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Introduction 
This note applies only to those students in courses taught by Jim Drogan. 

My experience is that more often than not you will find yourself working on a team to resolve an issue.  Sometimes 
you know the leader and members of the team.  Other times you will find yourself in the initial meeting of the 
team knowing no one. 

The initial and subsequent meetings may be face-to-face or all meetings may be virtual and, on occasion, 
asynchronous. 

The issue to be resolved may be clear; the roles and responsibilities prescribed; the deliverables specified.  At 
times all the preceding may be vague and the team needs to find its own way. 

It seems prudent to prepare yourself for this situation.  The intent of teams in my courses is to help in this 
preparation. 

Collaboration 
We live in a world marked by change.  Increasingly rapid and complex, often opaque where we are unable to see 
the cause, only the effects, and thus the opportunity to make a difference is difficult to seize. 

The issues we face, be they opportunities or problems, risks or uncertainties, reflect this world.  It is increasingly 
unlikely that the lone person is going to be able to survive, thrive, and make a difference in this environment. 

The answer, I think, is to assemble teams of people collectively possessing the capabilities necessary to resolve the 
issues.  This team is then asked to resolve the issues at hand.  The behavior the team must exhibit is collaboration. 

Two or more people working together towards shared goals.1 

PM Forni in Choosing Civility,2 a small, inexpensive, but very valuable book I recommend highly, lays out 25 rules 
that apply to collaboration: 

1. Pay attention. Attention is a tension connecting us to the world around us; only after we notice the world 
can we begin to care for it. Open your eyes and see the world around you. Take in the fullness of that 
amazing person sitting across from you in conversation. When you shift from superficial and transactional 
to truly “seeing” the world around you, it feels more natural to engage in behavior that will deepen your 
relationships. 

2. Acknowledge Others. Avoid treating anyone—from coworkers to anonymous retail clerks—as invisible. 
When you make eye contact, offer a simple “good morning,” or use someone’s name at the beginning of 
an email, you acknowledge their existence and legitimacy. 

3. Think the Best. Assume positive intent: most people are doing the best they can with the resources and 
the wit available to them. 

                                                                 

1 WHAT Collaboration Really Means | Definition & 3 types. (2021, February 12). ThoughtFarmer. https://www.thoughtfarmer.com/blog/what-
collaboration-really-means/ 
2 Forni, P. M. (2002). Choosing Civility: The Twenty-five Rules of Considerate Conduct. St. Martin’s Press. 
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4. Good Listening. What stops us from good listening is that we focus on ourselves and our own needs 
instead of focusing on other people. Remember that most people don’t need you to solve their problems; 
they just want to feel heard and safe. 

5. Be Inclusive. When you create boundaries, draw them around ideas, not people. Strive to push past your 
discomfort with the unfamiliar to be curious, instead. 

6. Speak Kindly. Learn how to be direct without offending, both in word and tone. You can deliver even 
critical feedback in a kind, caring way. 

7. Don’t Speak Ill. When you gossip or speak unkindly of people when they are not present, you say far more 
about yourself than you do about those others. 

8. Accept and Give Praise. Compliments and appreciation cost you nothing, yet have great value when given 
to another. In like manner, when someone else gives you that Gift, accept it graciously. 

9. Respect Even a Subtle “No.” Honor other people’s boundaries. It’s not always about You. 

10. Respect Others’ Opinions. Respecting what others think does not mean we are being untrue to ourselves; 
it simply honors their right to look at the world differently than we do. This rule is a prerequisite to civil 
discourse and healthy debate. 

11. Mind Your Body. Good grooming helps us to feel better about ourselves and shows respect for others 
with whom we interact. 

12. Be Agreeable. If you are always the stubborn cuss who won’t go along with anyone else’s plans or ideas, 
you are being uncivil. You need not always say Yes, but look for opportunities where you can at least 
compromise in service of the group or a relationship. 

13. Keep It Down (and Rediscover Silence). Even in today’s always on world, there are places (houses of 
worship, libraries, theaters, public transportation) where loud talking and digital noise are inappropriate. 

14. Respect Other People’s Time. Wait your turn to speak. Manage your calendar to be punctual and available 
for commitments you have made. Begin and end on time. 

15. Respect Other People’s Space. Whether with coworkers in their cubicles or with partner/kids in your 
home, understand the prevailing culture and honor the norms that exist around entering or using other 
peoples’ space and things. 

16. Apologize Earnestly and Thoughtfully. Badly handled, high-profile apologies make headlines. When you 
apologize, make clear that you know what you did was wrong, that you understand the effects of your 
actions, and that you are not looking for excuses. 

17. Assert Yourself. A healthy attention to your own needs is required for you to be happy in the world. 
Assertiveness is that space where are you honor your own Yeses and No’s without violating the needs or 
rights of others. 

18. Avoid Personal Questions. Civil conversations generally do not ask into religion, politics, money, personal 
relationships, health, or physical appearance. 

19. Care for Your Guests. Be gracious in your hospitality yet clear about responsibility. If you expect a dinner 
guest to bring a dish, offer guidance; if a houseguest is expected to do their own laundry, make sure they 
are familiar with the washing machine! 

20. Be a Considerate Guest. Clean up after yourself, show respect for other people’s stuff, and don’t overstay 
your welcome. 

21. Think Twice Before Asking for Favors. Consider the impact on others before you ask. Strive to keep the 
system in balance—say Yes to as many favors as you ask of others. 

22. Refrain from Idle Complaints. If you are more interested in finding Blame then in finding a Solution, then 
you are whining. Don’t do that. 
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23. Give Constructive Criticism. If your intention is to help with the problem, please share. If your intention is 
to humiliate, manipulate, or exact revenge, better to hold your tongue. 

24. Respect the Environment and Be Gentle to Animals. A Native American saying goes, “We do not inherit 
the earth from our ancestors, we borrow it from our children.” For thousands of years, humanity’s 
relationship with nature was fear: nature is dangerous, so we must defend ourselves from it. Over recent 
decades, that attitude has been replaced by, “Nature is in danger, so we must defend it from ourselves.” 

25. Don’t Shift Responsibility and Blame. If you did it or caused it, own it. 

Formation 
I form teams (three or five students are preferred) with the intent of balance and diversity. 

By balance I mean in terms of perceived capabilities.  For example, I prefer teams that have the same level of 
academic accomplishment.  Hence, I assign students to teams such that the average GPA of the teams are as 
nearly alike as is possible. 

By diversity I mean differences in experiences and background.  This also applies to capabilities.  For example, a 
team comprising three students; one strong in research, the second in analysis, and the third in writing represents 
diversity.  Diversity is a bit more difficult to achieve for it requires an appreciation for individual students I may not 
have. 

Management 
Teams are self-managing.  I do not appoint leaders.  Leaders emerge and may change during the life of the team 
depending on the status of the project.  For example, the leadership of the team comprising three students I 
described above could change during the team project. 

I do not micromanage nor do I look in on student deliberations.  However, I will get involved if a member of the 
team so requests.  These types of requests most often come about because a member of the team is not perceived 
to be doing their share of the tasks or otherwise not keeping commitments. 

By the way, whether I want it or not, information on how teams are doing finds me. 

I encourage your exploration list of material dealing with teams I have included in the appendices.  

Grading 
The intent is that all members of the team receive the same grade for team projects.  However, as noted in all my 
syllabi: 

The initial final grade represents the points attained divided by the total points available.  This 
mathematical guides me in the assignment of the final grade. What this means is that the final grade I 
assign may be different from the mathematical grade. In assigning the final grade I take into account 
your consideration, respect, and encouragement of others; your desire for learning and discipline in 
completing the assignments; your ability to bring relevant issues to the attention of the class. 

Let me be very clear here, especially in regards to not properly engaging as a member of a team, I reserve the right 
to adjust your grade up or down as I see fit. 

In my courses I ask the team members to assess their peers.  Failure to be ranked well can lead to the final grade 
being reduced by one letter (e.g., A to B). 
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Process 
Team assignments are specified at a level of detail that is intended to make clear my expectations of the contents 
and form of the deliverables (e.g., papers).  On the other hand, I don’t wish to be so prescriptive that I stifle a 
student’s curiosity and creativity.  Once again, balance is in order. 

My intent is to be clear about the issues I wish you to consider, the manner in which this should be done, and the 
form the results of this thinking should take.  I will be more specific in undergraduate classes than graduate classes. 

These points about process and form are critical.  In business, those to whom you report will have specific 
processes and forms that they want you to follow.  The reason for this is quite clear.  Your work is part of a larger 
whole.  Process and form is essential is your contribution is to fit into that larger whole. 

I various points in your career you will require those you supervise to attend to the process and form you prefer. 

I think you will find Ethics, Critical Thinking, and Communication (Drogan, 2009) helpful with establishing your 
process. 

Coda 
I’ve been on many teams during my 55-year career in business and academia.  I’ve played on sports teams and 
been a member of various organizations.  I’ve led teams and I’ve done the grunt work.  I’ve been on teams that 
were successful and others that were less so. 

I deem teams essential for success.  Hence, they are a critical component of the courses I teach. 

In business one is judged every day on two things.  The first is the value one brings to a discussion leading to the 
resolution of a contemporary and, on occasion, critical issue.  The second is the value brought, through 
participation in a team, to the actual resolution of the issue.  Hence, the hallmarks of my courses are discussions 
and teams. 

One can’t wait to until the moment a relationship is needed to establish the relationship.  Similarly, one should not 
wait until one is a member of team to learn how to deliver value as a member of the team.   This is not, by the way, 
to discount the value of on-the-job training (OJT), but rather to jump-start OJT. 

“It's Not the Big that Eat the Small...It's the Fast that Eat the Slow” 

(Jennings & Haughton, 2002) 

Appendices 

Material Dealing with Teams 

10 Tips for Successful Innovation Teams | Innovation Management. (n.d.). Retrieved October 27, 2013, from 
http://www.innovationmanagement.se/2012/04/12/10-tips-for-successful-innovation-teams/ 

Bob Sutton: Information Sharing in Teams: Impediments To Overcome. (n.d.). Retrieved May 18, 2009, from 
http://bobsutton.typepad.com/my_weblog/2009/04/information-sharing-in-teams-two-impediments-to-
overcome.html 

Bonner, B. L., & Bolinger, A. R. (2014b, September 1). Bring Out the Best in Your Team. Harvard Business Review. 
https://hbr.org/2014/09/bring-out-the-best-in-your-team 

Bring Out the Best in Your Team—Harvard Business Review. (n.d.). Retrieved August 13, 2014, from 
http://hbr.org/2014/09/bring-out-the-best-in-your-team/ar/1 

http://www.innovationmanagement.se/2012/04/12/10-tips-for-successful-innovation-teams/
http://bobsutton.typepad.com/my_weblog/2009/04/information-sharing-in-teams-two-impediments-to-overcome.html
http://bobsutton.typepad.com/my_weblog/2009/04/information-sharing-in-teams-two-impediments-to-overcome.html
https://hbr.org/2014/09/bring-out-the-best-in-your-team
http://hbr.org/2014/09/bring-out-the-best-in-your-team/ar/1
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http://bobsutton.typepad.com/my_weblog/2014/03/why-big-teams-suck-seven-plus-or-minus-two-is-the-magical-number-once-again.html?utm_source=feedburner&utm_medium=feed&utm_campaign=Feed%3A+typepad%2FBobsutton%2Fmy_weblog+%28Bob+Sutton%29
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