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“Above the Line and Below the Line” Concept






Definition of a “Job”

Any job can be defined as:

· work done (communications, decisions, evaluations, activities, etc.)

· to achieve organizational objectives
· in relationship with other people
Fundamental Concepts for Building Effective Teams
1. Effective team building is a knowledge-based undertaking. It is based on knowledge of both the technical and human aspects of the enterprise. Every team action involves both aspects to one degree or another.

2. The interactive nature of human relationships means that each individual has  responsibility for the quality of the relationship. It is not a 50% - 50% interaction; it is a 100% - 100% interaction, each person taking responsibility for the team’s performance.

3. Perceptions are more relevant to effective human interactions than are the “true” facts. People’s perceptions in a situation shape and determine their behavior, their responses, and their reactions.

People cannot always control what happens to them, but they can control how they respond to what happens to them. Effective team members  exercise conscious knowledge-based choices in their interactions.

Content and Process: The WHAT and the HOW of Teams
There are two important and complementary aspects of team functioning: content and process. The quality of the content depends heavily on the quality of the process. The quality of the process depends on the willingness of the individuals and the team to hold themselves accountable to principles that govern effective group interaction.
Team content:
The content of a team is WHAT it is doing. It includes: 

· The team’s goals and objectives 

· The information it has

· The decisions it makes 

· The tasks it carries out 

· Its ultimate outcomes

Content is vitally important. The critical importance of this aspect of team functioning cannot be over stressed. Without clear purpose, valid information, and useful tasks, the group will spin its wheels, take dead ends, engage in futile disagreements and get snarled in frustration.

Team process:

It is not uncommon for groups to spend most, if not all, of their time and attention on content. Although content is vital, when groups pay attention only to content, they tend to function ineffectively, get bogged down or splintered, and ultimately fail to achieve their purpose. Ironically, focusing solely on content undermines the content itself.
The process of a team is HOW it functions as a group. There are many elements of process. A sampling of process elements would include:

· The quality of the relationships within the group

· How team members value each other

· How team members behave toward each other

· How members feel and act about the team itself

· What is communicated and how it is communicated

· How trust is built and safeguarded

· How conflicts are handled  

· The method by which decisions are made

Six Foundation Principles of Teams

Healthy, productive team functioning requires a commitment to working together in a manner that is based on certain foundation principles or values. These foundation principles, which become the rules or norms that govern all team activity, must be taken seriously in order to exert their constructive influence. Attempts to follow the “letter of the law” while violating or circumventing the “spirit of the law” nullify the benefits and often produce a backlash of ill-will and team disunity as well. The following principles are, simultaneously, goals and operating procedures of effective teams.

Principle #1: The Inherent Value of Each Team Member

On effective teams each member feels confident of his or her own worth and acknowledges the value and worth of all other members of the team. Each has an equal opportunity to influence the team’s thinking. Each feels his or her ideas, suggestions, and concerns are listened to attentively and given genuine consideration.

Principle #2: The Value of Diversity

The purpose of combining diverse individuals into a team is to gain the most accurate assessments of situations, to generate the most creative solutions, to develop the best possible decisions, and to achieve the organization’s mission. Diversity must be highly valued and protected, even it “slows the team down” in its functioning. The greater the diversity of backgrounds and perspectives among the team members, the wider the range of human resources the team can draw upon. 

Principle #3: Unity of Purpose

On effective teams individuals strive to transcend their personal points of view in order to function as members of a body with its own interests and goals. There is a collective commitment to finding the best possible solutions. Members do not have “hidden agendas” and do not view the process of consulting together as a team merely as an opportunity to advocate a personal, pre-determined point of view.

Principle #4: An Atmosphere of Candor and Courtesy

Effective teams are characterized by frank, open, honest expressions of opinions and perspectives. However, members are equally vigilant to express themselves with respect, courtesy, and consideration to the other group members. They consciously avoid either content or style of expression that would be likely to create ill feeling or offense.

Principle #5: Value of Group Decision-Making

Members of effective decision-making groups recognize the superior quality of decision made by groups using a disciplined consultative process.

Principle #6: Unity of Implementation

Members of effective teams work whole-heartedly to implement team decisions or support team recommendations. 

Listening: The Essential “Other Half” of Communication
Most of us have a tendency to think of communication in terms of communicating our own ideas, opinions, and feelings to other people. We focus on perfecting our skills in expressing ourselves. When others do not seem to understand what we are trying to express, we say that communication has "broken down."

Listening skills are the essential, but often overlooked, "other half" of communication. They require as much effort and practice as skills of expression. The following quotes highlight why listening is so important and what is, and is not, effective listening:

"Man's inability to communicate is a result of his failure to listen effectively, skillfully, and with understanding to another person."  (  Carl Rogers

"Few people ... have had much training in listening. Living in a competitive culture, most of us are most of the time chiefly concerned with getting our own views across, and we tend to find other people's speeches a tedious interruption of the flow of our own ideas.

Hence it is necessary to emphasize that listening does not mean simply maintaining a polite silence while you are rehearsing in your mind the speech you are going to make the next time you can grab a conversational opening. Nor does listening mean waiting alertly for the flaws in the other person's argument so that later you can mow him or her down. Listening means trying to see the problem the way the speaker sees it.... Listening requires entering actively and imaginatively into the other person's situation and trying to understand a frame of reference different than your own."  (  S.I. Hayakawa

"As human beings, imperfect in our grasp of reality, necessarily groping toward our answers, we must constantly reach out to others and strive to understand their views. To be closed to others' views and the reasoning that leads to them, to judge these matters in ignorance, or in the twilight of fragmentary knowledge, is to stunt our growth as human beings."  (  Vincent Ryan Ruggiero
A Model for Group Problem Solving
Research indicates that using some clear problem-solving process is more important than the specific method that is used. The following is a model that many groups have  found valuable; but another model may be used, especially if a particular decision-making model is already in use within the larger organization.

1. Problem definition  (  this would include 

· Identifying the problem springing from a felt need on one or all members’ part

· Gathering and agreeing on the facts related to the problem

· Looking for root cause rather than symptoms

· This is the most commonly overlooked step


2. Generating possible solutions
· Deferring critical evaluation and judgment

· Pooling ideas and possible solutions (or solution components)

· Brainstorming possible solutions


3. Evaluating solutions and deciding  
· Identifying and agreeing on the values and principles involved

· Identifying and agreeing on other criteria that must be satisfied

· Analyzing the merits and demerits of possible solutions

· Apply critical evaluation and judgment to ideas generated in step #2


4. Action planning  (  planning how to put the selected solution into effect 

· This is the second most commonly overlooked or incomplete step


5. Implementation of plans  (  making the changes


6. Evaluation 
· Tracking the process

· Monitoring and measuring the results

· Evaluating and learning from the results

· Repeating, refining, or standardizing

Note: The alternate suspension and application of critical judgment may be useful in this sequence of steps. In other words, brainstorming first and then reaching a consensus at each stage along the way. 

Bahá’í Quotations
Unity


Below the line (non leadership)

In relationship

Knowledge/choice (non leadership)

Dignity and worth

Appreciation and encouragement (non leadership)

Valuing diversity

Relational communication

Candour and courtesy

Gossip and backbiting

Listening

Below The Line

The oneness of mankind, which is at once the operating principle and ultimate goal of His Revelation, implies the achievement of a dynamic coherence between the spiritual and practical requirements of life on earth.                               

                                                                   (The Universal House of Justice, 1983 Oct 23, SED)

Human nature is fundamentally spiritual…. It follows that the material aspects of community development -- environmental, economic and social policies; production, distribution, communication and transportation systems; and political, legal and scientific processes -- must be driven by spiritual principles and priorities. Today, however, the substance and direction of community development are largely determined by material considerations.

Our challenge, therefore, is to redesign and develop our communities around those universal principles -- including love, honesty, moderation, humility, hospitality, justice and unity- which promote social cohesion, and without which no community, no matter how economically prosperous, intellectually endowed or technologically advanced, can long endure.          

(Bahá’í International Community, 1996 May 30, Sustainable Communities in an Integrating World)

Knowledge/Choice
The attainment of any object is conditioned upon knowledge, volition and action. Unless these three conditions are forthcoming there is no execution or accomplishment.


                                                            (Abdu'l-Baha, Foundations of World Unity, p. 100)

Recognition/Encouragement

The real secret of universal participation lies in the Master's oft expressed wish that the friends should love each other, constantly encourage each other, work together, be as one soul in one body, and in so doing become a true, organic, healthy body animated and illumined by the spirit.

                                    (The Universal House of Justice, Messages 1963 to 1986, p. 43) 

Unity

The well being of mankind, its peace and security, are unattainable unless and until its unity is firmly established                          

                                                  (Bahá’u’lláh, Gleanings from the Writings of Bahá’u’lláh, p. 286)

The guarantee of well-being and success in all your endeavors to serve the Cause of God can be stated in one word: unity. It is the alpha and omega of all Bahá'í objectives.          

                                       (The Universal House of Justice, 1994 May 19, response to US NSA)
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Values


Beliefs


Attitudes


Assumptions


Mental models


Paradigms


Theories


Underlying concepts





“Below the Line”





The invisible, often unstated, mental underpinnings from which all behavior springs





Actions


Behaviors


Techniques


Skills


Standard operating procedures


Established policies


Tools and equipment


Resources


Organizational design





“Above the Line”





This is what the 


organization looks like 


on the surface
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