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 Chapter 1   

INTRODUCTION

 TEAMWORK TOOLS

In
tro

duction

Introduction

In the intense world of competition and accelerating change, there is 
a vital need for collaboration in the workplace. Can companies and or-
ganizations improve their competitiveness, quality of idea generation and 
problem solving by maximizing interaction, learning and working in teams? 
Are there strategies for facilitating and maximizing productivity of groups? 
Are there collaborative decision-making strategies that are better than 
voting—strategies that don’t result in winners and losers and that therefore 
create buy-in by all? Are there teamwork strategies that make workplace teams 
more effi cient and staff development trainings more engaging and effective? 
The answer to all these questions is a defi nite yes!

This book provides revolutionary strategies for facilitators and managers who 
want to boost morale and make their workplace teams more energized and 
productive. And the good news is that the strategies are easy to learn and easy 
to use. These strategies are called Structures. 
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INTRODUCTION Cooperative, Competitive, and Individualistic Strategies 

C O O P E R AT I V E ,  C O M P E T I T I V E ,
A N D  I N D I V I D U A L I S T I C  S T R AT E G I E S
Training and management approaches can be cooperative, individualistic, or 
competitive. For example, we could try to motivate a sales team by placing 
the members in one of three situations:

Competitive: We announce that the person with the top sales for the 
month gets a bonus. In this situation, good sales by one salesperson decreases 
the chances of a bonus for another salesperson. Likely consequences: many 
or even all of the sales people will be motivated, at least until one pulls far 
ahead. The sales people will not hope for the gains of one another; they 
won’t help one another; they may try to steal customers from each other.

Individualistic: We announce that each salesperson reaching a prede-
termined sales target for the month will get a bonus. Likely consequences: If 
the target is perceived as within their capacity, sales people will be motivated. 
Because the outcomes of one are relatively independent of the outcomes of 
another, the salespeople will be less likely to compete with each other; rela-
tions will be more positive than in the competitive situation.

Cooperative: We announce a company sales target for the month and 
state that if the company sales target is reached, all sales people will receive a 
bonus. In this situation, sales people will be likely to encourage and even help 
each other close sales; relations will be the most positive of the three
situations. 

Creating cooperative, competitive, or individualistic situations in our train-
ing and management has a dramatic impact on motivation, social relations, 
team spirit, productivity, and morale. The balancing of cooperative, com-
petitive and individualistic approaches maximizes learning and workplace 
effi ciency. Although a one-winner-take-all situation will usually undermine 
motivation and co-worker relations, there is a place for healthy competition. 
Healthy competition occurs when it is among those of relatively equal ability, 
or at least when there is a relatively equal probability of winning some of the 
time. Healthy individualism occurs when each person is held accountable to 
a motivating personal standard, as when each individual is rewarded when 
s/he improves her/his personal best. Healthy cooperation occurs whenever 
individuals perceive themselves as being “on the same side,” each contribut-
ing to obtaining a common goal. 
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Chapter 1Need for a Cooperative/Collaborative Approach

Each approach has strengths, and, when used appropriately, can enhance 
both the training process and manager effectiveness. This book focuses on 
cooperative/collaborative strategies. We do not advocate exclusive use of 
cooperation; competitive and individualistic approaches have their place. We 
advocate that as a manager or facilitator, you use whatever competitive and 
individualistic approaches are now working for you. We can assure you, how-
ever, that if you add the collaborative strategies in this book to your reper-
toire of training and management techniques, you will experience a dramatic 
boost in effectiveness as a facilitator and/or manager. Your 
training courses will be evaluated as among the best ever 
experienced and your workplace teams will be imbued 
with greater energy, enhanced team spirit, decreased er-
ror rates, and increased creativity and productivity.

N E E D  F O R  A  C O O P E R AT I V E /
C O L L A B O R AT I V E  A P P R O A C H
The work of managing and training and workplace 
teams is increasingly complex due to the advance of 
technology and the accelerating change rate. There 
is more information and a greater range of skills to 
master, and the demand for mastery is at an ever-accelerat-
ing pace. As we move to greater and greater workplace complexity, it is 
increasingly true that to solve today’s workplace problems many heads are 
better than one. The complexity of today’s workplace tasks proves that none 
of us is as smart as all of us. Teamwork skills become survival skills for the in-
dividual and for the organization. No one person can build a computer. The 
computer is a wonderful symbol of the interdependence in today’s work-
place. Individuals and teams work on components and must carefully coor-
dinate their efforts to create an integrated product. As complexity increases, 
it is more and more common for teams to need to coordinate their efforts 
with other teams, and thus teamwork skills are increasingly at a premium.

Today, teams have become the norm in the workplace. Up to 86% of em-
ployees in large organizations work in teams, and nearly three out of four 
employees in organizations of all sizes work at least part of the time in teams. 
(See Teams in the Workplace page 6.)

5 
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Employability SkillsINTRODUCTION

Based on 1,194  responses 

Because teamwork has become the norm in the workplace, teamwork skills 
and interpersonal skills are at a premium. In a 1995 survey, oral communi-
cation, interpersonal skills and teamwork skills were the three highest rated 
employability skills: They are all rated higher than mastery-oriented skills 
such as profi ciency in one’s fi eld and computer knowledge. This book pro-
vides simple strategies that develop the very skills that are most in demand. 
(See Employability Skills below.)

100–499 71%

500–999 75%

1,000–2,499 84%

2,500–9,999 83%

10,000 + 86%

All Sizes 73%

T EAMS  IN  THE  WORKPLACE 1

Size of Organization Percentage with Employees in Teams

EMPLOYAB I L I TY  SK I L L S 2

Oral Communication 4.7

Interpersonal 4.6

Teamwork 4.5

Flexibility 4.3

Analytical 4.3

Written Communication 4.1

Profi ciency in Field 4.1

Leadership 4.1

Computer Knowledge 3.9

Rated on scale of 1 to 5, with 1 least important and 5 extremely important 

1 Survey Staff. Training Magazine, October 1994. 
2 Survey Staff. College Placement Council Job Outlook, 1995.
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Chapter 1Need for Experiential Learning

With the shift toward teamwork in the workplace, there is a need to shift 
toward teamwork in trainings and management. Teamwork increases group 
learning while providing a socially connected way of enhancing idea genera-
tion, data synthesis and problem solving. Learn-
ing in groups also affords many opportunities 
for utilizing multiple modalities of learning and 
for tapping into the different styles and strengths 
of team members. There are many approaches 
to cooperative learning. Dr. Spencer Kagan, as a 
professor at the University of California, devel-
oped Structures, an approach that dramatically 
increases ease of learning and ease of imple-
mentation, so that any facilitator or manager 
can immediately increase the effectiveness of 
teamwork. Structures motivate cooperation while 
holding each individual accountable for her/his 
own contribution. Further, the structures equalize 
and maximize participation. Dr. Kagan explains 
the theory and rationale of Structures in Part I of 
this book. These simple, easy-to-learn, easy-to-use 
ways of organizing the team interaction of work-
shop participants and workplace team members 
revolutionizes training and management.

N E E D  F O R  E X P E R I E N T I A L 
L E A R N I N G 
Structures engage experiential learning, an approach far more effective with 
adults than the expert model. Many facilitators follow the expert 
model—“The sage on the stage.” The expert disseminates information or 
demonstrates skills. Telling participants what you want them to learn may 
be the fastest approach, but little is retained compared to having participants 
interact over the content and/or engage in hands-on experiential learn-
ing. The brain retains little of what is heard but not processed. Think of the 
times you spend an evening of enjoyable entertainment at a comedy club. 
You laugh at every joke, but after the show when someone asks you to tell 
some of the jokes, you can remember only a very few. To take another 
example: The information operator gives you a telephone number. 
You remember it only long enough to dial it. A few minutes later, 
the number is gone. The expert model puts information into short-
term memory, but if the information is not processed experientially, 
it is not stored in long-term memory. 

7
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Adult Learning and Collaborative Learning

A D U LT  L E A R N I N G  A N D
C O L L A B O R AT I V E  L E A R N I N G

Cooperative learning is often thought of as learning strategies for 
youth. However, cooperative learning is as powerful for adults 
as it is for youth. Adults bring a lifetime of experiences to the 

learning situation. Most adults appreciate the opportunity 
to identify, plan, carry out, and evaluate their own 

learning. Adults want to learn in a climate of open-
ness and mutual respect. Adults need to identify the 
competencies of their occupation and social roles, 
are generally ready for teachable moments, and 
can identify their own teachable moments. Adults 
need to apply their own learning quickly; they learn 
better if the learning is centered on solving real-life 

problems. They are especially focused on practical ap-
plications and want and need to relate their learning to their own 

prior experience—by sharing and interacting with colleagues. 3,4

Collaborative strategies are uniquely suited to address these characteristics of 
adult learners; they provide opportunities for increased skill building in the 
way adults best learn. 

C O N T E N T S  O F  T H I S  B O O K
At the heart of this book are structures—simple strategies to organize the 
interaction of participants at training courses and in workplace teams.

In Part I, Structures: Revolutionary Teamwork Tools, Dr. 
Spencer Kagan presents the theory and rationale for using 

structures in trainings and management. Structures allow 
more effi cient and memorable presentation of content 
and mastery of skills. They facilitate brainstorming and 

creative problem solving. Structures promote 
team spirit and boost morale. They allow col-
laborative decision-making, sidestepping the 
win-lose pitfalls of voting. As an added benefi t, 
they reduce—and in many cases

eliminate—workplace stress. 

Part II, Trainer Tips, is an overview of a host of sure-fi re 
management tools for trainers and facilitators. Training 
and development professionals will fi nd indispensable 

advice for a range of the most pressing facilitator issues, including room    

3R. Fogarty, & B. Pete. The Adult Learner. Some Things We Know. Melbourne, Australia: Hawker 
Brownlow Education, 2004. 
4 W. Draves, How to Teach Adults, 2nd Edition. Manhattan, KS: The Learning Resources
Network, 1997.

8
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Teambuilding: Small Group InteractionContent of This Book     Chapter 1

setup, transforming resistance, and time management. If you are looking 
for better ways to manage time, reinforce learning, or get and keep focused 
participant attention, this is where to turn. It is a chapter you will return to 
again and again.

Next come the structures. In Part III, Structures, you will fi nd 23 
distinct, proven ways to organize the interaction of participants in 
your training seminars and in their workplace teams. The structures 
are conveniently organized by function. You will fi nd seven chapters 
in this part of the book, a chapter highlighting each major function of 
structures: Teambuilding; Communication Skills; Knowledge Building; 
Skill Building; Creative Thinking/Problem Solving; Decision Making; 
and Information Exchange. 

In each of the seven function chapters, case scenarios provide 
training applications for the structures. Each case scenario is a training 
design that suggests a structure and content to provide an experience. 
Each also has debriefi ng questions to process and apply the learning(s). 
The case scenario walks you through each of the steps of experiential 
learning. Facilitators can use the design as presented in the book or use 
the structures for other purposes, following the basic steps. Because 
the structures are content-free, facilitators or managers can take 
any of the structures and add content relevant to the particular 
learning application. 

An important feature of each function chapter is a section called 
Additional Content for Specifi c Training Groups. This section provides 
more ideas for using the structures from that chapter. The suggested 
applications are organized by training groups: administration, cus-
tomer service, fi nance, human resources, manufacturing, operations, 
research/development, sales/marketing, and technology. This section 
indicates the fl exibility of the structures. Some of the structures induce 
divergent thinking, and others facilitate convergent thinking. For 
that reason, the structures can be used as stand-alone activities or in 
combination with other structures. When used together, the structures 
become multiple steps in powerful training designs as illustrated in 
Part IV, Using Multiple Structures.

Te
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The structure chapters, like the Trainer Tips, are not designed to be read 
cover to cover, but rather to be turned to again and again as you are 
looking to enliven your meetings, reach a decision everyone will endorse, 
brainstorm ideas, or make sure everyone masters new content or skills. 
We recommend strongly that you take just one of these powerful struc-
tures and use it a number of times with different content, ensuring that 
you and your participants or co-workers are  comfortable with the struc-

9



INTRODUCTION

© 2008 Hawker Brownlow Education • KA5940
Teamwork Tools • A Revolutionary Approach for Managers and Trainers

10

Content of This Book

The last part of the book, Part IV, Using Multiple Structures, provides 
sample instructional designs to illustrate practical applications of the 
structures in workplace training and management. Here you will fi nd 
a range of applications to illustrate the versatility of structures. 

Design 1: Uses structures to have participants identify and under-
stand fi ve different confl ict-resolution styles. This series of activities 

illustrates the use of teambuilding, decision making, communication 
skill development, and information exchange among groups. 

Design 2: Illustrates the use of structures to facilitate team projects, in-
cluding brainstorming, designing, building, and evaluating a team project. 

Design 3: Illustrates the use of structures to facilitate skill building: 
learning and practicing underground repair or construction.

Although each of these designs is a valuable series of activities that 
can be carried out in a step-by-step fashion, they serve a larger pur-

pose. Our goal in presenting these activities is to illustrate the wide 
range of ways any facilitator or manager can use structures to make 

their work more productive.

To fi nd particular structures or activities that may be helpful to you, use the 
Index of Structures by Training Purpose or the Index of Case Scenarios 

by Training Topic. These can be found immediately after the Table of 
Contents (pp. vi–vii).

This book contains a wealth of ideas for activities. It is not neces-
sary to read a full chapter or to read through the entire book to use 
or adapt great activities. It is easy to take one activity or structure 

and use the book on an “as needed” basis, but we have a much higher 
hope for our readers: We hope you will be taken by the power of struc-

tures and that you too will begin to use them on an ongoing basis in your 
workshops and meetings. In offering this resource, we know you will discov-
er ways to apply the power of structures to revolutionize how people work 
together in your training courses and workplace teams. 

ture before taking on another structure. Think of the structures as tools in a 
toolbox. Learn to use one well, and then move on to the next tool. Mastering 
these tools is a process, not a one-time event.
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