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PRIVATE 
1. WHY DOES FIRO MATTER?

Firo (Fundamental Interpersonal Relations Orientations) theory suggests that there are three basic interpersonal needs - Inclusion, Control and Openness

Why does Inclusion matter?

FIRO suggests that Inclusion creates a feeling of significance, which leads to a sense of commitment, be it to the organisation, the team, or, an individual relationship.

In contrast, exclusion or lack of inclusion, can lead to a feeling of insignificance in the individual.

This feeling will have to be dealt with by the individual  

If the person has a strong sense of their own significance, they are likely to continue to believe that they are significant and will utilise various coping mechanisms to deal with the  situation, such as - 


* finding ways to get themselves included 


* finding other places where they will be included 

* accepting this specific situation and finding significance elsewhere in their life.

If the person's sense of their own significance is less secure, then, rather than using coping mechanisms, they are likely to go into a defense mode to try and get rid of the feeling of insignificance.  For example:


* the formation of cliques


* rebellion or sabotage


* stonewalling


* attention seeking behaviour 


* appeasement 


* apathy


* denial

The formation of unions for example, began as a coping mechanism to deal with exclusion, and remains so when the circumstances justify union action.  However, such groups can also be used as defence mechanisms, eg when individuals use unions to compensate for feelings of insignificance as being the union representative provides a prominent and significant role for the individual whatever their official role is within the organisation.

Whatever the mechanisms involved in dealing with exclusion, the energy required is being diverted away from the task of the organisation.
1. WHY DOES FIRO MATTER?
Why does Control matter?
Firo suggests that when the degree of control is appropriate to the individual, or the team's, level of competence in the current situation it creates a feeling of competency and confidence in the individual, or in the team as a whole.  

These feelings of competency and confidence, when combined with commitment,  mean that the person will be willing to accept responsibility and ownership.
When the level of control is not appropriate in either direction, either over control or under control, then people will feel not respected or not competent to meet the challenge respectively.

These feelings are likely to interfere with their willingness to take responsibility and ownership of the task and the outcomes.

If the person has a strong sense of confidence in their abilities and belief in their ability to cope, they will choose coping mechanisms such as:


* finding opportunities to learn the relevant skills 


* finding someone to support their competencies 


* teaming up with someone or finding a coach

* proving their competency to others, if their competency is being underestimated 


* going elsewhere within the organisation 


* finding other organisations where they can make a contribution 

If the person does not have a sufficiently strong base of confidence in their own abilities and their ability to learn, then they are likely to move into defence mechanisms which can take a variety of forms. For example:


* abdicating all responsibility 


* overcontrol, overregulate or dictate 


* overwork


* go 'by the book' only - no initiative or judgment


* defer constantly


* cover their back, rather than tackle the task


* adopt the position of victim/martyr 


* argue and fight over any requests or expectations 


* become anti authority/counter dependent, stir others to mutiny 


* creative incompetence or active sabotage 

1. WHY DOES FIRO MATTER?
Why does Openness matter?
Openness in the FIRO system refers to being open at a more personal level,  eg, in relation to personal information and feelings, about quality of life, security, welfare, hopes, fears....

Firo suggests that this kind of openness can make people feel accepted, valued and cared for as an individual

These feelings can lead to a sense of dedication and loyalty to the relationship, the team, the manager or the organisation as a whole.

When this kind of openness does not occur between people, ie, there is no expressed concern for the individual's hopes, the quality of life or their needs and feelings, this leads to a sense of not being accepted or cared about at a personal level.
People will deal with the feeling of not being accepted or cared about in different ways.

If the person has a strong sense that they are OK as they are, then, they will use various coping mechanisms.  Such as:

* building one-to-one relationships with people in the organisation who do accept and like them


* accepting the situation as it is with that boss or team, but build up good 
                  
 relationships elsewhere in their lives

* finding a new organisation where people will like and accept them as they are.

If the person does not have a strong sense that they are OK as they are, then they will deal with situations that make them feel not accepted with defense mechanisms, that will take a variety of forms:


* denial of the need for personal acceptance


* denial of their own emotional needs and feelings


* denial of others' emotional needs and feelings

* cold, impersonal behaviour - taken to the extreme this could become brutality 

* doing everything possible to be accepted to the point of being a victim or martyr


* being overly emotional - needy and/or accusatory

Whatever the mechanisms for dealing with not being accepted, clearly the energy is being diverted away from the task of the organisation. 
II.   APPLICATIONS
2. CULTURE CHANGE

2.2. The Culture Change
There has been a transformation in the market place that everyone in business is familiar with - everything is faster; greater diversity; unending innovation in technology, marketing, processes, products; more competition; more direct contact between employees and customers.

To succeed, companies now need people who are creative - who will offer ideas to improve products and processes; who are prepared to make certain decisions directly with customer; who are prepared to adapt to change and deal with risk and uncertainty.

All these require commitment and a sense of responsibility and ownership.

Companies simply cannot afford to have the majority of their workforce feeling insignificant, unable to make decisions and uninformed.

The 'new' culture attempts to create the necessary commitment and ownership to support the business changes that organisations need to make to be competitive in today's marketplace.

The 'new' culture can be characterised in Firo terms as:





high Inclusion - high significance

low Control/high responsibility - able to choose and decide





high Openness - informed and valued

Firo suggests that:

High Inclusion leads to feelings of significance, which leads to feelings of commitment to the team and/or organisation

Low (external) Control leads to feelings of confidence and competency, which, together with commitment, leads to ownership

High Openness leads to feeling valued as a person, which leads to loyalty and dedication

II.   APPLICATIONS
2. CULTURE CHANGE

2.3. How is this change in culture created?
There is no one methodology for creating this kind of change in culture.

However, because of the radical nature of the change and because of the power of leadership it is generally true that it has a much greater chance of success if it starts with the leaders of an organisation.

Firo suggests that work needs to be focused in the following areas and synchronised in these areas:

Increasing Inclusion
Creating a motivating vision that people feel part of, inspired by

Participation; surveys; conversations; dialogue; listening; being listened to

Networks of small (6/8 people) teams that people experience as a 'home base' where they can assimilate the changes and be supported through the changes (see section on Team Development)

Good connections between teams 

Visible and accessible management, accountable to the employees as well as the shareholders 

Reducing external Control - Increasing responsibility and accountability
Parameters & boundaries clear - within which people make as many of the decisions that affect them as is reasonably possible

Ringfencing not bureaucracy

Measures, timelines and accountability clear 

Problem solving approach taken when things go wrong, not scapegoating

Clarity on strengths and weaknesses

Training, coaching & shadowing in operation 

Win: win approach to resolving conflict

Appropriate resources

II.   APPLICATIONS
2. CULTURE CHANGE

2.3. How is this change in culture created?
Increasing Openness
People are informed about business success and difficulties - within the true bounds of commercial sensitivity

Open review of performance and processes in teams and across teams

Peer review and feedback and coaching

Personal development supported and encouraged

Diversity is respected

Feelings are respected

Synchronising the 3 areas
Because the 'new' culture depends so heavily on the quality of relationships, trust is pivotal.

An important point to appreciate is that every action and decision has an impact on trust and hence on people's willingness to embrace the new culture

All business decisions, and the way they are communicated, need to be considered in terms of their potential impact on the culture; ie how they will be 'read' by the people.  

Organisations can put a great deal of effort into team building and personal development but they can undo this work if they don't recognise the significance of  the hard/business decisions in terms of trust; eg rewarding the opposite of what they are saying they want from people; or not providing training, or time for team's to meet, or a place for teams to meet; making decisions without involving the people effected.

II.   APPLICATIONS

2. CULTURE CHANGE
2.4.Case Studies
A Culture change aligned to a new Vision for the organisation
This well established, global organisation wanted to introduce radical changes in working practices. It needed a major change in culture and attitudes to ensure that these changes would be supported and implemented.

By the end of the 18 month project, commitment to change was high and profits had increased by 140%.

The first phase of the project (6 months) involved working with the senior management team. Their goal was to develop the vision for the next phase of the organisation's development, both in terms of business focus and the culture needed to achieve the business goals. In relation to the development of the culture, they were very aware that they needed to win commitment and "buy in" to the vision throughout the organisation.

We worked to develop the team and their understanding of how to implement the culture change in their organisation.  Through facilitation of problem solving sessions focused on the business issues and using structured exercises, the team development work focused on understanding the impact of exclusion on commitment;  the impact of open dialogue on commitment; the impact of different personality styles on communication, data gathering and decision making; the effectiveness of reviewing processes and performance; the power of peer coaching and feedback.  

During this first phase, the team realised the value of recognising different personality styles in terms of breaking down barriers and helping to create more open dialogue. They organised (MBTI) workshops of this kind throughout the organisation to start to overcome the traditional barriers between people working in different departments.  Each workshop consisted of a cross section of people from different parts of the organisation.

In the second phase (6 months), the vision for the development of the organisation was taken to the organisation.

The management team realised that everyone from the organisation needed to be involved, so, one day workshops for 10 to 12 people at a time were organised and held over a period of one month. They also realised that, although people would expect them to lead on the development of the Vision, they would also need to feel involved.

The team presented their ideas in a participative style, led an open questions session (usually lasting 2 hours) and organised smaller working groups in the afternoon to analyse the detailed  questions and issues around implementation that they team had prepared.  

The team received quality feedback and input back from the organisation.  People attending the workshops also gave feedback that they felt a renewed confidence in the organisation.  

II.   APPLICATIONS
2. CULTURE CHANGE

2.4. Case Studies
(i) A Culture change aligned to a new vision of the organisation 

These Vision meetings were followed up by facilitated team meetings and "interdepartment" meetings to develop the actions required to implement the vision and to negotiate and overcome obstacles in practice, mind set and communication.  

Organisation wide meetings were held approximately every 3 months for the next 12 months to maintain focus on the vision, and to ensure that people were aware of any progress being made throughout the organisation.  Members of the original vision team facilitated these meetings.  An employee representative group was also set up at this stage to provide a direct channel of communication with the MD.

HR set itself up to support individuals as they struggled with the changes involved and this was seen as invaluable during times of stress.  Individuals at all levels of the organisation were also supported by external one to one coaching sessions as requested.

(ii) Culture change from "Them and US" to team working
The aim of this organisation was to get management and front line workers to work together. There had been a long history of vitriolic industrial relations and an authoritarian   management style.

The project lasted 18 months, by the end of which communication improved to such an extent that major changes in shift patterns and working practices were agreed through direct communication with the work force.  The plant also improved profitability by 60%.

The senior manager and his production managers participated in workshops that were designed to help them develop as a team to the point where they were able to give each other coaching on real problems, communicate openly and give constructive feedback as necessary. 

The management team also developed skills in coaching, the identification of group dynamics and the facilitation of group discussions.

These workshops were then taken to each 'shop floor' team with the production managers working with each of their own teams.

These workshops had a very positive impact on the relationship between managers and their teams. Regular team reviews were held following the workshops, The managers were assisted and coached in these meetings. After the first few, the reviews were facilitated by the managers alone.

One to one coaching sessions were available throughout this process for whoever wanted to take it up.

II.   APPLICATIONS

2. CULTURE CHANGE

2.5. Why do people resist?

Some people have wanted these changes for a long time and they experience the changes as increasing their self esteem, and their feelings of satisfaction at work.  They feel energised and "don't look back".

Sadly, not everyone reacts this way.

The simplest source of resistance to understand, is when people simply disagree with the philosophy.  They believe in the traditional way of doing things, ie, hierarchies with people doing as they are told by their superiors.  They may have all the skills needed to participate in the new culture, it simply goes against their beliefs and values.

Some people higher in the hierarchy, will experience their feelings of significance, competency and value as an individual, as dependent on their position in the hierarchy.  They feel threatened by any reduction in the differentiation between themselves and others.  They will struggle to maintain their position - either consciously or unconsciously.

Some people lower in the hierarchy have accepted their position and have 'switched off' from any negative feelings that this may cause.  The changes involved in the new culture reawaken their concerns around significance and competency and they may want to go back to the relative comfort of being anonymous, and the safety of being told what to do and not being held accountable.

A more complex source of resistance is when the changes challenge people's self esteem and various defences come into play.  This is further complicated by the fact that it can occur in people who actually agree with the changes, and they are genuinely unaware of their resistance, or that their behaviours that go counter to the desired changes. 

The feelings that are generated when people's self esteem is threatened can be very intense.
See the section in Personal Development on defence mechanisms

2.6. Why do people resist - What can be done about it?
Start at the top
The most potent way to deal with resistance is to start at the top of the organisation. 

Firstly, the change simply will not succeed if the head of the organisation does not genuinely want it to happen.  An organisation reflects the nature and values of it's leader.

II.   APPLICATIONS
2. CULTURE CHANGE

2.6. Why do people resist - What can be done about it?
Start at the top
The people at the top are the people who succeeded in the traditional culture. They may have built their self esteem on the basis of their position in the hierarchy. They may feel  that they have the most to lose in terms of power and esteem. They are not always sure of the significance of their role under the new culture.

They may need to develop an understanding and appreciation of the nature and the importance of their leadership in the new culture. 

The leaders need to be role models of how change is possible and, of the new ways of relating, communicating and getting things done.

An organisation adjusts to reflect the nature and values of those in leadership - more than half the work is done by shifting the leaders.

It can be an uphill struggle starting in the 'middle or lower' levels. Individuals and teams may develop and achieve but it can be squashed very easily by people 'above' them and progress can be very difficult to resuscitate.  However, it can be successful and can be a factor in influencing more senior managers to take the changes on board on a wider scale

Clarity on 'why this change is happening' 
People need to connect the changes happening in their business to the wider business context.

They usually need to participate in this. It doesn't often work to simply give a presentation - telling people this information can meet with resistance. 

It is usually best done by building on their own knowledge if possible - ask them to talk in small groups about 'why they think change is necessary, if they do/which companies do they prefer to give their business to and why?'  Have information ready to give in response to questions eg information on other companies doing it, when they come back into the main group.  

Regular forums for open dialogue and questioning need to be created - a facilitator can help.

Managers often try this and get frustrated by getting "nothing back". 

A few simple techniques to encourage participation can help.  Rather than immediately throwing the debate open to the whole group - let the people go off in 2's or 3's first to come up with questions, concerns, ideas - then ask for input from each small group.  This works because people don't feel so exposed as an individual and it spreads the contribution beyond the few dominant people.

II.   APPLICATIONS

2. CULTURE CHANGE

2.6. Why do people resist - What can be done about it?

Clarity on why this is happening  

It is critical how any 'dialogue' is dealt with by the people in authority - who need to be at these debates - including the leader of the organisation, as often as possible in the early stages of a radical change. 

The people in authority need to listen primarily, then to respond with respect, openness and honesty, and to maintain this approach beyond the meetings, in terms of taking appropriate action. (see section on how to increase inclusion)  

The first discussions are critical in building trust and a willingness to give the change a chance.  

If the behaviour of the people in authority fits 'old' patterns, people will not commit to the change, because they will not believe the leadership is serious and hence that they will still be judged and rewarded in accordance with 'old' culture. (Another reason for starting at the top)

The people in authority will often need coaching and feedback in the early stages of a change process, as they are bound to fall back into 'old' patterns of behaviour of telling, dismissing and controlling, and will need support in persisting and rectifying the situation. 

Clarity on where we are going
A well articulated vision that inspires people is essential.

Building trust - Allowing time
Create as much 'space for dialogue' as possible - facilitated meetings where people hear a variety of opinions and feelings are critical - don't push - let the debate develop naturally, just facilitate around allowing expression and building respect

Be aware that people have to test these ideas out not just in dialogue but in action - it takes different amounts of time for different people to believe something real is happening.

Building trust is critical - any actions that have damaged trust need to be addressed and constructively resolved - you need to be on the alert for the symbolic meaning attached to events and decisions that will impact on trust

II.   APPLICATIONS

2. CULTURE CHANGE

2.6. Why do people resist - What can be done about it?

Start where there is support
It can be very tempting to focus on trying to clear out any resistance.

It is much more productive, in practical terms, to focus on building on areas where there is support - turning positive support into tangible success as quickly as possible.

Leave the resistors to further down the line whenever it is feasible.

If there are powerful resistors in positions of power/authority this needs to be dealt with - if, after extensive feedback and coaching they still do not change, then they may need to leave the organisation for the change to move forward

Develop the team culture
Teams create a home base for people where they can receive support and encouragement.  

A good team will help increase people's confidence and help them deal with the challenges to self esteem that may arise during all the changes.

Create meaningful teams that can genuinely achieve something together, something that is essential to the organisation and that they couldn't achieve alone.

Give time for people to develop basic team skills in their home base teams first - then build connections to other teams

If connections are essential, help build the 'connection' team as a team in itself

The 'top' team needs to be functioning as a team and to be seen as functioning as a team.

Actively support, coach and facilitate the development of teams (see facilitation and team development sections)

Show the benefits
Broadcast, build on and share successes and any feel good factor - make it a priority

II.   APPLICATIONS

2. CULTURE CHANGE

2.6. Why do people resist - What can be done about it?

One to one coaching and support 

Some people need deeper emotional support than can be provided by their peers in their team. 

This could be provided by an internal coach, or it may need someone external to the organisation

Let people go
Finally, not all people will want to, or be able to, make the change and, sadly,  it is common to lose people in the first 12 to 18 mon

II. APPLICATIONS

PRIVATE 

3. FIRO AND LEADERSHIP

The ultimate test of leadership is whether people would follow the leader voluntarily.  This is the kind of leadership under consideration here.

What such leaders have in common is "a sense of direction and purpose. A belief that this is possible to achieve. The ability to express themselves.  They speak honestly and openly.  They know who they are.  They know what their strengths are.  They know what their weaknesses are.  They know how to fully deploy their strengths.  They compensate for their weaknesses.  They know, and communicate, what they stand for, what their values are, what matters to them.  They create appropriate, healthy relationships with colleagues and  through these relationships they win people's commitment." (Adapted from Warren Dennis)

Inferring from their behaviour how these people might feel about themselves - in Firo terms, they feel that they are significant, they matter, they can make a difference, (Inclusion); they feel responsible, they make choices based on their genuine needs and a realistic assessment of their competence, they are confident they can cope, (Control); they know what really matters to them and they follow their feelings and instincts, (Openness).  

They win commitment, ownership and loyalty (see previous section) from others by treating them in accordance with these beliefs and feelings.

David Whyte suggests that the essential role of a leader today is to "create a vision and an environment that people feel they can participate in, where they have a contribution to make and that they want to belong to".

" we need to move from the clenched fist of authoritarianism to the open palm of inclusivity"...an observation made by a conservative party member on the need for change in his party, June 2001       

3. FIRO AND LEADERSHIP

What Makes a Leader Effective?

Derived from people's direct experience of leadership that they found inspiring:

	
	
	


Inclusion


Control



Openness
Courteous


"All things are possible"

Personal 

Enthusiastic


Focused



Forgiving

Stimulating


Motivating



Self expression

Team Builder


Achievable objectives


Supportive

Approachable


Tools for the job


Encouraging








Humour


Never flustered


Interest in staff

Total involvement

Allowed to make mistakes

Constructive 
Good listener


Leading by example


Praise when due


Easy to relate to

In control



Common touch

Willing to discuss

Fairness



Empathy

Good selection

Set targets



Humility 

All aligned


Provided resources


Trusting

Positive


Didn't suppress disagreement

Integrity

Gave whole


Monitored progress


Understanding

picture



Gave targets+free reign







Help when needed


Sensitive/aware




Explained things




Confronted difficulties




3. FIRO AND LEADERSHIP

The"bad boss"

From people's direct experience of bad leadership:

Inclusion



Control


Openness

Non communicative


Lack of courage

Blame

Not sharing



Dictatorial - bully

Too polite

Not approachable


Incompetent


Aggressive

Not listening



Competent


Cold
Supercilious



Super competent

Unfair

Negative



Too focused/no focus

Broke promises

Poor information


Demotivating


Deceitful

No input



Inconsistent


Liar

Allowed team to split


Irresponsible


No respect

Ignored people



Unreasonable


Fear
Never came out


Not giving objectives

No integrity

of office



Likes to say "No"

Unfair      

"Don't bother me"


Being "summoned"

No thanks





Giving out all worst jobs






Expecting miracles

Unfair  bonuses





Do as I say not as I do

Took credit






Regimented









Dominant person

No feedback






Wrong tools


Personality clashes






Wrong skills


Brutal






No action plan


Intimidating






No success to build on






Control freak

Running the ‘Good Boss Bad Boss’ exercise

1. Setting up:

In groups of no more than 5 ask one half of the room to:


 “Think of a ‘bad boss’ you’ve had...if you’ve never had a bad boss, think of anyone in a position of authority in relation to yourself, could be a parent, teacher, older brother/sister etc…and talk about what they did that made it a bad experience for you, for whatever reason…we are looking at real experiences here so try and stay with the experiences and stories, you don’t have to all agree and you don’t have to summarise into key ideas...also nothing theoretical, just what kind of things did they do or say etc…We will feedback some of the stories to each other, no need for a formal spokeserson”

Then ask the other half of the group to:


“Think of a ‘good boss’ you’ve had ...(rest is as above)”

This can take between 30 and 40 minutes…it is best to have all the groups in one room if they can separate from each other a bit…then you can keep an eye on timing and flex the timing or the groups as necessary…

Sometimes the ‘good’ groups need a little help…we often take good behaviour/performance for granted so it can be harder to observe…I usually remind them of this and then of how much we can learn from thinking more deeply about how people are getting it right…this usually spurs them on a bit!
2. Debriefing:
Start with the ‘Bad Boss’ group(s):


Ask them to share some of their stories with the other groups and try and catch these on a flipchart...if they give one word answers, write it up but then ask them for the story or stories behind it….then give others from the ‘good’ side to add any if they would like to…
This discussion can begin to generate quite an atmosphere…either of anger, tension, hurt etc…if it does it can be quite useful to point it out and see if they notice it and if they do, then point out that this is the kind of atmosphere/energy that this kind of leadership generates…and just to consider what impact that might have….

This is also the reason for starting with the ‘bad bosses’ as it is best to end on the more positive atmosphere/energy created by talking about the ‘good bosses’

Then move to the ‘good boss’ group(s):

(as above)
Involve all the group towards the end of this discussion

Then, step back and ask:


“What does this tell us is important in leading people? What is up there...what is it all about? What are the key themes?”
People will often start with communication…after a few inputs from them of this kind:


“Yes…and I think we can class most of those under Relationships…building good relationships is a major factor up there (ie on the flipcharts)..any other themes?.... 
Depending on what people notice next…..adapt the following…


“Yes...Personal qualities or character is up there…things such as honesty, consistency, integrity, loyalty (use examples from their charts) etc...and a clear sense of direction or purpose….


These 3 themes, building good relationships; positive personal qualities/character/who you are as a person; and having and communicating a clear sense of direction…come up every time this exercise is done...from groups at all levels within organisations, different kinds of organisation and different cultural groups”
This sets the scene for why we are looking at personal development and the development of awareness of others.

What is the role of technical competency? It often comes up in all forms on the bad lists ie incompetent, competent or supercompetent…..on the good lists, the people seem to be either ok competent or supercompetent…this suggests that a degree of technical competency may be necessary but it is not sufficient in itself to succeed as a leader/boss 

It is possible to get into a debate here in terms of whether ‘good’ or ‘bad’ is successful in achieving results… the implication being that only ‘bad’ achieves results…in this instance, simply ask the groups who generated the ‘good’ lists if the bosses they were thinking of achieved results…the answer is usually yes!...so the conclusion is you can achieve results either way…which do you choose?

You can stop the exercise here…OR…go on to use it to introduce Firo..

3. To introduce Firo:
“The particular model we are going to use to look at relationships and self awareness is called Firo…this model looks at 3 important needs people have in relationships…these are the need to feel significant in the eyes of others, the need to feel competent in the eyes of others and the need to feel accepted or liked by others.

Firstly, the model says Inclusion makes people feel significant…Inclusion being, to be invited to a meeting, having your contribution heard, being listened to, being part of what is going on..etc

(Ask the group) Can you see any real examples of good and bad inclusion on the flipcharts?...(you can either ask the group as a whole or ask them to look at it in pairs for a minute or two then ask the whole group)… (exchange ideas…see lists of previous outputs to help you feel prepared for recognising these)

Secondly, the Firo model says that Control relates to competency…eg if there are not enough controls in place people could feel they are not competent to cope…or the opposite that if they are overcontrolled they are not seen as competent etc

(Ask the group) Can you see any real examples of good and bad control on the flipcarts?...(you can either ask the group as a whole, or ask them to look at it in pairs for a minute or two then ask the whole group)… (exchange ideas… see lists of previous outputs to help you feel prepared for recognising these)

Finally, Openness at a more personal level relates to people getting a sense that they are accepted or liked…openness here being showing an interest in people hopes and aspirations, in their development, in their work:life balance ie relating at a more emotional level etc

(Ask the group) Can you see any real examples of good and bad openness on the flipcarts?...(you can either ask the group as a whole or ask them to look at it in pairs for a minute or two then ask the whole group)…(exchange ideas… see lists of previous outputs to help you feel prepared for recognising these...be prepared for having to differentiate openness from inclusion)”

You can stop the exercise here…OR…go on to use it to look at the connection between Behaviour and Feelings

II. APPLICATIONS
 4. TEAM DEVELOPMENT PRIVATE 

Theoretical overview

According to the Firo theory a team needs to resolve first Inclusion issues, then Control issues and finally Openness issues in it's development.

This can be mapped onto the three stages of the well known Forming - Storming - Norming model and can help provide additional insights and ideas for how to help a team develop positively.

In order for a team to Form, the basic Inclusion issues need to be resolved and the Forming stage is characterised by attempts and failures to do this.  Essentially, Firo indicates that people need to feel that they are of significance in the group, that their voice will be heard, that they can have an impact.  They need to feel they are part of the vision, part of the purpose of the group, the purpose needs to make sense, and to be of importance, to them.

Once people have bought into the shared purpose of the group, the team has Formed.  However, it will need to re-form whenever the people and the vision move out of alignment.

Once people are committed to the team, the next issues that need to be resolved are the Control issues, which is why this can be quite a Stormy phase.  Essentially, people want to ensure that they can make a contribution to the vision that they are now committed to.  They also want to feel that they are capable and competent enough to make a valuable contribution.  This raises issues of choice and competency, which in turn raise the issues of power, competition and confidence.  Primarily, people need to feel that they have choice in areas of importance to them, if the team is to get through the Storming phase successfully.  Constructive ways need to be found for clarifying strengths and weaknesses and for building on and/or developing the necessary strengths.  Creating ways of working together such that people can play to each others' strengths help to move the team on constructively.  

Once people see themselves and others contributing, and the team is consistently resolving conflicting needs with win:win solutions/choices they are ready to move out of the Storming phase.

Norming is when the team is able to see what has contributed to their successes and what has blocked their development and they consciously choose their ways of working - how they communicate; how they make decisions; how they deal with conflict; how they deal with things going wrong. Openness is the tool by which this is achieved - people need to talk openly about their experiences in the team to be able to consciously decide what has worked, what hasn't worked and how to proceed. Reviewing performance and methods; giving and receiving feedback; being able to talk about feelings are all ways of ensuring a successful Norming phase.

A team does not go through these phases once and then stop developing. It tends to keep going through the phases to greater depths each time it passes through, like a spiral of development.  Also, external forces can challenge the team and throw it back a stage in development, eg the market place changes and it needs to revise it's original vision. 

II.   APPLICATIONS

 4. TEAM DEVELOPMENT 
Forming - Inclusion
When a group is first coming together, the main issues for people are, "Do I want to be part of this group or not?  Does the group want me in or not?  Does the leader, manager, organisation want me in or not?   Who else is here?  Who isn't here?" Inclusion issues.

Why are we here? is the central question that needs addressing.  This will help people decide whether they want to be included and whether they will commit themselves.

A group of people will only become a team once they have a shared sense of purpose, a mission, that everyone is genuinely  committed to and cares about. It needs to be strong enough to sustain people through the inevitable difficulties that occur when a group of people set out to achieve something together.

Genuine involvement is what leads to a fundamental commitment of each individual to the team and it's 'mission', and trust is essential to getting people's involvement.  People feel genuinely involved when they are listened to. Listening and responding, respectfully and appropriately, are the fundamental requirements to build trust.

The time it takes for a team to form will depend on the degree of inherent commitment to this mission/purpose, for example, a group of people meeting voluntarily to go diving will take every little time to establish a shared sense of purpose.

The time it takes to form will also depend on what it takes to get to a basic level of trust whereby an individual will involve themselves in asking questions and sharing their thoughts, ideas and concerns in relation to the proposed purpose of the team.

History is important.  If it is positive and there is a high level of trust, then people will be able to begin talking about the issues involved in agreeing the purpose of the team easily and readily.

If the history is negative, and has damaged trust, then, it will need to be cleared, acknowledged in some way, before people will be prepared to talk about the issues involved in the real work of creating a shared purpose.

During the Forming phase, people may need to 'test' each other out on tasks or issues that seem trivial or irrelevant. Small talk and social niceties are also important in this phase,  because people need to test each other on "safe" topics for relationships to begin to form.   People are checking that, 'I will be listened to, I will be treated as significant'.  The underlying aim of these behaviours, is the building of trust, and this needs to be respected. 
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Forming - Inclusion
During this stage, productivity is often low and the shared goals can still be unclear.  

Some people tend to get impatient with this whole process and want to move immediately to the task at hand.  However, it is a necessary phase and simply cannot be short circuited. 

When some people push to create a goal for the team that people are not genuinely committed to, the team cannot 'form' and although people will appear to conform (con-'form'!) on the surface, much of the behaviours indicating non commitment will be evident under the surface. Any conflicts over inclusion/commitment that people have, will express themselves in terms of  arriving late, forgetting meetings, or the group not meeting even when a meeting was planned, or lots of meetings as sub-groups where the 'real' discussions happen.

Most people will be feeling uncertain or apprehensive at this stage, although they will cope with this feeling in very different ways.  It is important to create events that bring people together, that break down barriers, that begin to build up the ground rules of how people will/can behave towards each other and thus help to build trust.  

The facilitator, or coach, can help by ensuring that all individuals are given attention in the group, eg, start meetings by giving each individual the chance to say what they need to discuss or want to get out of the meeting - how this is done will depend on the level of trust and 'ease' in the group, it may be necessary to break the group down into pairs or threes to talk about what they want -  this means most people will speak and it helps break domination of the group by a few individuals. 

You can also help the group to form as a team by ensuring that they meet regularly as the whole group - face to face contact as an entity is essential. 

A significant shared experience(s) will help the team form more quickly and effectively - this is the reason for the existence of many initiation ceremonies and 'rites de passage'. Something out of the ordinary - discussions off site; team workshops on personality typing; outdoor events; all these help. It is particularly useful if these events help to create  a common language and help in the understanding and acceptance of diversity, different perspectives, interests, feelings, needs.

Other ideas include, making it public that people belong to certain teams; by creating team names; their own areas to meet; - all these are best created by the team themselves.
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Forming - Inclusion
Once a group of people have committed themselves to a shared purpose, the 'energy' for getting on with things is palpably increased.  They make time to meet, they follow through  on agreed actions, they care about what other members of the team are doing, they care about progress towards the shared goal. The sense of a team identity over and above each individual's identity is now clear, there is 'something' that each person belongs to.

Summary: Forming - Inclusion
*
Key issue is involvement - Why am I here?

*
Open discussion of purpose/vision/mission

*
Looking for common ground 

*
Paying respectful attention to every individual - basic respect.

*
Genuine listening - aiming to understand that individual's perspective

*
Establishing ground rules

*
Allowing and understanding diversity, different perspectives and needs (MBTI)

*
Being welcoming.

*
Allowing time to 'test' each other out - trivia, chat, trials

*
Meeting together as a group - contact

*
An event/training that is 'out of the ordinary' and creates a common language, that is an induction, that identifies the group as a team.  

*
Initiation ceremonies or significant shared experiences.

*
Establishing an identity - name, photos, space to meet etc.

*    Newsletters, house journals, notice boards, wipe boards, web sites – anything that makes it easy for people in the team to communicate with each other.

*   Clearing any negative history - rebuild trust however necessary

The goal of the 'forming' stage in a team's life is to establish a shared sense of purpose and identity, a mission and set of values, that everyone is genuinely committed to and cares about - and to agree process/principles for communicating and staying in touch. 
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4. TEAM DEVELOPMENT 

Storming - Control
Once a group of people are committed to the idea that they are a team, and that they have a purpose, then the main issue for people becomes "what can I contribute; what is my role;  will I be able to achieve what I want to achieve in this team". 

Who is going to do what? is the fundamental question of this phase.  Essentially, people want to ensure that they can make a contribution to the vision that they are now committed to.  They also want to feel that they are capable and competent enough to make a valuable contribution.  This raises issues of choice and competency, which in turn raise the issues of power, competition and confidence.  

The goal of this stage therefore, is to build on the team's commitment to the vision/mission  by agreeing goals and objectives that are both aligned to the vision and to each person's need to make a contribution and to develop. Primarily, people need to feel that they have a choice if the team is to get through the Storming phase successfully. 

Clearly, this can be a difficult phase and some of the most difficult conflicts can occur at this stage - just as people feel committed to the team.  It is the post honeymoon phenomenon! These kind of conflicts can only occur once people have committed themselves.

Conflicts will typically be over control and power, and the main behaviours you will observe will be demarcation wrangles over who does what; who is/isn't capable of what; what qualifications are necessary; who is a bully; who is/isn't pulling their weight, who takes the flip chart pen.  

Struggles for power may be clear and direct, or they may come disguised as trivial discussions over the kind of coffee machine to have.  The people watching these discussions over apparently trivial issues will usually be able to sense the underlying power struggle. Resistance may occur between people who, on a logical basis, have the same agenda and are really agreeing.  

Some people may become very apprehensive or withdraw from the team at this stage.  Others could take their struggles outside the team into cliques or even to competing teams/factions.

During this stage, some people come across as selfish and other people tend to get very frustrated with this and can become judgmental and punitive. 

You can help the team to resolve these issues constructively by 'naming' this stage - Storming is a very good name for it. This will let the team know that what is happening to them is normal, it is not failure.  
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Storming - Control
When the power struggles are actually happening, again name what is happening and help people to talk directly about their aspirations and their concerns.  Also ensure that people listen fully and don't try to close people down. These things need to be discussed openly if they are to be resolved and not become issues that destroy the team. 

A win:win philosophy is essential, ie, discussion needs to continue until an effective solution is found that truly addresses the concerns and aspirations of the individual's concerned and moves the team forward in terms of achieving their vision. 

The commitment of the team to the vision is critical here.  Reminding people of the vision and what they are trying to achieve together can help put conflicts into perspective and clarify priorities in terms of resourcing and timing - often sources of conflict.

When people feel that their aspirations and abilities are respected  and that their concerns are heard in such a way that the decisions made reflect this fairly, then cooperation will start to increase. 

Constructive ways need to be found for clarifying strengths and weaknesses and for encouraging self awareness.  Training, shadowing and coaching need to used to help develop the necessary strengths. Cross-training, or shadowing, each other's jobs may help enhance feelings of competency and respect.  

Creative ways of working together that enable them play to each others' strengths and to experience how they can cover for each other can help move the team on.

The team has to work out how tasks and roles are broken down, they need to decide exactly how to proceed; what actually needs to be done, and what obstacles to achieving their goals are facing them.

Help people make as many of the decisions that directly affect them as possible, given the necessary competence, confidence, experience and authority.
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4. TEAM DEVELOPMENT

Summary: Storming - Control
*
Faith that people have a basic desire to contribute to progress.

*
Alignment of personal goals with team vision

*
Use commitment to vision to establish priorities and focus

*
Clarity on strengths and weaknesses - team and individual.

*
Recognition of competency - respect for skills.

*
Respect for aspirations.

*
Respect for concerns.

*
Recognition of training needs.

*
Training - specialist and generalist.

*
Technical coaching and guidance.

*
Ring fencing not bureaucracy.

*
Clarity on boundaries, parameters and measures - not solutions

*
Clarity and acceptance of who decides in which areas to what level

*
Clarity and acceptance of what choices are open to who

*
People making as many of choices and decisions on the ground as possible

*
Clarity and acceptance of measures of success

*
Clarity and acceptance of accountability


Positive outcome = Alignment of individual and team goals so that the team can start to work towards making it's vision a reality - development of accepted decision making process or principles for decision making
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Norming - Openness
As people settle into their accepted roles and structure, the issues facing them become, "Will I get genuine support here?  Do they care about my welfare and wellbeing? Is this team just about getting the job done?  Is it also about my personal development?  Can I make friends here?" 

Can we talk? is the fundamental question of this stage.  It will help people decide if they want to dedicate themselves long term to the team.

Norming is when the team is able to see what has contributed to their successes and what has blocked their development and they then, consciously choose their ways of working - how they communicate; how they make decisions; how they deal with conflict; how they deal with things going wrong. 

Openness is the tool by which this is achieved - people need to be able to talk openly about their experiences in the team so that they can identify what has worked, what hasn't worked and decide how to proceed. 

Reviewing performance; reviewing processes and methods; giving and receiving feedback for the team and for individuals; being able to talk about feelings; all these are ways of ensuring a successful Norming phase.

The key to helping these discussions work is the development of self awareness and empathy for each other.   

It is important that review and feedback sessions are respectful and constructive.  

Feedback skills need time and practice to develop. It can help to familiarise a team with reviewing by first reviewing the team's performance, then their own contribution as individuals and what  they would like to do better, and, then finally, feedback to each other. It can take a few weeks or months to proceed effectively from the first to last stages. 

Praise for the team and for individuals is an essential element to develop to support this phase.  It not only encourages people but it helps people receive developmental feedback less defensively so that real use can be made of the feedback.

A level of respect and understanding of each other is needed for discussions of this kind to be constructive and successful, which is why this is the last stage to be developed. It builds on the achievements of the previous stages and depends heavily upon the trust built up in these previous stages of development.
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Norming - Openness
If the team is developing positively, you will see greater depth in the listening; more trust; more acceptance of different ways of doing things and a greater desire to help each other rather than judge.  There will be more direct expression of feelings and needs. 

As openness builds you will see more friendship; more spontaneous activities; more informal meetings. 

In a group deciding on a lower level of openness, you will see the development of protocol/etiquette for how to deal with each other in different situations, and social events will be more formal and will be planned in advance. 

Summary: Norming - Openness
*
Acknowledgement of both success and failure is open and direct.

*
Mistakes are dealt with in 'solution mode'

*
Mistakes highlight need to learn for team and/or individual

*
Helping people out

*
Mutual support - practical and emotional as appropriate

*
Learning is valued and supported - not seen as indication of inadequacy

*
People do not feel that they have to be perfect 

*
Regular and open reviewing of team's performance and processes

*
Praise - catching people doing it right - recognise effort and commitment.

*
Regular review and feedback for individuals

*
Empathy, understanding others - their dreams, their personal lives.

*
People first - caring for welfare and wellbeing - individuals matter.

*
Listening to the person's intention and separating it from the effects

*
Acknowledging, apologising and wiping the slate clean

Positive outcome = Establishing an environment in which individuals know where they stand, that their individuality and welfare matter -creating feelings of loyalty and dedication
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Performing
Once a team has settled the major issues described in the previous stages to a satisfactory level for all team members then a marked increase in productivity, efficiency and satisfaction will be observed. 

People will feel proud to be a member of the team and this pride in and of itself will be a strong motivator for constantly improving both performance and relationships.  

The team will have found a balance between relationships and results orientation that most people will be comfortable with.  

They will talk in terms of 'we'. 

There will be a great deal of enthusiasm for each  individual's achievements.  Celebration, praise and reward will be natural, spontaneous and fun.  There will also be much more straight talk, and criticism will not damage the relationships or the individual's self-esteem.  

People will not only take responsibility for their roles and getting the job done, but also for how well the group is performing as a team.  They will be concerned about task completion and achievement for themselves, each other and the team.

A team closing
When a team begins to break-down, openness is the first thing to go, then people no longer bother to fight over control, role or position, and finally they exclude themselves.

If their experience of the team was a good one, individuals will often go through a phase of mourning for the loss of camaraderie in their team.

If their experience of the team was a bad one and the team is closing before it achieved what it set out to achieve, or because of betrayal or even apathy, then feelings may still linger but in a more negative way.  There may be problems left to be resolved or, feelings of personal failure or bitterness and distrust towards others.

4. TEAM DEVELOPMENT

Firo and a Team Performing

Inclusion

Each person wants to be on the team - no relevant person has been excluded

The team declares it's aims/vision up front - it knows what it wants to achieve 

All members have a willingness to both listen to each other and to express themselves

The team has an ability to appreciate different temperaments and differing points of view

They are all aware of how their team fits in with the whole organisation

The team creates a commitment to their vision - and the vision defines a purpose beyond what any individual on the team could achieve alone

Control
The team determines individual's accountabilities appropriately in relation to experience, competency, motivation and development needs

Each person on the team can see that their contribution to the team makes a difference

The team encourages creativity but does not sacrifice quality

Each person is accountable to the team and the team is demanding but supportive 

The team creates a detailed and organised plan of action for achieving those actions that must happen at this point in time in order to fulfil their vision

Openness

All members of the team are open to helping each other out and responding to requests for support or assistance

The team builds it's relationships on giving and receiving feedback and ideas

The team respects individual's concerns and will work to resolve these within the overall team commitment

The members fully appreciate each other's success and understand each other's difficulties

The team celebrates it's successes - big and small - with fun and humour

The team views it's setbacks as instruction not obstruction - it learns from problems both external to the team and within the team - it is adaptable

4. TEAM DEVELOPMENT

A summary of people's experiences in teams

Good teams

Inclusion

*  All people helping

*  Everyone mucks in

*  People were reliable, even when we were losing

*  Common smile in face of adversity

*  Involved

Control
*  Everyone does whatever is needed

*  Everyone pull together - partnership

*  Individuals had their own goal and the team had a goal and we all believed in it and all work to it

*  All giving 100%

*  All getting something out of it

*  Drew on all skills of people - fit people to jobs needed doing - combine skills

*  Sheer determination

*  Sheer motivation

*  Learning

Openness
*  Appreciative of what you do

*  Very rewarding

*  Some were friends for life

*  After match bonding

*  Trust

*  Laughing together

4. TEAM DEVELOPMENT

A summary of people's experiences in teams

Bad teams

Inclusion

*  Hypocrisy

*  Language - impossible - no one could understand each other

*  No one could be bothered

*  Not listening to another view

Control
*  Suppressing people

*  Loss of confidence

*  Passing the Buck

*  No one taking responsibility for anything

*  Incompetence - just blustering on - not prepared to learn

*  Not accepting another way was possible

*  Powerless

*  Getting little support

*  No one taking control

*  Hitler shouting 

Openness
*  Dishonesty

*  People talking behind people's backs

*  I'm perfect but you're no good

*  Critical

*  Treating people as if they were unimportant

*  Attitude "You'll never..."

*  No recognition if you do it well

*  Major over reaction if you don't do it well
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