
 

AFTER 
FURTHER 
REVIEW 

 
 

Leadership Lessons from 
Behind the Whistle 

 
2021 MML Annual Conference 

July 26, 2021 

 
www.bluehenagency.com 
llg@bluehenagency.com 
601.421.7100 



 

 

 
 
 
 
 
 
 

ABOUT 

L. LAVON GRAY, PhD, MBA, CSP 
 
Organizational Conflict Specialist… 
Award-Winning Author… 
Business Owner… 
Professor… 
NCAA Football Referee… 
These are just a few of the hats worn by Dr. Lavon Gray. 
 
From conference rooms filled with bully bosses and passive 
aggressive co-workers, to college football stadiums filled with 
screaming coaches and out of control fans, when it comes to 
conflict, Lavon has seen it all. More importantly, he learned to 
thrive in the middle of the chaos! As a result, over the past 
thirty years Lavon has accumulated more than 7,000 hours of 
platform experience helping leaders resolve conflict, gain 
traction, and lead their organizations to healthier futures. 
 
Lavon holds the designation of Certified Speaking 
Professional (CSP®) from the National Speakers Association 
(NSA®), which places him among the top echelon of 
professional speakers in the world. The Certified Speaking 
Professional designation, established in 1980, is the speaking 
industry’s international measure of professional platform skill 
and has only been earned by 17 percent of NSA members 
worldwide.  
 
A graduate of the University of Southern Mississippi with a B.S. 
in political science, Lavon also holds a PhD with a 
specialization in administration and an MBA in 
entrepreneurship and family enterprise from Louisiana State 
University (Shreveport), as well as certificates in mediation 
from Northwestern University, conflict resolution from Cornell 
University, and leadership and persuasion from Harvard 
University. A certified speaker and leadership coach with The 
John Maxwell Team, Lavon has written five books, including 
Never Wrestle with Pigs: A Survival Guide for Dealing with 
Difficult Personalities, and developed the Blue Hen OCI Health 
IndexTM to help organizations identify their internal conflict 
levels and develop strategies that promote organizational 
health. 



 

 

  
  
  
  
  
  
  
  
  
  
  
  

 
 
 

AFTER FURTHER REVIEW 
The Context of the Workshop 
As a highly successful leader in corporate, 
educational and non-profit organizations, Dr. Gray 
understands the central role of leadership in 
achieving organizational success.   His    
professional    experience, coupled with three 
decades as a sports official, provides a unique and 
insightful perspective on leadership in high- stress 
environments that operate with low margins for 
error. “After Further Review” has been developed 
from this context. 

Each of the four sessions highlight important 
leadership lessons learned on the athletic field, 
then translates them to the corporate 
environment in order to illustrate key leadership 
principles. Using personal stories, humor, 
interactive   teaching, experiential learning and 
decades of proven leadership expertise. Dr.  Gray 
takes participants on a leadership journey giving 
them the tools they need to take organizations 
to the next level…all based on foundational 
leadership truths he learned from “behind the 
whistle.” 

 

 
 
YOU MAKE THE CALL 
Group Learning Activities 
Each session will feature a hands-on learning activity 
entitled, “You Make the Call.” This workshop feature 
is a continuation of the sports officiating theme that 
runs throughout much of the program content. These 
activities will allow participants to put into action 
concepts and principles learned in each session, 
focusing on real-life application. The activities will 
include case studies, groups projects, and 
discussions with a primary emphasis on practical 
application, literally placing participants in the role of 
decision maker. 

 
 



 
 
 
 
 
 
 

 
THE SCHEDULE 

 
 
 
 

8:00 AM – 9:15 AM  Session 1  
Choose to Defuse: Conflict Resolution in 
the Heat of Battle  

 
Page 

5  

9:15 AM – 9:30 AM  Break   

9:30 AM – 10:30 AM  Session 2  
Inside the Huddle: Building PowerHouse 
Teams 

 
Page 
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10:30 AM – 10:45 AM You Make the Call: Group Activity  
The Ripple Effect 

 

10:45 AM – 11:00 PM Wrap-up and Launch  

11:00 AM  Dismiss   



 

 

5 

Session 1 
Choose to Defuse:  
Conflict Resolution in the Heat of Battle 
 
“Choose your battles wisely because if you fight them all you’ll be 

too tired to win the really important ones.” 

When conflict erupts on the field, game officials are often called to the sidelines to explain what’s 

happened. These difficult conversations require effective conflict resolution skills to defuse the conflict 

and restore order to the game. This session equips participants with critical skills needed to successfully 

address workplace conflict by providing practical steps for conflict resolution, a deeper understanding 

of personality types and emotional triggers, a framework for collaborative problem-solving and 

strategies for leading difficult conversations. 

 

Learning Objectives for Session 1 

At the conclusion of this session, participants will be able to: 

1. Identify four steps to effectively resolve workplace conflict; 

2. Recognize five conflict resolution styles (Thomas-Kilmann 

Conflict Mode) and how each can be applied to different 

situations; 

3. Utilize the eight steps of a collaborative problem-solving 

approach;  

4. Identify practical steps for leading challenging conversations as 

part of a conflict resolution process; and, 

5. Discuss the importance of relationships in navigating conflict and 

promoting a healthy work-place culture. 

 

Four Keys to Resolving Conflict 
Here is a Universal Truth: Conflict is a      of life. 

 

What does conflict cost? 

• Office workers spend more than 2 ½ hours per week trying to resolve conflict, which translates 

into $359 billion in losses for U.S. companies every year 

• 81% of workers say they are involved with conflict with other teams or departments. 

• People quit people…not companies. Gallop: 50% quit their job to get away from their boss. 
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KEY 1: Face Conflict          

Key Question: Am I avoiding the inevitable? 
 
Approaches to Addressing Conflict 

• Use Humor 

• Ask Questions 

• Right Timing: Does it need to be said? Does it need to be said now? Does it need to be said my 

me? 

 

KEY 2: Listen _____________________________ 

Key Question: Am I hearing the other person? 

 

There are only 2 roles in a conversation: speaker and listener. You can’t fill both role at the same time. 

 

KEY CONCEPT: You must develop your listening skills to grasp the reality of the situation. 

 

Active Listening Skills 

• Focus 

• Open 

• Affirm 

• Summarize  

 

"Most people do not listen with the intent to understand; 

they listen with the intent to reply." Stephen R. Covey 
 
 
KEY 3: Identify the       issue. 

Key Question: What’s really going on? 

 

Key Concept: The presenting issues is almost NEVER the real issue. If its hysterical its historical. 

 

5 Common Causes of Conflict 

ü Interpersonal 

ü Communication 

ü Change 

ü “Unemptied Cups” 

ü Triggers 
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Why You’re Melting Down 

The first time you observe the anatomy of the human brain, its many folds and overlapping structures 

can seem very confusing and you may wonder what they all mean. The anatomy of the brain becomes 

much clearer when you examine it in light of the Triune Brain Theory, developed by neuroscientist, Dr. 

Paul MacLean (Yale University) in the 1960s. The Triune Brain Theory also helps us understand how 

emotional triggers impact our ability to function. 
 
Reptilian Brain = Instinct (Bottom 1/3) 

• Fully developed at 6 months 

• No ability to desire to reason, no comprehension of abstract concepts 

• Will do anything to manage fear/anxiety 

• No impulse control 

• Monitors body operation 

• Literal, tied to 5 senses 

 

Limbic Brain = Emotional/Social (Middle 1/3) 

• Fully developed by 6 years old 

• Function is to relieve stress/anxiety 

• Controls the basic emotions (fear, 

pleasure, anger) and drives (hunger, 

sex, dominance, care of offspring) 

• Little impulse control; NO concern about 

long-term consequences 

• Fight-Flight-Freeze 

 

Pre-frontal Cortex = Rational Brain (Top 1/3) 

• Slower processing than lower 2/3 

• Fully developed by mid-20s 

• Only part of the brain that rests, goes “off-line” 

• Alcohol, drugs, fear, anxiety can throw off-line 

• Wisdom and perspective reside here 

• Facts, reason, willpower, logic, analysis, problem-solving 

• “Parent” or “Mentor” to bottom 2/3 of brain 

• Counterbalance to emotions and impulses 

• CEO of the brain 
 
 

The Reptilian and Limbic comprise 
2/3 of the brain. These sections: 

• Consume 98% of energy sent 
to brain 

• Contain 5x as many one-way 
circuits going up to the 
prefrontal cortex for each one 
going down 

• Have no perspective or context 
• Have no sense of time other 

than NOW 
• Gut react within 3 seconds 
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Amygdala Hijack 

An immediate, overwhelming emotional 

response with a later realization that the 

response was inappropriately strong given 

the trigger. The amygdala hijack basically 

equates to “freaking out” or seriously 

overreacting to an event in your life. 

 

“When angry count to ten before you 

speak. If very angry, count to one 

hundred.” 

– Thomas Jefferson 

 

 

How to Keep the Trap Door Open 

• Identify your triggers 

• Plan ahead 

• Breath 

• Calming Exercises 

• 30-minute rule 

• 6-Second Rule 

 

 
 
List 5 things that trigger you. Why? 
 
1. ________________________________________________________________ 
 
  
2. ________________________________________________________________ 
 
 
3. ________________________________________________________________ 
 
 
4. ________________________________________________________________ 
 
 
5. ________________________________________________________________ 
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LINCOLN ON ANGER MANAGEMENT 
 
Whenever Abraham Lincoln felt the urge to tell 
someone off, he would compose what he called a 
“hot letter.” He’d pile all of his anger into a note, 
“put it aside until his emotions cooled down,” 
Doris Kearns Goodwin once explained on NPR, 
“and then write: ‘Never sent. Never signed.’”  
 
Which meant that Gen. George G. Meade, for one, 
would never hear from his commander in chief that 
Lincoln blamed him for letting Robert E. Lee 
escape after Gettysburg. 
 
 
Key 4: Go       
Key Question: Where’s the Common-Ground? 
 
Key Concept: In most situations there are shared interests or needs. Intentionally mine for them. 
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What’s Your Conflict Resolution Style 

BlueHenAgency.com/TakeTheTest 

Conflict resolution has been the subject of much study and has led to many theories and approaches 
being formulated. The Thomas-Kilmann Conflict Mode Instrument (TKI) was developed in the 1970s by 
Kenneth Thomas and Ralph Kilmann. It recognizes that there are five main styles of conflict and by 
understanding these styles you can apply different approaches that are best suited to resolve the 
conflict style you are facing. 
 
The five styles of conflict that they identified are: 

• Competitive 
• Collaborative 
• Compromising 
• Accommodating 
• Avoiding 
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“Going Deep” for Common Ground: How to Ask Clarifying Questions 
• Asking "Why?" can sometimes bring about conflict in conversation. 
• Using information-gathering questions, you can gain more information about simple 

generalizations. 
• Other ways of asking "Why?" remove the question’s ability to make someone feel defensive. 

There are two main types of clarifying questions: information-gathering questions and “Why” 

questions. Information-gathering questions are useful to learn more about a specific topic or situation. 

“Why” questions help to uncover interests, needs, and concerns. In order to gain important 

information without exacerbating a conflict, it is important to learn about both types of questions and 

how to use them. 

 

 

Information-Gathering Questions 

When do I use them?  

Use information-gathering questions when you feel you need more information before you fully 

understand the situation or conversation. These questions will allow you to break down the 

generalizations that come up in conversations. They also should be used whenever the clarity of 

conversation will be improved by gaining more information. 

How do I use them?  

When generalizations come up in your conversations, it’s necessary to pause the conversation in order 

for both parties to understand the intended meaning. Often, generalizations, such as those listed 

below, can act as barriers to clear conversations. When these words or phrases come up, take a 

moment to clarify the meaning without making the other person feel uncomfortable. 

 

Common Generalizations Ask Questions to Find Out: 

Every, all, never, always Do you really mean always, every…? 

Can’t, impossible, unable 
What are the barriers? 

What would happen if you did? 

Have to, necessary, must 
Or what would happen? 

What would happen if we didn’t? 

No communication How would you like to…? 
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Lack of commitment What does…mean to you? 

Costs are rising 

Work is harder 

Which costs? 

Compared with what? 

Not sure, not happy About what in particular? 

They aren’t happy 

It happens all the time 

Who specifically? 

To you or to someone you know? 

 

Ways of Asking “Why?” 

When do I use them?  

Questions like "Why?" can bring about conflict in conversation. Because the word why reveals so 
much valuable information but also can cause conflict, you must consider different ways to get similar 
answers. By using different ways of asking "Why," you’ll be able to avoid people feeling defensive. 
Use these alternatives in any situation that you would want to ask “Why?” to gain more information. 

How do I use them?  

Use other ways to ask the question by replacing “Why?” with another phrase, such as one listed 
below. Changing your way of questioning will allow the conversation to continue without conflict and 
emotions distracting the meaning. 

 

Replace…  By Asking…  

Why do you need this? You need this because… 

Why did you act that way? Tell me more about that. 

Why does that bother you? Let me be sure I understand [paraphrase]. 

Why is that a problem? What are your concerns? 

Why do you care about that? So, you have a strong interest in…. Did I hear you correctly? 

Why does that have to be the 
solution? 

So, however we resolve this, you have a need for the solution 
to be…. 

Why do you want to do that? How would you do this if you were me? 

Why would we do that? What if we…? Would that work for your concern? 
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Conflict Resolution Best Practices 
Conflicts include differences of opinion and perceptions at all levels of interaction including 

supervision, shared work and living spaces, teaching and learning. When conflicts affect the ability to 

work productively, learn effectively, or live in a comfortable environment, they need to be addressed. 

The following are some best practices that can contribute to effective conflict management. As with 

most conflict management skills, these practices are common sense but can be challenging to put into 

practice. 

 
As an individual: 

• Address conflict early to prevent it from escalating.  

• Discuss the issue directly with the person(s) involved. 

• Communicate with respect.  

• Seek to learn and understand the other point(s) of view.  

• Address perceptions and assumptions. 

• Listen to understand the interests of the other party, and not just their position on the matter in 

dispute. 

• Focus on the issue, not the person. 

• Find ways to move past your differences; agree where you can find common ground and agree 

to disagree if necessary. 

• Focus on the present and future and be willing to put the past behind you.  

 
As a colleague or co-worker: 

• Encourage parties in conflict to address each other early and directly. 
• Encourage the parties to focus on common interests and work to resolve their differences in 

order to move forward. 
• Do not be drawn into conflicts in which you are not a party. 
• Do not escalate the conflict by giving it undue attention. 
• Treat both parties in conflict with respect. 

 
As a supervisor dealing with colleague or co-worker conflict: 

• Practice the individual conflict management skills listed above and encourage others in conflict 
to do so as well. 

• Manage the environment to support conflict resolution. 
• Be aware of the effects of power differences on conflict management. Be alert to worries about 

retaliation. 
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Session 2: 
Inside the Huddle: 
Building PowerHouse Teams 
 
“One is too small a number to achieve greatness” 

 
When an officiating crew makes a mistake, you go down as a team. There’s no room for statements like, 

“It wasn’t my call” or “You need to talk to my partner.” It’s ‘one for all and all for one’…period. 

Unfortunately, far too many organizations are defined by silos and their meetings more closely resemble 

war zones than strategy sessions. Inside the Huddle focuses on breaking down team dysfunctions using 

trust, collaboration and communication as the primary tools.  

 
 
List 3 people you admire the most?  Why? 
 

1.  
 

2.   
 

3.   
 

 

The Myth of the Lone Ranger 
Nothing of significance was ever achieved by an individual acting alone. Look beneath the surface and 
you will find that all seemingly solo acts are really team efforts. 
 

“There is nothing antithetical in American history, culture, or traditions to teamwork. Teams were 
important in America's history - wagon trains conquered the West, men working together on the 
assembly line in American industry conquered the world, a successful national strategy and a lot 
of teamwork put an American on the moon first (and thus fare, last). But American mythology 
extols only the individual...In America, halls of fame exist for almost every conceivable activity, 
but nowhere do Americans raise monuments in praise of teamwork.” 

- Lester Thurow 
 

 

The Value of Teamwork 
• Teams involve more PEOPLE thus affording more resources, ideas and energy than would an 

individual. 
• Teams maximize POTENTIAL and minimize WEAKNESSES. 
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• Team provide multiple PERSPECTIVES 
• Teams share the credit for VICTORIES and the blame for LOSSES. 
• Teams keep leaders ACCOUNTABILE for the goal. 
• Teams can simply DO MORE than individuals. 

 

So Why Do We Stand Alone? 
• Ego 
• Insecurity 
• Naïveté 
• Temperament   

 
Community Silos 

• When we COMMUNICATE, COLLABORATE and PROBLEM-SOLVE we can leverage 
community silos. 

• Expertise silos are critical…they just have to be CONNECTED 
• How do you horizontally connect silos? 

o Optimize how you communicate 
o Set the tone from the top 
o Establish (and honor) regular checkpoints 
o When in doubt, stop, collaborate and listen 
o Remember why you’re making the effort 

• Advantages of horizontally connected silos 
o Leverages a wider range of personal experiences 
o Generates more potential solutions 
o Prevents blind spots 
o Sets a tone for intentional questioning  
o Brings diversity to the table 

  



 

 

16 

 
 

The Five Dysfunctions of a Team 

 

 

 

 

  

 

 

 

 

 
 

Dysfunction #1: Absence of TRUST 
The fear of being vulnerable with team members prevents the 

building of trust within the team. 
 

• “Trust is knowing that when a team member does push 

you, they’re doing it because they care about the 

team.” (Lencioni). 

• Teams that lack trust waste inordinate amounts of time 

and energy managing behaviors and interactions within 

the group. 

• For trust to work, leaders must show vulnerability first 

and create an environment that does not punish it. 

 

Members of teams with an absence of trust…  

• Conceal their weaknesses and mistakes from one another 

• Hesitate to ask for help or provide constructive feedback 

• Hesitate to offer help outside their own areas of responsibility 

• Jump to conclusions  
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• Fail to recognize and tap into one another’s skills and experiences 

• Hold grudges 

• Dread meetings and avoid spending time together 

 

Members of trusting teams…  

• Admit weaknesses and mistakes 

• Ask for help 

• Accept questions and input about their areas of responsibility 

• Give one another the benefit of the doubt before arriving at a negative conclusion 

• Take risks in offering feedback and assistance 

• Appreciate and tap into one another’s skills and experiences 

• Focus time and energy on important issues, not politics 

• Offer and accept apologies without hesitation 

• Look forward to meetings and other opportunities to work as a group 
 
 
 

Dysfunction #2: Fear of CONFLICT 
The desire to preserve artificial harmony stifles 
the occurrence of productive ideological conflict. 

 
 

• When teams fear conflict it becomes impossible to work through difficult issues. 

• Good conflict is not about winning a debate, it is about listening to someone else’s ideas and 

considering their point of view. 

• Great teams do not hold back with one another. They are unafraid to air their dirty laundry. 

They admit their mistakes, their weaknesses, and their concerns without fear of reprisal 

(Lencioni). 
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• It’s as simple as this. When people don’t unload their opinions and feel like they aren’t being 

heard, they won’t really get on board (Lencioni). 

 

Teams that fear conflict… 

• Have boring meetings 

• Create environments where back-channel politics and personal attacks thrive 

• Ignore controversial topics that are critical to team success 

• Fail to tap into all the opinions and perspectives of team members 

• Waste time and energy with posturing and interpersonal risk management 

 

Teams that engage in conflict…  

• Have lively, interesting meetings 

• Extract and exploit the ideas of all team members 

• Solve real problems quickly 

• Minimize politics 

• Put critical topics on the table for discussion 

 

How do you overcome fear of conflict? 

• Simply identifying what is positive conflict and acknowledging that it is productive can go a 

long way. It is also important to look for buried disagreements and try to bring them to light. 

This forces the team to start working through them. 

 
 

Dysfunction #3: Lack of COMMITMENT 
The lack of clarity or buy-in prevents team members 

from making decisions they will stick to. 
 

• Commitment builds on the first two dysfunctions. You 

need trust to produce productive conflict. Productive 

conflict then enables people to commit with clarity 

and buy-in. 

• Seeking consensus is a natural inclination but a big 

mistake. Great teams know that consensus is 

impossible (and works against productive conflict). 

• It is better to take input and commit to a course of 

action – even if there is uncertainty involved – than to 

be indecisive. Commitment is buying in even if you don’t agree with a decision (i.e. breaking 

consensus). 
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• Politics is when people choose their words and actions based on how they want others to react 

rather than based on what they really think (Lencioni). 

 

A team that fails to commit… 

• Creates ambiguity among the team about direction and priorities 

• Watches windows of opportunity close due to excessive analysis and unnecessary delay 

• Breeds lack of confidence and fear of failure 

• Revisits discussions and decisions again and again 

• Encourages second-guessing among team members 

 

A team that commits… 

• Creates clarity around direction and priorities 

• Aligns the entire team around common objectives 

• Develops an ability to learn from mistakes 

• Takes advantage of opportunities before competitors do 

• Moves forward without hesitation 

• Changes direction without hesitation or guilt 

 

How do you overcome lack of commitment? 

• The primary technique here is cascading messages. This means leaders must go out and 

communicate the results to their teams. This ensures everyone is on the same page.  

• When leaders are on the same page and communicate the same message, it sends a powerful 

message to teams. 

• Set deadlines for decisions and create worst-case scenario contingencies. 
 

Dysfunction #4: Avoidance of ACCOUNTABILITY 
The need to avoid interpersonal discomfort prevents team members 

from holding one another accountable. 
 

• Once there is a clear sense of what is expected, 

teammates are enabled to hold one another 

accountable.  

• This doesn’t happen immediately but fades over 

time as standards slowly decline. 

• Once we achieve clarity and buy-in, it is then that 

we have to hold each other accountable for what 

we sign up to do, for high standards of 
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performance and behavior. And as simple as that sounds, most executives hate to do it, 

especially when it comes to a peer’s behavior (Lencioni). 

 
A team that avoids accountability… 

• Creates resentment among team members who have different standards of performance 

• Encourages mediocrity 

• Misses deadlines and key deliverables 

• Places an undue burden on the team leader as the sole source of discipline 

 
A team that holds one another accountable… 

• Ensures that poor performers feel pressure to improve 

• Identifies potential problems quickly by questioning one another’s approaches without 

hesitation 

• Establishes respect among team members who are held to the same high standards 

• Avoids excessive bureaucracy around performance management and corrective action 

 
 
How do you create a culture of accountability? 

1. Be on time, all the time. 

2. Clarify all action items and deliverables in writing at the end of every meeting. (3 Ws – Who, 

What, and When) 

3. Clearly state what you can't commit to so that you don't lower the accountability bar in your 

company by missing a "phantom deliverable." 

4. Hold your focus long enough to make progress and reassure your team. 

5. Credibility is a marathon, not a sprint. 

 
 
 
 
 
 
 
 
 

 
 
 
 
 
 

SANCTIONED INCOMPETENCE 
“When one team member is allowed to work less or consistently has a 
destructive attitude, it’s a disaster waiting to happen. If you don’t deal 
with the offending team member, the rest of the team will become 
demoralized and resentful.” 

– Dave Ramsey 
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Dysfunction #5: Inattention to RESULTS 
The pursuit of individual goals and personal status 

erodes the focus on collective success. 
 
 

• Without accountability, people will gravitate toward their own personal goals at the expense of 
the collective goals of the team. It’s like a basketball player being happy he got a triple-double 
even if the team lost. 

• It is important to clearly define the results. A team member must be able to look at the results 
and know if they met the target. Many teams falter by setting subjective goals. 

• Make the results that we need to achieve so clear that no one would even consider doing 
something purely to enhance his or her individual status or ego because that would diminish 
our ability to achieve our collective goals. We would all lose (Lencioni). 

 
A team that is not focused on results… 

• Stagnates/fails to grow 
• Rarely defeats competitors 
• Loses achievement-oriented employees 
• Encourages team members to focus on their 

own careers and individual goals 
• Is easily distracted 

 
A team that focuses on collective results… 

• Retains achievement-oriented employees 
• Minimizes individualistic behavior 
• Enjoys success and suffers failure acutely 
• Benefits from individuals who subjugate their 

own goals/interests for the good of the team 
• Avoids distractions 

 
How do teams stay results focused? 

• Develop a scorecard. What gets measured gets done! 
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people engage in conflict

• 
H

ave lively, interesting m
eetings

• 
Extract and exploit the ideas of all team

 m
em

bers
• 

Solve real problem
s quickly

• 
M

inim
ize politics

• 
Put critical topics on the table for discussion

• 
C

onceal their w
eaknesses and m

istakes from
 one another

• 
H

esitate to ask for help or provide constructive feedback
• 

H
esitate to offer help outside their ow

n areas of responsibility
• 

Jum
p to conclusions about the intentions and aptitudes of others

w
ithout attem

pting to clarify them
.

• 
Fail to recognize and tap into one another’s skills and experiences.

• 
W

aste tim
e and energy m

anaging their behaviors for effect
• 

H
old grudges

• 
D

read m
eetings and find reasons o avoid spending tim

e together

A
bsence of  T

rust
9

 
Personal H

istories Exercise
9

 
Te

m
 Effectiveness Exercise

9
 

Personality and B
ehavioral Preference Profiles

9
 

360-D
egree Feedback

9
 

Experiential Team
 Exercises

9
 

D
em

onstration of vulnerability first by leader

• 
A

dm
it w

eaknesses and m
istakes

• 
A

sk for help
• 

A
ccept questions and input about their areas of responsibility

• 
G

ive one another the benefit of the doubt before arriving at a negative
conclusion.

• 
Take risks in offering feedback and assistance

• 
A

ppreciate and tap into one another’s skills and experiences
• 

Focus tim
e and energy on im

portant issues, not politics
• 

O
ffer and accept apologies w

ithout hesitation
• 

Look forw
ard to m

eetings and other opportunities to w
ork as a group
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17 Essential Qualities of a Team Player 
John C. Maxwell 
 
“Nothing of significance was ever achieved by an individual acting alone. 
Look below the surface and you will find that all seemingly solo acts are really team efforts.” 
 

1. Adaptable: If you won’t change for the team, the team may change you 
2. Collaborative: Working together precedes winning together  
3. Committed: There are no half-hearted champions  
4. Communicative: A team is many voices with a single heart 
5. Competent: If you can’t, your team won’t  
6. Dependable: Teams go to go-to players 
7. Disciplined: Where there’s a will, there’s a win  
8. Enlarging: Adding value to teammates is invaluable 
9. Enthusiastic: Your heart is the source of energy for the team 
10. Intentional: Make every action count  
11. Mission conscious: The Big Picture is coming in loud and clear 
12. Prepared: Preparation can mean the difference between winning and 

losing  
13. Relational: If you get along, others will go along  
14. Self-improving: To improve the team, improve yourself 
15. Selfless: There is no “I” in team  
16. Solution-oriented: Make a resolution to find the solution  
17. Tenacious: Never, never, never quit 

 

Collaborative 

“To collaborative team members, completing one another is more important than competing with one another.” 
 
Great challenges require great teamwork, and the quality most 
needed among teammates amid the pressure of a difficult challenge 
is collaboration. Notice that we didn’t say “cooperation” because 
collaboration is more than that. Cooperation is working together 
agreeably. Collaboration is working together aggressively. 
 
Becoming a collaborative team player requires a change in four 
areas: 

1. Perception –See teammates as collaborators, not competitors. To collaborative team members, 
completing one another is more important than competing with one another. 

2. Attitude –Be supportive, not suspicious, of teammates. If you trust people, you will treat them better. 
And if you treat them better, you and they will be more likely to create collaborative relationships. 

3. Focus – Concentrate on the team, not on yourself. “True progress in any field is a relay race and not a 
single event.” 
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4. Results –Create victories through multiplication. Collaboration has a multiplying effect on everything 
you do because it releases and harnesses not only your skills but also those of everyone on the team. 

Key Question: Which of the four areas above are you strongest? 

 

To become a collaborative team player... 

• Think win-win-win. Usually when you collaborate with others, you 
win, they win, and the team wins. 
• Complement others. Get together with someone who has strengths in 
your area of weakness and vice versa and work together. 
• Take yourself out of the picture. Get in the habit of asking what’s best 
for the team. 

 

Communicative 
Without communication, you don’t have a team; you have a collection of individuals.  
 
Communicative players...  

• Do not isolate themselves from others. The more teammates know about each other and about the team’s goals 
and methods, the more they’ll understand. The more they understand, the more they’ll care. A player with 
passion as well as information and connection is a powerful asset to the team.  

• Make it easy for teammates to communicate with them. If you look at good leaders and impact players on a team, 
you will find that they not only stay connected with their teammates; they also make sure their teammates 
are able to make contact with them easily.  

• Follow the twenty-four-hour rule. Without communication, bad situations just fester. If you have any kind of 
difficulty or conflict with a teammate, don’t let more than 24 hours go by without addressing it.  

• Give attention to potentially difficult relationships. Relationships need attention to thrive. That is especially true of 
relationships between people who have potential for conflict.  

 
To improve your communication...  

• Be candid. Open communication fosters trust.  
• Be quick. When you discover as issue with teammates, 

find the first reasonable opportunity to  
address it with them. And invite others to do the same 
with you.  
Be inclusive. People are up on things they’re in on.  
 

 

 

 

Solution-Oriented 

Most people can see problems. That doesn’t require any special ability or talent.  
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As Alfred A. Montapert observed, “The majority see the obstacles; the few see the objectives; history records the 
successes of the latter, while oblivion is the reward of the former.”  
 

Solution-seeking people recognize that...  
• Problems are a matter of perspective. Obstacles, setbacks, and failures 
are simply parts of life. You can’t avoid them. But that doesn’t mean 
you have to allow them to become problems. Be solution oriented.  
• All problems are solvable. If you believe it can’t be done, it’s likely you 
won’t find a solution. Cultivate the attitude that all problems are 
solvable.  
• Problems either stop us or stretch us. Success magazine founder held that 
“obstacles will look large or small to you according to whether you 
are large or small.” Depending on how you approach problems, 
they’ll stop you from succeeding or stretch you so that you not only 
overcome them but also become a better person in the process. The 
choice is yours.  

To make yourself a more solution-oriented team player...  
• Refuse to give up. Determine not to give up until you find a solution.  
• Refocus your thinking. No problem can withstand the assault of sustained thinking.  
• Rethink your strategy. Albert Einstein observed, “The significant problems we face cannot be  

solved at the same level of thinking we were at when we created them.” Get out of the box of  
your typical thinking.  

• Repeat the process. If at first you don’t succeed in solving the problem, keep at it.  

 
 
Teamwork Truths 
“There are some things only a team can accomplish” 

1. Teamwork DIVIDES the effort and MULTIPLIES the effect. 

2. Talent wins GAMES but teamwork wins CHAMPIONSHIPS. 

3. Teamwork is not about YOU. 
 

"In order to have a winner, a team must have a feeling of unity. Every player must put the team 
first ahead of personal glory" – Bear Bryant 
 
“If a team is to reach its potential, each player must be willing to subordinate his personal 
goals to the good of the team.” – Bud Wilkinson 
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“The freedom to do your own thing ends when you have obligations and responsibilities. If you 
want to fail yourself - you can - but you cannot do your own thing if you have responsibilities to 
team members.” – Lou Holtz 
 
 “There are plenty of teams in every sport that have great players and never win titles. Most of 
the time, those players aren't willing to sacrifice for the greater good of the team. The funny 
thing is, in the end, their unwillingness to sacrifice only makes individual goals more difficult to 
achieve. One thing I believe to the fullest is that if you think and achieve as a team, the 
individual accolades will take care of themselves. Talent wins games, but teamwork and 
intelligence win championships.” – Michael Jordan 

 

4. Great Teams Create COMMUNITY 

5. Adding Value to Others Adds Value to YOU. 
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APPENDICES 
 
Active Listening 

 
Skill Definition Purpose 

Encourage To show verbal or 
nonverbal signs of 

interest. 

• To encourage the person to 
continue talking. 

Question To ask the speaker questions. • To gather more information. 

• To check out the accuracy of what 
you have heard. 

Restate To repeat in your words 
the main facts and issues. 

• To show you have heard 
and understood. 

• To check the meaning and 
interpretation of what you have heard. 

Reflect To feed back the emotional 
part of the message. 

• To show you understand the 
feelings behind what is being 
expressed. 

• To help the person evaluate 
and understand his/her own 
feelings. 

Summarize To make a brief but 
complete statement that 
captures the essence of 

the speaker’s perspective. 

• To pull together the important 
issues and feelings. 

Validate To acknowledge a 
person’s worth, efforts 

and feelings. 

• To recognize the value of the 
speaker’s issues and feelings. 

• To show appreciation for the 
speaker’s efforts at communication. 
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Challenging Conversations in the Workplace 
 

Part One: Identify and Prepare for a Challenging Conversation in your Workplace 
 

Describe the situation that needs to be addressed in a potentially challenging conversation 
(i.e., who is involved, how long it’s been an issue for you, why you have not yet addressed it) 

 
 

Outline your beliefs about the situation 

 

 

Reflect on the issue 

Is this the first time this situation is being addressed? If not, what is different this time? 
 
 
 
Why should you be the person to have the conversation? 
 
 
 
Does the issue actually warrant having a conversation?  
 
 
 
Outline why this situation should not be handled purely as a performance issue, following 
performance management guidelines.  

 
 

 

Scoping the issue 

On the chart below, plot the Impact and Frequency of your conflict. In the space below, 
provide an explanation for the plotted point.  
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Lens/perspective 
The following questions will have you examine your own lens and the lens of the person you’ll be 

talking to. Remember, the lens/perspective of the other person can be different from your own based 

on life and work experiences, status or role, work and conflict styles, etc.  
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What data or observations supports what you believe about the situation? 

What data/observations are you using when you describe or think about the situation? 
 
Was there a specific interaction?  
 
Do you have a long-standing relationship with the other person in the situation?  
 
Do you have life experiences that would lead you to believe something?  
 
What are some specific examples of behavior or interactions that led to the situation? 

 

How do you think the other person would describe the situation? 

 
 

What data or observations do you think the other person would have listed? What are other 
possible factors that you may have dismissed or disregarded? 

 

 

Consider how the data/experiences feeding your ladder of inference are clouding your view of the 
other person's perspective. 

 
 

Common 
Considerations: 

 

What information are you missing?  
Do you have unanswered questions you’d like to ask the other party? 
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Understanding Your Goals, Interests, and Impacts 
Answer the following questions regarding your goals, your interests, and the impacts of your 
challenging conversation. 
 

Goals: What is the goal of the conversation? What is your intention? Is it to change a specific 
behavior? Is it to improve a working relationship? Is it to agree on a process? Or is it something 
else? Be as specific as possible.   

 

Interests: What are the needs and concerns you’d like met during this conversation? If you’re 
looking for a particular outcome, why are you looking for that outcome? 

 

Impacts: How is this situation affecting you? Is it frustrating? Is it diminishing your effectiveness or 
efficiency? Or is it affecting you another way? Be specific and use examples of how it has affected 
you. 

 

 
Purpose Statement 
Write out how you’ll communicate the purpose of and reason for this conversation (also referred to as 
an “issue statement” or “opening statement”). 
 

Below, define your purpose statement. Start by making some notes on the purpose and needs. 
Then refine that content into a concise and actionable purpose statement.  

Purpose 
 

Needs 
 

Purpose Statement 
 

  

After completing your plan, ask yourself:  
Am I the best person to have this conversation?  
If not, will the best person to have this conversation be willing to have it?  
 
In the space below, articulate why you have chosen to move forward with having the conversation.  
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Part Two: Have a Challenging Conversation 
 
Instructions: With a trusted peer, practice having the conversation you planned. This practice will help 
you refine the structure. Use the space below to make notes based on your plan and to take notes 
during the practice.  
 

 
Step 1 
Framing and Impacts 

Frame the conversation with the clear and direct statement you 
prepared during your planning time. You’ll need to be prepared to add 
a bit of context; for instance, how this has impacted you. Then, invite 
the other person to do the same. You may wish to take notes as they 
speak. 
 

Step 2 
Summarizing and 
Clarifying 

Listen to the other person, summarize what was said, and ask clarifying 
questions to make sure that you understand exactly what they mean. 
You may want to put some preplanned questions here and leave space 
to jot more down during the conversation.  
 

Step 3 
Possible Paths Forward 

Have possible paths forward outlined before entering the conversation. 
Use this step to shift the conversation to focus on positive outcomes. 
Share those with the other person, and then invite them to share their 
ideas. Summarize and clarify the ideas to make sure you understand 
what's been said. Note ideas below.  
 

Step 4 
Reality Checking 

Reality check some of the possible paths forward. You’ll want to 
explore how well the solutions work in terms of timing, your styles, the 
team you're working with, and any other factors unique to your 
situation. That should narrow your list.  
 

Step 5 
Choosing a Path 
Forward  

Select a workable path forward. You may still have multiple options, 
and together you'll need to choose what you think is the best workable 
path forward. Outline that path below.   
 

Step 6 
Designating a Check-in 
Time 

Designate a check-in time after this to make sure that whatever path 
you've come up with is working for you. It may only solve part of the 
problem, it may solve the whole problem, or it may just be a change in 
attitude. You're going to want to know how it’s going for both of you. 
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Part Three: Determine Appropriate Next Steps after the Conversation 
 
Instructions: In part three, you’ll continue the challenging conversations approach by completing an 

action plan. The plan should outline what the appropriate next steps would be for the conversation 

you practiced in part two.  

 
Summarize the 
problem 

Reiterate your purpose statement. 
 
 
Why is this conversation necessary? 
 

Agreed path 
forward  

Describe the behavior changes you’ve agreed to going forward. 
 
 
Be sure to consider the need to escalate. 
 
 

Consider your role What specific actions will you take moving forward? 
 
 
What specific actions will the other party take moving forward? 
 
 
 

Timeline Identify a timeline for implementation.  
 
 
When is your designated check-in time, and what do you plan to have 
accomplished by then?  
 
 
 

Measurement & 
results 

How are you going to measure the results or demonstrate that your 
efforts have had a positive impact?  
 
 
Outline your measurement strategies here.   
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Using the Problem-Solving Approach 
The Scheinman Institute on Conflict Resolution, Cornell University 

  
 

 

 
 

1. Initial Positions 
2. Interests/Goals 
3. Information/Criteria 
4. Options 
5. Tentative Solution 
6. Implementation 
7. Experience 
8. Evaluate 

 
In practice, your conversations may combine or move between different steps, hence the reason for 

presenting the process in the context of only three elements. As you begin these conversations, keep 

in mind two essential principles of the problem-solving model (shown below). 

1. Delay discussion about solutions until you have a thorough understanding of the issue you are 

trying to resolve. 

2. Use questions (rather than make assumptions) to surface interests that must be met and criteria 

for a successful solution.   

 
 
PHASE 1 
Identify Interests and Needs 
 
Step 1: Initial Positions 
Step 2: Interests/Goals 
Step 3: Information/Criteria 
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Often, discussions about a conflict begin with 

one or more of the parties providing their 

position, or their initial, preferred solution to the 

problem. Arguing the merits of these 

positions/solutions can quickly lead to a 

conversation about whose solution is the best 

and who will win or lose in the conflict. 

Underlying these positions is a set of interests, or 

needs, goals, and concerns that each party is 

hoping to get satisfied and that are currently 

blocked by the conflict. Interests are those things 

we care about, the reasons why we are in conflict. There may be multiple ways to get interests satisfied, 

in addition to the initial positions/solutions.   

 
The next step in the conversation is to set aside positions and focus on understanding the other 

party’s interests and describing your own. Ask yourself why the solution you favor works for you. What 

needs does it address? Do the same with the other party. Ask questions to try to understand the other 

party's interests. This may require using a variety of "why" questions and clarifying and reflecting back 

what you’ve heard to be sure you understand the other party’s interests. This part of the conversation 

can sometimes shed new light on what exactly the problem is that you are trying to resolve and cause 

you to jointly reformulate your definition of the issue.   

 

Statements of interests, by their nature, are general and can be satisfied in many ways. Try to identify 

some criteria for measuring or assessing whether interests are being successfully met. Good criteria 

are objective standards that can be easily verified. When objective standards are not available or 

applicable, you may need to create your own criteria by agreeing with the other party on what 

constitutes a measure of success for meeting an interest. 

 
Goal for Phase 1 

Mutual understanding of each other’s’ interests and criteria for how interests can be met 
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PHASE 2 
Generating options and agreeing on solutions 
 
Step 4: Options 
Step 5: Tentative Solution  
 
Interests and standards help to outline the contours 

of what a good solution will look like, but there are 

still many possibilities open for how to fill in those 

contours. The next part of the conflict conversation 

is to explore options that might satisfy everyone’s 

interests at an acceptable level. The goal at this 

point is not to immediately come up with the perfect 

solution but to generate ideas that would help to 

meet one or more interests in some way.  Not all the 

options you think of will be usable, but brainstorming multiple options helps foster creativity and 

innovation.   

 

Consider the most promising options and combine them to craft a solution that works for all involved. 

Having a win-win outcome does not necessarily mean that everyone gets exactly what they want but 

that they all get their most important interests met at an acceptable level. Some other questions to 

consider when evaluating whether a solution is workable include: 

• Will the solution solve the basic problem? 

• Can it be implemented without excessive costs in time or other resources? 

• Will people easily go along with it, or will there be resistance to implementing it? 

• Does it help to improve our working relationships, or will it put a strain on them? 

 
Goal for Phase 2 

Agreement on a set of options that will form a workable solution 
 
 
 
Phase 3:  
Implementing and monitoring solutions 
 
Step 6: Implementation 
Step 7: Experience 
Step 8: Evaluate 
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The final element of the conflict conversation is to 

discuss how you will put the tentative solution in 

place and who will take responsibility for each 

aspect of implementing it. Consider together 

when you can reasonably expect to start the 

implementation, whether some elements will 

have to come before others, and how much 

time is needed to give the solution a chance to 

work. Create a time to check in with each other on 

how the tentative agreement is working. At this 

point, you may need to modify some aspects of 

the solution. Or you may want to address additional issues that are related to the original problem.    

 
Goal for Phase 3 

Joint evaluation of the success of the solution and modifications if necessary 
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L. Lavon Gray, PhD, MBA, CSP 
llg@bluehenagency.com 

601.421.7100 
 

Stop by our booth to discuss how the Blue Hen team can help your community win! 

 

When we communicate, collaborate and problem-solve we leverage 
organizational silos.  

The world is so connected these days, it’s hard to 
believe that any workplace is struggling with a lack 
of communication. Yet working in silos continues 
to plague organizations of all sizes. It causes 
interdepartmental communication breakdowns 
and prevents the collaboration necessary for 
companies to truly thrive. 

How can an organization reckon with the realities 
of silos while simultaneously breaking down walls 
to create more connected teams? 

Expertise Silos are Critical 

The first thing to recognize is that working in silos isn’t something to avoid at all costs. After all, it’s only natural for 

workers to work well with others who think in the same ways. Silos are often a matter of necessity because of expertise 



 

 

40 

and specialized skill sets. Silos are often the result of tightly efficient departments, which can be an essential marker 

in assessing the strength of a company.  

According to Chris Fussell, co-author of One Mission: How 
Leaders Build a Team of Teams and a former Navy SEAL, the 
breakdown occurs when the effort of connecting one silo with 
another becomes too much of a hassle. “The real problem in 
most organizations is that those silos are disconnected … and 
information travels too slowly, resulting in a failure to adapt. 
The trick is to connect the silos together effectively.” 

The Key Is to Horizontally Connect Silos 
1. Optimize how you communicate 
2. Set the tone from the top 
3. Establish (and honor) regular checkpoints 
4. When in doubt, stop, collaborate and listen 
5. Remember why you’re making the effort 

 
Advantages of Collaborative Problem-Solving 

1. Leverages a wider range of personal experiences 
2. Generates more potential solutions 
3. Prevents blind spots 
4. Sets a tone for intentional questioning  
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