CHAPTER 6
If You and I Are Always in Agreement, One of Us Is Not Necessary 
                            The First Law of Diversity
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United Health Services, the organization I currently head, was formed through the merger of three independent hospitals in 1981 and went through a turbulent adjustment for at least the next five years. The founding CEO brought together three disparate cultures, hired new senior management, and left two years later. Anew CEO was hired in 1984. He began to bring in his own team and hired me as a consultant to help deal with the clash of skills, styles, and culture among senior management.
      If facilitated an off-site retreat that first year and witnessed the corrosive effect of lack of trust and competing agendas.  The group even had trouble working to working together on simple team simulation exercises. Not only was there overt conflict but also their problem-solving scores were quite low.

32                     LEADING OTHERS, MANAGING YOURSELF
Over the course of the following year, the CEO added several new members to senior management and worked hard to create a high-performance team. I again facilitated the annual off-site retreat and once more included team simulation exercises. The overt conflict was gone. Participants deferred to one another. They consistently chose agreement over conflict. However, I was in for a surprise. On the problem-solving tests, their scores were even worse than the poor scores senior management had achieved the previous year.   
     We all learned an important lesson: too much agreement can be as harmful to good teamwork as too little. That insight helped the members adjust their behavior and become an energized, productive, and creative team that balance agreement and disagreement. If you and I are always in agreement, one of us is not necessary.
LESSONS FROM SPORTS
It is even easier to see this phenomenon operating in team sports. Visualize the players on a typical team. You will see significant physical differences corresponding to the roles each plays. On a basketball team, for example, the center will typically use height as an advantage both to score on offense and to intimidate the opposition on defense. The power forward will use size and strength to establish and hold position for inside shooting and rebounding. The point guard will rely on speed, agility, and stamina to direct the offense and to disrupt the play of the other team when on defense. Except under the most unusual circumstances, you will not see a basketball team place all of its tallest players on the court simultaneously, or all of its fastest, or its strongest, etc.
       A good coach may employ unusual combinations to confuse and defeat the opposition, but will always be a blend of talents. The team gets its competitive advantage from the diverse skills of its members and the ways that it deploys them.  When you watch a good coach in action, you see a person who capitalizes on and manages to the strengths of each team members. The coach treats the players not as interchangeable parts but as unique individuals. In the ebb and flow of the game, the coach makes substitutions to create the team best suited to the challenges of the moment.
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DIVERSITY AND PROBLEM SOLVING
You can see the same phenomenon I observed in the early years of United Health Services if you watch problem-solving teams at work in your healthcare organization. For example, if there is low trust, competing agendas, or interpersonal conflict between departments or among senior management, it is hard to get sufficient cooperation for work that requires give and take. If there is premature agreement based on a desire to avoid conflict, it is hard to get a sufficient dialog and range of ideas.  
        Using the Myers-Briggs Type Indicator or one of the comparable workplace psychological inventories, you can see this even more clearly. The Myers-Briggs measures for two perceptual preferences (sensing and intuition) and two judging preferences (thinking and feeling). Each person will have a blend of preferences (e.g., sensing and thinking, intuition and feeling, etc.), but one of these four will be dominant. In Myers-Briggs terms, a senser has greater recognition of facts, and` intuitive has more appreciation of possibilities.  Similarly, a thinker evaluates things logically, and a feeler makes choices from a values orientation. Put similar Myers-Briggs types together in a problem-solving scenario and you are likely to have much less success than if you create a team with a blend of preferences. 
       Here is how it might look in action. Recall the S-T-P model from Chapter 4.  Good problem solving begins with a description of the current situation, a task that requires the strength of the senser, who can dig in and identify facts. For example, what is happening with market share in specific service lines? Which physicians are shifting volume? An intuitive, however, can do a better job on the next two steps: identifying possible targets and suggesting potential alternative proposals, such as increasing marketing, improving workflow, investing in facilities, or cutting capacity. 
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                                Figure 5 The STARS model of Teamwork              

                                                                                  Abilities

             Trust     

                                                                                               Results

                                                   Strategic
                                                  purpose                             Structure             

A thinker would evaluate the strengths and weaknesses of the options under consideration and be able to summarize the advantages and disadvantages of each. Which alternatives have the highest risk, the fastest payback the most upfront investment? A feeler would ask how these options fit with the mission of the group and help make a selection most in tune with the group’s values. For example, does an aggressive, competitive approach fit the role of your hospital in your community?
    This is an oversimplified picture, since the individual members are not each pure types, of course. However, if you watch the work of a good team, you will see different members call on their strengths to contribute to team process just as the different members of a sports team do. Like a good coach, a good healthcare leader assembles a team with diverse talent to call on as needed.    
DIVERSITY AND TEAMWORK
Diversity on a team provides a greater breadth of talents and perspectives than would be true with a homogeneous group of people. It offers the potential for greater creativity and adaptability. However, if people with different skills, interests, preferences, and backgrounds are just thrown together, inertia or conflict are more likely than progress. Diversity does not convey an automatic advantage for teams; it is something that needs to be managed. An old 
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far Side cartoon shows a jumble of men and horses on the ground with an Old West saloon behind them. Looking over the pile, a sheriff comments to his deputy, “Johnson, you can’t just throw it together; a posse is something you have to organize.”
    I use a STARS model to describe the key attributes of an effective team (Figure 5).
   If you read the figure in a clockwise circle starting from the lower left, the initial letters spell out the acronym STARS. These words identify the key aspects for crating effective teams. You start with the left leg, strategic purpose, and clarify why the team exists. Then you go to the top of the diagram and select people with the range of abilities to accomplish the task. Next, you attend to the other leg of the star by creating a structure to organize these diverse talents (a posse is not something you can just throw together...). That leaves the two arms of the star: results and trustworthiness. Results are the short-term targets you set that help you and each team member measure your progress toward your strategic purpose. Trustworthiness is the way you and other team members behave that demonstrates that you each take responsibility to work toward your common goals. The head of the star highlights the need for diversity. The arms and legs show you how to manage it effectively.

DIVERSITY AND ADAPTABILITY
With all of these benefits of diversity, there is also a drawback. It may be more difficult for you to establish a sense of partnership and common vision with people who vary too greatly from one another. It takes longer to pull diverse individuals together into an efficient, smoothly running team. You will find more opinions at odds with one another. You will have unexpected clashes of style and perspective. Team members will take too much for granted with respect to the universality of their own values while at the same time misreading each other’s words, actions, and intentions. Think of how hard it is to get surgeons and family practitioners to set common priorities for funding. That is the challenge of diversity.
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        However, there is another benefit, as yet unmentioned, that outweighs any disadvantages when you are in an environment of great change.  Naturalists, who study the adaptation of species, will tell you that the species that are most perfectly adapted to their current environment are the ones least likely to survive when the environment changes. Diversity within a species confers a greater ability to new circumstances.
     In healthcare, as in the natural world, diversity equates to adaptability. In an unstable environment, flexibility serves an organization much better than rigidity. In the political and economic environment of healthcare, you will want to capitalize on the advantages of diversity. By assembling a team with a range of experiences, skills, styles, and viewpoints, you will be able to adjust better and more quickly than your competitors to changing demands, resources, or rewards. If, however. You build an organization of immediately compatible, like-minded people, you will be slow to recognize trends, identify alternatives, and make changes. In healthcare, where change is a constant, diversity should be one of your strategies for success. As the law of diversity warns, too much agreement is not a good thing.
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