Team's Governing Behavior Report

Team's Governing Behavior Report
Vigorous Debate About Team Behavior
If you want to provoke a vigorous debate, Tuck, start a conversation on a team’s predominant behavior patterns. If you
really want to get the conversation revved up, kick it off with comments about why the team is operating like they are! A
Team’s Governing Behavior (TGB) is reflected by the overall behavioral traits that a team displays. You may
make judgment calls on performance and behavior of the team as a whole and of individual team members.
What precisely is TGB and why is it so important to understand?
Team Governing Behavior is based on an underlying set of shared assumptions, values, and beliefs, which govern how
people typically behave in an organization or team. It is sometimes referred to as the climate or culture of an
organization or team. The Team’s Governing Behavior (TGB) reflects the habits and actions that typically materialize in
an organization or team. By examining TGB with respect to a team and their leadership, you can gauge the team’s
strengths and weaknesses. TGB has a strong influence on any team and dictates how team members will interact with
each other, address tasks at hand, and determine the tempo at which the team is comfortable operating.
While there is universal agreement that (a) governing behaviors on a team exist, and
(b) that those predominant behaviors play a crucial role in shaping overall
performance in teams, there was probably little consensus on exactly how it
influenced a team’s overall operation, motivation, and goal achievement. Most
important, if you were the team leader: What could you specifically and effectively
do about it? In particular, how do you capitalize on your team’s strengths and
mitigate behavioral weaknesses? This report addresses precisely these questions
we’ve posed and others that are equally important. The report doesn’t only tell you
what the team members might do based on their behavior patterns, it is so much
more than that! The report is highly specific to the team leader’s role and suggests
corrective steps for that specific leader to make. These take the form of tips which
allow you, as the leader, to formulate strategies to get ahead of potential challenges.
Assessing a Team’s Governing Behavior (TGB)
The Team Behavior Report is designed to provide the team's leader and members
with vital information about the team’s predominant behavior patterns. As the leader,
Tuck, you cannot hope to understand the team’s governing behavior without a
reasonable overview based on both the individuals’ behaviors and the overall
makeup of the team. TGB is an important aspect of team dynamics. TGB has
connections to other key elements of the team’s performance, too. These include:
trust issues, communication flow, planning, execution, control factors, team
development, and personal motivation.

Copyright © Indaba Global Coaching, LLC 2019. All global rights reserved. Photocopying or copying by other means is
expressly forbidden without prior approval. No portion of this document may be paraphrased or distributed without the prior
written approval of Indaba Global Coaching, LLC or its officers.

14

Responsibility Cheat Sheet Overview
In this section of the report, each topic area refers to the Nine Fundamental Operational Steps of High Performance
Teams. Each segment indicates the question(s) that should be answered during each step, and also which factors will
be most useful to ‘dial up’ during that step. We encourage you as the team leader to remind team members to ‘dial up’
the factors that are most beneficial and ‘dial down’ the ones that could potentially curtail efficiency in current team
activities. Then when this step is completed, check that what you have come up with works for the other factors. For
example, the first step is “Articulate the Team Vision”. Individuals with a high Steadiness Factor have strengths that
significantly complement this step, so we advise that you encourage these individuals to contribute during this step.
The other factors should be less dominant. The segment provides tips on potential challenges that may occur if the
appropriate behaviors are not in play. The appropriate phases of team development are also referenced for the team
leader’s benefit.
Team Leader Responsibilities Tuck, if the team leader concentrates on mitigating
the potential challenges of team operation and development, the team will function
better and trust will be dramatically enhanced between team members. The goal is
to put together a team that operates with strategic intent, follows a solid plan,
executes according to plan, and learns to excel by conducting regular after action
reviews. It is the team leader’s responsibility to monitor and guide through these
steps and phases.
Next you have to understand the Nine Fundamental Operational Steps of High Performance Teams. When
reviewing the next segments of this report, you, as the team leader will follow nine fundamental operational steps in
order to build a high performance team.
When you look at the overall behavior of your team, some of the questions that will promote discussion are:
Are they a high energy team?
Are they a team that values relationships and inclusiveness?
Do they appear be a team that prefers to be precise?
Do they follow the rules?
Is loyalty held in high regard?
What behaviors rule over their team decision making? Or over how team members interact with others?
Which overriding behaviors emerge during stress?
Does the team as a unit get more or less relationship oriented, pulling together quickly into huddles to solve
problems?
Do they go into firefighting mode, or ‘fire, ready aim’ reactionary mode?
During brainstorming sessions, or when the team executes their responsibilities, what typically happens in team
meetings?
Are the members constantly interrupting each other? Or do they respectfully and thoughtfully wait for others to
finish?
Do they build on the ideas of others thoughtfully and innovatively?
Do they go with the first option that feels good, not waiting to waste any further time in a meeting?
Do they hang out with each other and build friendships? Or does the team function more like a group of individuals
who prefer to go about their individual responsibilities without too much interaction than a closely-knit group?
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RA2 (Responsibility, Accountability, Authority)

Copyright © Indaba Global Coaching, LLC 2019. All global rights reserved. Photocopying or copying by other means is
expressly forbidden without prior approval. No portion of this document may be paraphrased or distributed without the prior
written approval of Indaba Global Coaching, LLC or its officers.

16

Articulate Team Vision
The first step is important because everyone needs to be on
the same page. The team leader’s responsibility is to ensure
that the team’s vision/mission statements are current and
fundamentally agree with the organization’s current (and
future) purpose; and that these align with how people perform
their jobs. Accomplish this by having the team take part in a
debate about the purpose of the team. This will help get
everyone through the ‘forming stage’ of team development.
A team leader may have the tendency to make executive (also
called authoritative) decisions. During this step, it is imperative
that the leader get input from all of team members so that they
share ‘one vision’ (this is where the high I is important).
Tip: Use the Decision Making Matrix as a counterbalance to
this potentially destructive tendency.

Dial Up/Dial Down
Inclusion (High I) and Thoughtfulness (High S) are the goals. These are High I and High
S tendencies – dial them up! Dial down the D to ensure that the team expends an
adequate amount of time thinking. Keep the I Factor to a mid-high level, so that you don’t
ramble or overly focus on people over results. Vision should have a ‘Blue Sky’ – few
limitations. Dial down the C to an appropriate level.

Dominance
High D’s may resort to extreme lobbying or influencing tactics to get their way.
Insist on ‘airtime’ for all team members as you formulate or discuss the team
vision.
Discuss the need for diversity of thought.
Make sure people understand that it is equally important to lead and follow
on a team.
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Articulate Team Vision cont.
Influence
High I’s may verbalize thoughts prior to getting clarity.
While words for the vision are important, it takes a great deal of thoughtfulness to get the amount of communication
(number of words that High Is typically prefer) down to the simplest statements. Brevity is the goal so forcing that I
down and bringing up the S is important.
High Is often find it stressful to think before talking, preferring to talk things out. This might be counterproductive to
putting a concise vision together. Only put on the board relevant words!

Steadiness
High S’s natural tendency might be to be a bit more reserved than others on the team.
Let the thoughtfulness shine through!
Dial up your D and put your words out for examination and discussion!
Explain your thinking. Tell your teammates what is in your head: the pros and the cons for certain statements and
direction.

Compliance
High C’s often prefer getting direction rather than leading the area they are responsible for on the team.
Stipulate that the High C’s get clear on your expectations of their level of authority. Often, High C’s with authority
squander it by acting as if it's not part of their role.
As the team leader, demand that everyone is given authority to make decisions,
move projects forward, give feedback, and resolve personnel problems.
Get very clear in your own head (and with your own boss, if necessary) about
precisely what authority you have in enforcing this critical role.
Speak and act with the confidence of your position and stress that your team do
the same when you delegate authority to them.
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SMART Goal Setting

Setting goals based on the team’s mission and "Have to Do" is
the fundamental underpinnings of strategic intent. Appropriate
deployment insists that the linkages of accountability remain
intact as the team works through its goal statements.
Implementation plans must be aligned with Responsibility,
Accountability and Authority Factors (RA² Interface
documents).

Dial Up/Dial Down
Thoroughness and accuracy are the goals. These are High S tendencies – dial them up!
Dial down the D to ensure that the team expends an adequate amount of effort shaping
SMART goals. Dial down the I Factor so that you focus on tasking people and stretching
their limits or testing their skills. Dial down the C to an appropriate level so that you leave
plenty of room for innovation.
Most people don’t like writing down goals correctly – with accountability measurements.
Many team leaders have a preference of taking action instead of thinking about and
detailing the correct steps for those actions.
Tip: Create your goals using the SMART format: Specific, Measurable, Attainable,
Relevant, Time-sensitive.

Dominance
High D’s like to focus on the result "Have to Do" but usually don’t like to get locked down by SMART goals.
Set aside time for a goal setting session. Typically, no more than an hour to cover "Have to Do" in a SMART format.
Insist that your High D’s put ample thoughtfulness into this time.
Clarify your requirement that all team members adhere to fleshing out and ratifying goals prior to expending
resources.
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SMART Goal Setting cont.
Influence
High I’s may use too many words and dwell in conceptual thinking that might muddy
the waters of goal setting.
Start goals with the words “We need to…. By (timeline….) So that we will assure
that we …..”
Assure High Is that their other concerns (that don’t have much to do with what
you're currently talking about) will be addressed, but perhaps not exactly when they
bring them up.
Go down the list of "Have to Do", and talk through SMART goals for each one
with a set timeframe.

Steadiness
High S’s like to strategize and plan. They may spend too long in the "Have to Do" Goal phase. High Ss like to be
thoughtful and do not like mistakes. The old adage “Measure three times, cut once” sits well with them.
Deep thinking is great but timelines have to be adhered to for things to get accomplished. Assure High Ss that you
will monitor and track progress so that anything you haven’t considered can be seamlessly folded into the living
strategy documents.
Set metrics early on, and have the High Ss in your team monitor these. This will go a long way in making them feel
confident.

Compliance
High C team members will abide by policies and rules. This can limit innovation or
creative ways to accomplish the "Have to Do" through goal setting. They typically like to
do things the way they have done them before and getting them to change methods can
be somewhat challenging for a team leader.
Ask them: If we wanted to do something different, but within our methodology, how
could we accomplish that? You never know, your High Cs might come up with an
innovative yet compliant way to get the job done where you won't have to have an
exception granted.
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Conduct a Situation Analysis

By conducting a SWOT analysis, the team captures the
strengths, weaknesses, opportunities, and threats fundamental
to the team’s operations. The SWOT framework focuses on
prioritizing activities and resources into areas where the team
is strong and where the greatest opportunities exist. It also
serves as a vehicle for steering the team toward actions
aligned most with strengths and a view of capitalizing on
opportunities. At the same time, it has a plan that mitigates risk
based on current and future threats.

Dial Up/Dial Down
Contemplation and reflection are the goals. These are High S tendencies – dial them up!
Dial down the D to ensure that the team looks at the situation realistically and thoroughly.
Dial down the I Factor so that people focus precisely on the task at hand and curtail the
tendency to go down ‘rat holes’. Reserve a 'parking lot' to avoid this. Dial down the C to
an appropriate level so that you leave plenty of room for different ways of thinking and an
open mind to change.
Many team members may think that because situations change so quickly (and if they are
usually adept at handling changes in their stride) that they don’t have to go through the
formality of Situational Analysis including Threat Mitigation and Opportunity Capture
Analysis Models. This is a grave mistake when a leader allows this to occur on a team.
Not doing so affects your standing as a leader. This happens not when things go right,
but when things go wrong, as they will at one time or another.
Beware: When this happens people will question why you were caught unaware, especially when they view it as your
responsibility to have looked at the situation objectivity. People expect team leaders to make prudent decisions based
on a rational decision making process. When you fail to do so, you hurt the team’s efforts.
Tip: Use SWOT and revisit your Assumptions Matrix on a regular basis.

Dominance
High D’s prefer to act rather than strategize and might lose focus when others are talking
about strategy. Remind them that focusing on SWOT will allow more action with less
interruption later.
Remind High D’s to listen to others and take their opinions into account rather than
simply waiting for their turn to speak to lobby for their own ideas.
Planning can be stressful for High D’s, be clear about why the team is setting aside
time.
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Conduct a Situation Analysis cont.
Influence
High I’s may inject their thoughts before providing others with the opportunity to speak first. Observe your High I’s
behavior and when necessary, ask them to be conscious of their ‘airtime’. Here are a couple of tips you can provide:
Ask that they monitor the time it takes them to jump into conversations. Sometimes the best ideas happen when
people get time to consider options and when you jump in, you kill this natural means of getting ideas on the table.
Inquire about them to find a way that they could become more comfortable with silence. Explain: “If you've ever
seen someone rush to fill silence by chattering nervously, you know how it can diminish their authority. So when
you're speaking, make your point, and then stop.”
Similarly, let your High I’s know it's fine to pause before responding to a question. “Confident people assume that
others will wait for them to speak, and that they don't need to rush in to respond before they've formulated their
thoughts.”

Steadiness
When High S’s get going, their thoughts are powerful, but only to the extent that those ideas are considered.
Commitment to being on the team means being fully engaged and forthcoming with their thoughts. Observe your High
S’s behavior and when necessary, ask them to be conscious of their unwillingness to bring ideas up during debates or
in a timely fashion while the team is in the throes of heated conversation. Here are a couple of tips you can provide:
Ask that they monitor the time it takes them to jump into conversations. Explain that oftentimes
the best ideas happen when people have a lot of options to brainstorm.
Explain that when you leave it too long to get those ideas out, some team members might
have already become locked into their positions, making it all but impossible for them to be open
to alternatives.

Compliance
High C’s enjoy analyzing information. They process by drawing logical conclusions and inferences from past
experiences. This is how they sort through and make sense of their world. As such, they may neglect new ways of
looking at the raw data. This may hamper their ability to come up with ways to move forward or conjure up innovate
solutions.
Monitor your High C’s behavior and ask them to be open to new ideas. In fact, encourage them to come up with a few
new ideas. If necessary, direct them to examples of what you are looking for and pair them up with someone who is
naturally innovative. Have a discussion and say: “Sometimes the “rule book” or “the old way” is not the best or most
efficient way to get the best result. Sometimes it can be, but we always want to make sure that we are using the most
effective way and make changes prudently so that they fit into our ever-evolving system.” Explained in this fashion,
High Cs will usually ‘get it’ and get on board willingly.
As an alternative to demanding that they change, ask your High C’s to use their high levels of focus and
organization to keep track of good ideas and come up with ways that the team could improve with implementation.
It is important to remind your High C’s to look at the big picture and the destination, and not get caught up too much
in the precise details of the path. These parts will unfold as plans fall into place. While this seems natural to others,
High Cs might find this approach stressful.

Copyright © Indaba Global Coaching, LLC 2019. All global rights reserved. Photocopying or copying by other means is
expressly forbidden without prior approval. No portion of this document may be paraphrased or distributed without the prior
written approval of Indaba Global Coaching, LLC or its officers.

22

Derive the Strategy

The strategic plan coordinator collects the objective
summary/status reports from team members and makes
certain that all objectives have been accounted for. He or she
makes note of shortfalls, justifies resources, explains any
reforecasting requirements, gathers information, and compiles
documents. In the strategic plan, the monitoring process
should be made as simple and efficient as possible. The goal
is to ratify a document outlining the team’s objectives and
resource requirements, including staffing.

Dial Up/Dial Down
Communication and strategy are the goals. These are High I and High S tendencies –
dial them up! Dial down the D to ensure that the team looks at the situation realistically
and thoroughly. Dial down the C to an appropriate level so that you leave plenty of room
for different ways of thinking and an open mind to change.
You might inadvertently rush through this step too quickly. Even worse, you may be
tempted to delegate this seemingly mundane task to others. This is not only an
abdication of leadership but potentially dangerous for the execution of your vision. Do you
want someone else to control this? Ask yourself what the consequences would be. Most
often, when team leaders delegate this, strategic plans become shelf-ware.

Tip: If you don’t have the skills or time to actually write the strategy, it’s more
than ok to delegate the drafting of the plan. But you must reserve the right to edit
and ratify every draft. Guide your team through this by facilitating a strategic
planning process so that it accomplishes the goal efficiently.
Beware: Strategy deals with how we need to accomplish goals within the
context of the organization’s mission and purpose and within the defined time
period (stated in "Have to Do" or high level goal statements) NOT how
employees must accomplish these – this happens in the implementation plan
(RA² Interface documents).
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Derive the Strategy cont.
Dominance
High D’s typically do not like to plan. They like action, preferring to start soonest and fix things along the way saying, “At
least we’re moving forward!”
Reiterate that this is a time to ‘dial down that D’. Thoughtful planning is at the core of great operational execution.
Discuss the need for thinking things through and planning prior to launching.
Remind high D’s of the simple wisdom of “A stitch in time, saves nine.”

Influence
High I’s usually like to get ‘buy in’ from all prior to putting things down on paper. This usually involves meetings. This is
desirable in this step as long as time limits are set.
Set agendas for all meetings – and stick to them.
Make sure that all agendas have ‘topic lists’. These should ideally spell out what the segmented time allotment will
be and what should be accomplished during that time (decision making, brainstorming, information sharing, etc.

Steadiness
High S’s will excel at deriving the strategy; they will inherently think through the high level macro view as well as
through the details of the plan. But be warned, they might spend too much time dwelling in the planning phases.
Of course you should take the time to think through the steps required on each part of the
plan! But there comes a time when actions need to happen. Whenever this transition from
strategy to action occurs, High Ss will feel stress.
Let your High Ss know the direction of the plan so they can dig out the details of the
report. Keep your High Ss on the right track and ensure they clearly understand the timeline
as well as the overall goal.
Ensure open communication on this step as the details can vary greatly between the
different factors.

Compliance
High C’s are uncomfortable when they don't yet know the answer. When clear guidelines are not apparent, they might
look to “How it was done before….” to provide answers. During this step, it is counterproductive to look at not changing
some or all of the processes or rules.
Let your High C’s know it's alright during this step to not know how to handle every situation that comes the team’s
way, but they can still respond with confidence without going back to old policies and procedures.
A fresh thoughtful outlook is what just might be the ticket to success right now. Have them dial down that C and
elevate their S Factor.
Phrases like "You've given me a lot to think about, so let me get back to you" or "I appreciate you raising this, and
I’ll think it over" gives High C’s structured, prepared words so they can exit tough conversations gracefully.
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Develop the Action Plan
What you want to accomplish has to be written down and
ratified. The goals and actions to achieve this must be
believable, achievable, clear, and specific, ‘resource-able’,
and have a timeline for completion. These are called SMART
goals. The appropriate people are given the responsibility of
completing these goals on schedule and on budget.
Consistently monitoring the gaps between where you now are
and the desired result is the team leader’s responsibility. Data
and evidence are examined with a view to establishing
definitive points, deadlines, and/or references that make
apparent progress or lack thereof according to the goals set
forth in the strategic plan.

Dial Up/Dial Down
Results and Accountability are the goals. These are High D and High C tendencies – dial
them up! Dial down the I Factor to avoid people lobbying. No more second guessing!
Dial down the S because the strategy has been derived.

Many team leaders have been labelled ‘Fire, Ready, Aim’ people. This is
precisely because they are so action and results oriented. One tendency to be
particularly conscious of is that forward-charging team leaders are expected to
make quick decisions, and sometimes they are forced to do so without perhaps
getting enough information. In fact, most executive coaches caution High D’s in
particular to guard against this. Typically, people want to make sure they are
making a good decision and they can humanly look for ways to validate this.
Unfortunately, Confirmation Bias is most often seen when people elevate to a
High D behavior (even when this isn’t their typical behavior) when they are trying
to justify a quick course of action. They might gather just enough information to
confirm their gut instincts and steam ahead regardless of other information to
the contrary.
Tip: Understand and study the rational decision making process fully. Put in checks and balances like an After Action
Review Process (AAR) to shore up your team’s decision making processes. Learn how to guard against Confirmation
Bias.
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Develop the Action Plan cont.
Dominance
High D’s may resort to extreme lobbying or influencing tactics to get their way.
Insist on ‘airtime’ for all team members as you formulate or discuss the team vision.
Discuss the need for diversity of thought.
Make sure people understand that it is equally important to lead and follow on a team.

Influence
High I’s may ramble or want to use too many words when putting together their actions.
Reiterate how important time is as a resource. Repeat the mantra: “Be Brief, Be Bright, Be Done.”
Explain to all team members that conveying information more concisely isn’t just a style preference; it’s a business
necessity for a high performance team. It’s something that you need everyone to actively work on.

Steadiness
High S’s prefer a back seat during difficult conversations, especially during heated debates, which make them further
withdraw into a high level of thoughtfulness.
Ask the person to be direct. Rather than letting the high S’s in your team shy away from difficult or awkward
conversations, you'll appear far more authoritative if you simply say that you need them to be forthcoming.
Let them know that the team needs them to say what needs to be said, direct and straightforward.
Tell your high S’s to assume that addressing problems head-on is a key part of their job, and ask them to step up
and act accordingly.

Compliance
High C’s tend to be motivated by specific and structured goals, so it is vital to include them in this part of the process.

Now is the time to get your High C’s involved and get their input on HOW to
move forward in a well thought out and organized fashion. Planning is their
forte, so why not let them do what they love to do?
Getting the High C’s on board now can help to minimize ”fact checking”,
“second guessing”, or “Hindsight Bias” later. And goodness only knows that
any of these will draw focus away from the action plan.
Getting C’s on board with clear expectations is key to your team’s success.
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Communicate the Action Plan
The more complex your messages, the less chance your
strategy and goals will be implemented as envisioned. Keep it
simple. Your message needs to deliver your purpose and what
you expect to happen as a result of the team’s efforts. Nothing
more, nothing less. Shape your messages with clear concise
statements. As you move forward tag these to benchmarks,
metrics, and performance management objectives – and
whenever possible recognize and reward people who go the
extra mile. Never forget to celebrate your team’s successes
with a well-placed message.

Dial Up/Dial Down
Results and Delegation are the goals. These are High D and High I tendencies – dial
them up! Dial down the S Factor to get out of the planning phase and into the action
phase. Dial down the C to an appropriate level so that communication lines can remain
open.
Be clear: people typically like their communication short and to the point. They don’t have
time to sift through reams of information to get to the heart of the matter.
Tip: Learn how to dissect information and distill it to its essence. Make
certain that your team’s important information goes out in a format that
makes you proud.
The problem: Leaders, managers, and employees fail to realize the
dividing line between strategy and implementation plans and the
communication of these. Metrics from the strategic plan should tie back
to strategic docs and everyone should understand the criteria for
success.

Dominance
High D’s like to keep communication short and to the point. While this is an excellent skill during this step, be mindful to
answer the question “why”. “We are moving forward by…. Because we expect____ result.”
Make sure High D’s have a clear understanding of direction and boundaries before taking action.
Remember High D’s tend to be Permission Takers, so define authority parameters up front.
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Communicate the Action Plan cont.
Influence
High I’s love to share information, so communicating the action plan will come second nature for High Is. However, this
can be a problem when communication isn’t ready to be released outside of the team.
There's no faster way to destroy your team’s credibility and authority than to have mixed messages across the
organization. Get aligned with your High I’s and reiterate the need to keep information inside the team until everyone
is ready to release a concise message.
Forewarned is forearmed. Get aligned with your High I’s on tricky or sensitive issues ahead of time. By getting in
sync upfront, you'll be able to act with more confidence, knowing that you won't later learn that your High I’s had an
entirely different take on the topic than you did.

Steadiness
Before communicating, High S’s will always prefer to mull over the action plan and consider alternate plans to an
extended degree. They like to prepare for questions in this manner.

Ensure that you keep the high S on track when examining
alternates. High S behavioral tendencies will over evaluate options if
you let them. This can be helpful when you need to go into detail
about an action plan but at this phase, listeners might become
frustrated because they just want to know what's happening. They
don’t want to debate if the course is already set.
When you are ready to move on to the next step be sure to listen to
the high D’s on the team in order to move the plan from the
communication phase to the ‘get it going’ phase. Let them help you
lead people into action. They’ll be raring to go, as always!

Compliance
High C’s might get frustrated, upset or even angry when people don’t agree with the direction you and your team are
heading. Even if they agree, when they communicate and field questions, it might come across as unbending and rigid
to listeners.
People who are confident in their own authority know they don't need to get angry or upset with others because they
have the authority to set the direction and they are confident in the delivery of their message. This confidence comes
across in an open and listening manner. Getting upset will undermine you, since it signals that you don't know a more
effective way to respond. If applicable, coach the High C’s through their messaging.
Provide examples: If you're talking with an employee about how the changes might affect their area of performance
(and they sound concerned), you shouldn't sound inflexible or uncaring. You should try to provide confidence that you
and the team have thought this through and welcome input and suggestions to move forward.
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Execute the Plan

RA² Interface documents outline an employee’s work parameters,
which ultimately is connected to their co-workers and teammates.
RA² Interface documentation identifies the job tasks and
responsibilities, and their associated accountability and authority
guidelines. Mapping and interfacing of all employee RA² Interface
documentation achieves the team objectives of linkage and
alignment.

Dial Up/Dial Down
Action and Thoroughness are the goals. These are High D and High C tendencies – dial
them up! Dial down the I Factor so that people focus precisely on completing the task at
hand and avoid distraction. Dial down the S Factor to avoid over planning and amending
the existing strategy, unless logic dictates otherwise.
This must be an unconditionally strong area for any leader, but with every strength, there
is a corresponding potential for trouble. Because leaders are typically strong resultsoriented people, as a team leader you might press your team too hard to go the extra
mile. Great team leaders know that the cadence and tempo of a high performance team
insists on a steady optimal pace. Yes, you can push to the limits of their endurance when
required but this should not be the norm. If you continually do this, you’ll run the risk of
burning your people out.
Tip: Monitor burnout and stress. Keeping track allows you to see
exactly how much is on your team’s plate, not only day-to-day, but
consistently over time. Make sure that you are open and receptive to
feedback. Disappointing news that things aren’t going as planned can
be painful– research shows that failure and losses can hurt twice as
much as the pleasure of equivalent gains. However, if you discover
you’re off course, reliable feedback can show you by how much, and
you then have the opportunity to take remedial action in time. The
temporary pain of negative feedback is nothing compared to the
crushing experience of project failure.
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Execute the Plan cont.
Dominance
High D’s may try to impose their deadlines (real or perceived) on other team members. They may put their perceived
priorities above those of the team. High D’s like change and might make unilateral changes without informing others.
Insist on clear understanding of priorities.
Insist that any changes that affect deliverables be discussed with appropriate parties.
Hold High D’s accountable for communication to other team members.

Influence
High I’s like to include people in the process, but at this step, the decisions should have been made and it is critical to
speak with authority to the team. Here are some tips to give to your High I’s:
Pay attention to your tone of voice. Don't shy away from declarative statements.
Don't end sentences with a question mark unless they're truly questions. If you sound hesitant or unsure as a habit,
people will assume that you and your team either don't really have the authority you should or that you're not willing to
use it.

Steadiness
High S’s will struggle with this phase because they always think: “If we just plan or think about how to do this a little
more it might be better.” The D’s and S’s in the team might be at odds with each other in the early stages of the
Implementation Phase. This will especially be true if things don’t go as planned. “Yes”, the S’s could say: “I told you so,
we weren’t ready!”
Provide logical explanation to why the plan is being executed now. Include the timeline and benchmarks.
Make sure the team takes action according to the plans you made. Do not allow the High S’s to revert back to
planning or brainstorming stages. If contingency planning has to occur, make it the focus of the issue you are
addressing, not the whole plan. Segment, segment, segment… then see if your contingency plans will affect your
overall plan. Not vice versa!
It is important that they are able to adapt to changes and communicate those changes with their team.

Compliance
High C’s will execute the plan to a “T”. This can be great as they are extremely accurate but you must make sure they
are updated on any changes to the plan during execution.
Make sure to update your High C’s of any changes as they need clear direction and
organization as you make changes. Communicate the ‘why’s’ and ‘how’s’ in logical terms.
Your High C’s will rely on the strength of the plan and its contingency plans. This can be
great if you put together a good plan, however if the plan isn’t well thought through, be
prepared to face the music! If things fall apart, you will need to provide your High C’s with
clear objectives, plans, and rules on how to proceed with any adjustments for them to get on
board without undue stress.
It will be beneficial to make sure and have a defined structure of roles and
responsibilities.
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Control and Revise the Plan
Consequence/contingency planning is the process whereby
the team looks ahead at possible sources of failure,
catastrophe, malfunction, slippage factors, and/or stoppage
issues. The preparation for contingency must occur to build a
‘slush’ fund for potential emergencies and to inform
stakeholders of plans that would automatically be called into
play if one or more of the negative impacts occur. And don’t
forget, a big part of controlling and revising a team’s plan also
occurs when the fair winds of opportunity blow in your direction
too! When situations change, update the team’s Assumptions
Matrix and tag these back to action plans.
“If it ain’t broke, break it, then fix it. Otherwise you may be destined to address tomorrow’s problems with yesterday’s
solutions.” Clark Crouch

Dial Up/Dial Down
Action and strategy are the goals. These are High D and High S tendencies – dial them
up! Dial down the I Factor so that people focus precisely on the task at hand. Dial down
the C to an appropriate level so that you leave plenty of room for different ways of
thinking and an open mind to change.

Dominance
High D’s have the ability to be blunt and “call them like they see them”. Use this skill to
your advantage and ask them to “poke holes” in the current strategy to allow for
contingency planning. Once they get the conversation rolling, remind High D’s to listen to
other’s input.
Insist on ‘airtime’ for all team members as you formulate or discuss
contingency plans.
Discuss the need for diversity of thought.
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Control and Revise the Plan cont.
Influence
High I’s can become emotional and expressive rather than calculating and clear when things don’t go as planned. This
can annoy other team members if a high I speaks without enough clearness of thought.
Provide feedback, for example: “Get rid of fillers like ‘um’, ‘I think’, ‘We could just’, etc.
Be disciplined about erasing these fillers from your speaking, because they'll water down your point.
If you haven’t yet thought it through, just pause, otherwise speaking too soon might make you look nervous and less
confident in what you're saying.”
Tell them “It’s fine to say nothing and listen to others until you can speak with authority and precision. Everyone
prefers that.”

Steadiness
High S’s can ponder a bit too long before taking action to change course, especially if contingency planning is lacking.
This can be problematic.

Start by understanding that High S’s require time for thoughtfulness. Contingency
launching is a hurried state, but contingency planning should be just up the High S’s alley.
Spending time documenting a process where warnings are raised in time so that the
team can react properly is precisely what will make the High S’s on the team feel confident.

Compliance
High C’s might respond defensively when their actions or decisions are questioned. This is generally an attempt to
protect their position, and it can actually make the person come across as less confident and less in charge.
Drop the defensiveness. Confident people are open to the possibility that they might be mistaken or that there
might be a better way of doing something.
Be more solution-oriented rather than blame oriented, and ask the same of the team. You will all soon find
yourselves on the way to more cooperation and collaboration.
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Conduct an AAR & Evaluate

All teams can benefit from the After Action Review process,
whether conducted on one-time events or long-term team
projects. The goals are to address the basic AAR questions
(column one) as well as to document successes and failures in
order to learn from both. Everyone who was involved in the
actions should be encouraged to participate. AAR can be used
with less structure or formality midway through if the work isn’t
progressing as the team would like.

Dial Up/Dial Down
Keep all 4 factors in check as to not get too high or low on any one factor during the
AAR. Be flexible and honest in your assessment, this is not a witch hunt.
All parties must be open to inspection and remain objective in their AAR analysis. Be
direct. Rather than shying away from difficult or awkward conversations, as a team
leader, simply say what needs to be said, directly and straightforwardly. Assume that
addressing problems head-on is a key part of your job, and act accordingly.
Tip: Prepare your team for the AAR by setting the tone. The purpose is to improve the process for the next go-round.
Explain the tenets of Noble Intent. Remind the members of the ideology of your Team Commitment Contract and core
values.

Dominance
High Ds are able to deliver feedback that is accurate and to the point. Remind them that the
AAR is the time to say what needs to be said and attack problems head on.
Remind High Ds to be direct, but not disrespectful or become a “finger pointer”.
The goal is to review the successes and failures, not just the failures.
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Conduct an AAR & Evaluate cont.
Influence
High I’s typically do not like to give feedback. They detest anything they are uncomfortable with and anything that could
potentially damage relationships. Unless trained to the contrary, they put feedback in that category.
Chat about how important feedback and the AAR are to the team.
Put a process in place where feedback is both required and welcomed.
Train High I’s in how to deliver and receive feedback as a gift.

Steadiness
High S’s will tend to second guess and might have hindsight bias. Hindsight bias, also known as the ‘knew-it-all-along
effect’, is the inclination, after an event has occurred, to see the event as having been predictable, despite there having
been little or no objective basis for predicting it.
If members of your team consistently exhibit this bias (which can be especially irritating to High D’s and C’s),
please provide feedback that foresight is more preferable than hindsight.

Compliance
Managing and juggling various tasks and responsibilities is messy business and high C’s tend to become inflexible
when judging their peers if those peers bend rules.
If you want to be taken more seriously at work, take a look at how authoritative you
appear.
Many people, especially high C’s, undermine their own authority without realizing it, by
sticking rigidly to the rules without listening to why things happened. Every situation is
different. Some are more similar than others, but they are all different.
When viewed as too rigid, high C’s wonder why they're not more respected. Nowhere is
this more apparent than in conducting an AAR.
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Defining DISC Diagram
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Dialing DISC Quick Reference
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DISCflex™ Quick Reference Guide
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