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Today We Will… 
• Identify elements and behaviors that derail 

collaboration in teams 
• Create awareness of the elements of high 

performing teams 
• Develop a plan to address the gap 
• Receive objective feedback on team behaviors 
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Today’s Teams 
• Your table group members 
• One member for your table group acts as 

observer, capturing team process and behaviors: 
• Behaviors that derail collaboration 
• Behaviors that support collaboration 

• Observers and table group members discuss 
observed team behaviors at conclusion of 
session 
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Nominal Group Technique 
• Each person spends several minutes in silence 

individually brainstorming all possible ideas and 
writing them down 
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Concept Mapping 
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Collaboration – What Derails It? 
• What does a derailed collaborative effort look 

like? 
• What does a derailed collaborative effort feel 

like? 
• Identify the behaviors and events that derail 

collaboration 
• Nominal brainstorming – reflect and write your 

thoughts 
• Concept mapping – table teams identify where 

collaborations and teamwork breakdown 
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Appreciative Inquiry 
• Based on the concept that human systems grow 

in the direction of what they persistently ask 
questions about and this propensity is strongest 
and most sustainable when the means and ends 
of inquiry are positively correlated 

• Discovery – mobilizing a whole system inquiry 
into the positive change core 

• Dream – creating a clear results-oriented vision 
in relation to discovered potential and higher 
purpose 
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Collaboration – What Supports It? 

• Appreciative Inquiry 
• What does an ideal collaborative effort look like? 
• What does an ideal collaborative effort feel like? 

• Identify the behaviors and events that support 
collaboration 
• Nominal brainstorming – reflect and write your 

thoughts 
• Concept mapping – table teams identify where 

collaborations and teamwork breakdown 
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Group Charter Components 
• Group Leader 
• Group Members 
• Mission / Purpose 
• Scope of Work 
• Key Challenges  
• Resources 
• Expected Outcomes 
• Procedural Requirements 

• Meeting Frequency 
• Confidentiality 
• Communications 
• Conflict Management / Resolution 
• Decision Method 

• Scheduled Timeline for Activity Completion 

10
/0

5/
20

12
 



Discussion 
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SUPPORTING DOCUMENTATION 
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Global Brain 

“Work dating back to the ancient Greeks argues 

that humanity can be seen as a complex social 

system or super-organism.  In this perspective, 

people are viewed as analogous to nerve cells that 

are interconnected by communication channels, 

collectively forming a “global brain”.” 
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Our Social Brain 
• Our brains are highly social 
• Social pain and physical pain produce similar brain responses 

• Traditional “carrot and stick” approach doesn’t work 

• Our brains are highly sensitive to “threat and reward 
response” 

• Threat response 
• Is more intense and longer lasting than reward response 
• Causes our brains to become much less efficient 

• Reward response 
• Makes our brains more effective, open to ideas, and creative 
• Makes people less susceptible to burnout 
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1974-1984 1974-1994 

1974-2004 

A Network Evolution of Collaborative Authorship 
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An Example of a Collaborative Authorship 
Network 
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Challenges of Collaboration 

• Lack of role models for new activities (or lack of awareness) 
• We haven’t been taught “how” to collaborate and we’re too 

busy to learn 
• Competency fears 
• O2 – Overload and Overwhelm 
• Healthy skepticism – will it work? Show me! 
• Fear of hidden agendas 
• Threatens an individual’s sense of identity; “I didn’t agree to 

that” 
• Anticipation of loss of status or quality of life 
• Micro-managing 
• Unclear Expectations (leads to complaints and frustration) 
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How Do We Shift? 

Discretionary Effort 

• Defiance – Dysfunctional 
behaviors that are 
detrimental to the 
collaboration 

• Compliance – “all hat; no 
cattle” 
 

 
 

Full Effort 

• Alliance 
• belief in need for 

collaboration 
• actions match words 
• devotes resources willingly 
• understands role 
• uses influence effectively 
• sets expectations and 

manages fair contribution 
levels 
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SCARF:  a Brain-Based Model for 
Collaboration 
• Five domains of human social experience 

• Status – relative importance to others 
• Certainty – being able to predict the future 
• Autonomy – provides a sense of control over events 
• Relatedness – sense of safety with others 
• Fairness – perception of fair exchanges between 

people 
• These five domains activate either the “primary reward” 

and or “primary threat” circuitry of the brain 
• Primary reward = approach; primary threat = avoid 
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Status 
• We constantly assess how social encounters enhance or 

diminish our status 
• Feelings of low status are similar to sleep deprivation or chronic 

anxiety 
• High status correlates with longevity and health 

• We gravitate towards opportunities to enhance our status and 
avoid those that diminish 

• Status = survival 
• Status is increased through: 

• Praise (same reward region of the brain as a financial windfall) 
• Mastering a new skill 
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Certainty 
• We CRAVE certainty and repeatable patterns so we can make 

predictions 
• The perception of certainty IS certainty 
• Familiar situations conserve brain energy (auto pilot/two-

tasking) 
• Mild uncertainty attracts interest and attention  
• Lack of certainty = panic and bad decisions 
• Certainty is increased through creating a perception of 

certainty 
• Plans, including rationale for change 
• Organizational structure maps 
• Transparent practices – how decisions are made 
• Focus - breaking complex projects down into small steps 
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Autonomy 
• Perception of exerting control over one’s environment; a 

sense of having choices 
• Reduced autonomy (micromanage) can generate a threat 

response 
• A sense of greater autonomy increases certainty, keeping 

stress low 
• Autonomy is increased by: 

• Allowing people to feel they can execute their own decisions 
without much oversight 

• Latitude to make choices 
• Can be counteracted by increased status, certainty, and 

relatedness 
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Relatedness 
• Friend or foe? 
• Collaboration requires healthy relationships (trust and 

empathy) 
• Strong social connections release hormone oxytocin which 

disarms the threat response 
• Us vs. them reduces trust and empathy and damages 

collaborative efforts 
• Relatedness is increased by: 

• Focusing on inclusion 
• Reducing silo behaviors 
• Spending time together in a positive environment 
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Fairness 
• People are more satisfied with a fair exchange that provides 

minimal reward than an unfair exchange with a substantial 
reward 

• Fairness = chocolate 
• Described as “doing the right thing” 
• Perception of unfairness stirs hostility and undermines trust – 

and it kills collaboration 
• Increase perception of fairness by: 

• Transparency 
• Sharing information in a timely manner 
• Remove “preferences” 
• Setting clear expectations 
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SCARF Summary 
• Every action you take 

supports or 
undermines perceived 
levels of SCARF 
• Our social brains 

respond to threats 
before we can focus on 
functions/tasks 

• Threat always trumps 
reward 

• One threat response can 
distract attention and 
impair performance all 
day 

• Status – give praise 
• Certainty – create 

structure 
• Autonomy – provide 

choices 
• Relatedness – include 

all “friends” 
• Fairness – do the 

“right” thing 
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Planning for Collaboration 
• How might your goals for collaboration enhance participant’s 

status? 
• How can you create an environment for certainty? 
• How do you balance the decreased autonomy that comes with 

working in a team with the need for autonomy? 
• Other than passing out a shot of oxytocin7, how do you 

develop relatedness? 
• How might you ensure fairness within collaborative efforts? 
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Open Space Technology (OST) 

• Discovered by Harrison Owen in 1985 
• Approach for hosting collaborations without any formal 

agenda beyond the overall purpose 
• Has been used with groups of 5 to over 2,000 
• Agenda created by the participants who have ownership for 

their postings (first 30-90 minutes) 
• Four Principles 

• Whoever comes are the right people 
• Whatever happens is the only thing that could have 
• Whenever it starts is the right time 
• When it’s over, it’s over 

• The Law of Two Feet – if at any time you find yourself in any 
situation where you are neither learning nor contributing, use 
your Two Feet to move to someplace more to your liking 
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OST Essentials and Process 
• Essentials 

• Genuine business case that people really care about 
• Lots of complexity 
• High levels of diversity 
• Lots of passion and conflict 
• Real sense of urgency 

• Process 
• Start with a real business issue for people who care 
• Sit in a circle 
• Create a bulletin board for participants to post issues and 

opportunities (including when and where to meet for discussion) 
• Open a “marketplace” with breakout spaces so participants can 

“shop” for information and ideas  
• Develop a pattern of flow between plenary and breakout sessions 
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