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Stages of effective teamwork
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Effective teamwork requires EQ
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1. Self-awareness
• Emotional awareness
• Self-assessment
• Self-confidence

2. Self-regulation
• Self-control
• Adaptability
• Self-motivation

3. Social skills
• Communication
• Influence
• Building bonds

4. Social awareness
• Empathy
• Political awareness
• Developing others

Emotional Intelligence is used 
to improve both productivity 
and psychological well-being 

in the workplace

See Daniel Goleman: “Emotional Intelligence” (1995) and Howard Gardner “Multiple Intelligences” (1983)

Emotional Intelligence

Strengths

• Incorporates 
differences in style and 
skills

• Utilises more 
knowledge and 
information

• Better analysis

• “Individuals go faster 
but teams go further”

Weaknesses

• Uses more resources
• Requires adaptability
• Can reduce 

accountability
• Can generate group 

think or personal 
domination

Appropriate
circumstances

• A situation that is 
unclear, complex, and 
prone to conflict

• An issue that requires 
cooperation and 
coordination among 
several divisions

• Consensus and 
commitment are 
critical for success
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Thoughts on team work
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SOLUTION

1.
Define the 
problem

2.
Structure the 

ideas

3.
Prioritise the

options

4.
Identify

open issues

5.
Resolve open 

issues

6.
Create a storyline

7.
Deliver the

presentation

PROBLEM

Introducing PSDM
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Focusing on problem definition 

1 - Context

The circumstances 
go here – what’s 
the context to the 
problem?

2 - Success 
criteria

What does success 
look like? - think 
carefully about 
which indicators 
would tell you that 
the problem has 
been solved

Specific problem to solveExpress the core 
problem as simply 
as possible –
separate it from 
the circumstances 

3 - Decision makers

Whose agreement 
will you need to 
implement the 
solution?

4 - Stakeholders

Who else are 
involved? – those 
whose co-
operation you 
need to implement 
the solution?

5 - Solution space 
and constraints

Establish the 
things you just 
cannot change –
but be careful 
about making false 
assumptions!

6
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The solution-led Logic Tree

How can we 
increase 
sales?

Sell more 
to each 

customer

Increase share 
of customer 
purchases

Launch new products

Improve quality of sales leads

Improve aftersales/technical back-up

Find new growth potential

Increase 
potential of 
customers

Help customer be more competitive

Tailor products to each customer

Improve 
customer 

mix

Focus on biggest customers

Focus on growing customers and sectors

Increase 
total 

customers

Enter new 
market 

segments

Identify industry sectors with potential

Aim PR at specific industry sectors

Win more customers

Identify new customers

Co-operation with partners

Regain customers already lost

Reduce lost 
customers

Change customer mix

Analyse and fix reasons for customer loss

7

Logic trees must be pertinent and coherent

MECE

Mutually
Exclusive
No overlaps

Collectively
Exhaustive
Nothing left 

out

First line support / 
development

Second line support /
development

Problem or 
Solution

Co
he

re
nt

Pertinent

Co
he

re
nt – Pertinence:  

The elements must 
be necessary and 
sufficient to support 
the preceding line

– Coherence: 
Elements on the 
same level must 
belong to the same 
category and have 
the same level of 
detail

– MECE:  
The elements must 
be mutually 
exclusive but 
together represent 
the whole problem

A logic tree is sometimes known as an issue tree and a solution led issue tree can be known as a “hypothesis” driven tree 8
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Logic trees must be creative!
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• No criticism or judgement
• Suspend assumptions and welcome

unconventional thinking
• Generate ideas quickly (quantity 

instead of quality)
• Build upon the ideas of others

• Make proposals in turn to ensure 
everyone takes part

• But it’s ok to miss a turn
• Do not defend an idea, but simply 

propose it
• Appoint someone to keep track

The best way to build a logic tree is 
through brainstorming

Brainstorming is a good example of an 
activity where teamwork is 
appropriate
• It uses the creativity of the 

members to generate an extensive 
tree (i.e. add new branches)

• It uses the exactness of the 
members to be pertinent, 
coherent, and MECE (i.e. fill in the 
gaps)

Objective: identify choices quickly; 
generate divergent ideas, free the 
team from mental traps; develop 
creativity around a certain issue

Concept rules

Practical rules

The Priority Matrix

• Two relevant criteria 
are chosen from the 
Problem Definition 
Worksheet (they can 
be quantitative or 
qualitative)

• Ideas are taken from the 
Logic Tree and are 
plotted 

• Use conservative 
assumptions where 
there’s a lack of data and 
employ the 80-20 
principle

• The Priority Matrix
allows for the quick 
assessment and selection 
of our lead options 

2
5

3
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PRIORITY MATRIX
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Deeper prioritization
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Option Criteria 1 Criteria 2 Criteria 3 Criteria 4 Criteria 5

1

2

3

4

5

Open issues analysis

Output Responsibility Timing

Expected output of 
the analysis

Person responsible Deadline for 
delivery of analysis

Open issue Hypothesis Supporting 
rationale

Information 
needed

Sources of 
information

A question you 
need to 

answer in 
order to   

decide the  
course of 

action

A possible 
solution to        

the question 
- to be 

answered  
with a yes or 

no

Facts that    
support the 
hypothesis -

the necessary   
and sufficient 

conditions

The information 
or analysis 

needed in order 
to confirm or 

deny the 
hypothesis

Person/place/ 
means to supply 
the information 

needed to   
answer the 
question

LIST OF OPEN ISSUES

PLAN OF WORK

+

12
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Sources of information

Fact-finding using databases, internet 
or reports, e.g. how people buy luxury 
goods or how many 20-30 year olds in 
our segment 

1. Existing data

Mathematical work on existing 
data, e.g. elasticity of demand at 
a given price or cost of capital in 
relation to debt

2. Quantitative 
analysis

Using opinions from experts to create a 
quick viewpoint without need for labour-
intensive analysis - quantitative 
validation can follow. Can use: 

• Meetings
• Interviews

3. Expert 
viewpoints
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A well-made interview consists of three steps

Preparation Opening Development Closing Take-away

• Define the objectives
• Decide whether to 
emphasize the 
information or the 
relationship

• Build a profile of the 
interviewee

• Do you have the same 
objectives?

• Think about the 
questions that he/she 
may have in his/her 
mind and his/her 
worries

• Do they have authority 
to make decisions?

• Use an interview guide 
to plan the dialogue 

• Choose the right mix of 
open and closed answer 
questions

• Introduce yourself
and your work/the 
context

• Thank him/her for 
the opportunity

• Introduce the 
interview

• Outline objectives 
and expected take-
away

• Outline timing

• Respond carefully to 
different attitudes

• Reassure in case of 
anxiety/fear

• Be concise and answer 
questions directly

• Build a relationship and use 
open answer questions with 
tacit people

• Do not answer with hostility, 
try to find a compromise if 
suitable 

• Use the process: question –
active listening – summary

• Take notes effectively

• Summarize the key 
points 

• Ask “Do you want to 
add anything else?” 

• Agree on the next 
steps

• Say thank you

• Keep a record of the 
interview

• Emphasize key results
• Pursue next steps

Interviews often have two goals:
1. Get the information needed 

for the current problem
2. Build a relationship for the 

next problem

14
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Know your audience
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1. Nature of relationship
Formal Informal

2. General attitude of audience versus us
Friendly Neutral Hostile    Unknown

3. Preparation/attitude of audience as for what is going to be communicated

A. Familiarity with the topic
Good Limited None

B. Level of interest
Very interested         Partly interested    Not interested at all

C. Tendency to reach an agreement
Highly probable Some resistance Determined not to reach any agreement

– Who is the decision maker?
– How much and how well does he/she know 

what you are going to talk about?
– What are his/her communication preferences 

(style, format, etc.)?
– How good or bad is he/she with the language 

in which your presentation is delivered? 

Choose the right format, content and 
structure

• Exchange 
points of view

• Exchange 
points of view

• Get 
participant 
involvement

• Build 
consensus

• Convince 
audience and be 
open to 
discussion

• Inform
• Explain decision 

making

• Inform
• Provide full 

justification

Interview
1 participant

Working meeting
6-7 participants

Presentation 
8+ participants

Memo Full report

Less interactionMore interaction

Main objectives

16For a fascinating collection of corporate memos see https://sriramk.com/memos
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1. _____________

2. _____________ 

3. _____________ 

4. _____________
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Four ways to order a set of ideas:

• The complication doesn’t need to be a problem per se, it 
just needs to be some important form of disruption

• All stories have a resolution, we want ours to be a 
solution

18

The governing thought is a narrative

Governing 
thought

= the resolution

• The situation
• Beginning

• The complication
• Middle

• The resolution
• End
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Governing thoughts and key lines
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Will allow us to grow 
faster than the 

industry

We should purchase  an 
Internet café franchise

Will be easy to absorb 
into our existing 

operations

Large market 
share

Little retail 
competition

Separate 
business

Same 
managers

Simple control 
processes

Will lead to positive 
financial impact

Low cost Growing 
sales

Works well with 
our 

products/services

Logically 
related

Logically 
related

Our narrative
S We are a solid company
C Competition is intense
Q How can we restore 

profitability?

Deductive logic

Governing 
thought

Indisputable 
statement

Comment 
on context 

or statement

Implication 
suggested by 

statement and 
comment

20

• Presents an argument in successive steps
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• Groups of ideas that belong to same category
– Related by the same plural noun (pros, cons, steps, problems, etc)

• Move upward by drawing an inference
• Direct link with governing thought

Inductive logic

Governing 
thought

Some kind of 
thing

Another kind of 
the same thing

21

Another kind of 
the same thing

Two alternatives to create your pyramid

Inductive logic

Effect or an 
inference

Key line 1 Key line 2 Key line 3

Pros
• Key messages are easy to remember
• Very effective for action-oriented audience
• If the audience disagrees with one statement (message, 

action, concept, etc.), the inner strength of other 
statements is not diminished

Cons
• Can be too strong and too direct for some audiences

Deductive logic 

Summary

Statement Comment Therefore

Pros
• It can shows that the suggested solution is the only one 

which works
• Necessary when audience needs to understand 

reasoning in order to understand a proposed action
• One can present “so what’s” and recommendations –

WHY’s and WHAT’s – at the same time

Cons
• If the audience disagrees with the “statement” or 

“comment”, reasoning will not be compelling
• Speaker must keep the audience’s attention up for a 

long time before reaching conclusion – you force them 
through you entire problem-solving process

22

An argument

Groups of causes or classes
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The Pyramid: from the main message to details

Coherence

Governing thought

Vertical relationships should reflect the question/answer dialogue (i.e. provide a why? or how?)
Horizontal relationships must be logical and based on deductive or inductive reasoning

23

• Business writing shouldn’t seek to replicate 
other forms of writing
– Streams of consciousness
– Plot twists
– The building of suspense

• Headings are for the eye not for the mind –
they shouldn’t be part of the text

• Good headings should stand alone as a precis of 
the report

24

Thoughts on writing “Old information at the 
beginning of the sentence, new 

information at the end” 
Steven Pinker
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Try it yourself

John Collins telephoned to say that he can’t make the meeting at 
3:00. Hal Johnson says he doesn’t mind making it later, or even 
tomorrow, but not before 10:30, and Don Clifford’s secretary says 
that Clifford won’t return from Frankfurt until tomorrow, late. 
The Conference Room is booked tomorrow, but free Thursday. 
Thursday at 11:00 looks to be a good time. Is that OK for you?

Could we reschedule today’s meeting to Thursday at 11:00? 

This would be move convenient for Collins and Johnson, and 
would also permit Clifford to be present.
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• Think carefully about how you group together a set of 
ideas
– Magic number is around 5±2 (beyond that needs 

categorising)

• Ask “Why have I brought together these ideas and no 
others?”

• Either
– They all fit into the same category, and nothing else 

does à your summary point is a statement about that 
soundness

– Taken together they are the actions that achieve a 
desired effect à your summary point is what that 
effect is

26

Grouping ideas 3 is “the limit of relevant, 
easily digestible information” 

Joey Barton
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• The storyline is the flow of the key messages in 
your presentation

• The storyline should be chronologically 
presented and explains the key messages in the 
most logical/efficient order

• On each slide, only one message is 
discussed/presented (the “so what” of the 
slide)

• The pyramid structure introduces the audience 
to the subject starting from the governing 
thought

From pyramid to presentation
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From pyramid to presentation

Le informazioni contenute in questo documento sono strettamente legate ai 
commenti orali che le hanno accompagnate, e possono essere utilizzate solo 
dalle persone che hanno assistito alla presentazione.

VALUE PARTNERS

Incontro con i Responsabili

Milano, Marzo 1998

•

•

Posizione competitiva

Articolazione strategia di sviluppo

6. Governing 
thoughts

STIME

Tavola 1

1. Title slide

-
-

Omogeneità delle strutture di Settore, Aree NA/SA, Unità Operative
Ruolo di coordinamento a livello europeo garantito complessivamente dal Responsabile di Settore, ma con forti interfacce Centro-U.O. tra le funzioni omologhe 

• Staffing

-
-

Rafforzamento degli organici centrali (~4/8 risorse) 
Corrispondente recupero di efficienza (~6/8 risorse) nelle Unità Operative Europee  

6.1 First 
major

STIME

100%= 1.685 1.685

Mondiale

U.O. Europa

NA/SA

Oggi A tendere

Continentale 
Europa

30%

52

20

19
16

7

34

22
Attività incrementali Vantaggi

-

--

-

-
-
-

Negoziazione su tutte le condizioni contrattuali 
(termini di pagamento, packaging, trasporti, . . .)
Gestione rebates
Da valutare inserimento contratti al centro in 
funzione della disponibilità di sistemi informatici adeguati 

Eliminazione doppi  tavoli di negoziazione
Interfaccia unica con fornitore
Riduzione differenziale prezzi tra U.O.
Conseguimento di risparmi mediante gestione 
rebates*

Tavola 1

6.1.2 
Supporting 
charts

STIME

Tavola 1

6.1.3 
Supporting 
charts

2. Objectives 
of document

Illustrare la
Posizione competitiva

Sinetizzare la strategia di sviluppo

40%

25

19

11
5

Banche e 
Assicurazioni

Industria

Largo Consumo

Pubblica 
Amministrazio
ne 
e Utilities

225

255
280

322

378

1992 1993 1994 1995 1996

68%

-
-

Omogeneità delle strutture di Settore, Aree NA/SA, Unità Operative
Ruolo di coordinamento a livello europeo garantito complessivamente dal Responsabile di Settore, ma con forti interfacce Centro-U.O. tra le funzioni omologhe 

• Staffing

-
-

Rafforzamento degli organici centrali (~4/8 risorse) 
Corrispondente recupero di efficienza (~6/8 risorse) nelle Unità Operative Europee  

4. Executive 
summary

•

•

Posizione competitiva

Articolazione strategia di sviluppo

5. Situation 
analysis

-
-

Omogeneità delle strutture di Settore, Aree NA/SA, Unità Operative
Ruolo di coordinamento a livello europeo garantito complessivamente dal Responsabile di Settore, ma con forti interfacce Centro-U.O. tra le funzioni omologhe 

Staffing

Rafforzamento degli organici centrali (~4/8 risorse) 
Corrispondente recupero di efficienza (~6/8 risorse) nelle Unità Operative Europee  

7. Conclusions/ 
Next steps

•

•

Posizione competitiva

Articolazione strategia di sviluppo

3. Contents/
Agenda

-
-

Omogeneità delle strutture di Settore, Aree NA/SA, Unità Operative
Ruolo di coordinamento a livello europeo garantito complessivamente dal Responsabile di Settore, ma con forti interfacce Centro-U.O. tra le funzioni omologhe 

• Staffing

-
-

Rafforzamento degli organici centrali (~4/8 risorse) 
Corrispondente recupero di efficienza (~6/8 risorse) nelle Unità Operative Europee  

6.2 Second 
major

-
-

Omogeneità delle strutture di Settore, Aree NA/SA, Unità Operative
Ruolo di coordinamento a livello europeo garantito complessivamente dal Responsabile di Settore, ma con forti interfacce Centro-U.O. tra le funzioni omologhe 

• Staffing

-
-

Rafforzamento degli organici centrali (~4/8 risorse) 
Corrispondente recupero di efficienza (~6/8 risorse) nelle Unità Operative Europee  

6.3 Third 
major

28

• Emphasise the significance 
of your solution (i.e. a call 
to action)

• Outline the logically obvious 
activities that now need to 
take place

6.1.1 
Supporting 
charts
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Presentation rubric

29

Preparation
Research & time 

management

Interpretation
Identification of 
key issues and 
link to course 

material

Analysis
Quality and 

depth of 
analysis

Presentation 
skills 
Visually 

engaging and 
informative

• Exhibit design
• Public speaking
• Handling of questions


