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CHAF'I'ERI 

INfRODUCfiON 

In today's competitive marketplace, achieving high levels of quality has become critical 

for corporate success. As consumers become increasingly sophisticated, they become 

more demanding about the quality of products and services they receive. For a corporation 

to thrive or even survive in today's competitive environment, it must meet or exceed cus

tomers' expectations. 

A quality improvement emphasis affects both work processes and people. Successful 

corporate quality programs result in improved productivity, reduced operating costs, in

creased market shares, and improved employee mora1e (Oberle, 1990; GAO, 1991). As 

stated by Deming (Oberle, p. 47): "Improve quality [and) you automatically improve 

productivity. You capture the market with lower price and better quality. You stay in 

business and you provide jobs. It's so simple." 

Many companies reported production improvement as a result of implementing quality 

improvement processes (Dodson, 1991). Two examples were Genera) Mills and British 

Airways. Genera1 Mills described the production in plants that used employee work teams 

as part of their quality improvement process to be 40 percent higher than those plants who 

did not use them. British Airways's employee involvement teams improved customer 

service by streamlining terminal operations, resulting in a volume increase of 10 percent. 

They also experienced increases in profits and improved reputation. 

Although there has been no one approach used by corporations to implement a success

ful quality improvement program, there are common features found in many corporations' 
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quality improvement activities (GAO, 1991, p. 4): 

* corporate attention is focused on meeting customer requirements; 

* senior management leads the way in building quality values into 

company operations; 

* all employees are suitably trained, empowered, and involved in 

efforts to continuously improve quality and reduce costs; and 

* systematic processes are integrated throughout the organization to 

foster continuous improvement. 

These findings were obtained by reviewing the practices of 20 companies that were among 

the highest-scoring applications in 1988 and 1989 for the Malcolm Baldrige National 

Quality Award. 
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In order to achieve a continuous cycle of quality improvement in a corporation, em

ployees must be provided the necessary tools, skills, and knowledge. Employee training 

was viewed as vital to providing the skills needed for effective participation in a corporate 

quality improvement program. A curriculum including quality awareness, problem solving 

and team building skills, facilitation, process management, and measurement was common 

to many quality improvement programs (Conference Board, 1991; GAO, 1991; Dodson, 

1991; Holpp, 1989). The training method used to teach quality improvement principles 

and techniques needs to be effective to produce desired improvements. Training should be 

effective, timely, application-oriented, and address specific needs (Huszczo, 1990; Con

ference Board, 1991; Ferketish and Hayden, 1992). It should also provide employees an 

awareness of quality principles and goals. 

Corporations sought to improve quality while maximizing training dollars and training 

impact by structuring curriculum appropriately. Outdoor experiential training was a method 

offered by more than 100 training organizations to meet this corporate need (Wagner, 
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Baldwin, and Roland, 1991). Outdoor experiential training has been described as a method 

that will enhance, stimulate, and speed up the process of organizational change and team 

building because it operates on the physical, emotional, and intellectual levels (Petrini, 

1990; Tarullo, 1992). Outdoor experiential training should be effective for team building 

training within a corporate quality improvement program because it not only strengthens 

team building skills, it also increases the commitment to the learning process, and thus 

increases the positive impact of training. 

Team building has been identified as important to the success of a corporate quality 

improvement program (Conference Board, 1991; GAO, 1991; Dodson, 1991; Holpp, 

1989). According to recent research, outdoor experiential training is an accepted method 

for team building training (Petrini, 1990; Tarullo, 1992; Starcevich and Stowell, 1990). 

Statement of the Problem 

The problem investigated in this study was that virtually no rigorous, carefully 

conducted evaluation of outdoor experiential training effectiveness for team building has 

been conducted (Buller, Cragun, and McEvoy, 1991). Although outdoor experiential 

training can be used for team building, as well as other quality-related training objectives, 

no evaluations of its effectiveness as part of a quality improvement program have been 

conducted. 

Purpose 

The purpose of this study was to measure the effectiveness of outdoor experiential 

training for the team building component of a corporate quality improvement program. 

Fifectiveness of this training method was to be determined by improved scores in the Team 

Fifectiveness Questionnaire and by an improvement in the corporation's key performance 

indicator, in this case, number of ••take-downs," or instances where a patient must be 
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physically restrained. 

Hypothesis 

Team effectiveness is to be detennined by comparing pre- and posttest scores on the 

Team Effectiveness Questionnaire and by comparing a key perfonnance indicator identified 

by the corporation prior to the training event. The null hypothesis selected for this study 

was that there would be no statistically significant difference in scores between a team that 

participated in outdoor experiential training for team building and a team that did not 

participate. There also would be no substantive change (one-half standard deviation or 

more) in scores following the training event. 

Definition of Tenns 

Continuous Improvement An emphasis on continuing systematic improvements in all 

systems of an organization (Sparks and Dorris, 1990). 

DISC: A personality profile instrument that categorizes individuals into four primary 

styles called Dominant, Influencing, Steady, Cautious. 

Effectiveness: Judgements made regarding the perfonnance of individuals, groups, 

and organizations. The criteria for organizational effectiveness include total production, 

decline in production, financial loss due to errors, morale, and anxiety (Pennings, 1976). 

To be perceived as effective, actual perfonnance must be close to desired performance. 

The closer actual perfonnance is to desired perfonnance, the more effective it is judged to 

be (Gibson, Ivancevich, and Donnelly, 1988). 

Experiential Learning: The learning which occurs when experience is transformed into 

knowledge (Kolb, 1984). 

Just-in-Time Training: Timing the training experience so that trainees will be able to 

immediately apply their new knowledge and skills after training takes place. 
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Outdoor Experiential Training: Individual and group physical activities conducted out

of -doors that utilize metaphors to tie the learning activity back to the work place. 

Quality Improvement Process: Ongoing activities striving for improved quality that are 

never finished and require constant attention (Crosby, 1984). 

Quality Improvement Programs: A formalized structure designed to provide the tools 

necessary to achieve improved quality. Examples include training and recognition pro

grams designed to promote improved quality (Crosby, 1984). 

Quality Quest: An outdoor-based experiential training program. 

Take-downs: The restraint action imposed by a staff person by physically taking the 

adolescent down to the floor when an adolescent under psychiatric treatment loses control. 

Team: A small group of individuals who have complementary skills and are 

committed to a shared goal (Katzenbach and Smith, 1993). The majority of teams have 

less than ten members and have a common purpose, performance goals, and approach to 

meeting those goals. 

Assumptions 

1. It was assumed that all members of both the experimental and control groups 

received comparable, prior, in-house quality improvement training, including team building 

skills. 

2. It was assumed that staff members of a wing of a psychiatric health care facility 

would be classified as a team even though they worked different shifts. This assumption 

was based on the fact that all shifts provided care to the same group of patients in the same 

facility and because the actions of one shift affected other shifts. 

3. It was assumed that the effectiveness of a team could be measured based on five 

dimensions; e.g., direction, leadership, processes, structure/resources, and atmosphere 

(Starcevich and Stowell, 1990). 
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4. It was further assumed that five dimensions of an effective team were universal and 

not affected by the industry or business in which the team operated. 

5. It was assumed that the Team Effectiveness Questionnaire was a reliable and valid 

instrument to measure the effectiveness of a team based on these same five dimensions. 

6. It was assumed that the effectiveness of outdoor experiential training for the team 

building comrxment in a corporate quality improvement program would not be dependent 

on which of the five team effectiveness dimensions were emphasized during the training 

activity. 

7. It was assumed that if outdoor experiential training was effective for team building, 

it would be effective as part of a corporate quality improvement program. 

Limitations 

1. Intact work teams were needed to study team effectiveness. Accordingly, it was 

not possible to randomly select team members to participate in the outdoor experiential 

training. 

2. Part of the philosophy behind a quality improvement process is to seek continuous 

improvement. Because of this, the curriculum used for the outdoor experiential training 

incorporated the flexibility to customize the training to the customer's needs. Since the 

team's (customer's) needs vary from group to group, it is impossible to provide the iden

tical training program to different teams. Attempts were made to standardize the key 

components of the training evaluated in this study. 

3. Skilled facilitators certified in outdoor experiential training methods were needed to 

conduct the training for safety reasons and to provide the expertise necessary to customize 

the training to the customer's needs. 

4. The research for this study was conducted in conjunction with the Challenge Quest 

Corporation. Because this organization provided the certified facilitators for the research, 



Challenge Quest had final say concerning the evaluation instruments used and corporation 

selected to participate in the study. 
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5. Most existing instruments available to measure team effectiveness lack validity and 

reliability information. The instrument selected to evaluate team effectiveness was origi

nally created to be used as an indicator of team effectiveness. No comprehensive validation 

or reliability studies had been conducted on this instrument prior to this study. Preliminary 

test-retest reliability and content validity studies of the instrument were conducted prior to 

the research activity. 

6. The organization selected for the study was a psychiatric health care provider. This 

limits the ability to generalize the results of this study to other, non-health care organiza

tions. 

Summary 

Achieving high levels of quality has become increasingly critical for corporate success 

because it can result in improved productivity, reduced operating costs, increased market 

shares, and improved employee morale. Common features found in many corporate qual

ity improvement programs included a focus on the customer, management commitment, 

skilled and empowered employees, and systematic processes. Appropriately structured 

employee training can provide employees with the tools, skills, and knowledge necessary 

for a continuous cycle of quality improvement. 

Outdoor experiential training has been identified as an instructional method that will 

enhance, stimulate, and speed up the learning process because it operates on the physical, 

emotional, and intellectual levels. It can be designed to address a broad variety of quality 

related skills such as team building, interpersonal communications, and problem solving. 

The versatility of outdoor experiential training makes it appropriate for use in a quality 

improvement program. 
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The hypothesis studied by this research was that outdoor experiential training should 

be effective in corporate quality improvement programs because it not only strengthens 

team building skills, it also increases the commitment to the learning process, and thus 

increases the positive impact of learning. Team effectiveness was determined by compar

ing pre- and posttest scores on the Team Effectiveness Questionnaire and by comparing a 

key performance indicator, number of take-downs, which was identified by the corporation 

prior to the training event. 

Organization of the Study 

Chapter II presents background information about how quality is defined by cor

porations and typical quality improvement programs. Next discussed are the three 

shortcomings in quality improvement training programs: 1) an activity-centered approach 

instead of a results-centered approach; 2) nonstatistical thinking; and 3) inappropriate 

instructional methods. A review of learning theory explains why an experiential method of 

instruction enhances the learning experience. The attributes of outdoor experiential training 

is the final topic discussed. 

The development of an outdoor experiential curriculum is presented in Chapter III. 

Included in the discussion is an explanation of how the quality improvement process 

training topics and learning objectives were identified and how the course structure was 

developed. The experimental design structure used to evaluate the effectiveness of the 

training program is also included. A description of the Team Effectiveness Questionnaire 

and its use is provided. 

Results are presented in Chapter IV. Pre- and posttest scores of the treatment and 

control groups using the Team Effectiveness Questionnaire were compared in order to 

determine if a statistical difference existed. The least acceptable substantive difference in 

the Team Effectiveness Questionnaire scores was five (one-half standard deviation). Test 



scores were also compared with a key company performance indicator to determine the 

effectiveness of the outdoor adventure training curriculum as part of a corporate quality 

improvement program. 

Chapter V offers conclusions and recommendations. Conclusions include the results 

used to evaluate if outdoor experiential training was an effective training approach for the 

team building component of a corporate quality improvement program. Recommendations 

are offered on ways to strengthen both the training method and the validity of results 

obtained. 
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CHAPTER II 

REVIEW OF LITERATURE 

Understanding how corporations define quality enables us to better understand what is 

needed to achieve it, and thus satisfy consumer demands. Quality, as part of a total quality 

process, has been defined by the Conference Board's U.S. Quality Council as, "a commit

ment to meet customer expectations by doing the right things the right way the first time 

and 100 percent of the time at a cost that represents value to the customer" (1991, p. 8). 

Members of the Council were quality professionals whose firms were in the forefront of 

the total quality movement 

The Conference Board's U.S. Quality Council described quality as a mindset, a 

technology, and a way of managing resources that can be used to help restore the nation's 

economic health (Conference Board, 1988). Beginning as product quality control and 

quality assurance, quality has now become an organization-wide emphasis which is being 

applied to all business functions, services, and goods. The integration of customer needs 

into every phase of a business has become the quality challenge for service companies as 

well as manufacturers (GAO, 1991). 

David T. Keams, CEO of Xerox, believes that the definition of quality at Xerox 

differs from the conventional view (Galagan, 1990, p. 44): 

The conventional definition of quality reminds us of such words as 'gocxlness' 

and 'luxury.' Xerox defines quality as 'conformance to customer requirements.' 

The conventional performance standard of quality is some acceptable level of 

defects or errors. The quality performance in Xerox is products and services 

10 
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that fully satisfy the requirements of our customers. 

In the Central Region of Texaco, the definition of quality was summed up in a phrase: 

"Quality, doing the right things the right way the first time to satisfy customer require

ments" (Tulsa University Seminar, 1990). 

MetLife Insurance defined quality as meeting or exceeding customers' expectations. 

At MetLife, quality is defined by its attributes. These are: "Quality is meeting customer 

expectations, quality is measurable, quality is doing things right the first time, quality is 

everyone's responsibility" (Metropolitan, 1988, p. 29). 

All the corporate quality definitions focus on the customer. For these organizations 

quality is a standard expected by the customer. These corporations believe that their 

services and products must meet or exceed customers' expectations. 

What type of programs have been developed to achieve quality improvement in cor

porations? Quality improvement programs developed by W. Edward Deming, Philip B. 

Crosby and Joseph M. Juran were reviewed to help answer this question. 

Corporate Quality Improvement Programs 

Deming's 14-Point Qualitv Program 

Deming (Walton, 1986) demonstrated the link between quality improvement and pro

ductivity by the success Japanese business experienced following World War II. He was 

the American who, in 1950, was instrumental in improving Japanese industry by intro

ducing his 14-Point Quality Improvement Program (Walton, 1986; Gitlow and Gitlow, 

1987; Oberle, 1990; Dixon and Swiler, 1990). By applying Deming's program, Japan 

became an economic world power (Gitlow and Gitlow, 1987, pp. 6-7): 

Dr. Deming's philosophy is not problem solving, participative management, 

quality circles, automation/robotics, or any other technique that can be learned 



in a one-day seminar or ingested in a two-hour reading. It is a total view and 

way of organizational life that must be learned, relearned, and refined over time 

in a supportive environment. 
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Deming's 14-point systems approach to the management of quality emphasized statis

tical process control (Walton, 1986, pp. 34-36): 

Deming's 14 Points 

1. Create a constancy of purpose for improvement of product and service. 

2. Adopt a new philosophy. 

3. Cease dependence on mass inspection. 

4. End the practice of awarding business on price tag alone. 

5. Improve constantly and forever the system of production and service. 

6. Institute training. 

7. Institute leadership. 

8. Drive out fear. 

9. Break down barriers between staff areas. 

10. Eliminate slogans, exhortations, and targets for the workforce. 

11. Eliminate numerical quotas. 

12. Remove barriers to pride of workmanship. 

13. Institute a vigorous program of education and retraining. 

14. Take action to accomplish the transformation. 

Deming felt it was important to explain to a critical mass of people why change was 

necessary and that the change would involve everyone (Walton, 1986). The cornerstones 

of Deming's system were management commitment, employee involvement, and statistical 

process control. Training played a key role in implementing the system. 
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Point 13, "institute a vigorous program of education and retraining," was focused on 

by both management and the workforce. Education in new methods, including teamwork 

and statistical techniques, was required as part of Deming's quality systems approach. In 

Deming's opinion, for quality improvement to occur, employees needed to have an overall 

picture of what was being done, not just learn the specific parts of their jobs. Employees 

must also understand the extended process within their own organization, as well as the 

vendor's and the customer's, and where they fit into the process. 

In Deming's 14-Point Quality Improvement Program, skills-based training needs in

cluded statistical techniques, coaching, interpersonal communications, problem solving, 

process management, stress reduction, teamwork, and training methods. An orientation to 

the improvement process was also needed so that employees could understand the process 

(Walton, 1986; Gitlow and Gitlow, 1987). 

Crosby's "Quality is Free" Approach 

Philip B. Crosby was the vice president of quality at liT (International Telephone and 

Telegraph) before establishing Philip Crosby Associates in 1979 (Oberle, 1990). Crosby's 

"Quality College" has been used by many corporations as a method of initiating quality im

provement efforts (Dixon and Swiler, 1990). 

Crosby's (1979) basic concept was that it does not cost a company anything to have 

quality, it costs them not to have it. "The cost of quality is the expense of doing things 

wrong. It is scrap, rework, service after service, warranty, inspection, tests and similar 

activities made necessary by nonconformance problems" (p. 12). 

Crosby's methods are marked by popular slogans including "zero defects," "con

formance to requirements," and "quality is free" (Oberle, 1990, p. 48). Crosby also has a 

14-step model to achieve the goal of quality improvement. As taken from Dixon and 

Swiler, 1990, pp. 10-11: 



Crosby's 14 Points for Quality Improvement 

I. Make it clear that management is committed to quality. 

2. Form quality improvement teams with representatives from each department. 

3. Determine where current and potential quality problems lie. 

4. Evaluate the cost of quality and explain its use as a management tool. 

5. Raise the quality awareness and personal concern of all employees. 

6. Take actions to correct problems identified through previous steps. 

7. Establish an ad hoc committee for the Zero Defects Program. 

8. Train supervisors to actively carry out their part of the quality improvement 

program. 

9. Hold a ''Zero Defects" day to let all employees realize there has been a change. 

10. Encourage individuals to establish improvement goals for themselves 

and their groups. 

11. Encourage employees to communicate to management the obstacles they face in 

attaining their improvement goals. 

12. Recognize and appreciate those who participate. 

13. Establish quality councils to communicate on a regular basis. 

14 

14. Do it all over again to emphasize that the quality improvement program never ends. 

William B. McBee, director of quality with Armstrong World Industries, believed 

Crosby's program laid the groundwork. for specific improvements (Oberle, 1990). 

"Crosby really works on the mind and focuses on behavior among people [within the 

organizations and among] organizations .... He's excellent at helping to adjust your attitude 

toward quality" (p. 49). 

Crosby suggested education was one of three distinct management actions required 

by an organization that is experiencing quality problems. He theorizes that, to correct 
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problems within a troubled organization, management must have determination, initiate 

education, and implement a quality improvement process. Crosby's fifth step, "quality 

awareness," reflects commitment to a cascade approach of training. He advocated training 

supervisors to orient employees about the cost of nonquality because it provides visible 

evidence of management's concern for quality. 

Employee education involves the application of the quality improvement concepts. 

Crosby recommended an employee quality curriculum that included quality awareness, 

how to measure conformance to standards, how to prevent nonconformance, and utilizing 

a team approach for problem solving. 

Skill-based training needed to implement Crosby's 14-Step process includes problem 

solving, team building, coaching, interpersonal skills, and presentation skills. Concept 

training needs to include an orientation to the quality improvement process and an under

standing of the cost of poor quality. 

Juran's 10 Steps to Quality Improvement 

Joseph M. Juran was the chief of the inspection control division of Western Electric 

before joining the faculty of New York University. In 1979, Juran established the Juran 

Institute to deliver his programs and develop and distribute his quality materials (Oberle, 

1990). Like Deming, he is a highly respected figure in Japan for his contributions to their 

quality progress. 

Juran (Dixon and Swiler, 1990) called for quality training for everyone from the CEO 

on down. Although he advocated quality circles and statistical tools, he did not believe in 

a tool-oriented approach. Juran's philosophy is outlined in 10 steps to quality improve 

ment (Dixon and Swiler, 1990, p. 14): 



Juran's 10 Steps to Quality Improvement 

1. Build awareness of the need and opportunity for improvement. 

2. Set goals for improvement. 

3. Organize to reach the goals (establish a quality council, identify problems, select 

projects, appoint teams, designate facilitators). 

4. Provide training. 

5. Carry out projects to solve problems. 

6. Report progress. 

7. Give recognition. 

8. Communicate results. 

9. Keep score. 

10. Maintain momentum by making annual improvement part of the regular 

systems and process of the company. 
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Juran (Dixon and Swiler, 1990) disagreed with Crosby concerning the cost of quality. 

He did not believe that "quality is free." Rather, he suggested that there is an optimum 

point for quality, beyond which further efforts increase costs beyond any value obtained. 

In Juran's opinion, quality improvements were better approached on a project basis 

rather than an overall organizational basis. Managers were urged to examine the entire 

production process for problems--from material supplier to end user. Once they had iden

tified problems in the process, they were to sort them by the Juran method of the "vital few 

versus the trivial many" according to potential cost savings (Oberle, 1990, p. 52). They 

were instructed to train their employees to do the same. To accomplish this, small groups, 

quality teams, or quality circles were used. 

Employee training needs to prepare employees to function in small groups or quality 

circles to include group dynamics, interpersonal communications, teamwork, problem 



solving, and brainstorming. Employees should be taught to work in groups to determine 

cause-and-effect relationships in the work place (Oberle, 1990). 

Similarities/Differences 
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All three quality "gurus" recognized the importance of getting the attention and commit

ment of management for quality improvement initiatives to be successful. Controlling costs 

to impress upper management was one approach Juran used to accomplish this (Oberle, 

1990). Both he and Crosby ( 1984) addressed the cost of quality by concentrating on pre

venting waste and defective products. Deming recommended management training as a 

method to obtain commitment from management (Gitlow and Gitlow, 1987). 

Deming, Crosby, and Juran each advocated attacking the system rather than the em

ployee (Oberle, 1990). They urged stripping down the work process--whether it be 

the manufacturing of a product or customer service--to find and eliminate problems that 

prevent quality. Identifying your customer, internal or external, and satisfying that cus

tomer's requirements in the work process or the finished product were also important. 

Eliminating waste, instilling pride and teamwork, and creating an atmosphere of innovation 

were presented as additional components of a continuous quality improvement process 

(Walton, 1986; Dixon and Swiler, 1990). 

Employee training was key to the successful implementation of a quality improvement 

process according to Deming (Walton, 1986), Crosby (1984), and Juran (Oberle, 1990). 

Deming's Point 6 was "institute training" and Point 13 was "institute a vigorous program 

of education and retraining." Step 8 of Crosby's quality improvement process was to train 

supervisors to actively carry out their part of the quality improvement program. Training 

was also implied for employees on quality awareness, goal identification, and communi

cation. Juran advocated training in his Step 4, "provide training." 
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Typical Quality Improvement Program Courses 

The quality "gurus" agreed training was instrumental in producing a quality product 

because it helped develop employee commitment to the process and provided the tools and 

techniques necessary to accomplish that task. Employee training was considered a 

necessary part of a corporation's systematic plan to realize the benefits produced by im

proved quality (Holpp, 1989~ Conference Board, 1991; Walton, 1986; Crosby, 1984; 

Oberle, 1990). U.S. Quality Council members suggested four key guidelines for 

companies initiating or reassessing quality training (Conference Board, 1991): 

1. Set training strategy by gathering data through a top-down/bottom-up ap

proach, utilizing performance reviews to assess employee training needs, 

employee surveys and exit interviews; incorporating corporate mission, 

goals and strategies in the process; and involving top management 

2. Initially focus the training effort on the right people--managers or skilled 

employees who can serve as trainers or coaches. Expand the training process 

using a "just-in-time" approach (so new skills and knowledge can be applied 

immediately after the training takes place). 

3. Training should closely align with on-the-job applications. Although 

classroom training is the primary vehicle for training delivery, alternate 

approaches can also be successful. 

4. Continuously improve the training process. Rework the training programs as 

needs change. Customize training, when appropriate. 

Quality awareness, interpersonal skills, teamwork, use of statistical methods, prob

lem solving, and group dynamics were identified as topics which must be addressed to 

achieve an effective corporate quality improvement program (Walton, 1986; Crosby, 1984; 

Oberle, 1990). The Conference Board's U.S. Quality Council has identified six courses 



generally included on a list of corporate quality training programs (1991, pp. 9-10): 

Quality Awareness: Targeted at helping employees understand the basics. 

Total quality is defined and its relationship to the corporate culture is explored. Em

ployees are introduced to the quality improvement process, the costs of poor quality, 

problem solving, teamwork, an emphasis on customer satisfaction, and so on. 

Team Building: Courses stress a cooperative approach to goal setting, 

identifying and solving problems, project implementation and evaluation, etc. 

Managers learn group dynamics skills and the key principles of group leadership. 

Customer Awareness Training: Helps employees and managers become 

attuned to demands and expectations of markets and product/service users. 

Process Management Training: Helps employees and managers learn the 

tools and techniques to define, document and continuously improve processes 

while moving toward a goal of zero defects. 

Quality Measurement: Courses equip employees and managers with the 

tools to gauge the impact of poor quality on basic processes and functions, to 

establish controls, develop and apply cost systems, test activities and processes 

against external standards (benchmarking), etc. 

Statistics Training: Refines the ability of employees and managers to 

engage in continuous improvement of processes, design experiments, and to 

reach decisions based on collection and analysis of data. 
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The Quality Council stated that it was not always possible or even desirable to separate 

quality training from other company training courses. As stated by Milliken's Vice Presi

dent of Quality, one of the Council members (Conference Board, 1991, p. 9}, "All training 

is quality training, but in the traditional view some courses are more directly associated 

with quality." 
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The corporate members of the U.S. Quality Council also advocated employee training 

in skill development and enhancement Nearly half of the training time reported by Council

member firms targeted training employees in job skills and job knowledge. 

Employee training was viewed by quality "gurus" and corporations as vital to pro

viding the skills needed for an effective quality improvement program. A curriculum 

including quality awareness, problem solving and team building skills, facilitation, process 

management, and measurement was common to all the programs reviewed. 

Shortcomings in Quality Improvement Process Training Programs 

Activity-Centered Approach Instead of a Results-Centered Approach 

Activity-centered quality improvement training may focus on activities that look good, 

sound good, and allow the organization to feel good, but contribute little or nothing to bot

tom-line performance (Schaffer and Thomson, 1992). Activity-centered endeavors include 

employee rallies, slogans, and awareness training programs that are not tied into identified 

needs (Oberle, 1990; Schaffer and Thomson, 1992). Awareness training has been de

scribed as a necessary first step in a quality improvement program but one that will seldom 

lead to behavior changes if not linked to business strategies (Ferketich and Hayden, 1992). 

In activity-centered programs, improvement efforts are mainly defined in long-term, 

global terms (Schaffer and Thomson, 1992). The activity-centered programs generally 

require management to make big investments up front before any results have been demon

strated. Management takes action because it fits into the program's philosophy, not 

because it will result in measurable improvement 

Activity-centered quality improvement programs are not effective if they are not keyed 

to specific results. The contribution to the bottom-line performance may be little or nothing 

because activity-centered training may confuse the ends with the means, the process with 
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the outcomes (Schaffer and Thomson, 1992). Training is used as a reaction to problems, a 

short-term solution instead of a comprehensive plan (Gitlow and Gitlow, 1987). Activity

centered programs may not be integrated with the way business is done on a daily basis 

(Holpp, 1989). They often become a fad because they are not tied into the organization's 

long-term goals and objectives. 

Results-centered training focuses on specific, measurable outcomes. It is based on 

needs assessment results for the entire organization (Gitlow and Gitlow, 1987). Training 

is needs-specific; e.g., statistical process control, team building, or problem solving 

(White, 1988). Even though the effort is a long-term, sustaining one, there are measurable 

short-term performance improvement goals (Schaffer and Thomson, 1992). 

Results-centered training is tied into key company performance indicators. Five 

indicators of organizational effectiveness include total production, decline in production, 

financial loss due to errors, morale, and anxiety (Pennings, 1976). Identifying job per

formance and behavior objectives before a training event will help focus on the results 

expected and provide the organization with a measurement to determine if the training was 

effective. Changes in performance and behavior are best measured within months of the 

training event by comparing before and after key indicators (Haisten, 1990). 

With results-oriented training, management takes action because it will lead towards 

improved, measurable results. Managerial and process innovations are introduced only as 

they are needed. Training is conducted at the moment of need so that the skills taught can 

be immediately applied. Empirical testing reveals what works. Future training is built on 

the lessons learned during the previous phases of the training. 

Nonstatistical Thinking 

The successful management of quality improvement processes requires data-based 

decisions, yet few senior managers have had statistical training (Holpp, 1989). In order to 
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interpret data accurately, management must become fluent in statistics. All employees, 

including management, should understand and know how to use the seven statistical tools 

of quality control: Pareto diagrams, cause-and-effect diagrams, histograms, control charts, 

scatter diagrams, graphs, and check sheets (lmai, 1986). 

Statistical thinking is more than understanding graphs and diagrams. It is an approach 

for deducing the root causes of problems, managing people, and looking at the world 

(Holpp, 1989). Successful managers of the quality improvement process must master this 

thinking approach if they are to act as coaches, helping their employees think through and 

understand the root cause of problems. 

Seeking the root cause(s) of a problem requires repetitively asking the question ''why" 

(lmai, 1986; Holpp, 1989). Determining the root cause(s) is the ultimate purpose of statis

tical analysis. Holpp ( 1989, p. 99) provides an example of the "Five Whys" technique, 

taken from Kaizen by Masaaki Imai. 

Question 1: Why did the machine stop? 

Answer: Because the fuse blew due to an overload. 

Question 2: Why was there an overload? 

Answer: Because the bearing lubrication was inadequate. 

Question 3: Why was the bearing lubrication inadequate? 

Answer: Because the lubrication pump wasn't functioning right. 

Question 4: Why wasn't the pump working right? 

Answer: Because the pump axle was worn out. 

Question 5: Why was it worn out? 

Answer: Because sludge got in it. 

To improve quality, it is important to correct the root of a problem, not treat the symp

toms. Although the sludge might not be the final explanation for the example given above, 



it is certainly more useful information than a blown fuse. To identify the root of the pro

blem, a statistical approach to thinking is needed. 
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Although pareto charts, histograms, and other statistical tools can be taught as a class

room lecture, this instructional methcxi is generally not adequate to teach statistical thinking. 

To be comfortable using statistics, participants need practice with realistic situations 

(Holpp, 1989). 

Inappropriate Instruction Methods 

Most quality improvement programs have been developed by engineers or by line 

managers and use a didactic approach (Dumas, 1989). This simple, logical, and straightfor

ward methoo can be effective for presenting cognitive information. It does not, however, 

address the situational, personal, and value connections that should be made so people are 

willing to learn new skills and behaviors. Learning by doing is a more powerful way for 

people to learn than the traditional classroom lecture approach (Petrini, 1990). Traditional 

"tell-oriented" training methods should be replaced by experiential methods (Cohen, 1991). 

As defined by May and Kruger (1988), experiential learning refers to "individual and 

group interactions through which principles, concepts and techniques evolve and become 

self-evident The experience becomes the learning; the learning becomes the experience" 

(p. 61). Experiential learning seeks to integrate theory and practice, and to relate the 

learning to the real work world. Because it is a participative style of learning, experiential 

activities allow adults to interact, share their learning experiences, and provide examples 

from a working environment (Korey and Bogorya. 1985). 

A training objective of increased knowledge, changed attitudes, and new behaviors 

requires a methooology that addresses all three areas (Lawrie, 1988). Lectures, written 

material, demonstrations, and programmed instruction may be used to convey new informa

tion to the learner. Insight learning techniques such as role playing and case analyses 
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may be used to address attitudinal changes. Practice of the ne\\', desired behaviors is 

necessary to achieve new behaviors. To create the change needed for a successful quality 

improvement program, a cognitive component, an attitudinal component, and a behavioral 

component must be built into the training program. ·Experiential instruction is one method 

that incorporates all three components. 

To have a positive impact on the organization, the skills and concepts learned during 

the training process must be transferable back to the work place. To help accomplish this, 

training should be based in sound learning theory. 

Learning Theory 

According to Kolb (1984), adult learning consists of a four-stage cycle that involves 

four adaptive learning modes: concrete experience, reflective observation, abstract conceJr 

tualization, and active experimentation. To produce the highest level of learning, the four 

learning modes should be combined. Outdoor experiential training is a learning approach 

that incorporates the four adaptive learning modes. 

In outdoor experiential activities, the observation may happen at the beginning, during 

the middle, or at the end of the activity. The learner can watch other group members 

attempt to accomplish a task. Those individuals whose dominant style is reflective observa

tion will generally delay their participation until they have had a chance to observe. 

Problem solving experiential activities particularly lend themselves to developing 

theories or hypotheses. Although a goal is defined, the method is left up to the Ieamer 

(Wagner, Baldwin, and Roland, 1991; Gass, Goldman, and Priest, 1992). Most outdoor 

experiential activities cannot be solved by random attempts. Most require strategy and the 

ability to conceptualize. 

Active experimentation occurs in an outdoor experiential activity when the adult learner 

uses different approaches in his/her attempt to accomplish a task. Concrete experience 
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occurs because this type of training allows the participant to take part in new endeavors and 

experience new feelings. The accomplishment of a challenging task translates into the 

feelings of success (Gall, 1987). 

Adults learn best when they feel the need to learn and have a sense of responsibility 

for what, why, and how they learn (Brookfield, 1986). The use of experience as are

source in learning allows the adult to perceive meaningful relationships in his/her own past 

experiences. May ( 1988) believed this expanding self-awareness is one advantage of 

experiential learning. "The major purposes of experiential learning are to experience self

awareness for self-management, and to acquire the ability to make distinctions and 

commitment" (p. 61). 

Experiential learning allows for self -direction. This, in turn, builds a strong sense of 

learner ownership and commitment. Boyer and Pond ( 1987) explained that employees are 

generally committed to the things they work hardest for. A strong sense of ownership and 

commiunent results from the individual involvement in the problem-identification, problem

solving, and decision-making process. The effort involved in experiential learning, 

particularly physical experiential learning, increases the commitment to the learning, and 

thus the results obtained. 

Value is added to the experiential learning process when it is conducted in a group 

setting. Brookfield (1986) recognized that groups can be powerful motivators and rein

forcers of learning. Vigorous debates and the exploration of vividly contrasting positions 

expand the learner's vision and understanding of the learning activity. Discussions encour

age adults to undertake intellectually challenging and personally precarious ventures in a 

non threatening situation. 

Adults generally learn best in a non threatening atmosphere. For success, the group 

needs to be supportive and non judgmental during experimentation. If the peer learning 

group excludes or silences deviant opinions, the learning processes are diminished. 
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Ground rules need to be established for debriefing following the training activity to be 

effective (Gass, Goldman, and Priest, 1992). The group should agree to allow members to 

not disclose feelings, if desired; protect confidentiality for those who do share; to speak 

only for oneself and not others; to value feedback from peers; and avoid "putdown" 

statements. A supportive orientation encourages experimentation with ideas, opinions, 

alternative interpretations, and an opportunity to test theories with others. 

To have a positive impact on the organization, the skills and concepts learned during 

the training process must be transferable back to the work place. Structuring outdoor 

experiential training around a learning model facilitates this transfer. D.A. Whetten and 

K.S. Cameron proposed a five-stage learning model (Buller, Cragun, and McEvoy, 1991, 

p. 58): 

Skill pre-assessment examines participants' current level of 

knowledge and skill competence. 

Skill learning teaches correct principles and presents the rationale for 

specific behavioral guidelines. 

Skill analysis provides examples of appropriate and inappropriate 

skill performance and analyzes behavioral guidelines and why they work. 

Skill practice gives trainees the chance to practice the behavioral 

guidelines and adapt them to their personal styles, while receiving feedback 

and support for trying new behaviors. 

Skill application helps transfer learning to real-life situations and 

fosters ongoing personal development. 

Skill pre-assessment includes individual and organizational needs analyses. Besides 

determining the participants' current skills and knowledge levels, it should identify the 

organization's strategic quality improvement goals and priorities. Customizing the training 
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activity around crucial business challenges within the organization provides a result

oriented focus (Schaffer and Thomson, 1992) and a necessary connection between the 

training activity and the work place (Gass, Goldman, and Priest, 199'2). This encourages 

immediate skill application which increases the participant's commitment to learn. 

Skill learning introduces the basic concepts and skills identified by the needs analysis 

(Buller, Cragun, and McEvoy, 1991). It provides a common language and reference point 

between the participants and the facilitators. Using the organization's language reinforces 

the organization's on going quality improvement program(s) and reduces potential con

fusion caused by different terminology being used for the same concepts. 

The opportunity to conceptualize and experiment with solutions to learning activities 

builds in ownership during the skill analysis stage of the learning model. Debriefing 

sessions conducted after each outdoor experiential activity allow participants to identify 

appropriate and inappropriate skill performance. Debriefing should be directed by the 

training facilitator to ensure learning objectives are fully addressed. 

Skill practice addresses Kolb's (1984) concrete experience of learning. Learning 

activities, or initiatives, are chosen to meet particular goals and needs of the organization 

(Buller, Cragun, and McEvoy, 1991). Outdoor experiential training can be successfully 

used to address a variety of group effectiveness learning objectives: problem solving, 

decision making, communication, team building, managing conflict, and risk taking. 

Identifying organizational critical business challenges during the skill pre-assessment 

stage enables participants to apply the skills learned to relevant business goals. This 

facilitates the transfer of those skills back to the work place. 

Outdoor Experiential Training 

Outdoor experiential training seeks to integrate theory and practice, and to relate the 

learning to the real work world. Because it is a participative style of learning, it allows 



adults to interact, share their learning experiences, and provide examples from a working 

environment (Korey and Bogorya, 1985; Tarullo, 1992). 
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Although outdoor experiential training has its philosophical foundations in Plato, 

Aristotle, Descartes and Locke (Kraft, no date), its application foundation has been attrib

uted to Kurt Hahn (Kraft, no date; Wagner, Baldwin, and Roland, 1991). After Hahn fled 

Hitler's Germany in the 1930s, he developed the Gordonstoun School in Scotland which 

utilized outdoor experiences to develop students' inner resources. During World War II, 

Hahn developed a one-month marine skills and survival training program for young British 

sailors. The course was called "outward bound" after a phrase used by sailors when they 

journeyed from a safe harbor. 

Hahn's program was first used as a model for the United States by the Civilian Conser

vation Corps, a New Deal program that hired unemployed people. In 1962 the Colorado 

Outward Bound School was created using the same model, and took a hundred boys into 

the mountains to try to teach them something about self-discovery. 

Many companies began utilizing outdoor experiential training during the 1970s and 

early 1980s because of its apparent effectiveness as a human resource development strate

gy, particularly for enhancing team building for work groups (Wagner, Baldwin, and 

Roland, 1991). In 1991 more than 100 training organizations offered some type of out

door training, which was also known as outdoor experiential or adventure training. One 

for-profit outdoor training organization ran over 20,000 managers through its program 

during 1991 (farullo, 1992). 

OUtdoor experiential training can be categorized into two major types: wilderness 

programs and outdoor-based programs (Wagner, Baldwin, and Roland, 1991; Laabs, 

1991; Tarullo, 1992). Wilderness programs require participants to live outdoors and 

engage in strenuous activities such as mountain climbing, whitewater rafting, and sailing. 

Facilitators set up challenges that participants must solve on their own. A typical 
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wilderness program lasts four to nine days (Laabs, 1991). 

Outdoor-based programs generally occur at a permanent site rather than in a large 

wilderness area. Much of the training occurs on a specifically designed facility called a 

ropes course (Wagner, Baldwin, and Roland, 1991; Tarullo, 1992). "Low ropes" courses 

rarely required the participant to get higher than eye level. No harnesses or other physical 

safety equipment is required. "High ropes" courses take place well above ground level and 

require special safety equipment. Most outdoor-based, expenential training facilities offer 

both types of ropes courses. A typical ropes course is one day to five days in length, de

pending on the learning objectives. 

Ropes activities range from scaling 16-foot walls to walking blindfolded in a field to 

jumping off a 25-foot telephone pole (Galagan, 1987). Different activities can be used to 

address a variety of learning goals--i.e., communication skills, problem solving, and team 

building. Although a facilitator guides and directs the training activity, the learner shares 

the responsibility of the learning experience (Laabs, 1991; Galagan, 1987). 

A facilitator will present carefully selected and sequenced outdoor activities or initia

tives during an outdoor-based experiential training program that address particular goals or 

needs of the organization (Buller, Cragun, and McEvoy, 1991). Initiatives are generally 

one-half hour to four hours in length and are followed by a debriefing, or discussion of the 

insights gained from the activity. Low ropes courses are most generally used to teach team 

concepts such as communications, leadership, problem solving, and team building. Per

sonal development issues such as self-esteem building and risk taking are best addressed 

on the high ropes course (Wagner, Baldwin, and Roland, 1991). For the purposes of this 

paper, outdoor experiential training will refer to that training which can take place out-of

doors in a park-like setting. It will not include wilderness adventure experiences. 

Outdoor experiential training activities can be designed around a broad spectrum of 

organizational issues: management-labor communications, team leadership, stress 
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management, interdepartmental communications, as well as quality-related skills such as 

team building, interpersonal communications, and problem solving. Because of its versa

tility, outdoor experiential training could easily be adapted for use as part of a quality 

improvement program. 

Participants in an outdoor experiential training program first identify their learning 

goals and then progress as a group through communication, problem solving, and trust 

building activities that utilize walls, poles, traverses, and trapezes as part of the learning 

experience (Galagan, 1987). The goals identified may be group, individual, or both. 

Metaphors are used to draw parallels between the outdoor adventure experience and 

the work world (Gass, Goldman, and Priest, 1992; Long, 1987). Some examples include 

risk taking and the opportunity for success, valuing internal collaboration for external com

petition, and utilizing diverse perspectives to solve problems. Exercises can be modified to 

focus on individual strengths and weaknesses or to address organizational issues such as 

total quality management (Laabs, 1991; Starcevich and Stowell, 19SO). It is important to 

structure metaphors in a way that is appropriate for the organization participating in the 

training experience. Appropriate metaphors for one organization may not meet the needs of 

other organizations (Gass, Goldman, and Priest, 1992). 

Roy Yamahiro, Vice President of Federal Express Corporation, expresses a differing 

opinion about drawing parallels between the experience and work (Gall, 1987). Yarnahiro 

explains that the primary objective of experiential training (p. 58): 

"is not to take people into an outdoor setting and draw parallels between 

that experience and experiences in the office. If you can get people to 

risk trying something that they are sure they can't do and they discover 

they can do it, that realization translates into their whole attitude about 

how they approach I if e, how they approach work, how they approach 

managing." 
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Outdoor experiential training includes several components. The first is an assessment 

of the organization to identify specific needs to be addressed during the training activity. 

The training activity can be designed around a broad spectrum of organizational issues: 

management-labor communications, team leadership, interdepartmental communications, 

stress management, as well as quality-related skills such as team building, interpersonal 

communications, and problem solving (Wagner, Baldwin, Roland, 1991; Laabs, 1991; 

Buller, Cragun, and McEvoy, 1991). 

A pre-outdoor module of one-half to two days in length is often conducted just prior to 

the outdoor phase to introduce participants to the training experience (Buller, Cragun, and 

McEvoy, 1991). During this module, the conceptual foundation for the skills and behav

iors to be taught is presented. A personal style evaluation may be administered as a tool to 

build an appreciation of individual differences within the group. Group and individual 

goals are discussed. 

On the outdoor experiential training course, "ice-breakers" and warm-up activities help 

establish an atmosphere of camaraderie and adventure before the team encounters a variety 

of physical and mental obstacles (Wagner, Baldwin, and Roland, 1991). The obstacles 

encountered during the training experience give participants the opportunity to learn how to 

communicate, solve problems, and build a network of trust and support. 

Debriefing sessions are conducted after each activity to give the team time to reflect on 

what they have experienced and what they have learned. During the debriefing activity, 

participants analyze their efforts to accomplish the initiatives and act cohesively as a group. 

This is a critical step in applying the outdoor experiences to the work place (Wagner, 

Baldwin, and Roland, 1991; Gass, Goldman, and Priest, 1992). 

Several factors will dictate the appropriateness of outdoor experiential training in the 

corporate setting. These factors include time, money, corporate culture, and learning 

goal(s). Based on corporate training experiences, outdoor training seems to be the most 



32 

effective for newly formed and intact work teams (Wagner, Baldwin, and Roland, 1991). 

To maximize the effectiveness of outdoor experiential training, it should be combined with 

classroom training. This, however, increases the time and money required for the training 

activity. 

Wilderness programs costs range from $1,.500 to $4,000 per participant, with an 

average cost of $2,800. Outdoor-centered programs cost $65 to $2,000 per participant, 

with an average cost of $300 per person (Wagner, Baldwin, and Roland, 1991). The 

Tulsa-based Challenge Quest organization offers a three-day outdoor-based experiential 

training program at a cost of $500 per participant. This cost includes fcxxl and boarding at 

a training facility outside the Tulsa city limits. Although perceived by the Challenge Quest 

staff to be less effective, a one-day program is available on their Tulsa outdoor course at a 

cost of $1.50 per participant. 

How receptive members of an organization will be to outdoor experiential training 

will, in part, be based on the culture of the organization. This, in tum, is created by the 

organizational norms. 

Allen ( 1987) describes a norm as the expected or anticipated way of behaving within 

a group. 'The norms form a code of behavior established for the group, and support ways 

of behaving that determine so much of what we do .... This power is evident when a new 

behavior is taught and then comes into conflict with an old, established behavior. Experi

ence shows that the old norm nearly always wins out" (p. 181). If organizational norms do 

not support participative learning or experimentation, certain forms of experiential learning 

will not be successful. 

There are differing opinions about the effectiveness of outdoor experiential training. 

Some organizations use outdoor experiential training simply as a management perk. There 

is little or no tie into company objectives (McEvoy and Buller, 1990). There can also be 

difficulty transferring the skills/behaviors learned during the training to those who have not 



participated in the training event McEvoy and Buller ( 1990) cite an example of the diffi

culty in assigning corporate results to an outdoor management training program in the 

aerospace industry (p. 42): 

Improvement in participant skills are first-order outcomes; results are 

second-order outcomes. Many other factors besides managers' skill 

levels can cause results. Furthermore, in two years only 37 managers 

out of a total workforce of more than 6,(XX) have been trained in the 

Outdoor Management Training Program. How great an impact on 

measurable results can the company expect from such a small group? 

New knowledge and skills in teamwork and team building, in particular, 

may only translate to observable improvements after a critical mass of 

managers has completed the Outdoor Management Training Program. 
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Another major criticism of outdoor experiential training is the lack of evaluations of 

training effectiveness. Although evaluation studies have been conducted for non-corporate 

outdoor training programs, few corporate evaluations have been completed (Wagner, 

Baldwin, and Roland, 1991). In a survey of organizations' training directors from Fortune 

5(X) Industrial Companies, Fortune .500 Service Companies, and other organizations 

randomly selected from the American Society for Training and Development's mailing list, 

about half did not evaluate their outdoor training programs. Evaluation methods used for 

outdoor-based training programs consisted of trainee evaluations (60%), no evaluations 

(45%), follow-up evaluations (10%), manager evaluations (5%), and objective data (2%) 

(p. 55). 

The lack of evaluations with hard data is the result of the relatively high cost asso

ciated with rigorous evaluations, lack of evaluation skills among program presenters, 

and lack of validated evaluation instruments (Buller, Cragun, and McEvoy, 1990). The 
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primary form of evaluations that has been conducted is anecdotal (Tarullo, 1992). 

In order to evaluate the effectiveness of outdoor experiential training, the skills being 

taught must either directly translate to on-the-job efforts or to return-on-investment targets 

such as forms processed, turnover and absenteeism, or budget variance (McEvoy and 

Buller, 1990). It is more difficult to establish "hard" measures for affective changes such 

as increasing self-awareness and insight; developing supportive communications with 

others; diagnosing and solving performance problems of subordinates; and building and 

maintaining effective work teams. 

Summary 

Achieving high levels of quality has become increasingly critical for corporate success. 

A quality improvement emphasis can result in improved productivity, reduced operating 

costs, increased market shares, and improved employee morale (Oberle, 1990; Dodson, 

1991). Quality, as part of a total quality process, has been defined as "a commitment to 

meet customer expectations by doing the right things the right way the first time and 100 

percent of the time at a cost that represents value to the customer" (Conference Board, 

1991, p. 8). Quality is a standard expected by the customer. 

Common features found in many corporate quality improvement programs included a 

focus on the customer, management commitment, skilled and empowered employees, and 

systematic processes. Three shortcomings present in many corporate quality improvement 

programs are 1) an activity-centered instead of a results-centered approach; 2) nonstatistical 

thinking; and 3) inappropriate instructional methods. 

Appropriately structured employee training provides employees with the tools, skills, 

and knowledge necessary for a continuous cycle of quality improvement (GAO, 1991). A 

curriculum including a quality awareness program, problem solving and team building 

skills, facilitation, process management, and measurement was common to many quality 



improvement programs (Conference Board, 1991; GAO, 1991; Dodson, 1991; Holpp, 

1989). 
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Training should be effective, timely, application-onented, and address specific needs 

in order to produce desired improvements within a corporate quality improvement program 

(Conference Board, 1991; Huszczo, 1990). It should also provide employees an aware

ness of quality principles and goals. Outdoor experiential training has been identified as an 

instructional method that will enhance, stimulate, and speed up the learning process be

cause it operates on the physical, emotional, and intellectual levels. It can be designed to 

address a broad variety of quality related skills such as team building, interpersonal com

munications, and problem solving. The versatility of outdoor experiential training makes it 

appropriate for use in a quality improvement program. 

Virtually no rigorous, carefully conducted evaluation of outdoor experiential training 

effectiveness has been conducted (Buller, Cragun, and McEvoy, 1991; Tarullo, 1992). In 

addition, no evaluations of outdoor experiential training's effectiveness as part of a quality 

improvement program for team building have been conducted. 

This study hypothesized that outdoor experiential training should be effective in cor

porate quality improvement programs because it not only strengthens team building skills, 

it also increases the commitment to the learning process, and thus, increases the positive 

impact of learning. Effectiveness is to be determined by improved scores of the Team 

Effectiveness Questionnaire and by an improvement in a corporation's key performance 

indicator. 



CHAPTER III 

rvtETHODOLOGY 

The problem is that virtually no rigorous, carefully conducted evaluation of outdoor 

experiential training effectiveness has been carried out (Buller, Cragun, and McEvoy, 

1991; Tarullo, 1992). The lack of evaluations with hard data is the result of the relatively 

high cost associated with rigorous evaluations, lack of evaluation skills among program 

presenters, and lack of validated evaluation instruments (Buller, Cragun, and McEvoy, 

1990). Although outdoor experiential training can be used for team building, as well as for 

other quality-related training objectives, no evaluations of its effectiveness as part of a 

quality improvement program have been conducted. 

The purpose of this study was to measure the effectiveness of outdoor experiential 

training for the team building component of a corporate quality improvement program. 

Effectiveness of this training method was to be determined by improved scores in the Team 

Effectiveness Questionnaire and by an improvement in the corporation's key performance 

indicator, in this case, number of "take-downs," or instances where a patient must be 

physically restrained. 

The null hypothesis selected for this study was that a team that participated in outdoor 

experiential training for team building would not demonstrate any statistically significant or 

substantive difference in team effectiveness when compared to a team that did not partici

pate. Team effectiveness was determined by comparing pre- and posttest scores on the 

Team Effectiveness Questionnaire and by comparing key performance indicators. The least 

acceptable substantive difference in the Team Effectiveness Questionnaire pre- and posttest 

36 
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scores was 5, which is one-half standard deviation. 

An effective team has a common set of values, vision, and goals which result in a com

mitment to the achievement of results (Starcevich and Stowell, 1990; Katzenbach and 

Smith, 1993). An effective team has developed an atmosphere in which team members feel 

supported, accepted, included, trusted, and liked. This results in a sense of belonging and 

synergistic cohesiveness. An effective team has mutual accountability. Team members 

trust each other to uphold the promise of commitment they make to each other (Katzenbach 

and Smith, 1993). Corporate measurements that focus on achieving team goals and/or 

measure team cohesiveness are indicators of the effectiveness of a team. 

It is clinically recognized that a stable living environment has a calming effect on 

patients and, thus, reduces the number of take-downs. A stable environment is more likely 

to occur if all team members have identified that as a common goal. Agreeing upon, and 

working towards, a common goal is one measure of team effectiveness (Starcevich and 

Stowell, 1990). 

Before the hypotheses could be tested, it was necessary to define the elements to be 

included as part of an experiential team building training program. For the purposes of this 

study, the corporate quality improvement outdoor experiential training program will be 

referred to as Quality Quest 

Quality Quest Training Program 

Development 

Quality Quest was created by a design team of five training professionals who modi

fied an existing corporate outdoor experiential training program. Three members of the 

design team were employed by the Challenge Quest organization and were responsible for 

facilitating outdoor experiential training. One member of the design team was a quality 
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improvement consultant. The fifth member was a corporate trainer who was certified as an 

outdoor experiential training facilitator and the author of this study. 

The two primary modifications made to the existing corporate outdoor experiential 

training program were to incorporate quality concepts and statistical techniques into the 

training activities. Quality concepts include customer-driven quality (meeting or exceeding 

customers' expectations); leadership commitment to quality; continuous improvement; 

action based on facts, data, and analysis; supplier relationships; and employee participation 

(GAO, 1991). 

Pareto diagrams, cause-and-effect diagrams, histograms, control charts, scatter dia

grams, graphs, and check sheets are the seven statistical tools most often recommended for 

use to examine a problem or ongoing process in order to identify its components and quan

tify the amount of change of stability (lmai, 1986; Conference Board, 1991). The addition 

of quality concepts and statistical techniques resulted in a training program that was more 

structured than the original. 

Five modules were developed around the quality improvement topics of leadership, 

team building, problem solving, facilitation skills, and conflict management The modules 

ranged in length from one to three days. Target audiences and training outcomes were iden

tified for each of the five modules. 

Information concerning customer needs and expectations was sought early in the 

development stage of the Quality Quest training program. Ten corporate trainers and 

twenty-eight quality assurance professionals were asked to rank the five modules from 

most to least beneficial. The trainers were from the Quik Trip, Mazzio's, Public Service 

Company, Frito-Lay, Ford, TD Williamson, Red Cross, and Williams corporations. The 

quality assurance professionals were all members of the American Society for Quality 

Control and were surveyed at one of their monthly meetings. One individual who com

pleted the survey did not indicate his/her affiliation. 
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Five of the corporate trainers selected the team building module as the most beneficial 

module, three selected problem solving, one selected leadership, and one selected conflict 

management. Seventeen of the quality assurance professionals selected leadership to be the 

most beneficial module, seven selected team building, and four selected problem solving 

(Appendix B). 

The corporate trainers were all employed by firms involved in quality improvement 

programs. Only three individuals working as quality assurance professionals were 

employed by firms involved in a quality improvement program. This may explain the 

identification of the leadership module as most beneficial by the quality assurance pro

fessionals. 

Because the target audience for Quality Quest was corporations currently involved in 

quality improvement programs, the team building module was selected as the first module 

to be developed and the only module evaluated in this study. The team building module, 

known as "Teamwork," was designed as a two-day training experience which would con

clude with the team developing an action plan. The goals of the training were: 

1. By means of the Team Effectiveness Questionnaire (TEQ), to pinpoint and 

address problem area<> that interfere with the team's effectiveness as it 

relates to quality improvement. 

2. To relate the team's TEQ results to the key areas of Direction, Leadership, 

Atmosphere, Structure/Resources and Processes, and their relationship with 

quality concepts. 

3. By means of outdoor adventure (experiential) activities, improve work-related 

perceptions and practices in key areas identified by the team. 

4. By means of the DISC (personality profile instrument) inventory results, to 

provide team members opportunities to observe personality styles during the 

course experience and to carry insights gained into the work place. 
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Pre-visit 

Prior to the training experience, a visit was conducted with each team. During these 

visits, each team member was asked to complete the Team Effectiveness Questionnaire. 

The questionnaire was positioned as an instrument to assess the current effectiveness of the 

team. To ensure common understanding, participants were instructed to identify their team 

"leader" in advance. Each participant was also instructed to code his/her form with a 

unique four- to seven-digit number to ensure anonymity. 

After the questionnaires were completed, the team to participate in the training was 

informed that a review of the results would be presented at the beginning of the training 

event. A specific training date was given. The control group was informed that training 

would occur at some a~ yet undetermined date. They were also told that the data collected 

by the questionnaire would be used during training. 

A discussion concerning expectations about the upcoming training event was con

ducted with the treatment group. The expectations expressed by team members included 

both those concerning the actual training activities and what the team wanted to accomplish. 

The treatment team also completed a DISC personality profile which would be used during 

training. 

Overview Teamwork Module 

The Teamwork module (see Appendix C) consisted of a series of outdoor games and 

initiatives that were offered to allow participants to develop the skills needed to increase 

team effectiveness along the dimensions of Direction, Leadership, Atmosphere, Structure/ 

Resources and Processes. Modifications were made to an existing corporate outdoor 

adventure training program so that the initiatives presented focused on how to improve 

quality and team effectiveness. 
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Training involved a variety of activities that included warm-ups, games, group initia

tive problems, low ropes course elements, and other rigorous physical adventure activities. 

The level of participation in the activities was completely up to the individual's choice. 

Written consent forms were completed by treatment team members prior to training. 

Each portion of the training experience began with a definition and theory about the 

effective team characteristic being discussed. An activity was then presented that would 

allow the participants to experience aspects of that team characteristic. Following the ac

tivity participants entered into a debriefing discussion where they were encouraged to share 

the insights gained during the activity. Although training activities were selected to address 

all five characteristics, the majority of the training time focused on Structure/Resources and 

Direction, the two characteristics revealed by the Team Effectiveness Questionnaire as 

providing the most opportunity for improvement. 

Training began with an icebreaker, introductory activity to immediately involve the 

participants in the experiential nature of Quality Quest Name tags indicating primary DISC 

personality styles were handed out to each participant. An explanation and discussion 

about each style was conducted. A roles and responsibilities inventory was completed by 

each team member to help them focus on how they interacted within the organization. An 

overview and outline of the two-day experiential training philosophy was then presented. 

As a homework assignment, team members were asked to write down the tasks they 

performed and what they needed from others. This activity was to help them focus on 

customer/supplier relationships. 

The results of the Team Effectiveness Questionnaire were presented. A discussion 

was conducted about the five characteristics of an effective team as defined by the Team 

Effectiveness Questionnaire: Direction, Leadership, Atmosphere, Structure/Resources, and 

Processes (Appendix A). The group was then asked to brainstorm the cause(s) of why a 

certain question received the highest negative responses. 
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The activity selected to address the characteristics of Structure/Resources and Atmos

phere was a Trust Rip (Teamwork Leaders Guide, no date). Team initiatives, member 

strengths and roles, and trust were topics discussed during the debriefing. 

The effective team characteristics of Direction and Leadership were the focus of the 

Grid activity (Teamwork Leaders Guide, no date). Debriefing discussions included how 

the group set goals, how they worked together to achieve a common goal, who assumed 

leadership, and how the team's identified leader also needed direction and assistance from 

the group. 

Part of each activity's debriefing was the development of a group action plan. The 

completed action plan at the end of the training event included a statement of common 

goals, specific actions to be taken by each team member, and time frames for actions. 

Subjects 

The subjects for this study were members of two employee work teams from a psychia

tric health care facility located in Tulsa, Oklahoma. Because team effectiveness was being 

studied, intact work teams were needed (Huszczo, 19'JO). During the initial discussions 

with the Challenge Quest facilitators, the psychiatric health care facility identified which 

team was to receive treatment and which team was to act as the control group. The criteria 

used for selection was not given. 

The treatment was an outdoor experiential training program focusing on team building 

and total quality management. No other training was presented to either team during the 

time this study was being conducted. Training was conducted as part of the company's 

ongoing quality improvement activities. 

Both teams had been involved in their company's quality improvement process which 

included both team building and problem solving training components. Each team included 

male and female members. Some members of each team had previously participated in 
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outdoor experiential training activities. Four members of the treatment team and five mem

bers of the control team have been certified as outdoor adventure training instructors. 

The treatment team, identified by the psychiatric health care facility as 2-West, staffed 

one wing of the acute psychiatric care unit for adolescents. The team included nine adoles

cent care workers, one nurse, one secretary and one clinical supervisor. The team was 

responsible for providing 24-hour care to adolescents who had been moved from a residen

tial psychiatric treatment program to the acute care unit because they were classified as 

unstable. Each team member worked one of three, eight-hour shifts. 

The control team, 1-West (as identified by the psychiatric health care facility), staffed a 

second wing of the acute psychiatric care unit for adolescents. The team included eleven 

adolescent care workers, two nurses, one secretary and one clinical supervisor. This team 

was also responsible for providing 24-hour care to adolescents moved from the residential 

psychiatric treatment program to the acute care unit because they were classified as un

stable. Each team member worked one of the three, eight-hour shifts. The resident-to-staff 

ratio in each acute care unit is three-to-one. 

No certification or license is required to become an adolescent psychiatric care worker. 

Promotion to higher levels of this job classification are based on experience and training. 

All staff members in a wing report to one clinical supervisor. The clinical supervisor posi

tion is filled by either an individual with a Masters, Social Worker degree or is a Registered 

Nurse with previous social work experience. The clinical supervisors of both teams are 

Registered Nurses. 

Positions in the acute psychiatric care units are not considered desirable by employees 

of the psychiatric health care facility because of low wages and a high stress environment. 

Two months prior to this experimental study, 37 workers compensation claims were filed 

by the staff of the three acute care units. These claims were the result of adolescents at

tacking staff personnel. 
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The psychiatric health care facility was recently purchased by a new corporation. 

During the two months prior to this study, a decrease in funding resulted in fewer supplies 

being available to staff members and a reduction in the number of day trips for residents. It 

was anticipated that the failure to pass Oklahoma House Bill 647 during the recent Novem

ber election would result in a loss of funding which, in turn, would result in a staffing 

reduction of approximately 30 percent by the end of 1992. This had a negative impact on 

morale and esprit de corps. 

Instrument 

The effectiveness of outdoor experiential training on a corporation's quality improve

ment process was evaluated using the Team Effectiveness Questionnaire (Appendix A) 

developed by Dr. M. M. Starcevich, Team Excel Consulting Firm. Improvement in team 

effectiveness indicators identified by the psychiatric health care facility, number of take

downs, was used as an additional indicator of the training's effectiveness. Comparisons 

were made between the number of take-downs and the questionnaire scores to determine if 

increasing or decreasing trends existed. 

The Team Effectiveness Questionnaire is a fifty true/false statement instrument de

signed to measure the effectiveness of a team on five dimensions: Leadership, Direction, 

Structure/Resources, Atmosphere, and Processes. The instrument design is a modified 

Thurstone scale that uses the instrument's comJX>site score to determine the degree of team 

effectiveness. A smaller number of true answers equates to a more effective team. 

The Team Effectiveness Questionnaire was developed from a Team Effectiveness 

Model (Appendix A). The model discusses five key areas for team effectiveness: Leader

ship, Direction, Structure/Resources, Atmosphere, and Processes. Leadership discusses 

appropriate and flexible leadership styles used by team members. Direction refers to a 

focused commitment allowing the team to be clear about its values, vision, mission 
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strategies, goals, and priorities. Structure/Resources addresses roles and responsibilities of 

team members as well as job design and administrative support procedures. Atmosphere is 

the feeling of support, acceptance, trust, involvement, listening, and feedback among team 

members. Processes are the problem solving and decision making procedures used by 

team members. 

The questionnaire was originally developed as an indicator of team effectiveness. The 

Challenge Quest Organization of Tulsa, Oklahoma, has been utilizing this instrument in 

their corporate outdoor experiential training program since mid-1991 and has been involved 

in some preliminary validity and reliability studies of the instrument. A jury of subject 

matter experts (five corporate trainers involved in team-building training) was asked to 

review the questionnaire and comment on whether they felt it would evaluate team effective-

ness. The consensus of the jury was that it would. A test-retest reliability study conducted 

prior to this study demonstrated a high coefficient of stability, l = .0157 (see Table 1). At 

69 degrees of freedom, ! ~ 3.460 is considered significant at a .001 probability level. No 

published or unpublished validity or reliability results were available. No norms have been 

established for this instrument 

NUMBER 
MEAN 
STANDARD DEV 

df = 69 

TABLE 1 

TEST -REfEST RELIABILITY STUDY 

TEST 

35 
16.7 

6.3098 

~ < .001 

RETEST 

36 
16.74 

5.2611 

.0157 
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A review of the Mental Measurement Yearbooks and Tests in Print revealed no other 

team effectiveness measurement instruments with validity or reliability data. Although a 

search of literature revealed a possible alternate instrument, PAVE developed by Dr. Jesse 

Stoner-Zemel, permission was not given by the developer for use in this study. 

The number of take-downs for both teams were obtained from corporate records. The 

teams were not informed that this information would be used as a measure of team effective

ness. The data used were for the four months immediately prior to the administration of the 

pretest and for the month following the post-test. 

Experimental Design 

The design used in this study was a pretest-posttest nonequivalent control group 

design. It was selected because the use of two existing work teams prohibited the random 

selection of individuals into treatment and control groups. Although considered a stronger 

design (Gay, 1987), the limited number of teams available for study prohibited the use of a 

Solomon Four-Group design. 

The pretest-posttest design was selected to control for selection, testing, and history 

threats to validity (Gay, 1987). The pretest design was selected in order to determine if 

the two teams were equivalent prior to treatment, and thus address the selection threat to 

internal validity. The use of a posttest would assess if any testing threat existed. The rami

fications of the failure to pass Oklahoma House Bill 647 could cause a historical threat to 

internal validity because it could have a negative impact the posttest scores. If the control 

group's posttest scores varied significantly from their pretest scores, a similar variation 

could be expected in the treatment group's scores. 

A pretest using the Team Effectiveness Questionnaire was administered to both the 

treatment group and the control group approximately one week prior to the outdoor experi

ential training event. The control group had previously completed this questionnaire 



approximately six months prior to this research activity which might have resulted in an 

additional testing threat to validity. The treatment group had not previously seen the in

strument. 
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The pretest was presented to both groups as part of an upcoming training event on 

team building. The pretest was administered by the company's quality improvement pro

cess coordinator at normally scheduled staff meetings. The staff meeting for the treatment 

group was held October 13, 1992. The staff meeting for the control group was held Octo

ber 20, 1992. 

Because leadership was one of the team effectiveness characteristics measured by the 

instrument, the company's quality improvement coordinator asked each group to identify 

their team leader. Once the team leader had been identified, team members were instructed 

to read the Team Effectiveness Questionnaire's instructions and answer the true/false ques

tions based on the identified team leader. Team members were also instructed to write a 

unique identification code on the front of the questionnaire answer form so that there

sponses could be tracked by group while maintaining individual anonymity. Written 

instructions were provided to team members not in attendance at the staff meeting because 

of their work schedule (Appendix D). 

A posttest utilizing the Team Effectiveness Questionnaire was administered approxi

mately two weeks following the outdoor training experience to both the treatment and 

control groups. These tests were also administered by the company's quality improvement 

process coordinator at a staff meeting. The staff meeting for the treatment group was held 

on December 8th. The staff meeting for the control group was held December lOth. Team 

members not in attendance because of their work schedule were mailed a questionnaire to 

complete. 

The outdoor experiential training was conducted at a city park located in Tulsa 

Oklahoma Training occurred on two consecutive days from 8:00a.m. until 5:00p.m. 



Training was provided by two staff members of the Challenge Quest organization on 

Thursday and Friday, November 12 and 13, 1992. The weather was sunny, cool, and 

windy both days. 
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The Challenge Quest organization offers outdoor experiential training to corporations 

in Oklahoma and neighboring states. Although it is an affiliate organization of the psychi

atric health care facility participating in this research study, it does not provide psychiatric 

training or support functions. Both organizations report to the same parent organization but 

have independent structures. 

The training activities were customized by emphasizing different team effectiveness 

characteristics to address opportunities for improvement as identified by results of the 

treatment group's Team Effectiveness Questionnaire. The goals stated in the Leaders 

Guide for the Teamwork training program were: 

1. To explore and understand the concepts of total quality management such as 

statistical process control, continuous improvement, data based decisions, 

teamwork, and benchmarking. 

2. To provide activities characteristic of outdoor adventure programs that lead 

to improvement of team effectiveness by addressing those problem areas 

identified by the group and the Team Effectiveness Questionnaire that 

interfere with the team's effectiveness at the work place. 

3. By means of the DISC personality inventory results, to provide team 

members opportunities to observe and understand personality styles during 

the training experience and to carry those insights into the work place. 

Summary 

This study was based on the hypothesis that team building training would result in a 

difference in team effectiveness. Team effectiveness was to be measured by changes in the 
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scores of the Team Effectiveness Questionnaire and by changes in the key company indica

tor of number of take-downs. 

An effective team has a common set of values, vision, and goals which result in a 

commitment to the achievement of results (Starcevich and Stowell, 1990; Katzenbach and 

Smith, 1993). An effective team has developed an atmosphere in which team members feel 

supported, accepted, included, trusted, and liked. This results in a sense of belonging and 

synergistic cohesiveness. Corporate measurements that focus on achieving team goals 

and/or measure team cohesiveness can be indicators of the effectiveness of a team. 

The subjects for this study were members of two employee work teams from a Tulsa, 

Oklahoma, psychiatric health care facility. Because team effectiveness was being studied, 

intact work teams were used. The treatment was an outdoor experiential training program 

focusing on team building and total quality management. Training was conducted as part 

of the company's ongoing quality improvement activities. 

The treatment was a series of outdoor games and initiatives that allowed participants to 

develop the skills needed to increase team effectiveness along the dimensions of Direction, 

Leadership, Atmosphere, Structure/Resources and Processes. The training involved a 

variety of activities that included warm-ups, games, group initiative problems, low ropes 

course elements, and other rigorous physical adventure activities. 

The effectiveness of outdoor experiential training on a corporation's quality improve

ment process was evaluated using the Team Effectiveness Questionnaire developed by Dr. 

M. M. Starcevich, Team Excel Consulting Firm. Changes in the key company quality 

indicator, take-downs, was used as an additional indicator of the training's effectiveness. 



CHAPTER IV 

PRESENf A TION OF ANDINGS 

Virtually no rigorous, carefully conducted evaluation of outdoor experiential training 

effectiveness has been carried out (Buller, Cragun, and McEvoy, 1991; Tarullo, 1992). In 

addition, no evaluations of outdoor experiential training's effectiveness as part of a quality 

improvement program for team building have been conducted. 

The purpose of this study was to measure the effectiveness of outdoor experiential 

training for the team building component of a corporate quality improvement program. 

Effectiveness of this training method was to be detennined by improved scores in the Team 

Effectiveness Questionnaire and by an improvement in the corporation's key perfonnance 

indicator, number of take-downs. 

Raw score compilations for the Team Effectiveness Questionnaire were entered into a 

Macintosh Classic Personal Computer utilizing the FAST AT Statistical Analysis Package, 

Version 2. The Macintosh FAST AT package was developed by SYST AT, Inc., and is 

based on the same mathematical routines found in SYSTAT packages (SYSTAT, 1992). 

The Team Effectiveness Questionnaire was administered as a pretest to both the control 

(1-West) and treatment (2-West) groups. Examination of pretest scores means suggested 

initial differences existed between the groups (see Table II). The results of a !-test did not 

indicate a statistically significant difference, however. 

Posttests were administered to both groups approximate! y one month after the treat

ment group participated in outdoor experiential training. The same instrument that was 

used for the pretest was used for the posttests. Examination of the means and standard 
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deviations of posttest scores indicated a substantive difference of one-half standard 

deviation existed following treatment between the control and treatment group (see Table 

II). Again, this was not considered statistically significant based on at -test. 

TABLE II 

DESCRIPTIVE STATISTICS, PRE- AND POSTTEST SCORES 

PRETEST 
N OF CASES 
MEAN 
STANDARD DEV 

POSTTEST 
N OF CASES 
MEAN 
STANDARD DEV 

adf = 15 
bdf == 15 

P. = .211 
12 == .090 

CONTROL 

10 
15.900 
10.959 

10 
16.500 

9.857 

GROUP 

TREATMENT 

7 
22.286 

8.118 

7 
9.000 
5.477 

~-SCORE ~ 2.131 AT ALPHA .05 IS CONSIDERED SIGNIFICANT 
AT 15 DEGREES OF FREEDOM 

1.815b 
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Number of take-downs was identified by the organization participating in this study as 

a corporate measurement that would act as an indicator of team effectiveness. A take-down 

is the restraint action imposed by a staff person by physically taking an adolescent down to 

the floor when the adolescent loses control. Take-down data were tracked on a monthly 
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basis by the corporation and reported on a Monthly Incident Report to UnitJPrograrn 

(Appendix E). The data for each month appear on the following month's report, e.g., 

July's data appear on the report dated August 21, 1992. An incident can be reported by a 

staff member, patient, or both. The teams were not informed that this information would 

be used as a measure of team effectiveness. 

Because anonymity was guaranteed, it was not possible to correlate the number of 

take-downs to individual test scores. Raw scores were compared in an attempt to identify 

trends in the number of take-downs between the teams before and after the training ex

perience. For a historical perspective, take-down data for July, August, and September 

have been included. 

Comparisons were made of total number of take-downs by team and average number 

of take-downs by team member (see Table III, p. 53). July through October were 

considered pre-treatment data with the month of December classified as post-treatment. 

Data for the month of November have been included to determine if any visible trends 

existed. Table IV (p. 53) indicates who reported the take-down, staff or patient, and the 

average staff to patient ratio during the incident. 

No observable trends were identified from the data collected. Although the control 

group demonstrated a decreasing trend in the number of take-downs from September to 

December. the treatment group did not exhibit any consistent trend. The staff displayed a 

greater variation in the number of take-downs reported than did the patients. The number 

of take-downs reported by the control group varied from two in December to a high of 

fourteen in September. The treatment group reported a low of one in December to nine in 

July. The patients for the control group reported the most consistent number of take

downs, a range from four in October and November to a high of eight in August. The 

number of take-downs reported by the patients for the treatment group varied from one in 

October to six in July. 



JULY 
AUGUST 
SEPTEMBER 
OCTOBER 
NOVEMBER 
DECEMBER 

JULY 
AUGUST 
SEPTEMBER 
OCTOBER 
NOVEMBER 
DECEMBER 

TABLE III 

NUMBER OF TAKE-DOWNS 

CONTROL 

AVG PER 
TOTAL TEAM MEMBER 

18 1.20 
16 1.07 
19 1.27 
15 1.00 
10 .67 

7 .47 

TABLE IV 

GROUP 

TREATMENT 

AVG PER 
TOTAL TEAM MEMBER 

15 1.25 
12 1.00 

7 .58 
4 .33 
8 .67 
4 .33 

NUMBER OF TAKE-DOWNS, HOW REPORTED 

GROUP 

CONTROL TREATMENT 

BY BY STAFF/PAT BY BY STAFF/PAT 
STAFF PATIENT RATIO STAFF PATIENT RATIO 

10 7 2/4 9 6 2/4 
9 8 2/8 7 2 3/6 

14 5 4/7 4 4 2/3 
11 4 4/5 3 1 4/33 
5 4 3/9 3 5 3/1 
2 5 3/8 1 3 3/2 

53 
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Only one trend was noted by the staff of either group during the period reported. The 

control group commented that there was a high rate of reports involving errors and/or 

conflicts in scheduling during July. 

Based on the data provided on the incident report, the patients of treatment group 

visited a ropes course during the month of October. It is interesting to note that only four 

incidents of take-downs were reported for this group during October even though the staff 

to patient ratio was four to 33. A possible correlation may exist between this type of patient 

activity/treatment and number of take-downs. 

Although there was a substantive difference between the Team Effectiveness Question

naire pre- and posttest scores of the treatment group of at least 5 (one-half standard devia

tion), no statistically significant difference existed at an alpha level of .05. The treatment 

group did not demonstrate any improvement trends in the key corporate indicator, number 

of take-downs, that were attributable to the training event At an alpha level of .05, the 

original hypothesis that there would be no statistically significant difference in scores 

between a team that participated in outdoor experiential training for team building and a 

team that did not participate was not rejected. The hypothesis that there would not be a 

substantive difference of at least one-half standard deviation was rejected, however. 



CHAPTER V 

SUMMARY, CONCLUSIONS. AND RECOMMENDATIONS 

Summary 

The problem is that virtually no rigorous, carefully conducted evaluation of outdoor 

experiential training effectiveness has been conducted (Buller, Cragun, and McEvoy, 1991; 

Tarullo, 1992). Although outdoor experiential training can be used for team building, as 

well as for other quality-related training objectives, no evaluations of its effectiveness as 

part of a quality improvement program have been conducted. 

The purpose of this study was to measure the effectiveness of outdoor experiential 

training for the team building component of a corporate quality improvement program. 

Effectiveness of this training methcx:i was to be detennined by improved scores in the Team 

Effectiveness Questionnaire and by an improvement in the corporation's key performance 

indicator, in this case, number of "take-downs," or instances where a patient must by 

physically restrained. 

Quality, as part of a total quality process, has been defined as "a commitment to meet 

customer expectations by doing the right things the right way the first time and 100% of the 

time at a cost that represents value to the customer" (Conference Board, 1991, p. 8). Qual

ity is a standard expected by the customer. Achieving high levels of quality has become 

increasingly critical for corporate success because it can result in improved prcx:iuctivity, 

reduced operating costs, increased market shares, and improved employee morale (Oberle, 

1990; Dodson, 1991). 
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Although there has been no one approach used by corporations to implement a success

ful quality improvement program, there are common features found in many corporate 

quality improvement activities (GAO, 1991). These include a focus on the customer, 

management commitment, skilled and empowered employees, and systematic processes. 

The Conference Board's U.S. Quality Council has identified six courses generally 

included on a list of corporate quality programs (1991). The topics include quality aware

ness, team building, customer awareness training, process management training, quality 

measurement, and statistical training. Three common shortcomings in many quality 

improvement training programs are an activity-centered approach instead of a results

centered approach, nonstatistical thinking, and inappropriate instruction methcxis. 

Appropriately structured training provides employees with the tools, skills, and knowl

edge necessary for a continuous cycle of quality improvement (Conference Board, 

1991;GAO, 1991; Dodson, 1991; Holpp, 1989). Training should be effective, timely, 

application-oriented, and address specific needs in order to produce desired result~ within a 

quality improvement program (Conference Board, 1991; Huszczo, 1990). Because 

awareness training alone is seldom sufficient to lead to behavioral changes (Ferketish and 

Hayden, 1992), awareness training and skill training are both needed to produce the 

desired quality improvements within a corporation. Customizing the training activity 

around crucial business objectives provides a result-oriented focus (Schaffer and Thomson, 

1992). 

To produce the highest level of learning, training should include concrete experience, 

reflective observation, abstract conceptualization, and active experimentation (Kolb, 1984). 

Outdoor experiential training is a learning approach that incorporates these four adaptive 

learning modes. In outdoor experiential activities, concrete experience occurs because this 

type of training allows the participant to take part in new endeavors and experience new 

feelings. Reflective observation may happen at the beginning, during the middle, or at the 
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end of the activity. Abstract conceptualization occurs as the learner develops a strategy to 

complete problem-solving tasks. Executing different strategies results in active experimen

tation. 

Outdoor experiential training has been identified as an instructional method that will 

enhance, stimulate, and speed up the learning process because it operates on the physical, 

emotional, and intellectual levels. It can be designed to address a broad variety of quality

related skills such as team building, interpersonal communications, and problem solving. 

The versatility of outdoor experiential training makes it appropriate for use in a quality 

improvement program. 

This study hypothesized that outdoor experiential training should be effective in cor

porate quality improvement programs because it not only strengthens team building skills, 

it also increases the commitment to the learning process, and thus increases the positive 

impact of learning. Effectiveness was to be determined by improved scores of the Team 

Effectiveness Questionnaire and by an improvement in the corporations's key indicator, 

number of take-downs. 

A two-day team building module was created by modifying an existing corporate 

outdoor experiential training program. The two primary modifications made to the existing 

program were to incorporate quality concepts and statistical techniques into the training 

activities. The module consisted of a series of outdoor games and initiatives that were 

offered to allow participants to develop the skills needed to increase team effectiveness 

along the dimensions of Direction, Leadership, Atmosphere, Structure/Resources and 

Processes. 

The subjects for this study were members of two employee work teams from a psy

chiatric health care facility located in Tulsa, Oklahoma Because team effectiveness was 

being studied, intact work teams were needed. Both teams had been previously involved in 

their company's quality improvement process which included problem solving and team 



building training components. One team participated in the outdoor experiential training 

activity while the other team acted as a control group and received no additional training. 
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The effectiveness of outdoor experiential training on a corporation's quality improve

ment process was evaluated using the Team Effectiveness Questionnaire developed by Dr. 

M.M. Starcevich, Team Excel Consulting Firm. The questionnaire was administered as a 

pretest to both groups approximately one week prior to the outdoor experiential training 

event. It was also administered as a posttest to both groups approximately two weeks 

following the training event. 

In an attempt to make the training results-oriented, the corporation was asked to iden

tify a key indicator that would be used to evaluate the effectiveness of the teams. The 

indicator selected for the team members was the number of take-downs. A take-down is 

the restraint action imposed by a staff person by physically taking an adolescent down to 

the floor when the adolescent loses control. 

Conclusions 

Gay ( 1987) suggests that experimental studies should have a minimum of 15 subjects 

per group, provided that there are tight experimental controls (pp. 114-5). As the sample 

size decreases, the standard error of the mean increases and the difference between the sub

jects approaches chance. A small sample size makes it difficult to evaluate if the differences 

observed are caused by the treatment or are the result of chance random sampling error. 

The difficulties created by a small sample size are compounded if the standard deviation 

within the population is large. 

The original design of this study was to include members of three paired corporate 

work teams. One team from each paired set was to act as the control group while the other 

parallel team would participate in the outdoor experiential training. Unfortunately, during 

the nine-month period prior to this study, only one Tulsa-area corporation was identified 
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that was receptive to participate in this study. Incentives to participate included providing 

the training on a no-cost basis and allowing the corporations to schedule the training activ

ity at a time most convenient to them. Although several corporations expressed interest in 

outdoor experiential training for team building, most did not feel they could release an intact 

work team for two days of training. 

The paired work teams finally identified to participate in this study were slightly 

smaller than the recommended minimum. The treatment team had twelve members while 

the control team had fifteen. It was hoped that no or minimal attrition of team members 

would occur during the month this study would be conducted. Only ten members of the 

control team completed both the pre- and posttests. Although all twelve members of the 

treatment team completed a pretest questionnaire, only seven completed the posttest 

Although the exact cause(s) of the attrition was unknown, it was conjectured that reduced 

funding and lack of job security contributed to the attrition. Because the sample size used 

for both groups was less than the suggested minimum, the test results are suspect. 

The standard deviation of pretest scores of the Team Effectiveness Questionnaire was 

10.184 for four different groups with a combined n of 42. This means that on a fifty-item 

instrument, 68% of the scores would be plus or minus 10 from the mean. A standard 

deviation of 10.184 on a fifty-item instrument indicates great variation exists within the 

population. 

The pretest standard deviation score for the control group was 10.959. The pretest 

standard deviation score for the treatment group was 8.118 indicating that there was more 

consensus within the treatment group as compared to the control group. The consensus 

within the treatment group also was greater than the average of the four other groups who 

had previously taken the Team Effectiveness Questionnaire. 

Typically a difference of one-half standard deviation between the posttest scores of the 

control and treatment groups indicates that a substantive difference exists (Feldt and 
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Mahmoud, 1958). A substantive difference is one where a change in behavior should be 

observable after treatment had been administered. One-half standard deviation for the Team 

Effectiveness Questionnaire would be approximately 5. The mean of the posttest score of 

the control group was 16.5. The posttest score mean for the treatment group was 9.00. 

This difference is in excess of one-half standard deviation. It is also interesting to note that 

the difference in the treatment group's pre- and posttest means was 13.286, which would 

also suggest that a substantive difference existed because of the treatment. 

The small sample size probably explains why the !-test results for the posttest scores 

did not reveal a significant difference even though the mean of the treatment group's post

test scores were lower than one-half standard deviation of the control group's scores. For 

a given alpha level, the values of! required to reject a null hypothesis are progressively 

higher for progressively smaller samples. When sample sizes are small and great variation 

exists within the groups, greater random differences between groups is expected (Gay, 

1987). A small sample size with a large standard deviation increases the likelihood of 

making a Type II error, failing to reject a null hypothesis that is really false. 

The corporation was asked to identify a key indicator of team effectiveness prior to 

this study. No validation studies nor norming analysis had been conducted to evaluate the 

ability of indicator selected to measure the effectiveness of a team. 

Although the control group demonstrated a decreasing trend in the number of take

downs reported for the three-month period from October through December, 1992, no 

similar trend was observed for the treatment group. The treatment group reported only four 

take-downs in October when the staff-to-patient ratio was 4 to 33. Four take-downs were 

also reported by this team in December when the staff-to-patient ratio was 3 to 2. 

Further analysis is needed to validate the indicator selected. Based on six months of 

data, it appears a high variation in the number of take-downs reported is typical for this 

organization. It also appears that staff-to-patient ratio does not correlate to the number of 
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take-downs reported. Additional research would be needed to determine if other uniden

tified variables affected the number of take-downs reported. No conclusions can be drawn 

from the key indicator selected by the corporation without additional research. 

An analysis of the pre- and posttest scores produced contradictory results. Although 

there was a substantive difference between pretest and posttest scores of the treatment 

group of at least 5, no statistically significant difference existed at an alpha level of .05. 

The treatment group did not demonstrate any improvement trends in the key corporate 

indicator, number of take-downs. Because of this, the original hypothesis that there would 

be no statistically significant difference in scores between a team that participated in outdoor 

experiential training for team building and a team that did not participate was not rejected. 

The hypothesis that there would be no substantive difference was rejected, however. 

Recommendations 

The Teamwork training module appears to be appropriate for a corporate quality 

improvement program because it addresses the three shortcomings found in many 

programs. A results-centered approach was created by requiring team members to develop 

a group action plan stating common goals, specific actions to be taken by each team 

member, and time frames for actions. Statistical techniques were integrated into the 

training activities. Outdoor experiential training's approach of integrating theory and 

practice, and of relating learning to the real work world, appears to make it an appropriate 

instructional method for quality improvement. Further research is needed, however, to 

evaluate the effectiveness of outdoor experiential training for the team building component 

of a corporate quality program. 

Although most successful teams have two to twenty-five members, the majority have 

fewer than ten (Katzenbach and Smith, 1993). Because the typical-sized team is too small 

to produce conclusive statistical results, a comparison of several paired teams' test results 
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should be made. Ideally, the study should consist of several paired teams from the same 

corporation. Using teams from the same corporation would eliminate the variables which 

could occur from testing teams who have participated in different quality improvement 

programs and/or are from different coqx:>rate environments. 

Using existing teams can pose a threat to internal validity because initial differences in 

the groups may at least partially account for posttest differences. An analysis of covariance 

(ANCOVA) statistical test could be used to compensate for potential initial differences. 

Analysis of covariance equates groups on one or more variables by adjusting for initial 

differences between two groups (Gay, 1987). Because intact groups were used, the results 

from the ANCOV A would have to be interpreted with caution. The ANCOV A was not 

used for this study because !:test scores did not reveal any significant differences existed 

between the groups prior to treatment. 

No references in literature could be found discussing the appropriateness of using 

inferential statistics for quasi-experiment designs. Dr. Michael Barnes, a Tulsa University 

statistician, was consulted about the acceptability of the ANCOV A test According to Dr. 

Barnes, an ANCOV A would be acceptable provided that content validation of the instru

ment had been established by a jury of subject matter experts. 

As the alpha level becomes smaller, the probability of committing a Type II error, 

accepting a null hypothesis that is false, increases. According to Gay (1987), for most 

studies, an alpha of .05 is a reasonable probability level when the consequences of com

mitting a Type I error are not serious. Occasionally an exploratory study will use an alpha 

level of .10. If sample sizes continue to be small in future research studies, selecting a 

larger alpha level could offset the effects of a small alpha For this study, an significant 

difference would have existed in the posttest scores at an alpha level of .10. 

Requiring a corporation to select key indicators to measure team effectiveness encour

ages a result-oriented perspective. Unfortunately, most indicators selected will probably 



not have validation or norming statistics. Although key indicator results can be used to 

reinforce the statistical results. they should not be used as the sole measure of team effec

tiveness. 
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Although initial validation and reliability studies have been conducted for the Team 

Effectiveness Questionnaire. additional validation/reliability studies should be conducted to 

provide norming statistics. 

Time series study of the effectiveness of outdoor experiential training also provides an 

opportunity for additional research. Truly effective training should demonstrate the ability 

to maintain improved results over a several-month period of time. 

Based on the review of literature. outdoor experiential training appears to be an instruc

tional method that should be effective in developing the employee skills necessary for an 

improved corporate quality. The versatility of outdoor experiential training appears to make 

it appropriate for use in a quality improvement program. Although these research results 

were inconclusive. further evaluation of outdoor experiential training is recommended. 
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TEAM EFFECfiVENESS QUESTIONNAIRE 
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A MODEL OF AN EFFECTIVE TEAM 

The team effectiveness model has proven to be an accurate picture of 
what effective teams do in the following five key areas. 

1. DIRECTtON- The team is clear about its values, vision, mission, 
strategies, goals, and priorities. These are cooperatively structured by 
the entire team, which results in a high degree of individual focus and 
commitment. The direction is felt to require stretching, but to be 
achievable. Energy is mainly devoted to the achievement of results. 

2. LEADERSHIP- The team manager uses appropriate and flexible 
leadership styles to develop a team approach and allocates time to 
improving teamwork. Individuals other than the manager are given the 
opportunity to exercise leadership when their skills are appropriate to the 
situation facing the team. Participation and leadership are distributed 
among team members. The leader represents the team fairly and 
accurately to the rest of the organization and both monitors and 
influences the other four key areas in the model. 

3. ATMOSPHERE - The team has developed an atmosphere in which 
people feel supported. accepted, included, trusted, and liked. Cohesion is 
maintained by this caring atmosphere, and feedback is both encouraged and 
listened to by team members. As a result, team members feel a sense of 
belonging and synergistic cohesiveness. 

4. STRUCTUREJRESOURCES -The amoun·t of structure and the number 
of procedures are viewed as appropriate by team members. Roles and 
responsibilities are clearly defined and differentiated among team 
members. Job design is changed so that the best possible match between 
individual goals and the team's goals can be achieved. Administrative 
procedures support a team approach. 

5. PROCESSES- Decision-making procedures are matched to the 
situation. Consensus is sought for important decisions. Controversy, 
conflict. and differences are seen as a positive key to involvement, the 
quality and creativity of decisions, and the continuance of the group in 
good working condition. Communication is two-way, with emphasis on the 
accurate expression of both ideas and feelings. Ability and information 
determine the influence of team members. The members periodically 
evaluate the effectiveness of the team and decide how to improve its 

functioning. 
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TEAM EFFECTIVENESS MODEL 

DIRECTION 

• Values 
• VIsion 
• Mission COMMITMENT 
• Strategies 
• Goals 
• Priorities 

~BQ~E~~E~ 
STB IJCIUREl 

LEADEBSI:II~ • Problem Solving/ z: BE~OUBQES c Decision Making 
~ . Appropriatness • Appropriateness • Difference/Conflicts !z 

• Flexibility LIJ 

1- • Roles & . Influence I: 
z • Representation ~ 

I.LI Responsibilities • Meetings LIJ 

IX :I- • Monitor/Influence z > 
I.LI • Job Design !:: c • Plannings 0 
u.. {D.A.P.S.) a. 
u.. 1- • Implementation I: -c( 
0 > • Evaluation of 

LIJ 

0 z Processes z 

ATMOSPHERE 

• Support 
• Acceptance 
• Trust 

COHESIVENESS • Involvement CARING 

• Listening 
• Feedback 



Fifty statements are listed below. Think about each statement in relation 
to your work team. Use the T earn Effectiveness Answer Grid to resoond to 
the statements. If you feel t~at a statement is basically true, mark aT by 
the appropriate number on the answer grid. If you feel that a statement is 
false, mark an F by the ap:::>ropriate number on the answer grid. 

Remember that the quality of the results is directly related to your own 
openness when answering the questions. This tool is meant to provoke 
thought, discussion, and feedback. Work methodically through all fifty 
questions and reach a decision to either put a Tor F by the appropriate 
number on the answer grid. 

Your answers will be anonymous. yet we ask you to write a A..7 dicit 
personal identification number on the answer grid for data tracking 
purposes. When you have completed the questionnaire total the columns on 
the answer grid and pass the answer grid to the facilitator. 

When you see the following term(s), please keep these definitions in mind: 

VISION: A description of the desired state, values, credos. or guiding 
principles for the team which includes but is not limited to how the team 
should treat the users of their service and each other. 

MISSIONS: The specific task or business the team is charged with and the 
desired quality of its outputs. · 

GOAlS: Individual and group-specific priorities for a given time period, 
usually a year. 

STRA TEGlES: A planned course of action and allocation of resources 
necessary for movement toward goats and the mission. 

-----------····-------------

•• Tu:n the page and begir. once you have read the instructions. •• 
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1. The values and goals of the grouc are not a satistac::=ry integration and expression of the 
relevant valUes and needs ot the memoers. 

2. The team leader is hard to influence. 

3. All the interactions and problem-solving and decision-making activities of the group oc::-.:r 
in a non-supportive atmosphere. 

-4. There is often confusion about assignments or unclear relationships between people on !his 
team. 

5. Differences or conflicts are denied. suppressed. or avoided at all costs. 

6. Each memtler of my wcrk group does not have a very dear idea of the grcup's vision. 

7. The team manager is uncomfortable sharing leadership and decision making in a 
participative atmosphere. 

a. People only pay attention to some team members and not tc ethers. 

9. There is often ccnfusi)n in the team over who is responsible for what. 

1 o. My work group often acts without planning enough. 

11. There is a low commitment to our vision and goats. 

12. The team manager does not adapt hlsther style to changing circumstances. 

13. People do net sHm c:ancamact with helpin; each other to get the job done; everyone is 
pulfing in opposite directiOns or out for themselves. 

1-4. Clfferent ~~ on the job are always astdn; me to del dffferem things at the same time: as 
a result I fHll have to juggle too many balls at once. 

15. After the team sits down ta discuss something, I usuaDy walk away wondering what we just 
did and wt1ill is su;:l!XIsed to happen next. 

16. The taSks or objectives of the group are not ~U undemood or accepted by the memoers. 

17. People are not encouraged ta work tooether towards a banerteam effon. 

1 s. There is a JacK of IMovation, risk taking, imagination. or taking initiative in this team. 

19. The teamTmanaoer and members spend little time in clarifying what they expect and need 
from one anotner. 

20. Important tssues are often •swept under the carpet" and net worked tl"lrough. 

21. Some team members are not really committed tc the success of the team. 

22. The team manager is not sufficiently sensitive to the different needs of each member. 

23. Poor communications are evident in this team: people are afraid to speak up; we do not 
listen to eacn otner or talk together. 

24. The objedives of some individual team members do not gel with those of other members. 
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25. Anempts to review events critically are seen as negative and harmful. 

26. There is no regular rev•ew of individual objeCtives and priorities. 

27. The team manager gets litUe information about how the team sees hismer performance. 

28. There is a lad< of trust between manager and members or between the members ot this 
team. 

29. T earn members are uncenain about their individual roles in relation to the team. 

30. We function in a rather rigid manner and are not sufficiently flexible in using team 
resources. 

31. We do not have an adequate way to establish our team's vision. objectives. and strategies. 

32. The team leader does not represent tne team adequately to the rest of the organization. 

33. There are cfiques and polilical maneuvering in the team. 

34. The team does not have adequate administrative resources and procedures. 

35. Uttle time is spent on reviewing what the team does, how it wori<s, and how to improve it. 

36. We do not work within dear strategic guid81ines. 

37. The team leader does not monitor or help us raview our c:liredlan, team strucrure, or 
abifrty to work as a team. 

38. Members often restrain their c:iticaJ remarks to avoid •roc!dng the boat.· 

39. 1 often feel my job is not very satisfying or si;nifacant In its ccntrilution to the team's 
effons. 

40. We often fail to finish things satlstactcrily. 

41. The objectives of our team are not really understood by everyone. 

42. T e.IJ!l members are often unwilllng to tal<e the initiative for unassigned tasks. 

43. A person would be a fool to be himself/herself In this team. 

4.4. Members of this team seldom use one another as a resource. 

45. The team is not good at learning trom its mistakes. 

46. The team's objectives have not been systematically related to the objectives of the whole 
organization. 

47. As long as performance is satisfaaory, the leader is not particularty concerned abOut the 
degree of teamwork displayed. 

48. In group discussion. team members often hide their real motives. 

49. We would be more effective as a unit if we were organiZed differently. 

so. CreatiVe ideas ate not f:lllowed througt: to cefinite actions. 
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Personal J.D.# ______ _ 

Team 1.0. # _______ _ 

(if applicable) 

TEAM EFFECTIVENESS ANSWER GRID 

• In the grid shown here, there are 50 squares. Each one numbered to 
correspond to the statements on the questionnaire. 

• If you feel that a statement is basically true, mark a T by the 
apprpriate number on the answer grid. If you feel that a statement is 
basically false, mark an F by the appropriate number on the answer grid. 

• Fill in the top line first. working from leftto right: then fill in the 
second line, etc. 

• When you have responded to aJI 50 statements, tctaf the number of T's 
in each of the verticai columns, and write the total in the space shown at 
the bottom of the column. 

Total 
T's 

1 

6 

11 

16 

21 

26 

311 

36 

~, 

46 

2 

7 

12 

17 

22. 

27 

32 

37 

42 

47 

II Ill 

3 ~ 5 

8 9 10 

13 14 1! 

18 19 20 

23 24 25 

28 29 30 

33 34 35 

38 39 ~0 

~ 44 ~s 

~ ~9 so 

IV v 



75 

1 West TEO 11/10/92 

Frequency of True Responses Corresponding to Specific Questions 

0 
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, I 

2 
61 

2 

1 ,, 

3 
1 61 
2, 

5 

5 
2 61 

4 

3 ,, 

3 6 
3 

4 1 
4 
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4 61 

Participants Direction 
1234 1 
1717 2 
6990 3 
6425 4 
6899 5 
61367 6 
2S6u 1 
3712 8 

58234 9 
87:31 10 

57S3 11 
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•t. of Total 
Rank 
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3 
4 
3 
5 
0 
4 
1 
3 

1 0 
2 

3 6 I 
3 3~. I 

2 I 

L A s p 

21 31 41 5 
1 1 5 0 

71 81 91 , 0 
0 5 7 5 

1 21 1 3 1 41 1 5 
t 2 s 6 

1 71 1 8 1 91 2 0 
1 2 3 4 

2 21 2 31 2 41 25 
1 4 7 4 

5 
2 71 

2 
2 81 

7 
2 91 

2 
3 01 

3~ 3 31 3 41 3 5 
1 s 4 3 

3 71 38 3 91 40 
1 s 4 6 

4~ 43 4 41 4 5 
7 0 3 2 

4~ 48 4 91 50 
4 3 4 3 

Summary Scores 

Leadershio Atmosonere Strctr /Rsrcs Pro"'e•ses '% OF 50 w w 

2 1 0 1 10%1 
2 4 5 1 3 0%1 
1 1 5 3 28%1 
0 2 5 5 30%1 
1 4 8 6 48%1 
3 3 4 3 26%1 
3 0 1 3 22%1 
0 1 1 0 6%1 
3 5 4 3 36%1 
6 8 10 s 84%1 
1 0 7 2 2 4%1 

22 I 29 I 5 0 3 s 
20% I 2 6 "to I 4 5 "1. 3 2 'Yo 31% 

5 I 4 I , 3 
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2 WES'i 'iEQ 1 011 3!92 

Frequency of True Responses Corresponding 10 Specific Questions 

Particioants 
1300 
6SS3 
508 
131~ 

6293 
1212 
17 KRE!G 
10il0 
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1 
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5 
6 
7 
a 
9 

52204 10 
19S5 1 
7907 1 
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% of Total 
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1 
2 

0 

4 
, I 

5 
61 

5 

, ,, 
3 

1 61 

5 

2 ,, 

7 
2 61 

: 
3 ,, 

6 
3 61 

9 

4 ,, 

5 
4 61 

Direction 
3 
3 
6 
4 

3 
8 
5 
5 

1 0 
3 
6 
0 

5 6 I 
4 7 ~~ I 

2 I 

L A s 

4 
21 

0 
31 

6 
41 

0 
51 

, 71 s s I 
B 91 a 

, 01 

. 1 
, 2l 

3 
1 31 

7 
, 41 

5 
, 51 

1 
, 71 

4 
1 81 

8 
, 91 

s 
2 01 

3 
2 21 

6 
2 31 

8 
2 41 

4 
2 51 

8 
2 71 

s 2 81 
7 

2 91 
4. 

3 01 

4 
3~ 

7 
3 31 

7 
3 41 

8 
3 51 

2 
3 71 

4 
3 81 

2 
3 91 s 4 01 

4 
4~ 

0 
4 31 0 4 41 

0 
4 51 

3 
4 71 

6 
4 81 

5 
4 91 

8 
s oj 

Summary Scares 

Leadersnic Atmoschere Stretr /Rsrcs Proel!"'Se"' ·~ OF 50 - -
4 4 6 5 44%1 

5 2 2 2 28%1 
1 0 6 7 40%1 
2 2 6 6 40~~~ 

1 1 5 4 28%1 
6 8 8 6 72%1 
2 3 4 3 34%1 
2 s 5 3 40%1 
4 8 9 5 72%1 
0 0 2 , , 2%1 
4 7 7 6 60%1 
0 0 0 0 0%1 

I 
I 
J 

3 1 j 40 I 6 0 I 4 8 
2 6 ~~ I 3 3 ~;. I 50~~ I 40% 

5 I 4 I , I 3 
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1 West TEO 1 2110/92 

Frequency of True Responses Corresponding to Specific Questions 

0 

3 
1 I 

2 
61 

4 
1 11 

3 
1 61 

5 

2 ,, 

5 
2 61 

4 

3 ,, 

3 
3 61 

4 

4 ,, 

4 
4 61 

Participants Direc•ion 
1234 1 
1717 2 
6550 3 
6425 4 
6895 5 

6 
2860 7 
37~2 8 

SB224 9 
8731 10 

575:3 11 

Total 
% of Total 
RanK 

2 
3 
4 

3 
5 

5 
1 
2 
9 
3 

37 I 
3 7 •:. I 

2 I 

L A s p 

, 21 , 31 
4 

41 , 51 
71 81 91 1 0 

0 4 7 4 

, 21 1 31 1 41 1 5 
2 2 7 5 

1 71 1 81 , 91 2 0 
1 , 2 2 

2 21 2 31 2 41 2 5 , 3 7 3 

5 
2 71 

2 
2 81 

6 
2 91 

3 
3 01 

, 3 21 
6 

3 31 
3 

3 41 
4 

3 51 

3 71 3 81 3 91 40 
1 4 5 6 

5 
4 21 

0 
4 31 

3 
4 41 

2 
4 51 

4 71 4 81 4 91 50 
3 2 5 4 

Summary Scores 

Leadershio Atmoschere Strctr /Rsrcs Processes '% OF 50 0 

2 2 0 2 , 6%1 

3 3 4 1 28%1 
0 1 6 4 30%1 
0 2 6 5 32%1 
2 4 9 6 52%1 

3 1 3 3 30%1 
0 , , 0 6%1 
3 4 4 3 32%1 
6 7 9 8 78%1 
1 0 7 2 26%1 

2 0 I 25 I 49 t 34 
2 0 ~~ I 25 '!~ I 49% I 34% 

5 I 4 I 1 I 3 
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2 West iEQ 12/8/92 

Frequency of True Responses Corresponding to Specific Questions 

Particicants 
1300 1 
6353 

1313 
6293 
1212 

10770 

1965 

Total 

2 
3 
4 
s 
6 
7 
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•to of Total 
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0 

0 
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0 
61 

0 

1 ,, 
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2 11 
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2 61 

0 

3 ,, 

0 
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2 

4 ,, 

1 
4 61 

Direction 
0 
0 
0 
1 
3 
2 
0 
0 
0 
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2 

8 I 
1,% I 

4 I 

l A s p 

21 31 41 5 
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71 81 91 , 0 
1 0 4 2 

1 21 1 31 , 41 , 5 
3 0 4 1 

, , 71 
1 

1 81 
2 

1 91 
1 

2 01 

2 21 2 31 2 41 2 5 
0 1 4 1 

2 71 2 81 2 91 3 0 
3 1 2 1 

1 
3~ 
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2 
3 41 

1 
3 51 
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1 2 2 2 
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3 0 0 1 
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Summary Scares 
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3 1 z 1 14%1 

3 0 1 0 8%1 
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1 0 2 1 10%1 

0 0 4 1 16%1 

s 2 6 4 38%1 
0 0 0 0 0%1 
1 3 z 0 12%1 
0 0 0 0 0%1 
0 0 0 0 0%1 

1 2 4 5 28%1 
I 

.I 
I 

.l 

, 4 I 8 I 2, I 1 2 
2 0 ~~~ I 1 1 'l'o I 3 0 'l'o I 1 7 '\~ 18% 
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Quality Quest 

Challenge Quest is in the process of developing experiential training 
partnered with Total Quality Management concepts and processes called 
Quality Quest. We want to gather feedback from our customers and 
potential customers before we present this product/service. 

Consider the Total Quality training needs of your company. 
Please read the following five module descriptions and rank the modules 
from 1 to 5. Write a 1 in the ~box next to the module you feel would be 
most beneficial and a 5 in the box next to the module you feel would be 
least beneficial. 

D Leadership for Quafity (3 consecutive days) 

Tarcet Aqdieoc.-: Upper & midc:lle management of same company 

D 

• Understanding of role and function of the steering committee 
• Understanding of the need for a dear mission/vision statement 
• Experience of the difrerence between traditional management and total quality 

management 
• Appreciation of leadership styles. the vafue of empowerment vs. control. of 

being dynamic rather than static 
• Renewed commitment to Quality 

Team Building/Group Proc~ss (2 days) 

Tare""' Audience: Any upper. midc:lle. or management, natural work groups, process action teams 

• Better teams from pre-existing, intact teams 
• Role definition 
• Experience of effective teams. what they look and feel like 
• Understanding of the difference between a group and a team 
• Improved communication 
• Improved problem solving skills 
• Desire for continuous improvement 
• Increased team cohesiveness and interpersonal relationships 
• Experience with group processing and problem solving 
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D Process Problem Solving (2 days) 

Tarcat Audjam;r: Intact precess action teams anci'or steering committees. mixed intercompany 
groups 

Outcomes: • Problem solving of an actual group problem 
• Better understanding of statistical process control 
• Experience and better understanding of 7 tools for problem solving 
• Understanding of the ·just in time• phenomenon 
• Experience of data based decision making vs. non-data based decision making 

D Facilitator Training (2 days) 

Targat Audjence: Small groups of 6 maximum: CEO's. quality advisors. facilitators from one 
company, new facilitators or experienced facilitators who are •stucx· 

Outccmec:: 

D 

• Understanding of facilitator and team roles 
• Practice in facilitating and co-facilitating 
• Overview of group process. stages of groups by means of direct application and 

rote playing 
• Experience in the an of giving and receiving feedback 
• Focus on and ability to do positive intervention 

Conflict Management (2 consecutive days) 

Tarcat A"cience: Team facilitators, team leaders. intact teams. mixed intercompany groups 

Outccrnac:: • Positive view of conflict as a precess for growth 
• Desire to strive lor win/win vs. win/lose outcomes 
• Appreciation of individual differences 
• Dealing with the process (system) not the person 
• Deciding, •ts it wonh it?• Getting consensus. 

Comments/Suggestions: 



1 
2 
3 
4 
5 
6 
7 
8 
9 

1 0 
1 1 
12 
1 3 
14 
1 5 
1 6 
17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 
30 
31 
32 
33 
34 
35 
36 
37 
38 

Quality Quest Survey Results 

LEADERSHIP TEAM I PRCBlBvtlFACIUTATOR I CONFUCT 
BUILDING SOLVING TRAINING MANAGE·.~E:\!T 

1 2 3 4 5 
1 2 4 3 5 
1 2 4 3 5 
1 2 5 4 3 
1 2 5 4 3 
1 2 5 3 4 
1 2 5 3 4 

1 2 5 3 4 

1 3 2 5 4 
1 3 2 5 4 

1 3 2 4 5 
1 3 4 5 2 

1 3 4 2 5 
1 4 2 5 3 
1 4 2 5 3 
1 4 2 3 5 
1 5 2 4 3 

1 5 2 4 3 
2 1 3 5 4 

2 1 3 4 5 

2 1 3 4 5 
2 1 4 5 3 

2 1 4 3 5 

2 4 1 5 3 

2 5 3 1 4 

3 1 2 5 4 

3 1 2 5 4 

3 1 2 5 4 

3 1 2 4 5 

3 1 5 2 4 

3 2 1" 4 5 

4 3 1 5 2 

4 3 2 5 1 

4 5 1 2 3 

5 1 3 4 2 

5 1 4 2 3 

5 2 1 3 4 

5 4 1 3 2 

82 93 108 145 142 
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CCMPANY 

ASCC 
ASCC 
ASCC 
ASQC 
ASCC 
Williams Co. 
ASCC 
ASQC 
ASCC 
ASCC 
ASCC 
ASCC 
ASCC 
ASCC 
ASCC 
ASCC 
ASQC 
ASQC 
ASCC 
ASCC 
ASQC 
ASQC 
ASCC 
ASCC 
? 
QuikTrip 
QuikTrip 
ASCC 
ASCC 
Mazzie's 
ASQC 
Red Cross 
PSO 
ASCC 
Frito-Lay 
Ford 
TO Williamson 
ASCC 
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Quality Quest 
Teamwork Module 

The TEAMWORK module is designed for a 1WO-DAY ex-perience, at the end of 
which an Action Plan will be outlined by the team. The goals of the two days 
are: 

1) By means of the TEQresults, to pinpoint and address 
problem areas that interfere with the team's effectiveness as it relates to 
Q.Jlality improvement. 

2) To relate this team's TEQresults to the key areas of 
Direction, Leadership, Atmosphere, Structure I Resources, and Processes, and 
their relationship with QJlality concepts. 

3) To provide activities characteristic of outdoor adventure 
(ROPffi) programs that lead to improvement of 
current work related perceptions and practices relative to the key issues of 
this team and to QJlality. 

4) By means of the DiSC inventory results, to provide team 
members opportunities to observe personality styles during the course 
experience and to carry insights into the workplace. 

The two-day Agenda: 
1. Orientation 
An icebreaker activity. The intent of this activity is, among other things, 
to involve participants immediately in the experiential nature of Quality QJ.test. 
After such an activity as Group juggle, the team should be introduced to the 
facilitators and then given an opportunity to "debrief'' or "process" the 
experience. Participants can then be encouraged to write down any 
expectations and/or concerns they might have on Post-Its and place them 
on a poster to be reviewed periodically throughout the experience. An 
overview of the two days should be given at this point and the adventure
based learning philosophy outlined. 
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II. Review of TEO and DiSC 
Hand out Di~ name tags and verbally highlight the results. Answer any 
further questions and ask for added observations about personality stvles. 
Hand out TEQ results. Review the data and relate the results to the fi~e 
characteristics of an Effective Team: 

- Direction 
- Leadership 
- Atmosphere 
- Structure I Resources 
- Processes 
(see Appendix for detailed explanations) 

III. Activities. Games and Initiatives 
A series of games and initiatives are now offered that allow participants to 
experience each of the five characteristics of effective teams and their 
corresponding QJ.lality concepts. Special emphasis should be placed on the key 
issues of the team where the greatest improvement is needed. Some defmitions 
and "theory" can be presented prior to the activities or as part of the 
processing that immediately follows each activity. Opportunity should be 
provided for the team to experience their "typical" approach to a problem or 
situation - both as a group and as individuals; alternative approaches should be 
covered during the debrief and opponunity to try out "new behavior" given 
by repeating the same activity or another activity. On the following pages are 
a series of activities that have been deemed relevant to each of the five 
characteristics of an effective team. 

Atmosphere 

An effective team has developed an atmosphere in which people feel 
supponed, accepted, included, trusted and liked. Cohesion is maintained by the 
caring atmosphere and feedback is both encouraged and listened to by team 
members. As a result, team members feel a sense of belonging and synergistic 
cohesiveness. 

Definitions and Theories 
Using DiSC results and definitions, discuss Group or Company Culture. I.e., 
the "Steadiness" Style is the natural culture builder. 
Introduce Group life Cycles, with emphasis on the "Norming" stage. 

Activities: 
AH, Sol Waumpum. Everybody's It. Ebow Tag. People to People. 
Have You Ever? Hula Hoop Relay. Speed Rabbit. Discuss the value of 
humor and play in the workplace. When does it lead to productivity? When 
does it become unproductive? What level of cohesiveness was attained? How 
can such cohesiveness be encouraged in the workplace? 

Trust Activities: 
Wind in the Willows. Sherpa Walk. Yeah, But. Trio Trust Falls. 
Trust Fall Review safety issues. Teach spotting. During processing discuss 
the elements that were needed for trust to grow: following procedures, 
communication, affirmations, asking for what one needed, etc. Review 
Atmosphere characteristics of an effective team. 
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Group Initiatives: 
Tangle. ~e. with the Rope. Compass Walk. Radioactive Isotopes. 
Washtub Willies. Punctured Drum. Don' Touch Mel Miracle Shoes. 
Rope Triangle. Giant lizard's Tail. Swinging Log. Islands. All 
Aboard. Spider Web. Artesian Beams. The Wall. Discuss issues around 
the communication patterns the group exhibited Recall the cycles of 
Forming, Storming, Norming and Performing that took place. Talk about the 
Directive and Influencing Styles as compared to Steady and Cautious Styles. 
Who gets heard? What is needed to get input from all involved? 

Oualirv Concepts to Stress with Atmosphere: 
Brainstorming - an important tool for eliciting ideas and including everyone's 
input leading to a sense of belonging and cohesion. 
Company Culture- are team members aware of the culture of their 
organization? Do the behaviors of management promote an atmosphere in 
which everyone's ideas can be heard? 
Conformance - Are individuals in the organization empowered to call to 
question those things that don't meet internal and external customer 
requirements? 
Continuous Improvement- Are concerns and ideas about continually 
improving met with interest and acceptance from all members of the team? 
From internal suppliers? Do some members have higher or lower standards 
than others? 
Customer-Supplier Partnership - Team members in a real sense are customers 
and suppliers to each other. There is an interdependence between them that 
requires accurate, and timely communication. Consideration for other 
people's time and needs will go a long way in creating the atmosphere needed 
to be effective decision makers and to ensure maintenance of good working 
conditions. 
Employee Involvement - To what extent is this team invited to or willing to 
participate in the decisions regarding how their work areas operate? In 
suggesting improvements? In planning, in goal setting and in monitoring 
their own performance? 
Empowerment- An important concept when considering the level of trust 
placed in employee's ability to decide or take action when problems arise. 
Leadership - How well have organizational leaders communicated the vision of 
the organization to the members? To what extent have the members sought to 
understand and be motivated by the vision? 
Plan-Do-Check- Act Cycle- An important process by which to involve 
members of the organization in effecting quality improvement. 
Quality- To what extent is this team willing to develop an atmosphere in which 
they can achieve success in Quality? What specific things do they need to do to 
improve the atmosphere so that synergistic cohesion, and a sense of belonging 
are experienced by all? 
Top-Management Commitment- Assuming that management is directly 
involved in the organizations quality improvement efforts, what is this team's 
responsiveness with regards giving feedback and input when it is requested? 
What hinders individuals from speaking up? What helps7 
Total QJ.zality Management - Does this team view TOM as a long-term 
commitment? A process, rather than a program? Open to training and 
education? Willing to spend the time in quality processes? 
Zero Defects- Which performance standard does this team buy? The standard 
of "Zero Defects" or "close enough?" 
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Leadership 

The team manager uses appropriate and flexible leadership styles to develop a 
team approach and allocates time to improving teamwork. Individuals other 
than the manager are given the opportunity to exercise leadership when their 
skills are appropriate to the situation facing the team. Participation and 
leadership are distributed among team members. The leader represents the 
organization and both monitors and influences the other four kev areas in the 
model. ~ 

Definitions and Theories 
A leader is someone who has a vision of that which does not yet exist and 
communicates that vision in a way that gets others involved in making 
that vision a reality. Total Qllality requires the creation of a new corporate 
culture - a new value system. This requires skilled Leadership. 

(excerpt from Total Oualitv Leadership by Mitchell R. Alegre, 
Carlson Learning Company journal, Vol. 3, No. 2, 1992) 

Using DiSC results and defmitions, discuss possible leadership characteristics 
of each Style. What characteristics about each would apply to effective 
leadership? Explain the role of the Gatekeeper who can disseminate or 
withhold information and who can block or encourage other's to participate. 
Be alert to leadership styles that emerge throughout the course, especially the 
initiatives and the low elements. 

Activities 
Kinetic Name Game. Ebow Fruit Hop. Everybody's Itt People to 
People. Amoeba Race. Hog Call. Role modeling by leaders and 
members will show up early. These games should bring to light the kinds of 
attitudes that team leaders or managers exhibit which sets the tone for the rest 
with regard to participation. Note the level of enthusiasm that members 
maintain that affects the group. With "Everybody's It" the opportunity exists 
for the team to stop functioning because everyone has the power to free up or 
freeze the process. Issues of power, control and getting even can emerge in 
"People to People." "Ameoba Race can demonstrate how well a team looks out 
for the needs of other members. 

Trust Activities 
Wind in the Willow. Trust Falls. Yeah, But. Sherpa Walk. Again, 
watch for how leaders model trust and show concern for others who may be 
reluctant. Do members do the same? This is a good place for participants to 
begin to get comfortable with asking for what they need. Note whether their 
requests heeded. Opportunities for promoting shared leadership arise in the 
"Sherpa Walk." 

Initiatives 
One with the Rope. 4 x 4. Miracle Shoes. Islands. The Wall. 
Don't Touch Mel Discuss how tasks were accomplished How did leadership 
emerge? How did the leaders involve others? Was consensus ever sought? 
How were different skills and styles helpful in coming up with solutions? 
Were other members receptive to suggestions from the "non-leaders?" How 
flexible were the leaders when new approaches were suggested? Were they 
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able t? be flexi_bl~ with their Style? Were leaders interested in trying an 
expenence agam m order to improve? Was evaluation elicited bv the 
leadership? Was accuracy of information stressed? Did the leadership 
encourage reflection on the mission and goals of the group? 
Clay Exercise. With this exercise have the manager tell the group what to do 
and how. The amount of clay is limited, as well as the amount of time and the 
number of resources. Do the exercise again, but let the team do it the way 
they want. Give them a model stamped from a cookie cutter. 
Card variation on the Red Bead Experiment. This exercise will 
demonstrate the manager's style and the team's response to pressure. Quality 
connections are obvious. Process this one well. 
Grab Bag. Each panicipant will be responsible for an element or an activity 
or will have some responsibility to the team (like seeing that they have water.) 

Oualitv concepts to emphasize with Leadership 
Acceptable Quality Level - What standard of Quality were leaders willing to 
accept? How willing were they to push the team to improve? Were leaders 
willing to let other's desire for Quality push the group? 
Managing for Quality- Big Q or Little q? Do leaders and members go "all out" 
for Q}lality in everything they do or only when competition is involved? 
Brainstorming - Does the leadership use such techniques as this that involve 
everyone when attempting to problems solve? Are only the outspoken 
listened to7 
Causes - Com.mon/Spedal- Do leaders and members look for possible solutions 
by examining the common causes for variation that lay in the process or by 
blaming people? Are special causes looked for as possible solutions when the 
problem is not inherent in the process. 
Company Culture - Does leadership remind the team of who they are and what 
they are about? Do members "walk the walk" as well as "talk the talk" of 
Q}lality and the values and behaviors inherent to the organization? 
Continuous Improvement- Do members look to the small improvements as well 
as the "breakthroughs" that show progress is being made as ways to measure 
success? 
Corrective Action - Are members free to implement solutions that lead to the 
elimination or reduction of a problem? 
Cost of Poor Q]Jality (Cost of Qpality) - Do team leaders and members evaluate all 
categories of costs that assodated with poor-quality products or services? 
Internal failure costs, External failure costs, Appraisal costs and Prevention 
costs? 
Customers - External/Internal - Are leaders and members aware of who their 
internal customers are as well as their external customers? 
Customer Delight/Satisfaction - Are leaders especially interested in delighting 
customers and willing to empower others to do so? Is customer satisfaction a 
goal of this team or just a nice concept? · 
Defects/Dependability (Also, Imperfections, Blemishes and Nonconfonnity) 
are defects taken seriously? Is there an expectation that products and services 
will operate and perform as required? 
Diagnostic journey and Remedial journey- Is this investigative process 
utilized and understood by the leadership of this team? 
Employee Involvement - Does the leadership of this team allow for member 
involvement in making decisions with regard to their area of operations, in 
making suggestions for improvements? Are members encouraged to 
participate in planning, goal setting and monitoring the team's performance? 
Do members respond or hold back? 
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Empowerment- Are team members empowered by their leadership to make 
decisions and take action to correct problems that arise? Do team members 
take the initiative for action or creative problems solving? 
Force Field Analysis - Are process action team leaders aware of this as a tool 
and able to use it to arrive at ways for the team to decide which forces will help 
them reach their objectives? 
14 Points- How familiar is management and leadership with these practices? 
At what level of "buy in" is this team? 
Instant Pudding- Does this team have an "instant pudding" mentality? Or are 
members willing to seek the necessary education and put forth continuous 
effort toward achieving quality? 
Leadership - Has a vision been communicated to this team by organizational 
leaders? Have they been provided the tools and knowledge needed to 
accomplish the vision?. 
Plan-Do-Check-Act Cycle - Has the team utilized this process in any of their 
improvements? What was their experience? Are there areas in the process 
that they tend to get "stuck?" 
Prevention vs. Detection - Does this team tend to design QJJality into their 
processes or inspect for Quality after the fact? 
Quality- Is Q)lali,ty (with a big Q) spoken and lived by this team and its 
leadership? 
Qpality Assurance/Quality Control- Are the necessary actions taken on a 
continual basis by this team to ensure quality products and services? 
Qpality Trilogy- Does this team understand and utilize this concept as a way of 
managing for Qlality? 
Right the First Time - How many "Cautious" Personality Styles are in this 
group? These folks are usually fastidious about "getting it right the first time." 
They may willingly provide real leadership in this area. as well as facts and 
figures to back up the "cost of poor-quality" for productS or services that fail 
to measure up to specs. 
Seven Tools of Qpality- Are teams and PAC leaders familiar with these tools? 
Have they used them? What has been the results? 
Supplier Qpality Assurance - How confident is this team that their product or 
service fulfills it's customers needs and expectations? How often is corrective 
action needed? How familiar is this team with the activities needed to assure 
QJ.lality? 
Top Management Commitment- Is top-management taking part in this 
experience? Are they a normal pan of the quality improvement process? Are 
they actively promoting Quality throughout the organization? Are the 
resources and training being adequately provided to organizational members 
so that Quality goals can be attained? Have members of this team been 
recognized and rewarded for their efforts in making QJJality improvements? 
TQM - Is this team involved in a TQlvl process in name only or is it being 
vigorously pursued throughout the organization? What organizational 
changes is this team experiencing as a result of the TOM process? How is that 
affecting the progress of this organization's Quality Quest? 
Vital Few, Useful Many (80-20 Rule)- In relation to this team's own work area, 
are they aware of what the "vital few" causes of most of their problems are? 

Zero Defects - In what areas is this team and its leadership willing to accept 
imperfection? In what areas are they unwilling to accept any defects? Do 
these expectations differ for individuals who are part of the team? What is the 
team expectation? Is "close enough" enough for everyone on this team? Who 
determines what is "dose enough?" 
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Structure Resources 

The amount of structure and the number of procedures are viewed as 
appropriate by team members. Roles and responsibilities are clearlv defined 
and differentiated among team members. job design is changed so that the 
best possible match between individual goals and the team's goals can be 
achieved. Administrative procedures support a team approach. 

Definitions and Theories 
The question that is often asked by organizational members is, "What power 
do I have?" In other words, what is it that they can impact? Members want to 
know what they are responsible for and where the lines of demarcation 
between roles lie. They are also concerned with where they get their 
information, how accurate is it and who can get them what they need to do 
their job. 
Smart Rules are appropriate here to provide steps for reaching goals to get 
what they need and what things they can or cannot impact. 
The team should have a clear understanding of who their Customers and 
Suppliers are. 
Defining their individual roles enables members to clarify what it is they 
can impact. 
Use the DiSC information to help participants understand the way they use 
their strengths and act out their roles within the organization. They may 
discover that their "natural" style is very different than the "adaptive" style 
they use in their work. Because they have adapted does not mean they are 
comfortable or fulfilled in their role. 
A review of the Nanning Stage of a Group's life Cycle is appropriate here. 
The Cascading Effect - can be discussed here as it relates to Policy, 
Function and Deployment. ** Find out what this is and put in list of definitions. 

Activities 
Group Juggle. Have You Ever7 Whampum. Prui. Speed Rabbit. 
Kinetic Name Game. Bbow Fruit Hop. Everybody's Itl People to 
People. Amoeba Race. Hog Call. Ah, Sol A clear component of most of 
these games is role definition. Having something someone else doesn't (like 
information) in "Prui" and self definitions in the "Kinetic Name Game" are 
worth pointing out. Where we are "positioned" and how difficult it can be to 
"keep too many things going at once" are natural connections to "People to 
People" and "Group Juggle," respectively. The need for administrative 
procedures to support a team approach is a natural for the latter. "What's my 
job here?" is humorously experienced in "Speed Rabbit" and "Ah, So!'' 

Trust Activities 
Wind in the Willow. Trust Falls. Ships in the Ocean. Yeah, But. 
Sherpa Walk. Role definitions as to "fallers" and "spotters" can be pointed 
out here. A clear understanding of responsibilities is critical to these 
activities and asking specifically for what one needs from a spotter (as the 
supplier of safe landings) can clearly hit home. But even the "customer" as 
faller has responsibilities to the "supplier." "Ships in the Ocean" can be 
compared to "Trust Falls" with regard to the number of suppliers that may be 
necessary to accomplish a task. "Yeah, But ... " can provide opportunity for 
participants to redesign the roles of group members to match individual goals 
with group goals. Tirls and "Sherpa" can provide an experience of what it's 
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like to need more structure than one thought initially. The need to redefine 
roles and needs can take place throughout these activities. 

Initiatives 
Radioactive Isotopes. Spider Web. Blind Triangle. Personal Styles 
will emerge. Discuss the changes to personal styles that members had to make 
to achieve the group goal. Discuss roles and responsibilities that had to 
change. Did individual's jobs have to change to achieve the group goal? Were 
roles clearly defined? There is golden opportunity to discuss the need for 
sufficient and specific information to achieve the goal. If information is not 
forthcoming from "top-management" how does the team define its own 
processes? Its own roles? 
Build a Structure. Everyone has different resources. Use blocks, Leggos, 
tinker toys or paper. (**Sam, fill this in a bit). 
Topsy Turvy. (Note: Named by co-author of this manual and based on a 
"Hunger Banquet" experience that juxtaposes large, 3rd World populations who 
possess minimal resources with smaller, developed countries who have access 
to abundant resources. A real eye opener either way it's used.) Divide group 
into three disproportionate sizes (get ridiculous) and give the larger group the 
least amount of supplies, the medium group an adequate amount of supplies 
and the smallest group an overabundance of supplies. They all must 
accomplish the same task of your design. (Say nothing about "buying" 
"begging" or trading supplies from one another. Hopefully, stealing won't be 
an alternative.) 
12 Bits Since each participant gets only some information, and the task is to 
create an information structure that makes sense. This is a "natural." While 
frustrating and time consuming, the group dynamics will become apparent 
and individual styles "pop" out. 
4 x 4 A visual experience for demonstrating changes in structure to achieve 
the goal. 

Oualitv Concepts to Emphasize with Structure/Resources 

Acceptable Qpality Level - Do the procedures and structures under which this 
team operates consistently make for services and products that meet 
acceptable Qpality standards? 
Common Causes- Are the procedures and structures common to this team the 
source of common causes for problems or defects that are inherent in the 
overall process over time? 
Company Culture - Does the system of values, beliefs and behaviors inherent 
in this team's organization supportive of matching the strengths of the 
individual with organizational goals? Do administrative procedures suppon a 
team approach? 
Continuous Improvement - Are the procedures and structures of this team 
subject to scrutiny and revision if or when they are found less than effective? 
Are efforts made to clarifv and refme roles and responsibilities of team 
members? Are appropriate changes made in job design in order that 
individual goals are closely matched with the team's goals? 
Cost of QJ.lality - Are individual members aware of the .link between their roles 
and responsibilities and the cost of poor quality? Are they aware of the cost of 
procedures that waste time and resources? ls the team approach viewed as a 
means of producing quality products and services in the long run or a 
hindrance to productivity in the short run? 
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External Customer - To whom outside the organization does this team supply 
information, services or product? How do this team's procedures, and the 
amount of structure affect the quality of the information, service or product 
that this. team provides? Does what they supply meet the customer's 
expectations? Exceed them? To whom outside the organization is this team a 
customer. How do the procedures and structure of that supplier affect the 
ability of this team to meet quality goals? 
Internal Customer -To whom inside the organization does this team supply 
information, services or product? How does this team's procedures and 
structure affect the quality goals of the internal customer whom they supply? 
Does what they supply meet the internal customer's expectations? Exceed 
them? To whom inside the organization is this team a customer? How do the 
procedures and structures of that internal supplier affect the ability of this 
team to meet quality goals? 
Customer-Supplier Partnership and Supplier Quality Assurance - Are this 
team's customers and suppliers, both internal and external, seen as an 
extension of this team? Do the procedures of this team support the use of a few 
suppliers with long-term contracts? Do this team's procedures call for 
inspection of incoming product or services due to poor quality standards on 
the part of their suppliers? Is this team open to suggestions by their 
customers and suppliers to improve their processes and their products? Are 
suppliers aware of the quality requirements of this team? Is this team aware 
of the quality requirements of its internal and external customers? 
Employee Involvement - Are the operative structures and procedures of this 
team a result of the input and suggestions of the members? Are jobs designed 
with individual and team strengths and goals in mind? Are the goals of the 
individual congruent with the goals of the team? Is individual input sought 
regarding clear-cut roles and responsibilities? 
Leadership - Does organizational leadership provide sufficient education, and 
adequate resources for teams to reach their goals? Are procedures outlined by 
management supportive of the team approach? 
Q].lality Assurance/Qpality Control- Does this team experience difficulty with 
the quality of the products, or services they receive? Are there procedures in 
place whereby this team can ensure the quality of their resources? 
Seven Tools for Qpality- Do the procedures of this team include the tools for 
Qllality that lead to an understanding their own processes and what is needed 
to improve them? 
Top-Management Commitment and TON- Are the Q]J.ality policies and goals 
outlined by top-management supportive of the team approach to the extent 
that the team can impact quality improvements in their work area? 
Vital Few/Useful Many- Are the structures and procedures that are in place 
for this team vital to the overall Quality processes of the organization? 
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If not, what were to the stoppers? 

Initiatives 
Don't Touch Me! Punctured Drum. Card variation on Red Bead 
Experiment. 12 Bits. Create a Monster. One with the Rope. 
Compass Walk. Rope triangle. Islands. Anesian Beams. Swinging 
Log. Radioactive Isotopes. Marshmallows. Miracle shoes. Build a 
Structure. Most any initiative will highlight a team's Processes. They 
should be able to "see" the ways that they typically approach solving problem. 
The Personal Styles will be obvious. When the going gets tough, who stays 
with it? Who "leaves" the group? Help them understand the relationship of 
these responses to style. Help them experience the importance of 
maintenance of group members feelings, need for inclusion and input. 
Encourage "conflict" or "storming" to be viewed as an opportunity and an 
important part of creative decision making. Emphasize the importance of 
"accurate" information, and that to be effective, information needs to reach ill 
members. 

Qualitv Concepts to Emphasize with Processes: 
All Decision Making Processes - Especially Brainstorming, flowcharting, 
Force Field Analysis and the use of STATS tools. An important QJlality process is 
the Plan-Do-check-Act Cycle {PDCA). 
Benchmarking - The acquiring and sharing of information with regard to 
standards of performance achieved by "best-in-class" companies. Use of 
benchmarks can help groups come to consensus with regard to their standards 
and the necessary steps to achieve them. 
Continuous Improvement- An imponant concept with regard to the Q)Jality of 
team processes. Reaching decisions effectively, communicating well and 
group maintenance will not come naturally or easily for most groups. An 
attitude of continually improving a team's processes will set the tone for that 
same attitude to be applied throughout the organization. 
Corrective Action - It will be imponant that the conclusions, recommendations 
and input from a team's processes be not listened to and considered, but 
implemented. The group will be energized by their sense of effectiveness in 
the organization. It is the team leader's responsibility to represent the 
conclusions of the group to those who are in a position to make changes. 
Cost of QJ.zality- The cost of poor quality as it applies to teams is as critical as 
the cost that is reflected by poor quality products or services. Poorly 
functioning teams cost the organization real dollars and cost the individuals a 
great deal with regard satisfaction and motivation. 
Customer-Supplier Partnership- Team members in a real sense are customers 
and suppliers to each other. There is an interdependence between them that 
requires accurate, and timely communication. Consideration for other 
people's time and needs will go a long way in creating the atmosphere needed 
to be effective decision makers and to ensure maintenance of good working 
conditions. 
Employee Involvement- It is critical that team members be invited to 
participate in the dedsions regarding how their work areas operate. If there 
is disagreement, the tools that would help them consider the data needed to 
make a decision are invaluable. When those who disagree on a means to an 
end are involved in creative problem solving, they are much more likely to 
help implement the solution. 
Leadership- All team members have the responsibility for leadership in the 
group, offering ideas and being concerned about group maintenance. 
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Processes 
Decision-making procedures are matched to the situation. Consensus is sought 
for important decisions. Controversy, conflict, and differences are seen as a 
positive key to involvement, the quality and creativity of decisions, and the 
continuance of the group in good working condition. Communication is two
way, with emphasis on the accurate expression of both ideas and feelings. 
Ability and information determine the influence of team members. The 
members periodically evaluate the effectiveness of the team and decide how to 
improve its functioning. 

Definitions and Theories 
Processes have to do with effective interactive skills that take place in 
meetings and during one on one exchanges. It concerns meeting planning 
and implementation and how a team goes about problem solving: reaching 
decisions, gening consensus, handling conflict and the quality of their 
communication and interaction - not just in meetings but in their daily 
exchanges. It includes the procedures they use to define their priorities, 
surface their ideas, build upon their differences and implement their plans. 
Effective use of meeting time and drawing out the ideas, talents and skills of 
individual members to arrive at creative solutions which motivate members to 
action are critical to effective processes. listening skills and concern for 
differences that often involve dealing with feelings are important issues. 
A good look at the differences in Personal Styles will be important 
throughout this segment. All issues listed above will be affected by the 
differences between those who speak out easily and profusely and those who 
withhold or have less to say (the extroverts and the introvens). Task and 
group maintenance needs are important concepts to review. 
Some important problem solving techniques include Brainstorming, 
Flowcharting, Force Field Analysis, the Decision Matrix and the use of 
STATS tools. An important OJ,lality process is the Plan-Do-Check-Act Cycle 
(PDCA). Refer toM. Starcevich's ruM Handbook for experiential ideas for 
process problem solving. 
It will be important to know what processes this team is familiar with and 
whether or not the process works for them. (If it surfaces on the 1EQ as a 
problem, obviously it doesn't.) 
Introduce Conflict Management techniques if conflict is a problem. (See 
Getting to Yes by R. Fisher and W. Ury) An emphasis on the Storming Phase 
of a Group's Life Cycle is appropriate here. 

Activities 
Group juggle.. Giants, Elves & Wizards. Photofinish. Amoeba Race. 
These activities will help the group to "warm-up" to the idea of effective 
interaction, and that clear communication and the need for consensus are 
important to team efforts. 

Trust Activities 
Wind in the Willows. Ships in the Ocean. Trust Falls. It might be 
useful to have the group experience these in the above order and then discuss 
the process they went through to gain the trust needed to fall backwards into 
each other's arms. Discuss the information that was needed to come to a 
decision to try it. How was the two-way communication important? Were 
individual members free to communicate ideas and feelings with one another? 
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Prevention vs. Detection- Teams can prevent ineffective processes by using 
those that are designed to produce desired results. Teams can detect problem 
areas by looking at any processes that consistently prove ineffective. 
Qpality Circles (Process Action Teams) - The formation of such groups can be 
where problems are analyzed, processes used and recommendations made for 
continuous Quality improvement. . 
Seven Tools of Quality - Other tools that help teams within organizations to 
understand their processes in order to improve them: the Cause-and-Effect 
Diagram, Check Sheet, Control Chart, Flowchart, Histogram, Pareto Chart and 
Scatter Chart. 
Top Management Commitment- An important element in the OJ.lality Process of 
an organization. Without which teams will not be empowered to strive for 
OJ.lality. 
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Direction 
~e t~ is clear about its values, vision, mission, strategies, goals and 
pnonn7s. These are cooperatively structured by the entire team, which 
results m a high degree of individual focus and commitment. The direction is 
felt to require stretching, but to be achievable. Energy is mainly devoted to 
the achievement of results. 
Definitions and Theories 
One's value system and desire to defend those values are what motivates toward 
exceptional, high quality performance. For organizations it means answering 
the questions: 

What does our organization stand for? Not, what do we 
produce? Not, what are our goods and services? Not, 
What is our bottom line at the end of each quarter? But, 
what does our organization stand for? 

What are the values, principles and ethics that set our 
organization apart? 

Do our employees know our values and do they share 
them? 

Do our managers work by these values, or do they say 
one thing and practice another? 

(an excerpt from An Organizational Attitude Toward Oualirv by Dr. Barbara 
Pate Glacel, Carlson Learning Company journal, Vol. 3, No.2, 1992) 
The Guiding Principles of Q]Jality are VISion, Mission, and Goals. It is 
imperative that the overall organizational Mission be clear and understood and 
incorporated in the mission of the team. Teams need to define their own 
mission and goals. Smart Rules will be important to review. Personal 
Styles can be looked at with regard to what individuals value. The important 
question becomes, do my personal values and goals match that of this group 7 
What becomes compromised if they do not? Other concepts that might be 
discussed: the Cascading Effect: Policy, Function and Deployment; 
also Hoshin. 
Activities 
Photo finish. Giants, Bves and Wizards. Prui. Kinetic Name Game. 
When everyone in a group understands and accepts the goals, and has a hand 
in defining them, the processes tend to run smoothly and results are more 
easily attained. These activities can be used to help participants assess how 
dearly they understand the goals of the activity before beginning action. 
What values are placed on the outcomes, especially in "Photo finish?" Setting 
personal goals in the "Kinetic Name Game" will open the door for discussion 
around the importance of having a mental image to guide our goals. 

Trust Actiyjties 
Wind in the Willows. Ships in the Ocean. Trust Falls. Sherpa's Day 
Off. To emphasize Mission and Goals, ask participants to apply their personal 
goal that was stated in the "Kinetic Name Game" to the experiences of being 
spotted or caught in the above activities. Stress being specific about how those 
goals are applicable. Focus and commitment to the goals are required. For 
example, someone with the goal of being alert to others needs (Concerned Carl) 
may want to be aware of ways he can really listen to what is being said, 
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verbally and non-verbally. "Go-For-It Georgia" may want to specifically ask 
for spotters to back up physically so the "fall" in "Willows" is more 
pronounced. Discuss how carrying that vision/goal into the experience made 
a difference. 
"Sherpa" may want to let the team look toward a goal off in the distance and 
attempt to get there blindfolded, with no signals from friendly Sherpa. Discuss 
how seeing the goals and keeping it in mind during the process gave the 
group strength or determination to reach their destination. 
Initiatives 
Compass Walk. Again, to reach a goal, it helps if it is "seen" before an 
attempt is made to reach it. Discuss the difference between the group strategy 
and the individual effons. Did the ·group define a strategy? Did the need to 
change the strategy alter the mission? Were members committed to reaching 
the goal enough to stick with it? 
Mine Field. Those with "vision" lead those without "vision" through a series 
of obstacles. Group goals can be defined beforehand and a mission statement 
developed by the group. Focus is on creating a vision for those who don't have 
one through very specific communication of details. 
Orienteering. Using a map and compass the team will have to problem solve 
getting past the barriers. This experience deals with Direction and 
Structure/Resources. Focus and commitment to achieving results while 
obstacles continue to get in the way are at the core of this experience. 
Blind Triangle. The experience involves fmding something that has not 
been seen before putting on a blindfold and then having to arrange the rope 
in a triangle. Discuss how many different "visions" individuals had with 
regard to what the triangle would look llke. Did that vision change? What if 
the vision had been stated and agreed upon ahead of time? Were strategies 
discussed and agreed upon7 
Don't Touch Mel This activity begins with a goal involving time. The 
strategies have to be determined and the goal met to the group's satisfaction. 
The goal is increasingly refined by Benchmarking the team's performance 
with that of another group. Here it is difficult to envision from the stan: just 
how the goal will be reached. But it becomes clearer with adaptation and with 
each new attempt, especially when the team is committed to reaching the goal. 

Quality Concents to Em,phasize with Direction 
Acceptable QJJality Level- A mission and specific goals should also include the 
level of quality that is acceptable by the organization or the team. To begin 
with a vision and goal for quality can cause energy to be directed toward 
achieving results. 
Benchmarking- An imponant concept for organizations to keep in mind 
when defining their mission and goals. The question becomes ~ standards 
of quality do we have to match or better? 
Big Q, little Q- Do the mission and goals of the organization and the individual 
team include the Big Q- managing for QJJ.ality in all it's processes or is it 
limited? 
Company Culture - The organizations values, beliefs and practices as defined 
by top management stress the individual commitment of its members and 
requires St-r--e-tch-ing into Quality at all levels. But not only is it defined by 
top management, it is practiced by top management! 
Continuous Improvement- A value to be held llke a banner. It doesn't happen 
quickly, there are no "Quick FIXes" the goal am!. the strategy is incremental 
and breakthrough improvements. 
Corrective Action - A priority in developing strategies toward reaching a 
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defmed goal can include the reduction or elimination of identified problems. 
Such strategies are developed as needed so as to address the problem as it 
becomes apparent. 
Cost of Poor OJJality- It can become the goal of the organization to eliminate or 
reduce the costs of poor quality when defining its mission and developing its 
strategies. Individuals are committed to reducing such costs. 
Cusromer Satisfaction/Delight- The mission, vision, principles, needs and 
values of the customer (both internal and external) needs to be understood. 
When Organizational mission, vision, principles, needs and values are in 
alignment with those of its customers Quality work will be the result. The goal 
of Quality requires some stretching to achieve. But it is attainable. What 
results does a team want? What does customer satisfaction look like? When will 
they know they have achieved the desired results? Is such satisfaction and 
delight always measured by increased revenue? 
Employee Involvement - An organization members can help structure the 
mission and vision of the organization, and most certainly ought to be 
involved in defming their own strategies, goals and priorities. 
Empowerment - When members are clear about the values, vision and mission 
of the organization, and they are empowered to make decisions and take action 
to achieve those goals, it is more likely that they will be personally committed 
to the vision and mission as it is defined. 
Insranr Pudding/Ka.izen - Effort and education is needed to achieve the Goal of 
Qllality. Patience and "going back to the drawing board" are necessary to make 
quality improvements over time. A direction implies a process, a journey. 
Worthwhile goals are not arrived at quickly. 
Leadership - The source of the values, mission and vision. the strategies and 
priorities to achieve the goals as defined starts with the leadership of the 
organization. The members themselves can exercise leadership at all levels to 
reach Qllality objectives, but they too need to be clear about their own mission, 
vision, values and principles. If considered irrelevant by top-management, 
members efforts will produce frustration and apathy. 
Qpality- A concept that is integral to any Mission statement, or any long-term 
or short-term planning of an organization that espouses a Total Qllality 
process. 
QJ.lality Trilogy- A three pronged approach that can be built into an 
organization's or a team's strategies for implementing a QJ.lality process 
regardless of the task. 
Righr the FU'St TUlle- Can be viewed as a value that ensures Q)lality at every 
step in the organization's process and at all levels. 
Top-Management Commitment- A necessary component in defming values, 
and determining the vision, mission, strategies, goals and priorities of an 
organization. 
Toral QJ.laliry Managemenr- See Q.tality. 
Zero Defects - A goal toward which to strive. 
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Please take five minutes to complete the following questionnaire. 

Answer all the statements on the answer sheet in the back as it 
applys to your z west work team. 

Scott Nemmo is the team leader/manager. 

Follow the directions (especially the personal identification 
part) and return the questionnaire answer sheet to the Challenge 
Quest office no later than October 20th. 

Scott Nemmo 
Connie Schadel 
Machelle Anderson 
Ann Krause 
Betty Law 
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