
consequences” in the future.
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Process Tips & Reminders
This process should only be used when a whole 
group is apathetic and stuck in status quo.  
The facilitator must have a high degree of 
permission with the group to effectively utilize the 
process, because the facilitator must be in a 
challenging role with individuals and the groups as a 
whole. 
After all the negative consequences are charted, the 
facilitator writes Negative Vision at the top of the 
chart. The chart should be posted in the room away 
from the workspace but easily seen by the group. The 
chart becomes a powerful third point when the group 
falls back into their past behaviors.

Tips and
Reminders
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CHAPTER	  5	  
WHOLE	  TEAM	  DYNAMICS	  IN	  CONTEXT	  OF	  THE	  

WHOLE	  ORGANIZATION	  

Group	  Dynamic	   Page	  Numbers	  
8. How	  do	  you	  create	  a	  breakthrough	  in	  a	  team	  when

they	  seem	  to	  be	  stuck	  in	  the	  current	  mode	  of
thinking	  and	  acting?

9. What	  do	  you	  do	  when	  leadership	  feels	  it	  is	  held
hostage	  by	  the	  culture	  of	  the	  organization?

10. How	  do	  you	  move	  from	  compliance	  to	  confidence
to	  commitment	  in	  a	  team	  or	  organization?

As	  mentioned	  in	  the	  prior	  section	  –	  Whole	  Team	  Dynamics	  -‐	  there	  are	  
dynamics	  that	  are	  deeply	  rooted	  in	  the	  culture	  and	  habitual	  patterns	  of	  the	  
organization.	  Such	  situations	  extend	  beyond	  the	  bounds	  of	  a	  single	  team,	  
and	  the	  work	  of	  any	  one	  team	  significantly	  impacts	  or	  is	  influenced	  by	  
other	  teams,	  if	  not	  the	  entire	  organization.	  As	  such,	  the	  nature	  of	  
intervention	  is	  significantly	  more	  involved	  and	  always	  benefits	  from	  a	  
diagnostic	  process	  before	  specific	  processes	  or	  set	  of	  interventions	  are	  
undertaken.	  By	  definition,	  these	  situations	  fall	  in	  the	  complex	  arena	  of	  the	  
Ralph	  Stacey	  Model.	  

In	  Section	  1	  of	  this	  chapter	  we	  will	  explore	  the	  diagnosis	  process	  with	  
specific	  focus	  on	  complex	  issues.	  Section	  2	  we	  will	  learn	  about	  a	  generic	  
approach	  to	  complex	  issues,	  and	  in	  Section	  3	  we	  will	  explore	  some	  specific	  
facilitation	  strategies	  for	  some	  common	  “dysfunctional	  dynamics”.	  	  
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Section	  1:	  Diagnosis	  Framework	  
In	  developing	  a	  broad	  understanding	  of	  the	  dynamics	  of	  your	  team	  in	  the	  context	  
of	  both	  the	  macro-environment	  (organization	  or	  community)	  and	  
the	  micro-environment	  (interpersonal	  dynamics),	  a	  “diagnosis”	  is	  often	  
both	  useful	  and	  necessary.	  	  The	  work	  in	  this	  section	  is	  largely	  extracted	  
from	  Diagnosis:	  From	  Theory	  to	  Practice	  by	  Steve	  Zuieback	  and	  Tim	  
Dalmau.	  

A	  diagnosis	  identifies	  the	  nature	  of	  the	  state	  in	  which	  the	  system	  finds	  itself	  and	  it	  
does	  this	  by	  gathering	  information,	  interpreting	  and	  then	  evaluating	  it.	  

In	  our	  framework	  the	  diagnosis	  is	  a	  statement	  about	  the	  underlying	  causes	  that	  
drive	  all	  the	  external	  structures,	  processes	  and	  practices	  in	  a	  team,	  organization	  or	  
system.	  These	  in	  turn	  modify	  or	  indicate	  outcomes	  and	  point	  to	  further	  action.	  

From	  the	  most	  straightforward	  of	  viewpoints	  we	  see	  diagnosis	  as	  the	  result	  of	  three	  
phases:	  

•Information	  gathering
•Making	  interpretations	  and	  judgments
•Inferring	  underlying	  cause

These	  are	  three	  interconnected	  processes,	  not	  separate	  tasks	  and	  there	  is	  much	  
overlap	  among	  them.	  At	  its	  simplest,	  the	  process	  of	  information	  gathering	  leads	  one	  
to	  interpret	  and	  in	  the	  process,	  synthesize	  and	  evaluate	  -‐	  produce	  a	  diagnosis.	  In	  all	  
instances,	  some	  type	  of	  information	  gathering	  will	  be	  involved.	  This	  may	  be	  about	  
the	  various	  parts	  or	  subcomponents	  of	  a	  system,	  or	  it	  may	  be	  about	  the	  entire	  
system	  as	  a	  whole.	  
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From	  Straightforward	  to	  Complex	  

One	  way	  of	  thinking	  about	  how	  involved	  the	  information	  gathering	  and	  
interpretation	  work	  might	  need	  to	  be	  is	  to	  evaluate	  the	  issue	  along	  the	  following	  
continua:	  

The	  more	  an	  issue	  fits	  along	  the	  left	  side	  of	  these	  continua	  the	  more	  likely	  the	  
practitioner	  can:	  

• Go	  for	  a	  simple	  information	  gathering	  step	  that	  leads	  directly	  to	  the
underlying	  causes,	  thus	  completing	  the	  diagnosis	  process,	  or

• Convene	  an	  interpretive	  conversation	  among	  key	  stakeholders	  that	  leads	  to
the	  underlying	  causes,	  thus,	  completing	  the	  diagnosis	  process.

Figure	  5.1	  

If	  the	  issue	  fits	  “in	  the	  middle”	  but	  is	  tending	  to	  the	  right	  side	  of	  these	  continua	  then	  
it	  is	  far	  more	  likely	  that	  the	  practitioner	  needs	  to:	  

• Go	  through	  most	  or	  all	  the	  areas	  of	  information	  gathering	  and interpretation,
and	  then
• Convene	  an	  interpretation	  conversation	  that	  leads	  to	  the	  judgment	  phase	  thus
completing	  the	  diagnosis	  process.

If	  the	  issue	  fits	  close	  to	  the	  right	  side	  of	  these	  continua	  then	  it	  is	  far	  more	  likely	  that	  
the	  practitioner	  needs	  to	  undertake	  a	  complex	  inquiry,	  which	  often	  involves	  looking	  
at	  the	  whole	  system.	  These	  are	  situations	  in	  which	  you	  need	  to	  look	  at	  and	  
eventually	  address	  the	  interconnections	  and	  interdependencies,	  fractals	  and	  deep	  
patterns	  that	  are	  only	  visible	  by	  looking	  at	  the	  system	  as	  a	  whole.	  
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Figure	  5.2	  

The	  process	  of	  diagnosis	  may	  be	  as	  easy	  as	  taking	  the	  client	  through	  a	  set	  of	  
sequential	  questions	  that	  address	  various	  dimensions	  of	  the	  current	  context	  (see	  
Appendix	  2:	  Key	  Inquiry	  Questions).	  In	  this	  instance,	  the	  issue	  is	  relatively	  
straightforward,	  small	  in	  size,	  linear,	  and	  clear	  in	  scope	  and	  purpose	  –	  in	  other	  
words,	  it	  falls	  closer	  to	  the	  left	  side	  of	  the	  continua.	  

In	  another	  scenario,	  such	  as	  redesigning	  the	  delivery	  system	  for	  adult	  primary	  care	  
medicine	  in	  a	  regional	  hospital	  corporation,	  the	  issue	  is	  far	  more	  complex.	  The	  issue	  
is	  very	  large,	  complicated,	  and	  complex	  in	  scope	  due	  to	  all	  the	  intersecting	  needs;	  
deals	  with	  multiple	  systems	  or	  a	  wider	  open	  system;	  has	  unconscious	  cultural	  
components;	  and	  would	  significantly	  impact	  the	  organizational	  climate.	  In	  this	  
instance	  it	  is	  more	  likely	  that	  the	  information	  gathered	  will	  need	  to	  be	  at	  three	  
different	  levels.	  

•Individual	  parts
•Relationship	  between	  parts
•The	  whole	  system

In	  this	  example,	  analysis	  of	  the	  parts	  and	  their	  interconnections	  will	  be	  needed	  and	  
this	  will	  most	  likely	  be	  a	  pre-‐step	  for	  conducting	  a	  whole-‐of-‐system	  inquiry.	  These	  
two	  examples	  illustrate	  just	  two	  of	  the	  many	  paths	  that	  the	  diagnosis	  process	  can	  
follow	  and	  are	  depicted	  in	  the	  following	  diagram	  as	  Lines	  1	  and	  2.	  
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Figure	  5.3	  

Diagnosis	  -‐	  Complicated	  or	  Complex	  Whole	  Team	  Dynamics	  

In	  the	  context	  of	  this	  book,	  I	  am	  presenting	  the	  diagnosis	  framework	  to	  specifically	  
focus	  on	  Complicated	  and	  Complex	  issues	  of	  teams	  that	  are	  nested	  in	  the	  patterns	  of	  
the	  overall	  organization.	  The	  diagnosis	  of	  the	  current	  patterns	  is	  essential	  in	  order	  
to	  ultimately	  come	  up	  with	  a	  treatment	  plan	  that	  works.	  In	  Complicated	  and	  
Complex	  situations	  it	  is	  the	  perspectives,	  mindsets,	  or	  mental	  models	  that	  inform	  
and	  shape	  the	  unwitting	  design	  and	  operation	  of	  the	  organization	  –	  often,	  to	  a	  large	  
extent,	  they	  are	  ultimately	  responsible	  for	  the	  structures,	  procedures,	  programs,	  
practices	  and	  behaviors	  in	  the	  organization.	  

The	  causes	  of	  these	  organizational	  patterns	  frequently	  go	  unquestioned	  or	  
unexamined,	  and	  are	  often	  in	  contradiction	  to	  the	  espoused	  beliefs	  and	  values.	  
These	  “causes”	  can	  be	  extremely	  positive	  or	  very	  negative	  in	  terms	  of	  the	  desired	  
outcomes	  of	  the	  organization	  or	  for	  a	  major	  change	  initiative.	  

In	  our	  framework	  the	  diagnosis	  is	  a	  statement	  about	  the	  underlying	  causes	  that	  
drive	  all	  the	  external	  structures,	  processes,	  and	  practices	  in	  a	  team,	  organization,	  or	  
system.	  These,	  in	  turn,	  modify	  or	  indicate	  outcomes	  and	  point	  to	  further	  action.	  

Some	  examples	  of	  such	  underlying	  beliefs	  and	  mental	  models	  might	  include:	  

53



• If	  we	  approach	  each	  problem	  in	  a	  highly	  organized	  and	  analytic	  way	  we	  will	  find
the	  root	  cause	  and	  be	  able	  to	  design	  a	  change	  that	  will	  work.

• We	  are	  only	  as	  good	  as	  our	  top	  leaders.	  If	  they	  don’t	  walk	  the	  talk,	  nothing	  can
change.

• We	  believe	  that	  our	  primary	  purpose	  is	  to	  assure	  compliance	  with	  government
regulations..

• We	  simply	  don't	  have	  the	  right	  systems	  in	  place.	  If	  we	  invest	  in	  good	  systems and
processes,	  people	  will	  use	  them	  and	  the	  problem	  will	  go	  away.

• If	  the	  leader	  would	  simply	  command	  those	  people	  to	  do	  what	  is	  required,	  then
all would	  be	  OK.

Section	  2:	  Generic	  Approaches	  to	  Complex	  Issues	  
As	  you	  learned	  in	  Section	  1	  of	  this	  chapter,	  diagnosis	  is	  a	  process	  that	  
involves	  information	  gathering,	  interpreting	  the	  information	  through	  
dialogue	  and	  the	  discerning	  the	  underlying	  causes	  thus	  completing	  the	  
diagnosis	  process.	  For	  complex	  issues	  that	  are	  large	  in	  scope	  and	  scale,	  
these	  are	  often	  very	  discrete	  and	  involved	  steps.	  These	  types	  of	  issues	  are	  
beyond	  the	  scope	  of	  this	  book,	  but	  the	  approaches,	  tools	  and	  processes	  for	  
such	  work	  are	  the	  focus	  of	  the	  book,	  Diagnosis:	  From	  Theory	  to	  Practice	  by	  
Steve	  Zuieback	  and	  Tim	  Dalmau.	  	  

In	  this	  book	  we	  are	  particularly	  focused	  on	  whole	  team	  dysfunctional	  
dynamics	  that	  are	  rooted	  in	  the	  overall	  patterns	  of	  culture	  of	  the	  broader	  
organization.	  Even	  though	  the	  issues	  may	  be	  complex,	  their	  scope	  and	  
scale	  are	  largely	  focused	  on	  a	  specific	  team	  or	  small	  system.	  	  In	  these	  
situations	  you	  can	  use	  approaches	  that	  gather	  information,	  engage	  in	  
interpretation	  through	  dialogue	  and	  reach	  a	  diagnosis	  in	  one	  process.	  It	  is	  
then	  an	  obvious	  step	  to	  move	  from	  diagnosis	  to	  the	  design	  of	  the	  
treatment	  plan	  (solution/s).	  

In	  considering	  an	  Information	  Analysis	  you	  want	  to	  consider	  the	  six	  
domains	  illustrated	  in	  the	  figure	  below.	  
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FIGURE	  5.4	  -‐	  Information	  Gathering	  

Approach	  1:	  Organizational	  Life	  Cycle	  Dialogue	  
Process	  
The	  Organizational	  Life	  Cycle	  Process	  seeks	  to	  identify	  the	  depth	  at	  which	  
issues	  are	  located.	  There	  are	  three	  levels	  -‐	  practices	  and	  procedures,	  
purpose	  and	  direction,	  and	  identity	  and	  unity.	  At	  each	  level	  there	  may	  be	  
either	  doubt	  that	  has	  crept	  into	  the	  system	  or	  alternatively	  some	  aspects	  
of	  growth	  and	  development	  that	  need	  further	  refinement.	  

At	  the	  most	  superficial	  level,	  the	  doubt,	  if	  it	  is	  there,	  will	  be	  expressed	  as	  
concern	  over	  operational	  issues,	  but	  the	  opportunity	  is	  for	  refinement	  and	  
improvement	  of	  operational	  efficiencies	  and	  outcomes.	  At	  the	  next	  level,	  if	  
there	  is	  doubt,	  it	  will	  find	  expression	  in	  concerns	  over	  purposes,	  goals	  and	  
objectives,	  perhaps	  even	  strategic	  intent.	  The	  opportunity	  for	  issues	  at	  this	  
level	  is	  to	  re-‐articulate	  and	  consolidate	  shared	  understanding	  of	  
fundamental	  purposes	  and	  key	  goals.	  

The	  third	  level	  the	  doubt,	  if	  present,	  will	  be	  expressed	  in	  a	  sense	  of	  no	  
longer	  belonging	  (in	  a	  "felt"	  sense)	  to	  the	  organization	  or	  group,	  the	  loss	  of	  
a	  sense	  of	  cohesion	  or	  shared	  identity.	  

There	  will	  be	  the	  perception	  of	  fragmentation,	  loss	  of	  potential	  and	  
disintegration	  of	  the	  system.	  The	  opportunity	  for	  issues	  at	  this	  level	  of	  
identity	  and	  unity	  is	  to	  honor	  the	  best	  of	  the	  past	  and	  to	  re-‐invent	  a	  strong	  
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sense	  of	  shared	  myth	  or	  identity	  about	  the	  organization	  and	  its	  dreams	  for	  
the	  future.	  	  

I	  have	  included	  The	  Organizational	  Lifecycle	  Inventory	  developed	  by	  Tim	  
Dalmau	  and	  Bob	  Dick	  in	  Appendix	  3.	  You	  can	  use	  this	  tool	  in	  a	  group	  or	  
team	  setting	  as	  an	  effective	  way	  of	  getting	  issues	  out	  on	  the	  table.	  

Steps	  in	  Utilizing	  the	  Organizational	  Lifecycle	  Model	  to	  Perform	  a	  
Climate	  Analysis	  

Step	  1:	  Gather	  the	  key	  stakeholders	  together	  for	  the	  analysis.	  

Step	  2:	  Utilize	  the	  video	  on	  Organizational	  Lifecycle	  Model	  or	  do	  a	  
short	  presentation	  on	  the	  model	  for	  the	  group	  gathered	  together	  to	  
do	  this	  analysis.	  

Step	  3:	  Each	  person	  goes	  through	  the	  Organizational	  Lifecycle	  
Questionnaire	  (See	  Appendix	  3).	  
Step	  4:	  Post	  a	  picture	  of	  the	  model	  on	  a	  larger	  flip	  chart	  page.	  One	  
picture	  for	  each	  team	  involved	  in	  the	  analysis.	  
Step	  5:	  Each	  member	  of	  each	  team	  posts	  a	  check	  mark	  or	  asterisk	  
on	  the	  level	  that	  comes	  closest	  to	  their	  scoring	  on	  the	  
questionnaire.	  This	  is	  done	  as	  anonymously	  as	  possible.	  
Step	  6:	  The	  team	  conducts	  a	  short	  dialogue	  to	  identify	  4-‐6	  
descriptive	  statements	  about	  the	  findings	  when	  looking	  at	  their	  
poster.	  

Step	  7:	  If	  you	  have	  multiple	  teams	  in	  the	  same	  room,	  conduct	  a	  
gallery	  walk	  in	  which	  all	  of	  the	  participants	  can	  view	  the	  posters	  
from	  each	  of	  the	  small	  teams.	  

Step	  8:	  If	  you	  have	  multiple	  teams,	  work	  with	  the	  entire	  group	  to	  
distill	  the	  key	  themes	  across	  all	  the	  small	  teams.	  If	  you	  explore	  
these	  themes	  deeply	  enough	  you	  normally	  identify	  the	  underlying	  
causes	  of	  the	  existing	  dysfunctional	  patterns	  in	  your	  team.	  

Approach	  2:	  The	  Strategic	  Inquiry	  Enneagram	  

Richard	  Knowles	  developed	  The	  Process	  Enneagram.	  It	  is	  a	  practical	  and	  
useful	  adaptation	  of	  the	  body	  of	  knowledge	  known	  as	  systematics	  
combined	  with	  complex	  adaptive	  systems	  theory.	  The	  Process	  Enneagram	  
is	  useful	  in	  many	  different	  ways:	  it	  can	  serve	  as	  both	  a	  framework	  for	  a	  
way	  of	  thinking	  as	  a	  change	  agent	  and	  as	  a	  process	  tool	  for	  facilitating	  
powerful	  dialogues.	  It	  can	  be	  used	  to	  understand	  the	  current	  state	  and	  
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deep	  patterns	  of	  a	  system,	  as	  a	  strategic	  assessment	  tool,	  as	  a	  planning	  tool	  
and	  as	  a	  guide	  in	  designing	  a	  facilitative	  intervention.	  

In	  a	  nutshell,	  the	  Process	  Enneagram	  is	  made	  up	  of	  nine	  points	  of	  focus.	  Its	  
power	  lies	  in	  its	  capacity	  to	  generate	  shifts	  in	  a	  group	  in	  all	  of	  the	  rational,	  
emotional	  and	  social	  levels	  of	  a	  group’s	  experience.	  	  

This	  effect	  arises,	  in	  part,	  from	  the	  unique	  sequence	  of	  the	  conversations	  it	  
drives	  in	  groups.	  Normally	  when	  people	  plan,	  they	  talk	  about	  the	  problem	  
and	  how	  they	  are	  going	  to	  fix	  it.	  In	  using	  the	  Enneagram,	  the	  dialogue	  
sequence	  focuses	  first	  on	  understanding	  before	  “solutioning”.	  This is in 
complete harmony with the 3 Laws of Performance (see page 11).

I	  am	  explicitly	  using	  the	  Process	  Enneagram	  for	  complex	  inquiry,	  and	  for	  
that	  reason	  Tim	  Dalmau	  and	  I	  have	  created	  a	  new	  set	  of	  enneagram	  
templates	  that	  we	  call	  the	  Strategic	  Inquiry	  Enneagram.	  What	  we	  are	  
calling	  the	  Strategic	  Inquiry	  Enneagram	  is	  similar	  to	  the	  Process	  
Enneagram,	  but	  distinct	  in	  a	  couple	  of	  critical	  areas	  ...	  the	  labels	  are	  
slightly	  different	  to	  give	  more	  specific	  meaning	  to	  some	  key	  points,	  the	  
questions	  are	  all	  geared	  toward	  the	  current	  and	  past	  practices	  of	  the	  
system,	  and	  at	  times,	  some	  variations	  on	  the	  sequence	  are	  utilized.	  

The	  Process	  Enneagram	  as	  	  Journey	  Map	  

Current	  State	  and	  Identity.	  Our	  current	  sense	  of	  who	  we	  are,	  and	  how	  we	  
got	  to	  be	  here,	  of	  what	  drives	  us:	  both	  the	  positive	  and	  negative	  aspects.	  	  

Relationships	  and	  Connections.	  Description	  of	  the	  nature	  and	  
functionality	  of	  relationships	  among	  individuals,	  groups	  and	  other	  
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elements	  in	  and	  across	  the	  system.	  It	  also	  includes	  an	  examination	  of	  the	  
functionality	  of	  connections	  across	  the	  system,	  e.g.	  between	  departments,	  
between	  our	  group	  and	  some	  key	  stakeholders,	  between	  different	  areas	  of	  
activity	  such	  as	  marketing	  and	  production,	  curriculum	  design	  and	  
teaching.	  

Information	  and	  Will.	  Our	  understanding	  about	  the	  importance	  of	  
information	  and	  our	  beliefs	  about	  the	  relationship	  of	  information	  to	  
individual	  and	  organizational	  effectiveness.	  Our	  description	  of	  how	  
information	  flows,	  what	  is	  and	  is	  not	  available	  and	  what	  we	  collude	  to	  
ignore.	  And...	  how	  that	  information	  then	  either	  enhances	  or	  inhibits	  
alignment	  and	  shared	  willingness	  to	  act	  in	  concert.	  

Intention.	  An	  examination	  of	  what	  we	  set	  out	  to	  achieve,	  and	  how	  well	  we	  
are	  doing	  in	  our	  pursuit	  of	  our	  ambition.	  This	  can	  cover	  a	  whole	  range	  of	  
both	  soft	  and	  hard	  issues:	  vision,	  ambition,	  purpose,	  performance,	  results,	  
value	  add,	  strategic	  intent.	  

Principles	  and	  Ground	  Rules.	  The	  assumptions	  and	  ways	  of	  operating	  
we	  take	  for	  granted	  that	  model	  our	  beliefs	  and	  our	  intentions	  within	  the	  
organization.	  These	  ways	  are	  expressed	  in	  the	  standards	  and	  ground	  rules	  
we	  work	  and	  live	  by.	  They	  can	  be	  strategic,	  operational	  or	  behavioral.	  

Tensions	  and	  Issues.	  The	  existing	  constraints,	  realities,	  dilemmas,	  
contradictions	  and	  behavioral	  patterns	  currently	  keeping	  individuals,	  
teams	  or	  the	  organization	  as	  a	  whole	  from	  realizing	  the	  desired	  intention.	  

Structures	  and	  Strategies.	  The	  current	  strategies	  and	  approaches	  we	  
pursue	  to	  achieve	  our	  intention.	  What	  are	  they	  and	  how	  well	  do	  they	  help	  
us	  achieve	  our	  intention.	  

Current	  Work.	  The	  behaviors,	  actions,	  processes,	  procedures	  and	  
systems	  we	  use	  to	  implement	  each	  of	  our	  key	  strategies.	  

People	  often	  ask,	  “What	  questions	  would	  I	  ask	  at	  each	  stage	  of	  the	  
Enneagram?”	  To	  answer	  this	  question	  we	  have	  provided	  a	  number	  of	  
enneagram	  templates.	  Each	  template	  provides	  guidance	  to	  select	  the	  best	  
questions	  depending	  on	  your	  particular	  circumstances	  or	  context.	  In	  
complex	  situations	  you	  may	  use	  more	  than	  one	  template	  depending	  on	  the	  
various	  groups	  that	  you	  convene.	  You	  can	  download	  a	  full	  set	  of	  these	  
Strategic	  Enneagram	  Templates.	  	  
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Facilitation	  of	  the	  Strategic	  Inquiry	  Enneagram	  

The	  following	  are	  suggested	  preparation	  steps	  for	  a	  complex	  inquiry	  
dialogue	  using	  the	  Strategic	  Inquiry	  Enneagram.	  All	  of	  these	  steps	  are	  
dependent	  on	  the	  initial	  decisions	  about	  the	  focus	  and	  scope	  of	  the	  project	  
and	  related	  outcomes.	  

Preparation	  Steps:	  
1. Identify	  the	  outcomes	  you	  desire	  from	  the	  dialogue	  that	  will	  use	  the

Strategic	  Inquiry	  Enneagram.	  If	  multiple	  dialogues	  are	  necessary
based	  on	  the	  scope	  and/or	  scale,	  variations	  in	  outcomes	  may	  exist.

2. Using	  the	  various	  Strategic	  Inquiry	  Enneagram	  templates	  (Strategic
Enneagram	  Templates.)	  select	  the	  most	  pertinent	  questions	  for
each	  dialogue.	  

3. Considering	  the	  importance	  of	  selecting	  the	  right	  people	  for	  each
dialogue,	  select	  and	  invite	  the	  most	  essential	  people	  for	  each
dialogue	  processes.

4. Design	  a	  concise	  summary	  of	  the	  results	  from	  all	  the	  analyses.
5. To	  better	  inform	  the	  SIE	  dialogues	  you	  may	  consider	  one	  or	  more

of	  the	  following	  additional	  pre-‐steps:
• Interviews	  with	  all	  members	  of	  the	  leadership	  team	  –	  that	  may

include	  members	  of	  the	  senior	  leadership	  team,	  mangers	  and
departments	  leaders.

• Surveys	  of	  employees	  impacted	  by	  the	  key	  issues	  being
addressed	  in	  each	  dialogue.

• Convening	  and	  conducting	  focus	  groups	  with	  employees,	  key
stakeholders,	  clients	  or	  customers.

Convening	  the	  Dialogue	  

1. Welcome	  the	  people	  into	  the	  dialogue	  and	  state	  the	  intended
outcomes	  for	  the	  session.

2. Present	  the	  summary	  of	  the	  analyses	  findings	  as	  a	  means	  of	  setting
the	  context	  for	  the	  dialogue.

3. Engage	  in	  the	  Strategic	  Inquiry	  Enneagram	  questions	  that	  were
pre-‐selected,	  understanding	  that	  other	  questions	  will	  naturally
emerge	  as	  the	  process	  unfolds.

4. Use	  a	  whiteboard,	  flip	  chart	  or	  projector	  screen	  to	  capture	  the
comments	  from	  each	  question.	  This	  will	  prevent	  people	  from
getting	  stuck	  on	  personalities,	  blaming	  each	  other	  and	  will	  also	  help
people	  get	  a	  sense	  of	  the	  whole	  picture	  as	  it	  emerges	  through	  the
conversation.

5. Utilize	  the	  Deep	  Learning	  and	  Sustainability	  questions	  as	  an
opportunity	  to	  have	  all	  the	  members	  of	  the	  process	  think	  about	  the
meaning	  of	  the	  whole	  system	  rather	  than	  just	  the	  parts.	  It	  is	  at	  this
juncture	  that	  the	  deepest	  understanding	  of	  the	  underlying	  causes
(completion	  of	  the	  diagnosis	  process)	  emerges.
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the Situation 

Signs and Symptoms 

Underlying Causes 

How do you create a breakthrough in a team 
when they seem to be stuck in their current 
mode of thinking and acting? 
People report that they have tried many different approaches 
but they keep getting the same results.

Most groups of stakeholders are blaming others for poor 
results.

People report that they don’t think it is possible to achieve 
improved results.

Individuals, entire teams and whole organizations are 
unconsciously stuck in applying a mindset that perpetuates the 
same results.

Within the last couple of years I worked with one of the best school districts in 
the country, that had experienced a few important leadership transitions in 
addition to some severe budget restrictions. Several indicators of success 
started to show significant strain. The leadership team asked me to assist them 
with a leadership reflection on the reasons for their leveling, and, in some 
cases, dropping student achievement. We collectively decided to utilize the 
Mental Models process. All members of the team went through the con-
versation process. We started this conversation with the negative result of a 
significant gap in student achievement for African American students in the 
district even though many programs had been put into place. 

It was fairly evident from the outset that people were a bit uncomfortable in 
speaking their own truth. For this reason they were asked to role play various 
stakeholders in their system – students, parents, principals, district leaders, 
members of the union, etc. The conversation became very lively and open. As 
we progressed through the model it became clear that an ongoing theme was 
how people isolated themselves from each other. The structures of the system 
didn’t seem to isolate, but the underlying cultural belief was that everyone was 
the cream of the crop in the profession. Everyone experienced this internal 
tension, and as a result they tended to hide from each other out of fear of 
looking incompetent.  This also extended to how professional development 
opportunities were designed. The district had more diverse types of 
professional development opportunities than any district I had ever experi-
enced, however they were all provided by district employees. At the conclusion 
of the conversation the group had a new insight about the mindset that 
perpetuates their negative results and what they might need to do to break 
this cycle.

Dynamic 8
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Process Description
This process was originally developed 
by Chris Argyris and Donald Schön 
and later described in Peter Senge’s, 
The Fifth Discipline (1990). When 
time permits, it is the most powerful 
process for challenging and changing 
the underlying mindset that directs 
the ways people operate inside a 
system and perpetuates a specific 
negative pattern of results. The 

process accomplishes this by fundamentally questioning the values 
that sit behind the current behaviors and strategies within a system 
or organization.
For this process to be successful, it is essential that a broad spectrum 
of stakeholders be included in the conversation. In most educational 
issues this means students, parents, teachers, administrators, district 
staff and community organizations. It is the input from these people 
that challenges the people normally tasked to find solutions, and helps 
them “see” things differently. In the process, participants are asked a 
series of sequential questions starting with an undesirable result. The 
process can be used to cover all the parts on the Process Enneagram 
and can result in a full plan. The application of the Mental Models 
process in this protocol is to create a breakthrough in a team when 
they seem to be stuck in their current mode of thinking and acting. In 
this application only the right side of the Mental Model is utilized. 
The following page is an example of situation where this process was 
used with a school district to help them examine some of their 
difficult patterns. 

The first conversation that is documented in the example started off 
at the bottom right-hand side of the diagram by asking the group the 
following question: 

PRACTICE

Mental Models Process What Process 
Do I Use?

Mental Models Process

Mental Models
(Beliefs, Fractals, Paradigms)

Structures

Patterns of Behavior

Events and Results

1. What is the most troubling negative result that the system is
currently experiencing? (Negative Result)
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2. What behavior patterns do you see that cause the current gaps in student
achievement? (Patterns of Behavior)

As before, these responses were charted on the right hand side of the 
diagram. The group was then asked:

3. What structures, strategies, processes or rules are in place in our district that result
in the behavior patterns we just identified? (Structure and Systems)

These responses were charted on the right hand side of the diagram 
adjacent to the Structures box. As a last step on this side of the model 
(Current State), the question was asked:

4. When the original architects of our organization designed the system, what beliefs
and values must they have held to come up with these structures, strategies and
processes that ultimately lead to our undesirable results? (Mental Models)

In this instance the team quickly identified that they wanted to work on 
how to eliminate the achievement gap for students across the district. 
They stated that they believed that they had tried everything and that 
“institutionalized racism” may be the primary factor. 
As can be seen from the diagram, the negative result chosen by the staff was 
“eliminating the achievement gap for all students across the district”. 

From there, the facilitator moved the conversation up the right side of the 
diagram by asking the question:

It is important at this step to use the statement about original architects so 
that the current group disassociates from any blame or guilt or ownership 
around the conversation that ensues about values and beliefs. In many cases 
the group identifies values that they want to keep along with values or 
beliefs that no longer apply to the current needs and outcomes of the 
system. 
At this stage it is important for the facilitator to take a step back with the 
group and discuss the values and their fit to the current state of the system. 
Which values apply, which values no longer apply and why? As can be seen 
from the example above, the underlying restraining patterns had more to do 
with the cultural mindset that we are the best of the best than with institu-
tionalized racism. They didn’t deny that some of the structures and 
behaviors reflect this possibility; however, the underlying mindset was 
actually different. In fact, a mindset of being the “best of the best” has some 
exceptionally positive attributes, but different ways of operating and 
behaving needed to be put into place to break the negative attributes of this 
mindset. 
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Process Tips & Reminders
It is absolutely essential that all key stakeholders are 
represented in the conversation. This is how the 
current paradigm is actually broken. Too often the 
same people that created or perpetuate the current 
system come together to try and change the system. 
Not surprisingly, they generate the same patterns and 
results.
It is important to use the exact visual diagram when 
facilitating the conversation.  This allows the 
facilitator to visually focus the participants on the 
board (third point) and to keep the sequential logic of 
the process flowing from negative result to behaviors 
causing the negative result; to structures that cause the 
behaviors; and to the underlying beliefs that perpetuate 
the structures. 
The process is long so it should only be used for 
groups or organizations that are “stuck” in a 
repeating pattern of negative results and who 
have no new insights on how to get different results.
It is sometimes useful to stop the processing at the 
conclusion of the Current State sequence before 
proceeding to the Future State. This gives people time 
to reflect on the shared thinking and experience before 
continuing on to design the new future.

Tips and
Reminders

63



If we have good teaching we don’t need 
to differentiate–one size fits all.

We are the best and brightest and we 
only hire the best.

Given that we are the best we have all 
the best answers right here and we don’t 
need to look outside our district. 

We don’t have feedback loops to deter-
mine what we know and what we don’t 
know; we don’t have accountability for 
behavior, the structures of classes don’t 
meet the learning needs of students; 
the supervision and evaluation system is 
subjective; disagreement and confusion 
regarding gate-keeping issues; we don’t 
have meaningful mechanisms for parent 
involvement; we don’t have clarity or con-
sistency for best practices; the structure 
of the school day is built on the needs of 
the adults. 

Climate of distrust – people blaming 
each other; some children have differ-
ent consequences for the same behavior 
than other kids; teachers don’t hold all 
kids to the same expectations; teachers 
don’t buy in to the strategies that will 
work for kids who are not succeeding; 
students are bored; some kids get called 
disrespectful and get treated disrespect-
fully by teachers; teachers rely on the call 
of academic freedom and avoid being 
told what to do; we don’t seek help from 
colleagues or leadership because we are 
fearful of looking inadequate. 

Eliminate the achievement gap for all 
students across the district.

Mental Models5 4

Structures & Systems6 3

Patterns of Behavior7 2

Events / Results8 1
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the Situation  

Signs and Symptoms 

Underlying Causes 

What do you do when leadership feels it is 
held hostage by the culture of the 
organization?
Significant numbers of leaders state that they can’t make 
changes because of the resistance of key people in the 
organization. 

Leaders report that there are a few significant people who are 
called the "keepers of the culture.”

An underlying value is being violated in the organization.

There is a persistent pattern of perceived disregard by 
leadership of the needs, interests and values of a small 
influential group of people in the organization. 

A group of influential people are not involved in the key 
decisions of the organization – decisions that directly impact 
their work and positions.

One of the most interesting and impactful times I used this process was with a 
45-member school district leadership team located in central California. I was 
contracted to work with the team at their two-day planning session in 
Monterey. They quickly indicated to me that the main reason that they were 
experiencing such low results for special education students was that there 
were significant and respected “keepers of the culture” who, by their influ-
ence, were holding the whole district back from making significant improve-
ments for students.

This was the perfect application for the Handling Difficult Group Behavior 
exercise. As the group went through the process they realized that it was the 
patriarchal approach of leadership that contributed to the staff feeling alien-
ated and manipulated and leading them to resist the changes proposed by the 
district. 

This breakthrough allowed the leadership team to have a very productive two-
day planning conversation about how to shift the paradigm of leadership 
(“below the green line”) as they accomplished the critical “above the green 
line” work of education.   

Dynamic 9
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Process Description
It has been my experience that a 
large percentage of difficult 
dynamics are actually a reaction 
to the leader, leadership culture, 
agenda, facilitator or the 

facilitation process, rather than a person being difficult for the 
sake of being difficult. There have been a few exceptions to 
this and these people were true saboteurs.
The most common difficult people dynamics that participants 
have identified include:

• A person who dominates the conversation.
• Passive aggressive behavior.
• An angry or aggressive person in a group.
• People agree to a plan in a meeting and then go out and do

something different.
• A person who continually tries to hijack the meeting.

This process can be used when a group is in the blame mode 
regarding the behavior of other people who they believe are 
holding the organization or team hostage from making 
progress. 
It is particularly useful to break the current mindset regarding 
the reasons behind difficult group behaviors. This process 
tends to shift the understanding from blaming and labeling 
people to looking at the facilitation, leadership or system as the 
possible cause behind the difficult group behavior. The primary 
mechanism that allows for this shift in mindset comes from 
demonstrating that at some time everyone has exhibited these 
difficult behaviors – that is to say that they were not being 
difficult or purposely trying to sabotage the group or process.

HANDLING DIFFICULT GROUP DYNAMICS What Process 
Do I Use?
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the process consists of seven steps:

Step 1: The team identifies the difficult group dynamic or behavior
that they believe is holding the organization hostage. 
This may mean brainstorming all the possible dynamics 
and selecting the top priority.

Step 2: On a large whiteboard or wall covered with flipchart paper,
draw a circle in the middle and write the difficult 
dynamic in the center of the circle.

Step 3: Now ask group members to identify the behaviors they wit-
ness that show evidence of this difficult dynamic. 
These are written inside the circle (moving from 
judgment to specific behaviors).

Step 4: Ask each person (or small groups of people when you have
more than 12 people) to identify a time when they, 
themselves, demonstrated some or all of the actual 
behaviors. Then ask them to identify what their reasons 
were for exhibiting these behaviors. 

Step 5: After all these reasons have been posted, ask the indi-
viduals or small groups to think about what reasons 
underlie the difficult group dynamic. What is it about the 
team, process, facilitation or the organization that 
contributes to these difficult group dynamics?
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Process Tips & Reminders
The process takes about 45 minutes and should be 
completed in one meeting. This should only be used 
when large numbers of people in a team or 
organization are stuck in a blame paradigm.
It is very important to go visual when using this 
process. It keeps the group focused on a “third point” 
and on the logical sequence of the questions and 
responses. If the third point is not held, a group can 
begin to personalize the content and fall back into the 
blame mode.

Tips and
Reminders

Step 6: Once all the input has been charted, ask the small groups to
again engage in a 10-minute discussion. This time 
they are to discuss what new insights they have about 
the meaning of difficult dynamics in groups.

Step 7: As a final step, ask the group what new insights they have
about the meeting process, and what steps the 
group might suggest to improve the quality of the 
meeting process.
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the Situation  

Signs and Symptoms 

Underlying Causes 

How do you move from compliance to 
confidence to commitment in a team or 
organization? 
People say that they are committed to the goals and work of 
the organization but they lack confidence in the ability of the 
organization to deliver.

People look to leadership to “walk the talk” before they commit 
to the work of the organization.

People blame the culture of the organization for not getting 
involved and they are not excited about the work of their 
organization.

People lack specific evidence in the behavior of key leaders that 
they are living the vision, mission and values of the 
organization.

People don’t see leadership taking actions that deal with the 
negative patterns in the culture of the organization.

Patriarchal organization. Leadership confusion over issues 
requiring ownership.

In 1997 I had the privilege to work with Tim Dalmau with one of his profes-
sional services clients in South Africa. The country had recently gone through a 
tremendous transition from apartheid to a new paradigm in governance with 
the African National Congress headed by Nelson Mandela. As part of the 
government transition, all firms working under government contract were 
given five years to transform their various leadership structures to reflect the 
demographics of the country – 95 percent people of color.

One hundred and thirty-five partners came together at a multi-day planning 
conference in Durban, South Africa to explore the will of the firm to make this 
transition. We used the Confidence Line as our first facilitation intervention of 
the planning session. The 135 partners were asked to array themselves along a 
number line from 1-10. People were asked to rate their own confidence that 
the group of partners would do what was necessary to abolish apartheid 
practices in the firm. If you had the lowest confidence you would stand in the 
one position. If you had the highest confidence you would stand at the ten 
position. We were careful to distinguish confidence from personal 
commitment. People’s commitment was not be measured or questioned. 

Interestingly the CEO of the firm, who had always been a firm supporter of the 
transformation in the country, rated himself as a one. This was a shock. His 
ranking had to do with confidence in the team making hard decisions rather 
than his personal commitment to do all that was necessary.

Dynamic 10
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PRACTICE
CONFIDENCE LINE 

What Process 
Do I Use? Process Description

The Confidence Line is a process that is used 
with a group from 20-500 people to surface 
the underlying concerns (elephants) in a 
very short period of time while maintaining 
safety. Frequently groups waste

The process involves the following 5 steps:

Step 1: PoSing the queStion.
“On a scale of 1-10, how confident are you that this group of 
people will be successful in achieving the goals of our work?” 
1 is the lowest level of confidence and 10 the highest.

Step 2: tAking A PoSition.
People are asked to physically move to an imaginary number 
line that stretches around the room. Generally you want a 
minimum of three and maximum of six people per position. In 
a large group you can break them up into a number of smaller 
groups at the same confidence line position.

Step 3: SMAll grouP huDDle.
In small groups of like rankings (all the 2s together, all the 3s 
together) they discuss two questions – “What is your rationale 
for choosing this rank?” and “What has to happen within the 
team, organization or system to increase your  confidence 
level?”

Step 4: eliCiting AnSwerS to the queStionS.
Starting with the lowest ranking group, the facilitator listens 
to the answers to the two questions, specifically charting the 
answers to the second question – “What needs to happen to 
increase your confidence?”

Step 5: DeBrieF.
The facilitator processes the overall responses by asking the 
following three questions:

1. What surprises occurred from this process?
2. What insights seem most important across the group?
3. What new group agreements will need to be successful?

 considerable time getting the real issues on the table. People 
don’t put such issues on the table in groups because they don’t 
feel safe to do so.
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Process Tips & Reminders
It is extremely important to set the proper context 
for using this process. People are told that this 
process will in no way test their commitment to their 
organization or team.
The chart becomes a “contract” for the team or 
organization when the facilitator charts the answers 
to the question, “What will it take to increase your 
confidence?” The answers to this question will 
actually improve confidence and break the cycle of 
apathy. 
The process can be used at later points in time to 
measure progress relative to changing the culture 
within an organization.

Tips and 
Reminders
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Section	  4:	  Matching	  the	  Complexity	  of	  the	  Issue	  to	  the	  
Group’s	  Functionality	  

This	  last	  section	  brings	  us	  full	  circle	  back	  to	  our	  Leadership	  Map	  of	  Effectiveness	  
framework.	  The	  fourth	  level	  of	  Assessment	  is	  matching	  the	  right	  dialogue	  process	  or	  
processes	  to	  the	  level	  of	  complexity	  faced	  by	  your	  team.	  

In	  some	  cases	  the	  leader	  ends	  up	  pushing	  a	  team	  into	  dysfunction	  because	  either	  the	  
issue	  is	  too:	  

• complex	  for	  the	  capability	  of	  the	  team,	  or
• straightforward	  for	  the	  process	  selected	  by	  the	  leader

In	  some	  instances	  a	  leader	  brings	  issues	  to	  their	  team	  in	  which	  they	  should	  simply	  
make	  a	  decision	  and	  move	  forward.	  These	  would	  be	  straightforward	  issue	  with	  a	  
formed	  and	  functional	  group.	  

Leadership Map of Effectiveness 
Matching Complexity and Group Functionality to the Right 

Management and Facilitation Approach 

Complexity+of+
Issue+

Straigh(orward, Complicated, Complex, Chao4c,

Capable, Not,Capable,

Func3onality+
of+Group+

Unformed, Formed,

Management,+
Interven3on+

and++
Facilita3on+

Management,for,
Forma4on,

Management,,,Interven4on,
and,Facilita4on,for,

Func4onality,

Management,,Facilita4on,&,Capacity,
Building,

Facilita3on+
Processes+

• Discussion,
Method,

• AAR,
• Apprecia4ve,

Inquiry,

• Workshop,Method,
• 4,Step,Ac4on,

Planning,
• Mental,Models,
• Decision,Matrix,

• Process,Enneagram,
• Mental,Models,
• Sequence,of,Processes,

Around,Enneagram,

Formed,and,
Func4onal/Healthy,

Formed,and,
Dysfunc4onal,

What you will notice from the bottom line on the figure below is that there are 3 
process approaches suggested for complex issues- The Process Enneagram, 
Mental Models and a "sequence of processes around the Enneagram". It is the 
sequence that needs clarifying. The process enneagram contains 9 points of 
conversation. In many cases when the team is not "high functioning" it is more 
productive to select a focused process that builds more safety and more 
functionality. For this reason you may choose to use a variety of processes that 
follow the enneagram sequence - starting with current state and moving all way 
to deep learning. You can also get a more thorough explanation of this approach 
in the Facilitation Skills for Chaotic Times - Process Flashcards.
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The	  following	  table	  provides	  some	  broad	  guidelines	  for	  the	  leader	  in	  matching	  the	  
right	  process	  to	  the	  level	  of	  functionality	  of	  the	  team.	  

Group	  
Functionality	  

Straightforward	   Complicated	   Complex	   Chaotic	  

Unformed	   1. The	  leader
“manages”	  the	  issue
by	  independently
making	   the
decision,	  or

2. Allow	  the	  emerging
group	  to	  tackle	  an
aspect	  of	  the	  issue
as	  a	  way	  of
increasing	  the
team’s	  functionality.

Allow	  the	  
emerging	  group	  
to	  tackle	  an	  
aspect	  of	  the	  
issue	  as	  a	  way	  of	  
increasing	  the	  
team’s	  
functionality.	  

Group	  is	  not	  
ready	  for	  these	  
issues	  yet.	  

Leader	  needs	  to	  
make	  the	  
decision	  and	  
manage	  the	  
consequences.	  

Formed	  and	  
Functional	  

The	  leader	  “manages”	  
the	  issue	  by	  
independently	  
making	  the	  decision.	  

Bring	  the	  issue	  to	  
the	  team	  for	  
facilitated	  
process.	  

Bring	  the	  issue	  
to	  the	  team	  for	  
facilitated	  
process.	  

Bring	  the	  issue	  to	  
the	  group	  to	  get	  
input	  and	  
recommendations	  
about	  approach.	  

Formed	  and	  
Dysfunctional	  

The	  leader	  “manages”	  
the	  issue	  by	  
independently	  
making	  the	  decision.	  

Use	  the	  issue	  to	  
build	  greater	  
functionality.	  It	  
will	  require	  
management,	  
discipline	  and	  
facilitation.	  

Bring	  the	  issue	  
to	  the	  group	  to	  
get	  input	  and	  
recommenda-‐	  
tions	  about	  
approach.	  

Leader	  needs	  to	  
make	  the	  decision	  
and	  manage	  the	  
consequences.	  

Healthy	   The	  leader	  can	  
“manage”	  the	  issue	  
by	  independently	  
making	  the	  decision.	  
This	  would	  be	  in	  the	  
interest	  of	  efficiency	  
and	  time.	  

Bring	  the	  issue	  to	  
the	  team	  for	  
collaborative	  
facilitative	  
process.	  

Bring	  the	  issue	  
to	  the	  team	  for	  
collaborative	  
facilitative	  
process.	  

Leader	  assesses	  
whether	  the	  
complexity	  is	  
outside	  scope	  and	  
range	  of	  team	  or	  
team	  needs	  more	  
inputs,	  resources	  
and	  expertise.	  

73



Appendix	  1:	  More	  About	  Ralph	  Stacey	  
Model	  (from Tim Dalmau)
Ralph	  Stacey	  Model	  

As	  you	  begin	  to	  apply	  	  understandings	  	  about	  complexity	  into	  the	  operations	  of	  
organizations,	  significant	  tensions	  and	  paradoxes	  arise	  for	  most	  leaders	  and	  
managers.	  What	  is	  the	  balance	  between	  control,	  planning	  and	  emergence?	  

Ralph	  Stacey	  (1992)	  provides	  us	  with	  a	  way	  out	  of	  this	  dilemma.	  Stacey	  talks	  of	  
three	  different	  types	  of	  change:	  closed,	  contained,	  and	  open-‐ended	  change.	  He	  
suggests	  that	  closed	  change	  involves	  those	  situations	  where	  everyone	  agrees	  upon	  
what	  needs	  to	  happen	  and	  the	  likely	  consequences	  when	  it	  happens	  (bottom	  left	  
hand	  corner	  in	  the	  diagram).	  

Contained	  change	  covers	  those	  situations	  where	  we	  are	  able	  to	  say	  only	  what	  will	  
probably	  happen	  and	  what	  the	  probable	  consequences	  will	  be.	  Open-ended	  change	  
covers	  those	  sequences	  of	  events	  for	  which	  no	  explanation	  has	  widespread	  
acceptance	  by	  those	  involved.	  	  

In	  situations	  of	  closed	  or	  contained	  change,	  Stacey	  suggests	  the	  consequences	  of	  any	  
change	  are	  predictable	  –	  there	  is	  a	  clear	  link	  between	  cause	  and	  effect.	  Control	  can	  
be	  exerted	  through	  planning	  or	  direct	  management	  action.	  These	  forms	  of	  control	  
by	  executives	  are	  appropriate	  for	  the	  short-‐term	  aspects	  of	  a	  business	  dominated	  by	  
situations	  of	  contained	  or	  closed	  change.	  This	  is	  the	  domain	  of	  operational,	  top-‐
down	  management.	  In	  these	  instances	  Stacey	  suggests	  that	  we	  identify	  very	  clearly	  
those	  things	  that	  are	  routine,	  repetitive,	  known	  and	  agreed,	  and	  critical	  to	  short-‐
term	  success.	  He	  argues	  that	  you	  can,	  and	  should,	  control	  these	  things.	  	  
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For	  situations	  of	  open-‐ended	  change	  (in	  which	  organizations	  have	  to	  continually	  
innovate,	  discern	  and	  respond	  to	  ambiguous	  and	  unclear	  forces),	  Stacey	  suggests	  
complex	  learning	  systems	  and	  political	  interaction	  (dialogue).	  

Learning	  communities	  are	  the	  only	  form	  of	  control	  capable	  of	  operating	  in	  this	  
domain.	  In	  situations	  of	  open-‐ended	  change,	  executive	  management	  exerts	  its	  
influence	  by	  setting	  context,	  defining	  meaning,	  convening	  conversations	  and	  
determining	  how	  learning	  will	  occur	  (Extraordinary	  Management	  in	  the	  diagram).	  

Conventional	  thinking	  would	  say	  that	  management	  is	  a	  negative-‐feedback	  activity	  
setting	  a	  strategic	  aim	  and	  moving	  the	  company	  toward	  it	  by	  correcting	  deviations.	  
With	  complex	  learning	  systems,	  the	  picture	  is	  more	  complicated.	  Indeed,	  one	  of	  the	  
key	  messages	  from	  Ralph	  Stacey	  (1992)	  is	  not	  to	  confuse	  the	  requirements	  of	  top-‐
down	  control	  and	  good	  management	  (day-‐to-‐day	  and	  immediate	  routine	  processes)	  
with	  the	  essentially	  unknowable	  characteristics	  of	  long-‐term	  change	  in	  complex	  
systems.	  	  

Some	  consultants	  and	  writers	  suggest	  that	  strongly	  shared	  beliefs	  and	  values	  are	  
essential	  to	  steer	  an	  organization	  or	  group	  into	  the	  future.	  Again,	  this	  is	  good	  for	  
honing	  standard	  routines,	  stable	  process	  and	  short-‐term	  problems.	  Indeed,	  Stacey	  
suggests	  that	  it	  is	  mandatory.	  But	  in	  dynamic	  conditions	  where	  the	  future	  consists	  of	  
multiple	  shifting	  agendas,	  a	  top-‐down	  management	  system	  will	  likely	  fail	  to	  
generate	  the	  creativity	  needed	  to	  give	  the	  company	  adequate	  options	  in	  the	  future.	  	  

Because	  the	  environment	  of	  a	  complex	  system	  is	  made	  up	  of	  other	  complex	  sub-‐
systems	  all	  competing	  for	  resources,	  the	  dynamic	  between	  them	  is	  constantly	  
changing	  in	  a	  non-‐linear	  fashion.	  In	  fact,	  both	  competition	  and	  cooperation	  are	  at	  
work	  simultaneously,	  leading	  not	  just	  to	  evolution	  but	  to	  co-‐evolution.	  This	  is	  as	  
true	  for	  companies,	  industries	  and	  educational	  systems	  as	  it	  is	  for	  species	  in	  nature.	  

So	  how	  does	  this	  model	  help	  us	  as	  facilitative	  leaders	  in	  our	  organizations?	  	  It	  is	  a	  
fundamental	  guide	  to	  understanding	  when	  we	  need	  to	  convene	  large	  numbers	  of	  
stakeholders	  into	  conversation	  and	  when	  leaders	  should	  just	  make	  decisions	  in	  the	  
absence	  of	  such	  conversations.	  Issues	  that	  have	  relatively	  high	  degrees	  of	  certainty	  
and	  agreement	  within	  a	  team	  or	  organization	  do	  not	  need	  to	  have	  lengthy	  
conversations	  with	  large	  numbers	  of	  stakeholders.	  These	  are	  basically	  “no	  brainers”	  
and	  leaders	  should	  just	  make	  the	  decisions,	  keep	  people	  informed,	  get	  periodic	  
feedback	  and	  move	  on.	  Unfortunately	  in	  most	  organizations,	  these	  are	  the	  issues	  in	  
which	  people	  spend	  most	  of	  their	  meeting	  time.	  Thus,	  meetings	  get	  a	  bad	  reputation	  
and	  people	  feel	  manipulated.	  	  

On	  the	  other	  side	  of	  the	  diagram,	  there	  are	  many	  issues	  in	  which	  there	  is	  very	  little	  
or	  no	  agreement	  and	  there	  is	  no	  certainty	  about	  the	  results	  given	  implementation	  of	  
any	  proposed	  strategy.	  These	  are	  issues	  in	  which	  teams	  and	  organizations	  just	  spin.	  
There	  are	  as	  many	  strategies	  and	  positions	  as	  there	  are	  people	  in	  the	  discussion.	  
When	  the	  issues	  are	  urgent	  and	  important,	  a	  leader	  or	  leadership	  team	  just	  needs	  to	  
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make	  the	  decision	  and	  not	  confound	  the	  whole	  organization	  with	  endless	  circular	  
conversations,	  debates	  and	  conflict.	  In	  the	  interest	  of	  the	  many,	  the	  leaders	  need	  to	  
make	  the	  tough	  calls.	  In	  these	  instances,	  like	  the	  bottom	  left	  hand	  corner	  issues	  on	  
the	  preceding	  page,	  the	  leaders	  need	  to	  consult,	  inform,	  provide	  updates	  and	  take	  
the	  flack	  for	  making	  the	  decisions.	  

What	  is	  most	  instructive	  about	  this	  model	  is	  the	  deeper	  learning	  at	  its	  core.	  As	  teams	  
and	  organizations	  learn	  how	  to	  operate	  “below	  the	  green	  line”,	  issues	  that	  were	  
once	  in	  the	  top	  right	  hand	  corner	  of	  the	  Stacy	  Model	  migrate	  to	  the	  middle	  domain	  
and	  middle	  domain	  issues	  migrate	  to	  the	  bottom	  left	  hand	  corner.	  

A	  significant	  distinction	  in	  working	  with	  teams	  or	  groups	  who	  are	  less	  than	  
functional	  is	  whether	  you	  end	  up	  working	  a	  dynamic	  that	  you	  have	  anticipated	  
versus	  something	  you	  that	  emerges	  while	  you	  are	  in	  a	  meeting	  with	  your	  team.	  The	  
anticipated	  dynamics	  can	  greatly	  benefit	  from	  prevention	  strategies	  and	  approaches	  
and	  those	  dynamics	  that	  surface	  real-time	  I	  call	  interventions.	  	  	  
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Appendix	  2:	  Key	  Inquiry	  Question	  Matrix	  and	  
Straightforward	  Diagnosis	  
This	  resource	  is	  most useful	  for	  more	  straightforward	  or	  complicated	  
situations.	  	  	  

Step	  1	  would	  be	  to	  use	  the	  continua	  to	  determine	  where	  your	  task	  or	  
issues	  resides.	  	  

Step	  2	  would	  involve	  gathering	  information	  and	  selecting	  the	  areas	  of	  
information	  gathering	  that	  matches	  your	  issue	  and	  outcomes.	  We	  have	  
identified	  the	  following	  six	  information	  domains:	  	  

1. Results	  and	  Performance
2. Climate	  and	  Culture
3. Leadership
4. Sustainability
5. Stakeholder
6. Operations

Step	  3	  uses	  the	  Key	  Inquiry	  Matrix.	  The	  matrix	  allows	  you	  to	  select	  some	  
generic	  questions	  (stem	  questions)	  within	  each	  of	  your	  selected	  
information	  domains.	  These	  questions	  are	  categorized	  into	  questions	  that	  
probe:	  

1. Current	  State
2. Outcomes
3. Espoused	  and	  Practiced	  Values
4. Patterns
5. Strategies

Step	  4	  involves	  making	  a	  decision	  about	  how	  to	  collect	  the	  answers	  to	  your	  
selected	  questions.	  The	  options	  are	  many	  but	  fall	  into	  a	  couple	  of	  generic	  
buckets:	  

• Gather	  the	  information	  yourself	  	  (Straightforward)
• Delegate	  to	  a	  small	  design	  team	  (Straightforward	  but	  impacts

multiple	  groups,	  teams	  or	  departments)
• Assemble	  a	  group	  of	  key	  stakeholder	  and	  conduct	  a	  dialogue	  using

your	  identified	  questions.	  (Complicated)

Generally,	  the	  selected	  method	  is	  related	  to	  the	  complexity	  of	  the	  task	  
determined	  in	  Step	  1.	  
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Real	  Life	  Example:	  
So	  let	  me	  give	  you	  an	  example.	  Imagine	  that	  you	  are	  a	  leader	  of	  a	  team	  of	  
directors	  who	  are	  responsible	  for	  the	  professional	  development	  of	  new	  
teacher	  hires.	  Over	  the	  past	  5	  years	  you	  have	  conducted	  such	  a	  
development	  program	  with	  moderate	  success.	  You	  know	  this	  by	  course	  
evaluations,	  new	  teacher	  retention	  rates	  and	  stable	  student	  achievement	  
results.	  Your	  team	  is	  relatively	  new	  and	  there	  are	  small	  cliques	  forming	  in	  
the	  team.	  

Step 1: You	  have	  gone	  through	  the	  continua	  and	  believe	  that	  the	  task	  of	  
redesigning	  the	  development	  program	  to	  experience	  higher	  levels	  of	  
student	  achievement	  is	  complicated.	  

Step2: Given	  that	  the	  initiative	  is	  relatively	  finite	  in	  scope	  you	  decide	  that	  
your	  primary	  domains	  of	  information	  are:	  

1. Results	  and	  Performance
2. Climate	  and	  Culture
3. Stakeholder

Step 3: For	  the	  Results	  and	  Performance	  Domain	  you	  select	  the	   following	  
stem	  questions (from the Matrix of Enneagram Questions, page 80):	  

• What	  are	  the	  current	  measurable	  goals,	  objectives	  and	  key
indicators?

• What	  significant	  patterns	  are	  highlighted	  by	  the	  current	  results	  in
the	  organization?

• What	  current	  strategies	  are	  designed	  to	  deliver	  our	  most	  important
outcomes?

For	  the	  Climate	  and	  Culture	  Domain	  you	  select	  the	  following	  questions:	  

• How	  would	  we	  describe	  the	  current	  climate	  and	  culture?
• What	  unintended	  outcomes	  exist	  based	  on	  the	  current	  climate	  and

culture?
• What	  strategies	  and	  practices	  exist	  that	  support	  the	  current	  culture

and	  climate?

For	  the	  Stakeholder	  domain	  you	  select	  the	  following	  questions:	  

• What	  are	  the	  espoused	  and	  actual	  values	  in	  practice	  around
stakeholder	  involvement?

• What	  are	  the	  primary	  mechanisms	  for	  stakeholder	  involvement?

You	  now	  have	  eight	  questions	  that	  you	  can	  then	  order	  and	  customize.	  That	  
might	  look	  something	  like:	  

78



1. What	  are	  the	  current	  measurable	  goals,	  objectives	  and	  key
performance	  indicators	  that	  we	  use	  to	  measure	  the	  effectiveness	  of
new	  teacher	  training	  and	  retention?

2. What	  significant	  patterns	  are	  highlighted	  by	  our	  current	  results	  in
terms	  of	  new	  teacher	  training	  and	  retention?

3. How	  would	  we	  describe	  the	  current	  climate	  and	  culture	  in	  our
organization?

4. In	  terms	  of	  new	  teacher	  training	  and	  retention,	  what	  unintended
outcomes	  exist	  based	  on	  the	  current	  climate	  and	  culture?

5. What	  are	  the	  espoused	  and	  actual	  values	  in	  practice	  around
stakeholder	  involvement	  in	  our	  organization?

6. What	  current	  strategies	  are	  designed	  to	  deliver	  new	  teacher
training	  and	  retention?

7. What	  are	  the	  primary	  mechanisms	  for	  stakeholder	  involvement
that	  we	  currently	  utilize	  in	  the	  design	  and	  delivery	  of	  new	  teacher
training	  and	  teacher	  retention?

Step 4: Now	  that	  you	  have	  your	  question,	  the	  bigger	  question	  is,	  what	  
approach	  do	  I	  use	  to	  gather	  this	  information	  and	  make	  meaning	  of	  the	  
information	  in	  a	  way	  that	  informs	  improved	  outcomes?	  	  

Given	  that	  you	  have	  assessed	  the	  task	  to	  be	  moderately	  complicated,	  that	  
means	  that	  you	  would	  want	  to	  assemble	  a	  group	  of	  people	  to	  engage	  in	  a	  
dialogue	  using	  these	  questions.	  In	  complicated	  and	  complex	  situations	  
you	  need	  a	  dialogue	  process	  that	  will	  surface	  the	  deeper	  insights	  that	  
allow	  you	  and	  your	  team	  to	  understand	  the	  values,	  practices	  and	  
perspectives	  that	  will	  hinder	  or	  support	  your	  redesign	  efforts.	  	  	  
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Appendix	  3:	  Organizational	  Life	  Cycle	  
Inventory	  

Life Cycle Questionnaire 

An	  Indicator	  of	  organizational	  effectiveness	  

@Bob	  Dick	  and	  Tim	  Dalmau,	  1992-‐1998.	  May	  be	  reproduced	  if	  this	  notice	  is	  included	  on	  every	  copy.	  

Please	  read	  these	  instructions	  before	  you	  answer	  the	  questionnaire:	  

Choose	  the	  10	  statements	  which	  best	  describe	  your	  organization	  (or	  other	  social	  
system),	  marking	  them	  with	  a	  tick	  adjacent.	  Then	  from	  those	  10	  statements	  choose	  
the	  5	  which	  are	  the	  most	  accurate	  description.	  Place	  and	  extra	  tick	  next	  to	  the	  first	  
tick.	  

In	  other	  works,	  when	  you’ve	  answered	  the	  questions	  you	  should	  have	  two	  ticks	  next	  
to	  the	  five	  that	  best	  describe	  your	  organization,	  and	  one	  tick	  next	  to	  another	  five.	  

_____	  1.	  	  There	  are	  minor	  problems.	  But	  they	  mostly	  arise	  on	  the	  few	  occasions	  when	  
people	  don’t	  follow	  normal	  procedures.	  

_____	  2.	  We	  know	  what	  we	  are	  trying	  to	  accomplish	  in	  the	  long	  run,	  though	  we	  often	  
fall	  short	  of	  it.	  To	  achieve	  it	  we	  have	  to	  reorder	  our	  short	  term	  priorities,	  perhaps	  
substantially.	  

_____3.	  We	  are	  still	  committed	  to	  the	  worth-‐while	  nature	  of	  our	  work.	  When	  it	  comes	  
to	  achieving	  it,	  we	  seem	  of	  have	  lost	  our	  way.	  

_____	  4.	  We	  are	  doing	  very	  well,	  thought	  a	  need	  to	  fine-‐tune	  our	  day-‐to-‐day	  
operations	  is	  becoming	  more	  apparent.	  

_____5.	  We	  are	  doing	  very	  well,	  though	  there	  are	  some	  identifiable	  issues	  requiring	  a	  
little	  “fine-‐tuning”	  to	  some	  of	  our	  day-‐by-‐day	  operations.	  

_____6.	  We	  usually	  manage	  to	  work	  our	  way	  through	  to	  our	  goals.	  It	  is	  hard	  to	  do	  so,	  
however,	  because	  we	  are	  often	  distracted	  by	  issues	  that	  have	  little	  to	  do	  with	  our	  
real	  goals.	  

_____7.	  We	  perform	  adequately.	  We	  often	  achieve	  our	  aims;	  we	  would	  achieve	  them	  
more	  effectively	  and	  easily	  if	  we	  used	  better	  ways	  of	  doing	  so.	  

81



_____8.	  We	  are	  doing	  a	  worth	  while	  job,	  and	  doing	  it	  well.	  Our	  real	  aims	  are	  often	  
achieved,	  but	  sometimes	  frustrated	  because	  we	  often	  go	  the	  wrong	  way	  about	  
handling	  the	  details.	  

_____9.	  We	  are	  an	  effective	  system,	  functioning	  well.	  If	  we	  looked	  for	  something	  to	  
improve	  we	  would	  probably	  find	  it,	  but	  there	  is	  not	  present	  need.	  

____10.	  There	  are	  pockets	  where	  people	  still	  believe	  in	  this	  system	  and	  try	  to	  
perform,	  but	  they	  are	  getting	  fewer.	  

____11.	  There	  are	  no	  real	  problems.	  We	  are	  an	  exceptional	  system,	  operating	  at	  our	  
peak.	  

____12.	  We	  often	  do	  things	  very	  badly.	  But	  that	  doesn’t	  matter,	  because	  the	  things	  we	  
get	  right	  are	  usually	  futile	  anyway.	  

____13.	  We	  are	  an	  effective	  system,	  doing	  well	  in	  almost	  all	  respects.	  There	  are	  some	  
minor	  issues	  we	  could	  work	  on,	  but	  there	  is	  no	  urgency	  required.	  

____14.	  A	  proportion	  of	  us	  are	  still	  in	  there,	  working	  away	  eagerly.	  But	  a	  lot	  of	  the	  
time	  we	  seem	  to	  be	  pulling	  in	  different	  directions,	  and	  a	  large	  number	  of	  us	  seem	  to	  
have	  given	  up	  entirely.	  

____15.	  We	  have	  a	  reasonably	  good	  idea	  of	  what	  we’re	  trying	  to	  accomplish.	  We	  have	  
some	  idea	  of	  how	  to	  go	  about	  it,	  but	  don’t	  give	  this	  enough	  attention.	  

____16.	  System?	  What	  system?	  We	  are	  just	  an	  accidental	  collection	  of	  individuals	  
waiting	  for	  an	  opportunity	  to	  leave.	  

____17.	  We	  have	  lost	  direction	  entirely.	  Our	  results	  usually	  miss	  the	  mark	  
completely.	  People	  are	  becoming	  demoralized.	  

____18.	  WE	  have	  a	  fair	  idea	  of	  what	  we’re	  trying	  to	  accomplish.	  But	  we	  have	  little	  
notion	  of	  how	  to	  go	  about	  it.	  

____19.	  Our	  pride	  in	  our	  system	  appears	  to	  have	  collapsed.	  Almost	  everyone	  has	  
given	  up,	  and	  just	  goes	  through	  the	  motions.	  

____20.	  We	  are	  a	  team,	  with	  clear	  and	  worthwhile	  goals,	  good	  procedures,	  and	  well-‐
intentioned	  people	  who	  almost	  always	  do	  a	  superb	  job.	  

____21.	  Most	  of	  us	  are	  enthusiastic	  people.	  But	  a	  lot	  of	  our	  effort	  goes	  into	  trifles	  
which	  don’t	  have	  a	  lot	  to	  do	  with	  our	  real	  aims.	  

82



When	  you	  have	  chosen	  the	  10	  items,	  and	  then	  the	  5	  items	  within	  those	  10,	  transfer	  
the	  ticks	  to	  the	  appropriately-‐numbered	  boxes	  below:	  

11	  	  	  20	  	  	  1	  	  	  13	  	  	  9	  	  	  7	  	  	  5	  	  	  4	  	  	  8	  	  	  3	  	  	  6	  	  	  21	  	  	  2	  	  	  15	  	  	  18	  	  	  14	  	  	  17	  	  	  12	  	  	  10	  	  	  19	  	  	  16	  

Practices	  and	   	  |	   Directions	  and	  	   	  	  |	   	  	  	  Identity	  and	  
Procedures	  	  |	   Purposes	   	  	  |	   	  	  	  	  	  	  	  Unity	  

Notice	  where	  along	  the	  continuum	  the	  ticks	  cluster,	  especially	  the	  double	  ticks.	  They	  
may	  fit	  one	  of	  these	  five	  patterns…	  

Suspended	  Doubt	  

Choices	  cluster	  tightly	  at	  the	  left	  hand	  end	  of	  the	  scale:	  a	  high	  performing	  team	  

A	  cohesive	  group	  with	  high	  morale	  and	  common	  goals.	  It	  is	  not	  that	  the	  group	  is	  
perfect.	  Rather,	  its	  members	  have	  agreed	  to	  withhold	  doubt	  and	  skepticism.	  
Everyone	  assumes	  all	  is	  well.	  The	  system	  will	  probably	  continue	  to	  thrive	  in	  the	  
short	  term,	  even	  without	  any	  change.	  Preparing	  for	  the	  long	  term	  may	  be	  warranted.	  

Operational	  Doubt	  

Top	  5	  choices	  mostly	  in	  practices	  and	  procedures.	  

Some	  doubt	  begins	  to	  be	  expressed.	  Some	  problems	  are	  identified.	  Some	  operational	  
norms	  are	  questioned	  or	  challenged.	  The	  first	  and	  most	  typical	  response	  is	  denial.	  
This	  is	  followed	  by	  attempts	  to	  return	  the	  system	  to	  normal,	  often	  by	  blaming	  
someone.	  It	  is	  usually	  assumed	  the	  tam	  would	  be	  fine	  if	  only	  people	  would	  do	  what	  
they	  are	  supposed	  to	  do.	  

In	  fact	  there	  is	  a	  good	  chance	  that	  the	  “people	  problems”	  stems	  at	  least	  partly	  from	  
the	  system.	  Some	  analysis	  of	  and	  modifications	  to	  tasks	  or	  roles	  or	  relationships	  is	  
probably	  in	  order.	  	  

Ideological	  Doubt	  

Top	  5	  choices	  mostly	  in	  Directions	  and	  Purposes.	  

Questioning	  of	  goals	  and	  purposes	  begins.	  Doubts	  are	  expressed	  that	  fine-‐tuning	  can	  
remedy	  the	  problem:	  in	  some	  quarters	  it	  may	  be	  acknowledged	  deeper	  surgery	  is	  
required.	  
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The	  typical	  response	  is	  to	  acknowledge	  the	  problems	  but	  to	  defend	  the	  underlying	  
ideology.	  Re-‐examining	  the	  team’s	  vision	  and	  goals	  is	  likely	  to	  be	  appropriate.	  
Checking	  the	  fit	  between	  the	  team	  and	  its	  environment	  is	  probably	  warranted.	  

Ethical	  Doubt	  

Top	  5	  choices	  mostly	  in	  Identity	  and	  Unity.	  

The	  system	  is	  characterized	  by	  alienation.	  Employees	  no	  longer	  find	  meaning	  in	  
their	  work,	  or	  in	  their	  membership	  of	  the	  system.	  There	  are	  increasing	  doubts	  that	  
the	  situation	  can	  be	  recovered.	  Management	  becomes	  increasingly	  defensive,	  and	  
often	  controlling	  and	  punitive.	  It	  is	  unlikely	  that	  productive	  change	  can	  occur	  unless	  
you	  examine	  the	  culture	  of	  the	  organization	  and	  its	  style	  of	  management.	  

Absolute	  Doubt	  

Choice	  cluster	  tightly	  a	  the	  right	  hand	  en	  of	  the	  scale.	  

The	  system	  or	  team	  exists	  in	  name	  only.	  The	  workforce	  is	  completely	  alienated.	  If	  
employment	  is	  easily	  obtained,	  absence	  and	  turnover	  reach	  epidemic	  proportions.	  
Only	  increasing	  repression	  can	  keep	  the	  system	  functioning	  in	  any	  manner	  at	  all.	  

It	  may	  be	  that	  nothing	  can	  be	  done:	  better	  perhaps	  to	  start	  from	  scratch.	  If	  the	  
system	  can	  be	  salvaged	  it	  will	  be	  because	  people	  respond	  to	  a	  crisis	  when	  invited	  to	  
do	  so.	  But	  it	  will	  require	  a	  fundamentally	  new	  psychological	  contract	  between	  
management	  and	  employees,	  a	  willingness	  to	  admit	  errors	  of	  the	  past	  on	  both	  sides,	  
and	  a	  genuine	  wish	  to	  forge	  a	  new	  partnership	  with	  everyone.	  

The	  Decline	  of	  Organizations	  

Unless	  presenting	  problems	  are	  dealt	  with,	  it	  is	  usual	  for	  organizations	  to	  decline	  
slowly	  through	  the	  various	  stages	  of	  doubt.	  It	  is	  also	  usual	  for	  those	  neared	  the	  
workforce	  to	  have	  declined	  further	  than	  those	  further	  from	  it.	  

This	  life-‐cycle	  model	  of	  organizations	  is	  based	  on	  the	  work	  of	  John	  Sherwood	  
(1977),	  Leadership:	  the	  responsible	  exercise	  of	  power.	  Cincinnati,	  Ohio:	  
Management	  Design	  Inc.	  

Further	  elaboration	  of	  related	  theory	  can	  be	  found	  in	  Dalmau,	  T.	  (1994):	  
Archetypes,	  Life	  Cycles	  and	  Organizational	  Culture.	  Paper	  Presented	  at	  Psyche	  as	  
Work	  Symposium,	  Omaha,	  Nebraska.	  October	  1994.	  Dalmau	  &	  Associates	  Pty	  Ltd.	  
Brisbane	  
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