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A

Accountability: with anonymous
feedback, 168, 171-173, 187-188;
compassion and, 61; as ivutual
learning value, 57-1:9, 60; shared
among team memuers, 11-12

Acting rationehy, =9

Action plan, for adopting mutual
learning mindset, 202-205

Argyris, Chris, 2, 233nn3-4, 6, 23411

Aristotle, 97

Artifacts, 157

Assessment: performance, 13-14,
145-146, 171-173; of progress in
adopting mutual learning
mindset, 204-205; survey for, of
organization, 3—-4, 201

Assumptions: acting on untested,
35; adopting new, 9-12; changing,

of team members, 10-11; in
e-mails, 193-194; in meetings,
178-179; mutual learning, 50,
67-70; as part of team culture,
157-158; testing, 115-125, 140;
unilateral control, 28, 29-31,
234n2

Attributions, 118-119

B

Behaviors: assumption about, 31;
nonverbal, 182-184; unilateral
control, 33-36, 200. See also
Mutual learning behaviors

Berke, Diane, 63

Boundary management, 164

Brain, unilateral control built into,
46-47

Burton, Ted, 149-150
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Burying the lead, 106-107, 136, 205,
218

C

Change: need for team members
to, 10-11; setting goals for
personal, 203-204; sharing
information to nurture, 96-97;
tips on getting teams to, 215-232;
tips on, of leadership approach,
199-214

Churchill, Winston, 174

Commitment: defined, 74;
increased by compassion, 63;
with informed choice, 57, 61;
with mutual learning approach,
74-75; steps to building, 111-113;
with unilateral control approach,
40

Communication: balanced, as
element of team process,
163-164; e-mail, 192-194;
nonverbal, in meetings, 182-18.;
telephone, 194

Compassion: judgmental
thinking as barrier to, 63-65; as
mutual learning velae, 60-67;
power of, 63/ 231-232;
responding with, 65-67;
undiscussable issues and,
132-133, 134; withholding
information and, 96-97

Computer operating system
analogy, 19-21, 22, 47

Conflicts: caution on “speaking
with one voice” after resolving,
195-196; managing, as element of
team process, 162-163;
productive, 75-77; unproductive,
41-42. See also Disagreements

Index

Consultation, 173-174

Context: choosing, for adopting
mutual learning mindset,
202-203; team, 147, 165-175

Control: of conversation, 35; spread
to all team members, 9-10.
See also Unilateral control
approach; Unilateral control
mindset

Conversations. See Discussions

Costs: with mutual learning
approach, 74; with transparency,
54; with unilateral control
approach, 39-40

Culture: organizational, 166-167;
team, 157-156

Curiosity: c¢mpassion and, 61, 231;
as muoz! learning value, 52-53,
55-4; when asking questions,
90=91, 95

D

Davidson, Anne, 172

Decision making: as element of
team process, 160-162; quality of
decisions from, 38, 70, 73; rule
on, 228-230; “speaking with one
voice” after, 195-196; talking with
team about changed approach to,
208

Dependence: appropriate, 77;
inappropriate, 42; of team
members, 149-151

Design: importance of, 143-144;
joint, of feedback conversation,
185-186; joint, of next steps,
125-131, 140. See also Team
design

Difficult issues: avoiding, 35;
discussing, 76, 131-141, 238n3



Index

Disagreements: mutual learning
assumption about, 68-69;
resolving, over facts, 128-130;
between team members,
189-190, 191-192; unilateral
control assumption about, 30.
See also Conflicts

Discussions: burying the lead in,
106-107, 136, 205, 218;
controlling, 35; going broad vs.
going deep in, 180-181;
guidelines for, during meetings,
180-182; talk-last strategy in,
181-182; of undiscussable issues,
76, 131-141, 238n3

E
E-mail, 192-194
Examples: to clarify meaning of
words, 101-102; of unilateral
control mindset, 4-5, 39, 225

F

Facts, resolving disagreerients over,
128-130

Feedback: anonymous, 13-14, 168,
171-173, 187-:82: from
colleaguet, 159-170; developing
team support through, 211-214;
on giving feedback, 188; negative,
14-15, 96-97, 188; 360-degree,
13-14, 171-173; timeliness in
sharing, 98; tips on giving,
96-97, 184-188; when adopting
mutual learning mindset, 205

Feelings: in decision making, 62; in
e-mails, 194; as justified, 31;
minimizing expression of
negative, 29; sharing, 51, 97-98

Follett, Mary Parker, 111, 233n5
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G
Gandhi, Mahatma, 69
Goals: as element of team
structure, 154; for personal
change, 203-204; team, 225-226
Grant, Owen, 94-95, 113

H
Hackman, Richard, 151
Haley, John, example of unilateral
control leadership by, 4-5, 39,
225
Hughes, Phil, 94-95,113

X

Inferences: 4cting on untested, 35;
in e-muils, :93-194; in meetings,
178-19; testing, 115-125, 140

Intcrination: as element of team
context, 168-173; to influence
team leader, 196; from other
teams, 169; relevant, for
meetings, 178, 179; sharing, 15-17,
95-99, 107-108; systems,
168-169; withholding, 33. See
also Feedback

Informed choice: impact of
compassion on, 61; as mutual
learning value, 56-57, 59-60

Innovation, 38, 70, 73

Interdependence, 149-152

Interests: focusing on, 109-115, 140;
not focusing on, 35

K
Kouzes, James M., 54

L
Ladder of inference, 117-122
Leaders. See Team leaders



250

Leadership: reciprocal, 233n5; as
responsibility of one person, 2-3;
survey on, in your organization,
3-4, 201; team members’
responsibility, 156-157
Leadership approaches: adopting,
appropriate for everyone in
company, 14-15; changing, 9-17;
mindset as key to, 17-19; talking
with team about your change of,
205-214; tips for leaders
changing, 199-214. See also
Mutual learning approach;
Unilateral control approach

M

MacArthur, Phil, 233-234n6
MCUS Corporation, 74, 94-95,

13
Meetings: asking questions in,
89-90; focusing on interests in,
109, 111, 112-113; guidelines for
discussions during, 180-182;
joint design of next steps:in.
126-127; keeping, on wrack,
127-128; nonverbal behavior in,
182-184; preparing for, 177-179;
of real team: v teams in name
only, 152-153; transparency about
strategy for, 103-106; with
unilateral control approach, 3, 4,
7; with unproductive conflict on
teams, 41—42

Mindset: computer operating
system analogy for, 19-21, 22, 47;
connection between design and,
144-147, 175; defined, 2; difficulty
of changing, 18; espoused vs.
actual, 6-7, 23-24, 233nn3-4; as

Index

key to changing leadership
approach, 17-19; overview of
changing, 9-17; potential to
change, 47; survey on, in
organization, 3—4, 201. See also
Mutual learning mindset;
Unilateral control mindset

Mission: organizational, 165-166;

team, 153-154

Motivation: mutual learning

assumption about, 68-69; team
task as, 154-155; unilateral
control assumption ahout, 30;
work as, 77

Mutual learning approach: figure

summarizing (Fig. 3.4), 79, 199;
results prodiiced by, 70, 72-77;
self-reinorcing cycle of, 78, 79;
siteaiions not requiring, 78,
80=31; survey on problems in
organization and, 3-4, 201; tips
for leaders adopting, 199-214; vs.
unilateral control approach to
leadership in teams, 222. See also
Mutual learning mindset

Mutual learning behaviors, 87-141;

discussing undiscussable issues
as, 76, 131-141, 238n3; ensuring
shared meaning of words as,
99-102, 108; explaining
reasoning and intent as, 102-107,
108; focusing on interests as,
109-115, 140; identifying, when
adopting mutual learning
mindset, 200-201; jointly
designing next steps as, 125-131,
140; making statements and
asking questions as, 89-95, 107;
modeling, 218-219, 230-232;
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overview of, 70, 71, 87-88,
107-108, 110, 140-141; sharing
information as, 95-99; testing
assumptions and inferences as,
115-125, 140

Mutual learning mindset, 49-85;
assumptions of, 50, 67-70;
espousing vs. actually using, 6-7,
23-24, 233nn3-4; explaining, to
team, 209; extended to whole
team, 81-8s; origin of concept of,
233-23416; overview of, 22-23;
relevant in all situations, 78,
80-81. See also Mutual learning
approach; Mutual learning
behaviors; Mutual learning
values

Mutual learning values, 49-67;
accountability as, 57-59, 60;
compassion as, 60—67; curiosity
as, 52-53, 55-56; informed choice

as, 56-57, 59—60; transparency ac.

51-52, 53-55, 56

N
Naming names behaviors, 99-100
Nicomachean Ethics (Aristotle), 97
Nonverbal vehavior, 182-184
Norms, 158-159

(o)
Objectives, rewards and, 167-168
Organizational culture, 166-167
O’Toole, James, 54

P
Pascal, Blaise, 62
Performance assessment, 13-14,
145-146, 171-173

Physical environment, 174-175
Planning: jointly with teams,
224-228; personal, 202205
Positions: focusing on, 35; not
focusing on, 109-115, 140
Posner, Barry Z., 54
Power, exercise on sharing
information and, 15-17
Problems: assumptions about
contributing to, 31, 69-70;
demanding solutions to, 114-115;
solving, as element of team
process, 160
Processes. See Tearn processes
Pros and cons,disting, 113-114
Purpose, caninon, 12
Putnam, Robert, 233-234n6

Q

Questions: about mutual learning
vs. unilateral control approaches,
222; about team effectiveness,
1-2; about use of unilateral
control approach, 32; asking, as
mutual learning behavior, 89-95,
107; in e-mail, 193; to prepare for
meeting, 178, 179; rhetorical,
91-92, 93; showing curiosity, 53;
tips on wording, 100

R

Reasoning: explaining, as mutual
learning behavior, 102-107, 108,
206-207; kept private, 35;
sharing, 54, 58, 136, 193

Relationships: building trust across,
15-17; improved by testing
inferences, 123-125; with mutual
learning approach, 72, 74-77;
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with unilateral control approach,

37, 40-42

Resources, 173

Results: beginning with, 200;
produced by mutual learning
approach, 70, 72-77; produced
by unilateral control approach,
26-27, 3644

Rewards, 167-168

Right, being, 29

S

Schon, Don, 2, 233n3, 6, 234n1
Self-assessment, 204-205
Smith, Diana McLain, 233-234n6
Stating views, 33, 89-91
Structures. See Team structures
Survey, to assess leadership in

organization, 3—-4, 201

T

Taking stock: by team leaders,
200-202; of teams, 216218

Team context: defined, 147;
elements of, 165-175

Team culture, 157-158

Team design, 142-:75: connection
between minds=i and, 144-147,
175; elements of, 147-149;
importance of, 144; as part of
mutual learning approach,
84-8s; real team needed for,

149-153; team context portion of,
165-175; team process portion of,
159-164; team structure portion

of, 152-159

Team effectiveness: importance of

team design to, 143-144; model
of (Fig. 6.1), 148, 199; mutual

learning and, 220; questions
about, 1-2

Team leaders: adoption of mutual

learning approach by, 199-214;
handling disagreements among
direct reports, 191-192; modeling
mutual learning behaviors,
218-219, 230-232; preventing end
runs around teammates, 190-191;
taking stock, 200-202; talk-last
discussion strategy of, 181-182;
telling teams how to influence
them, 196-197

Team members: changing

assumptions of/ 1¢:--11; clearly
defined roles of; 156-157;
differing in views of adopting
mutual trarning approach,

228- 230; extending mutual
learning mindset to, 81-8s;
handling disagreements among,
191-192; preventing end runs
around teammates by, 190-191;
selection of, 152, 155-156; sharing
accountability, 11-12; spreading
control to, 9-10; talking about
absent teammates, 188-190;
testing inferences of, 123-125;
tips on getting, to use mutual
learning mindset, 215-232;
well-being of, 37, 42-44, 72,

77

Team performance: importance of

team design to, 143-144; with
mutual learning approach, 7o,
72-74; with unilateral control
approach, 36-40

Team processes: defined, 144, 147,

159; elements of, 159-164
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Team structures: aligned with
values, 13-14; defined, 12-13, 147;
elements of, 152-159

Team tasks, 150-151, 154155

Teams: determining “realness” of,
149-153; joint planning with,
224-228; “speaking with one
voice,” 195-196; taking stock of,
216-218; talking with, about
adopting mutual learning
approach, 205-214, 218-224; tips
on getting, to use mutual
learning mindset, 215-232;
working when not physically
together, 188-192

Telephone communication, 194

360-degree feedback, 13-14,
171-173

Time: implementation, 38-39, 73;
sharing information and, 98,
196-197

Training, 173-174

Transparency: impact of
compassion on, 61; as ‘autual
learning value, 51-5%;53-55, 56;
as sharing relevant information,
95-99; test.cf 133-106

Triggers, 267-202

Trust: building, across
relationships, 15-17; lack of,
172-173; with mutual learning
approach, 75; with transparency,
54-55, 98—99; with unilateral
control approach, 40-41

U
Unilateral control approach:
behaviors associated with, 33-36,
200; example of being stuck in,

4-5, 39, 225; vs. mutual learning
approach to leadership in teams,
222; quote capturing essence of,
58; reason for prevalence of,
46-47; results produced by,
26-27, 36-44; self-reinforcing
cycle of, 44-45; transparency test
to detect, 103-106. See also
Unilateral control mindset

Unilateral control mindset, 25-47;
assumptions of, 28, 29-31, 234n2;
origin of concept of, 233-234n6;
overview of, 21-22,.25-26;
prevalence of, 2-3; reasons for
continued use of, 6-8;
recogniziayg your, 31-33; values
of, 27-29. 234n1; when designing
team, 145-146. See also Unilateral
<cutrol approach

A\

Values: aligning structures with,
13-14; core, as part of team
culture, 157-158; shared by team
members, 12; unilateral control,
27-29, 234n1. See also Mutual
learning values

Vision, shared, 153-154, 165-166

w

Well-being, individual: with mutual
learning approach, 72, 77; with
unilateral control approach, 37,
42-44

Winning, 27-28

Words: ensuring shared meaning
of, 99-102, 108; not agreeing on
meaning of, 33, 35

Workload, 159



