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CHAPTER 9

coster Collaboration

-wutN | TOOK MY FIRST STEP in the corporate world.” recalled

om Jadhav, “T had an excellent opportunity to experience how per-
MM' was dependent on the team leader creating an environment
of collaboration and trust, where there 1s an open flow of ideas and

wlormation.
while a technical associate at Citi Technology Services in Mumbay,

Poonam served six-month rotations with two teams working on a project
o two dirferent locations. One team leader, she told us, did not trust her
weam She would micromanage every team member's efforts, even though
they were all talented engineers who knew their jobs well. People were
anbappy working under her leadership, and they didn't perform at their
best. Poonam explained, because the team leader wouldn't let them make
any decisions.

Whenever there was an issue or any bug to be fixed,
she never allowed her team members to take acuon
on their own. She instructed them to escalate every
1ssue to her, get her input, and then resolve it. This
would mean taking a long time to resolve an issuc,
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as she had to handle escalations of twenty members,
They were very frustrated with her style of working ag
there was no autonomy and little trust.

This leader’s approach hampered the team’s productvity ang per.
formance. During breaks, they complained about how she distrusted
them, undermined everyone's talent, and damaged the team’s morgle
According to Poonam, that leader hardly ever had any face-to-face m:
teraction with the team; all communication was via email. “There was
no bonding, no trust, no motivation, and no commitment to either the
team’s or organization's goals,” she said

Her experience on the other team was entirely different, Paonam
explained, because that leader trusted and respected her team members
The leader interacted with them face to face and gave them the autonamy
to make their own decisions. She urged her team to come up with lhfl'!
solutions to problems they encountered and not to worry about mak-
ing mistakes. She would help them generate solutions by asking ques-
tions, thus improving their critical thinking. As a result, Poonam said,
this team fixed software bugs much faster than the other team. The team
members could openly discuss their issues with their leader and were
comfortable sharing with her their professional and personal issues, 100,
She would listen intently to their concerns and provide useful guidance.
Her actions built empathy and understanding and thus created a chimate
of trust within the team. For example, when any team members were
on leave, Poonam observed, they were ready to work from home or 3
remote location in case some critical issue on their task arose. All her
actions made the team stronger and helped them produce extraordinary

outcomes, says Poonam.

She strengthened the team members’ self-
determination by giving them a chance to use their
best judgment in applying their knowledge and
skills. She gave them choices and latitude to take on
personal responsibility. She fostered accountability
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ond confidence: Her team was self-assured,

innovalive, responsible, and committed to their

work. They outperformed because a competent and
confident tcam had a competent and confident leader.

As Poonam’s experience demonstrates, leadership is a relationship,
o bov leaders act 10 facilitate collaboration makes a difference in how
pee behave.! When talking about personal bests and about leaders
lhey admire. people speak passionately about teamwork and coopera-

terpersonal route to SUCCESS, especially when conditions are

tion as the in
Leaders from all professions and economic sec-

dalkenging and urgent-
ors around the globe consistently appreciate that “You can't do it alone”
and that to create a climate of collaboration,

Exemplary leaders underst
the group needs to do their work, and build

they must determine what
the team around 8 cOmmonN purpose and with mutual respect. Leaders

make trust and teamwork high priorities.
Extraordinary performance isn't possible unless there’s a strong

sense of shared creation and shared responsibility. Exemplary leaders
muke the commitment to Foster Collaboration by engaging in these

essentials:

» Create a climate of trust
» Facilitate relationships

Collaboration is a critical competency for achieving and sustaining
high performance. As organizations become Increasingly diverse and
Pobally dispersed, collaborative skills are essential to navigating the con-
::“”‘l interests and natural tensions that arise. Our empirical rescarch

ows that leaders who spend the most time and energy developing co-
m:m relationships among the people they work with are viewed by
i :’d reports as the most effective, and, in turn, have the highest
engagement by thelr direct reports. Trust is requir ed to build

collaby,
cu.p,,;:':;;. and promote relationships where people work together
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Create a Climate of Trust

Trust is the central issue in human relationships. Without trust, yoy ¢4

lead. Without trust, you can't get people to believe in you or each m‘:m
Without trust, you can't accomphish extraordinary things. Indmdu‘:

who are unable to trust others fail to become leaders, precisely b“m:
they can't bear to be dependent on the words and works of others. They
end up doing all the work themselves or supervising work so closely tha
they become micromanagers. Their lack of trust in others results in they
lack of trust in them. To build and sustain social connections, trust must
be reciprocal and reciprocated. Trust is not just what's in your head, 3

also what's in your heart.

Invest in Trust Studies demonstrate that trust strongly predicts
personal, team, and organizational performance.’ People who are trust-
ing are more likely to be happy and psychologically adjusted than are
those who view the world with suspicion and distrust’ People percened
as trusting are sought out more as friends, more frequently listened to,
and subsequently more influential. Drawing from 112 studies, represent:
ing over 7,700 teams, rescarchers found that the extent 0 which team

members trust one another made an important difference in the teams

performance.’ Karen Twaronite, the global diversity and inclusivenas

officer with Ernst & Young, concurs. Her firm's survey of 2
9,800 full-time workers in Brazil, China, Germany, Indua. Mexico, Jipan
the United Kingdom, and the United States concluded that “trust is the

P? n\\,maf(ly

cornerstone for creating a workplace where employees are €ne: L
ductive, and continually innovating™

Moreover, trusted companies significantly outperform nJ
terparts in achieving key business goals—includms custome! _. ¢~
retention, competitive market position.ethical behavior and 2! ';,‘
dictable business and financial results, and profit growth ! e h
the stock price performance of trustworthy publi¢ compan .m».‘
1.8 times that of the S&P 500." In the United Kingdom- ::m

\ 5

contracts that were managed based on trust, rather tha?
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ST ——



ER9 Foster Collaboration

CHAPT

PR <

nalties, were shown to add as much as 40 percent more
L* The variable of “trust” comprises two-thirds of the
ne's listing of the 100 Best Companies to Work
consistently outperform their peers in regard

:;nm cial pcrformi‘ﬂ“' along with decreased incidents of absenteeism,
. the-job injuries, voluntary turnover, and so on.? Furthermore, nearly
o thirds of people surveyed around the world indicated that they had
cfused 10 purchase from a company they did not trust.”

leadership situations are those in which each

The most effective
the others. When trust is the norm, decisions

member of the team trusts
ifely, innovation is higher, and profitability in-

are made cfficiently and sw
groups of business executives

creases. In 2 role-playing exercis
were gven identical facts abouta difficult manufacturing-marketing pol-

icy decision and then asked as a group to solve a problem related to that
information. Half of the groups were briefed to expect trustworthy be-
ed from your past experiences that you can trust
anagement and can openly express feelings
the other half were told to expect untrust-
minutes of discussion, all team members
their experiences."

lleagues could be trusted report-
re positive than did

o ents and p¢
value to the contrac
na for Fortune magaz!

and these companies

e, several

the other members of top m
und dufferences with them”);
worthy behavior. After thirty
completed a briel questionnaire about

Those told that their role-playing ¢0
ed their dialogue and decisions to be significantly mo
the members of the low-trust group on every factor measured. The mem-
bers of the high-trust groups were more open about feelings, experienced
greater clarity about the group’s fundamental problems and goals, and
searched more for alternative courses of action. They also rcporled high-
erlevels of mutual influence on outcomes, satisfaction with the meeting,
motivation to implement decisions, and closencss asa management team

btcause Or(he mf(ﬂng,

igm:dthe o.th" groups, genuine attempts to b
ok k or distorted. The managers who experie b
the ind: "What a bunch of turkeys. I was tryi honest wit
uk"; :ul they wouldn't cooperate. If | had my way: | would have lﬁrt::
“u g e group” The responses from their ess hostile:
fick of working with You—and we had only her for len

¢ open and honest were

nced rejection respond-
ng to be

team were N 1
been toget
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minutes” Not surprisingly, mare than two-thirds of the part
: - ipants ¢

the low-trust groups said that they would seriously considey | in
another position. " looking for

Keep in mund that this was a simulation. These real |ife P
responded as they did because they had been tolid that they mu;;: .
their role-playing colleagues. It shows that trust, or distrust, can ,_.:w
with a mere suggeston—and in mere minutes. Ashed after thys nm::
von to think about what factors might have accounted for the daﬂcmx;
between the outcames and feelings reported by the various groups, noy
one person perceived that trust had been the determining variable

When you create a cdlimate of trust, you create an environment thay
allows people to contnbute frecly and to innovate. You nurture an open
cxchange of ideas and an honest discussion of issues. You motivate peo-
ple to go beyond compliance and inspire them to reach for the best in
themselves. You foster the belief that people can rely on you to do whats
in everyone's best interests. To get these kinds of results, you have to ante
up first in the game of trust, you have to listen and learn from others, and
you have to share information and resources with others. Trust comes

first; following comes second.

Be the First to Trust A key lesson learned in the Personal-Best
Leadership Expenence of Jacob Philpott, supply chain program managef
with Google, was that “to earn somcone’s trust, you have to be able to give
them your own” He explained, “If you cannot trust others, then you will
{ail to become a leader precisely because you are not able 1o be dependent
on the words and works of others. You will end up downg all of the work
yoursclf or micromanaging the work so intensely that
wll despise you” He told us about an example of just suc
manager he worked with at another company:

your conshilucnts
h a failure by o€

When this manager (A)) first started, he was $0 cager
to prove to upper management that his team could be
successful that he would not trust them to do the work
by themsclves. He felt that too much was riding 0 the
Outcnine 1o give any level of autonomy to his reports-

o
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A would force his techniques and methods on
his constituents and when they did not comply, he
would literally sit over their shoulder to show them
cxactly what he wanted to be done. That ended up
being Lhe only work to get done and most of it was
done by A) himself, sitting at the desk of his reports.
My colleagues could not stand his approach. They

did not have any respect or trust for him, and they
continuously talked badly about him behind his back.

Al's approach Is exactly the opposite of what exemplary leaders do,
Building trust is a process that begins when someonce (either you or the
other party) is willing 10 nsk being the first to open up, to show wul.
perability, and to let go of control. Leaders go first. If you want the high
levels of performance that come with trust and collaboration, you have to
demonstrate your trust in others before asking them to trust you.

Going first is a scary proposition. You're taking a chance. You're bet-
ting that others won't betray your confidence and that theyll take good
care of the information you communicate, the resources you allocate, and
the feclings you share. You're risking that others won't take advantage of
you and that you can rely on them to do what's right. This requires consid-
erable self-confidence, but the payoff is huge. Trust is contagious. When
you trust others, they are much more likely to trust you However, should
you choose not 1o trust, understand that distrust is equally conlagous.
Wyou exhibit distrust, others will hesitate to place thewr trust in you and
their colleagues. It's up 10 you to set the example and be willing to over-
come the nced for invulnerability. As Keni Thomas reflected on hus expe-
flence asa US. Army Ranger, “Trust doesn't come issued. It's earned ™’

Self-disclosure is one way that you go first. Letting others know what
You stand for, what you value, what you want, what you hope for. and
~hat you're willing (and not willing) to do reveals information about
Yourself. You can't be certain that other people will appreciate your can-

* 3gree with your aspirations, or interpret your words and actions in
'M:::Y You intend. But once you take the risk of being open, others are
hely 10 take 5 similar nsk and work toward mutual understanding,

201
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Thus is exactly what Masood Fakharzadeh, Managn
Semedsol Consulting, experienced when he assembled an off
product development team as part of his Personal-Beg Ltade\ho"
Experience. Masood brought that team together, and “early on” hcnh'lp
*I asked everyone for their help. I told them that this is the firg tim:;:
I'm leading such a project, and | needed their help and expertise 1o
the project successful. I wanted to show them that I had full trugt them
by asking them to help me” His demonstration of trust in them, Masood
sad, “resulted in people opening up and sharing lots of informaton T
got them fully engaged, and they took ownership”

Trust can’t be forced. If someone refuses to understand you, viewing
you as neither well intentioned nor competent, there may be little you
can do to change their perceptions and behavior. However, keep in mind
that placing trust in others is the safer bet with most people most of the
tume. Humans are hardwared to trust, and without it would be unable to
function effectively in the world."*

B director for

Show Concern for Others The concern you show for others s
one of the clearest and most unambiguous signals of your trustworthi-
ness. When others know you will put their interests ahead of your own,
they won't hesitate to trust you." However, this is something people need
10 see in your actions—actions such as listening, paying attention to thar
ideas and concerns, helping them solve their problems, and being open
to their influence. When you show your openness to therr ideas and your
interest in their concerns, people will be more open to yours.

Consider the relationship we found between the extent to which
direct reports indicate that their leader actively histens to diverse pownss
of view and how they feel about their workplace. Nearly 100 percent o
direct reports who agree or strongly agree that their leader acm'c.h' bs-
tens describe themselves as having a “strong sense of team spint Lﬂf
than one-third of direct reports experience intense team spirit when (he ‘
indicate that their leader almost never, rarely, or even seldom h«m'-\|
The results for how direct reports evaluate their levels of motivation *'

: he!
productivity are also directly correlated with the extent they gauge !
leader’s actively hstening,
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Active listening involves more than simply paying attention. The
best listeners, according to a study involving nearly 3,500 participants
in a coaching skills development program, did much more than remain
silent while the other person talked." They demonstrated that they were
listening by asking questions that “promoted discovery and insight” The
act of active listening is like having a conversation. It requires more than
just hearing the other person’s words. It means being engaged in a way
that makes the conversation a positive experience, causing the person
you are listening to feel supported and valued. Showing appreciation
for another’s unique viewpoint demonstrates respect for them and their
ideas. Being sensitive to what others are going through creates bonds that
make it easier 10 accept one another’s guidance and advice. Great listen-
ers also tend to offer suggestions, and have been described as “trampo-
lines™ in that you feel you can bounce ideas off of them."”

These actions build mutual empathy and understanding, and that
in turn builds trust. As Sinisa Ljujic, global supply manager at Canada's
Christie Digital Systems, explained, “For the sake of the people you lead,
you need to be accepting of others as they are. We are all human, and we
need to treat people respectfully. I listen to what people have to say so
that I know what is going on in their heads and hearts. Only then can |
work with them to improve.™* His listening and attending to the needs
of others are evident every day. You see it when he encourages people to
solve problems on their own, rather than jumping in to solve them him-
self. You see it when he arrives carly to greet everyone and inquire about
how he or she is doing. You see it when he takes the time to coach people
who are assuming new jobs and responsibilities.

Dcmonsmting empathy goes a long way in building trust."* Meg
Bear, Broup vice president, Social Cloud at Oracle, goes so far as to say,
;Eh'zp“h): is the critical twenty-first-century skll.™ Empalhy'may not be
incruy:lld €Xpect to hear from a technology executive, but it's becoming
valuaby ngly f'Vidcn.t that the more technology automates jobs, the more
two,:( 'c:auonshlp skills will be to everyone's work, and especially to
Pathy lo\:~) le ld_crs. Studies reveal that managers who show the most em-
ormery nastd direct reports are viewed by their managers as .bcltcr per-
+ Showing interest in others, being sensitive to others’ problems,
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umwmmmw“

m‘m»uwmmmmwh

than tem years of research. writes in hus book Empathy: Wiy y
u;b-ncaum-m'-mmmm%h‘
oth«'spath'nhewdmhda\mp The real com.
peutrve sdvantage of the buman worker will be thew capacty 1 creq,
relationshups, which means empathy wall count more than expenence™
Consider how Mark Anderson. finance manager with Apple, de.
scnbed the empathy and concern for others in the actions of his aew sale
director. Even though that keader bad over fifteen years of expenence,
Mark recounted, from day one. that the director placed trust in the team by
kistening to therr guidance and recommendations before inserting himself

Thus small action had a significant impact oa our view
of him, as we believed he trusted our analysis and
wiewpoints. In addition to thus, be took the ime to
schedule lunches with us to get to know who we were
as indmduals instead of just talking about work. Thus
action resulted in our team developung a personal
relationshsp with him because he showed concern
for who we were as indduals. These tnutial achons
Nndwuuaestmhﬂnualnda.mdwbtyn
to slowly listen to hus thoughts and seek his advice
more frequently because of the strong foundational
relationshup he built at the beginning,

Actsons like these, which show concern for others, foster collabor
mb«muMﬂm‘thﬂmutWM*w
10 work with rather than someone simply issuing directives”

hrmphrylndcubmlhﬂyvunudws«lhcmidm&bdh'
dmwmhwnmammndadmm““m
w cxactly the lesson Andy Cheng, worldwide product marketing w3226
"ﬂAwhmumuum-nhmmmhﬂww
Ladashnphpum'&npahyiaunlemwww
mummmmmamwuhm”b‘““dd
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to be remembered for how | served my team and not as the one

[ wanl

being served” The relationships you build, Andy says, “make all the dif-
¢” People have 1o feel that they can talk freely with you about their
challenges. For them to be open to sharing their ideas, their frustrations,
and their dreams with you, they have to belicve that you'll be caring and
constructive in your responses. They have to feel that you care about thewr

ferenc

best interests.
It's interesting how these same skills of nonjudgmental listening

show up in the people referred to as fricnds—and every successful lead-
ership relationship has some element of friendship in it. Although you
are not expected to be everyonc’s best friend, researchers have demoa-
strated across a variery of settings that having a friend at work. and hav-
ing a friendly relationship with your supervisor, contnbute significantly
to healthy and productive workplaces.” For example, people assuming
the role of CEO in a management simulation were informed that their
financial vice president was or was not a “friend” The VP's influence was
less readily accepted when they were not friends—even though in all cas-
es the “information” that individual provided was adequate to solve the
company’s problem.* When people believe that you have their interests
at heart—that you care about them—they're more likely to be open to

your influence.

Share Knowledge and Information Compctence is a vi-
tal component of trust and confidence in a leader. As our studics have
demonstrated, people want to know that their leaders are individuals
they believe know what they’re talking about and what they're doing
One way to demonstrate your competence is to share what you know
and encourage others to do the same. You can convey your insights and
know-how, share lessons learned from experience, and connect team
members to valuable resources and people. Leaders who play this role of
knowledge builder set the example for how team members should behave
toward each other. As a result, team members’ trust in one another and
the leader increases, along with their performance.™

That was exactly the approach compensation consultant Cathryn
Meyer learned to take when she supervised her first summer intern at
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Pivotal Software. She set up & series of “job shadowin
her tntern, Jenna, spent a full day following around ot
who had roles very ditferent from Cathryn's. The nt
lenna to many ditferent facets of the human resourc
hancing her knowledge of the core skills of each fun
the various functions complemented each other. Cat

lar feedback sesuons, where she would give Jenna co

8" days i which
€f leam Membery
ent was o €Xpoge
€ Ofganization, n

clion as wel] 4 how
hryn also held regu-

nstructive feedp ack
and receive some Informauve pointers from Jenna in return. Actions |ike

these, says Cathryn, “helped strengthen our relationship and created myg.
tual trust between us”
The fact that trust among team members

80¢s up when people shase
knowledge and information, and the

fact that performance Increases ay
a result, underscores how important it is for leaders to stay focused op

the needs of thewr team. If you show a willingness 1o trust othery wih
information (both personal and professional), constituents will be more
inclined to overcome any doubts they might have abow sharing in-
formation. However, if you display a reluctance to trust, and withhold
information—or 1f you're overly concerned about protecting your turf
and keeping things to yourself—you'll dampen their trust and their per:
formance Managers who create distrustful environments tend (o take
sell-protective postures. They're directive and hold tight to the reins of

power. Those who work for such managers are likely to pass on the dus-
trust by withholding and distorting information.

It 5o important for you to go first when it comes

* This reinforces why
to sharing information.

Facilitate Relationships

People work together most
Asking for help and sharing
common goal becomes alm
Nuilez learned from his ex
opment at Ultramay (Chile
were in decline Primanly
€les scattered along the

ellectively when they trust one anothet.
information then come naturally Settinga
Ost instinctive. These were lessons Cristan
Perience as deputy manager, business devel
). Company growth had stalled, and parginé
because the cighteen fairly autonomous agr®°
country’s principal ports were fiercely compcung

- gt
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with one another. Morcover, the head office’s detached managerial style

gcncr.ued mistrust, resulting in both sides thinking the other was not

doing enough to improve the bottom line.
Cristian realized that the agencies needed better cooperative rela-

tionships, starting with more communications at all levels to promote
common goals and cooperation between units. Both he and his super-
visor went to each of the agency sites to visit with the people involved.
* learned,” recalls Cristian, “how much relationships can improve when
people meet face to face, even if theyd been talking on the phone almost
every day. The power and long-lasting effect of direct interaction can
hardly be replaced by other means of communication.”

They subsequently brought representatives from each of the agencies
together to talk about the problem and propose solutions. They quickly
realized that there was a need to align incentives to favor a common way
of doing business and they designed a profit-sharing method for collabo-
rative deals. They also agreed to have all the agents participate in weekly
telephone meetings, with an expectation that they would share business
opportunities—in Lheir own as well as others’ territorics. With new levels
of cooperation, revenues followed an upward trajectory.

When Divya Pari joined Indias central banking institution, she
immediately appreciated how relationships matter. Divya was imtially
apprehensive; she had no prior banking experience and wasn't familiar
with either the local community or language. However, she told us, "My
fears were put to rest on the very first day,” beginning with the greeting
from her new manager.

She congratulated me for landing the position and
inquired about how I was feeling in this new place
and role, whether the accommodation provided was
comfortable, about my aspirations, interests, etc. She
assured me that language would not be a problem
and indeed my co-workers communicated in English
while speaking to me. She shared various aspects of
the division's work and information on cntical issues
facing the division. The friendly interaction, sharing

.. L
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of Information, concern for my problems and for
comfortable transition to the new role In the division
generated trust and [ immediately felt positive ang
optimistic about my work. It also helped me open up,
which in turn generated trust with my boss,

Divya's experience illustrates that facilitating relationships 1 hoyw
leaders build a climate of trust in the team. As she told us, It proves that
showing concern for people’s problems and aspirations and intently lis.
tening generates trust and fosters collaboration”

To collaborate, as documented by both Cristian and Drvya, people
have to be able 1o rely and depend on one another. They have to appre-
ciate that they need each other to be most successful. To create cond-
tions in which people know they can count on each other, a leader needs
to develop cooperative goals and roles, support norms of reciprocity,
structure projects Lo promote joint efforts, and encourage face-to-face
interactions.

Develop Cooperative Goals and Roles Whecther in sports
or healthcare, in education or management, or in the public or pnvate
sector, for a team of people 1o have a positive experience they must have
shared goals that provide a specific reason for being together. No one
person can single-handedly educate a child, build a quality car, make
a movie, create a world-class guest experience, connect a customer o
the cloud, or eradicate a disease. The most important ingredient in ev-
ery collective achievement is a common goal. Common purpose binds
people into cooperative efforts. It creates a sense of interdependence, 8
condition in which all participants know that they cannot succeed unless
everyone clse succeeds, or at least that they can't succeed unless they
coordinate their efforts. Without the sense that *we're all in this l.o 8 dﬁt
er”—that the success of one depends on the success of the olhtf-'“; .
tually impossible to create the conditions for positive teamwor k' 'lh’m
want individuals or groups to work cooperatively, you have 10 gi'® wE
8 good reason to do o, such as a goal that can be accomplished 0n'y =
working together.
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This Is exactly what Sara Balducci, project manager for an inter-
pational performance management services provider, recalls about her
personal-Best Leadership Experience. Afier her group was reorganized,
she was promoted to lead the division. Shortly thereafier, the division
more than doubled in headcount. With so many new positions and new
people, it wasn't apparent how each person’s day-to-day job activities
played an important part in the overall organization. Sara wasted no time
in calling everyone together and explaining how each of the new man-
agement positions would support their work.

I reminded the agents that I knew how capable each
of them was, as we had been working together for
quite some time, and reiterated what I had already
discussed with many: how we would leverage the
strengths of one another to continue to provide
excellent service to our customers.

This important first step allowed me to create
a climate of trust and facilitate relationships with
my stafl. I was showing them that I was concerned
about them and had faith in their skills. This action
fostered the team members’ sclf-confidence. And 1
was supporting norms of reciprocity by requesting
that colleagues count on each other to leverage the
strengths of one another to get the work completed
efficiently and with quality.

To underscore their interconnectedness, Sara broke the division's
vork into segments and assigned people to one of six different crews
balsed on their areas of expertise. For example, the Foreign Crew worked
mq‘ both English and non-English-speaking customers outside the
ul_J:::d s““f; the Shipping Crew worked with customers who had ques-

g feg.ud,.ng all aspects of shipping; and a Refunds Crew helped cus-
mcm;n“d'“g to return items and receive credit for them. To give team
™5 a chance to demonstrate and develop their leadership skills,
created a new position called Crew Lead. Each would ensure work
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|
was spread evenly among the agents, completed on lime, and me ’ |
standands. She also channeled vital information through them 10 the 1oy
of the crew, and they, in turn, would be the haison for lnfurm;um o }
thetr crew to her This structure reinforced how they were 5 team, neey. ‘
ing to work together to serve their customers best, and £et their woy,
completed most efficiently and eflectively

dara, like other leaders we studied, realized that k«pu\g indivdy s
focused on a common goal promotes a stronger sense of teamwork (h,p
emphasizing individual objectives. For €ooperation 1o SUCCeed, poles
must be designed so that every person’s contnbutions are both addiye
and cumulative to the outcome. Individ

|
|
{
|
!
uals must clearly understang that i‘
unless they each contribute whatever they can, the team fuls. For twy i
people in a fishing boat, one can't say to the other, *Your side of the boat 1
18 sinking, but my side looks just fine”
Shubhagam Gupta, a sofiware development Manager at Oracle, tald ]
us how he had two very ca

pable engincers on his team, but they weren
working very well together; each

goal. it built mutua) respect, they both rec
and how much they needed each other
that “leaders need 10 provide a common
ners and functions to fost
that the overall effecivene
directly linked

10 excel” Shubhagam realzed

purpose and break down bar-
er collaboration in the team® The data shows
ss ratings of le
with the extent to which t
erauve relationships among people,

B tdin

aders by their direct reports are
hey are seen as developing coop-
as dlustrated in Figure 9.1. :

D R el L —

Support Norms of
bonship, there mug be
and the other always 1,
of. and the one who 12
alion g Virtually impo
1] nd Natiopg| Medal o
)

Rﬁdprodty In any effective long-term rela-
4 sense of reaiproaity. If one partner always gives _
kes, the one who gives will feel taken advantage !
kes will feel Superior. In such a climate, cooper
ssible. University of Michigan political u'f"“‘l“
f Science recipient Robert Axelrod drarcaticall
Procity in a series of studies invohing
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the Prisoner’s Dilemma paradigm ¥ The ddemma is this two parties (in-
dividuals or groups) confront a series of situations in which they must
decide whether to cooperate. They dont know in advance what the other
party wall do. There are two basic strategies—cooperale or compete—=
and four possible outcomes based on the chowes players make win lase,
lose-win, lose-lose, and win-win

The maximum mdividual pavotf comes when the tirst plaver schects
an uncooperative strategy and the second player chooses to cooperate
in good faith. In this "[ win, but you lose™ approach, one party gains al
the other’s expense. If both parties choose not to coaperale and attempt
10 maximize individual payoffs, then both lase. [f bath parties choase to
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cooperate, both win, though the individual payofT for a cooperatiye
in the short run s less than for a competitive one. e

Bob Invited scientists from around the wurld to submit their g
gics for winning in & computer simulation of this test of win-win -
win lose strategies. "Amazingly enough,’ he says, “the winner ::'
simplest of all strategies submitted: cooperate on the first move and lhc:
do whatever the other player did on the previous move. This strategy
succeeded by eliciling cooperation from others, not by defeating them ™
Simply put, people who reciprocate are more likely to be successful than
those who try to maximize individual advantage.

The dilemmas that are successfully solved by this strategy are by no
means restricted to theoretical rescarch. Similar predicaments arise ev-
ery day: What price might I pay if | try to maximize my own personal
gain? Should I give up a lite for the sake of others! Will others take
advantage of me if I'm cooperative? Reciprocity turns out to be the most
successful approach for such daly decisions, because it demonstrates
both a willingness to be cooperative as well as an unwillingness to be
taken advantage of. As a long-term stralegy, reciprocify minimizes the

risk of escalation: If people know that you'll respond in kund. why would

they start trouble? If people know that you'll reciprocate, they know that
the best way to deal with you is to cooperate and become recipients of

your cooperation

Reciprocity leads to predictability and stability In relationships in |

other words, trust. It's less stressful to work with others when you uf*
derstand how they will behave in rtSponsc—ﬂpeaally to your own be-
havior in negotiations and disagreements ™ Harvard professof of

policy Robert Putnam explains, *The norm of generalzed reaprocity ¥

‘ ap
so0 fundamental to avilized life that all prominent moral codcs cont

r them
some equivalent of the Golden Rule™ Treat people as youd like -
y tumes over 0

o treat you, and it's likely that they'll repay you man it i 41

you help others succeed, acknowledge their accom A commes 49
them shine, they'll never forget it. The norms of reciproc!ly wha!

play, and people are more than willing to retum the

d 1
e
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off by cooperating, they're inclined to recognize the legitimacy of others’
nterests in an effort to promote their own welfare,

structure Projects to Promote Joint Effort People are
more likely to cooperate if the payoffs for working together are great-
et than those associated with working by themselves. Many people who
grow up in Westernized countries that emphasize individualistic or com-
petitive achievement have the perception that they'll do better if every-
one is rewarded solely based on his or her individual accomplishments.
They're wrong. In a world that's trying to do more with less, competitive
strategies lose to strategies that promote collaboration.”

The motivation for working diligently on one’s job, while keeping in
mind the overall common objective, is reinforced when it is the end result
that gets rewarded and not merely individual efforts. Most profit-sharing
plans, for example, are based on meeting the company’s goals and not
just those of separate independent units or departments. Certainly, each
individual within the group has a distinct role, but on world-class teams,
everyone knows that if they do only their separate parts well, they are
unlikely to achieve the group's goal. After all, if you could do it alone, why
would you need a team?

Cooperative behavior requires individuals to understand that by
working together they will be able to accomplish something that no one
Qn accomplish on his or her own. Andrew Zong, CEO at PHNIX in
Guangzhou, China, has put this principle into practice through the busi-
0esss “spin-off start mode” by which new independent companies are
Benerated under the umbrella of the parent company. Every manager of
Mployee who has a good idea and a valid business plan can potential-
hwc""'t 3 new startup company. Each startup is staffed, led, and even

ested in directly by PHNIX employees, which means they share in
the risk and the reward of PHNIX's continuous market expansion.
nl:'tm company provides initial support in the form of know-how,
e r'“‘“""- offices and laboratories, but then the newly funded com-
Y functions as an independent entity, with its own sharcholders. The
f:" of the new startups have complete decision-making authority
Owners, are fully accountable for their choices. After a decade,

k
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mare than ten companies have been launched, none have dageq
have extended PHNIX's product portfolio or served as backward

gration, producing components that external suppliers used 10 PfO“'nnd!:
General Manager Forth Zuo believes that their success comes down 1o .
system that transforms employees inlo business partners through uru:

turing opportunities for interdependent enterprises with overlapping ob.

jectives. The success of any one venture relates to the success of the whole

enterprse.”
Wharton professor Adam Grant argues in hus book Give and Tuke.

A Revolutionary Approach to Success that organizations filed with
*givers"—those who help others—are consistently more effective than

those loaded with “takers.” Knowing about the amount of help people are

willing lo give one another, it turns out. is @ highly accurate predictor of

the team’s elfectiveness.”
For example, in a serics of studies, t

the highest-performing team as a whole, prompting mem
lture was prompted 10 teams in which

forming indsvidual within each team
faster than the cooper

bers withheld critical

cams were rewarded for bang
bers to work to-

gether as givers, whereas a taker-cu
the rewards went to the highest-per
While the competitive leams finished their tasks
ative teams, they were less accurate because mem
information from each other.™

To boost the accuracy of the competitive leams,

3d them complete a second task under the cooperatiy ‘
ntire team for high pcrfonnmf—

and speed dropped be-
n to cooperation™

the rescarcher®
next h e reward
structure—that is, rewarding the ¢
The result this time? Accuracy didn't go up:
causc people struggled 1o transition from competitio e
that is, shifung from taking to gving: It scems that once pec? ‘h‘m
expenenced their colleagues as competitors, they couldn' U‘::':ms
Completing even a single task under a structure that rewaft i
created win-lose mind -sets, which persisted even 4fter the struct

yye:
¥ cn"‘b"a
f working o

how 10 t3ke as m the
itle 85 possible B

removed
Joint efforts reinforce the importance ©

ly and helping one another out. Figuring out
possible from others, while contributing as I
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opposite effect. You have to make certain that the long-term benefits of
joint efforts are greater than the short-term benefits of working alone
or competing with others. You need to get people to realize that by
working together they can complete the project faster than by think-
ing about any short-term (or individual) victories resuling from daing
their own thing, complaining, blaming, or competing with others for
scarce resources.

EncourageFace-to-FaceandDurablelinteractions Group
goals and roles, shared identity, reciprocity, and promoting joint effort
are all essential for collaboration to occur. Also vital are positive face-
to-face interactions. People can act as a cohesive tecam only when they
can have some amount of face time with each other. This is true not
only locally but also in globally distributed relationships. Getting to
know others firsthand is essential to cultivating trust and collabora-
tion. And this need for face-to-face communication increases with the
complexity of the issues.” As Wilson Chu, principal product manager
at VMware, realized: “Until you see someone’s face, they are not a real
person to you.”

This is why while managing an offshore development team, Wilson
asked people to turn on their webcams so that everyone could see one
another. He felt that this practice made “everyone more comfortable
with expressing their ideas because it made the interactions more per-
sonal—we each had more than just a name; we also had a face” Its the
leader’s job, as Wilson points out, to provide frequent and Lasting op-
portunities for team members to associate and intermingle among dis-
ciplines, among departments, and across continents. Technology and
social media can certainly enhance communications. Virtual connex-
tions abound, and in a global economy. no organization could function
if people had to fly halfway around the world to exchange information,
make decisions, or resolve disputes. That said, the stroke of a key. the
click of s mouse, or the switch of a video doesnt get you the same results
a5 an intimate in-person conversation. There are limits to virtual trust.
Firsthand experience with another human being is just a more reliable
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way of creating identification, increasing sdaptability, and reduc
misunderstandings.” e
Virtual trust, like virtual reality, is one step removed [rom the real
thing. Human belngs are social animals; it's in people’s nature to wani
to interact, and bits and bytes or pixeclated images make for & very
fragile social foundation.” It's certainly true that work rclationships in
today’s global economy depend more and more on clectronic connec-
tions, and many work “places” are virtual In nature. Nevertheless, you
have to reconcile the reality of virtual organizations with the knowl-
edge that building trust depends on getuing to know one another
deeply. In addition to relying on emails, Instant messages, teleconfer-

ences, and videoconlerences, you need to look to other technologies
such as the bicycle, the car, the train, and the airplane to bring people

together.
People who expect |
dent, who belicve they will cont

heir interactions to be more than single inci-
inue to interact with one another in the

future, and who like being in 8 relationship are more likely 10 cooperate
in the present. Knowing that you'll have to deal again with somecon¢
tomotrow, next week, Of NExt year ensures that you won't quickly for-
get about how you've treated one another. Durable relationships make
the impact of today’s actions on tomorrow’s dealings that much more
pronounced. Also, frequent interactions between people promote pot:
tive feelings on the part of each for the other party. Encouraging poet

ple to transfer between team sites ensures familiarity with the culture
urable interactions may

and practices of their peers. This notion of d

seem quaint and anachronistic in this global economic environment.
in which speed is a competitive advantage and loyalty 18 no longer #
valued virtue. But that doesn't make the reality disappear. [f you wish 10
maximize your leadership effectivencss, begin with the assumption that
you'll be interacting in some way with this person sgain i0 the future
and that this relatuonship will be critical to your mutual success
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TAKE ACTION

Foster Collaboration

*You can't do it alone” is the mantra of exemplary
leaders—and for good reason. You can’t make
extraordinary things happen by yourself. It's collaboration
that enables corporations, communities, and even virtual
classrooms to function effectively. Sustain collsboration by
creating a chimate of trust and facilitate effective long-term
relationships among your constituents. Promote a sense of
mutual dependence—the feeling that everyone in the group
knows he or she needs the others to be successful. Without
that sense of “we're all in this together,” it's impossible to
keep effective teamwork going, stimulating people to look
out for one another and do what they can to make the whole

team successful.

Trust is the lifeblood of collaboration. To create and
sustain the conditions for long-lasting connections, you
have to be able to trust others, they have to trust you, and
they have to trust each other. Without trust, you cannot
lead or make extraordinary things happen. Share informa-
tion and knowledge freely with your constituents, show that
you understand their needs and interests, open up to ther
influence, make wise use of their abilities and expertise,
and—most of all—demonstrate that you trust them before
you ask them to trust you.

The challenge in facilitating relationships is making
sure people recognize how much they need one another
10 excel—how truly interdependent they are. Cooperative
goals and roles contribute to a sense of collective purpose,
and the best incentve for people to work to achieve shared
goals is the knowledge that you and others will reciprocate,

(continued)
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helping them in return Help begets help, just as trug
begets trust. By supporting norms of reciprocity and stnc.
turing projects to reward joint efforts, you enable people
to understand that it’s in their best interest to cooperate
Get people interacting and encourage face-to-face inter-
actions as often as possible to reinforce the durability of
relationships

Exemplary leaders Foster Collaboration by building

trust and facilitating relationships. This means you must

Extend trust to others, even f they haven't already ex-
tended it to you.

Spend nme getting to know your constituents and find
out what makes them tick

Show concern for the problems and aspirations others
have

Listen, listen, and listen some more.

Structure projects so that there is 8 common goal that

requires cooperaton, making sure that pcoplo under-
stand how they are interdependent with one another

Find ways 10 get people together face to face and ™
crease the durability of their relationship.

e




