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We are entering autumn, so some reflections on some of the more 
structured stuff that starts to become more important after the summer 
vacations: meetings, project teams and the annual performance review. 
 
 
If you would like a downloadable pdf of this edition. it is published on my 
website, along with copies of all past editions, click here. 
 
Enjoy, and stay healthy and safe... 
 
Geof Cox 
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Meeting Dynamics 
 
When people form a group, they look for a way to organise themselves. The 
process is a kind of status ranking through which team members develop a 
mostly unspoken consensus about who should be in charge. It may be 
conscious but is often unconscious and occurs whether or not participants 
are aware it is happening. And there is a high degree of commonality in terms 
of the relative rank people assign to each other which are also fairly 
consistent across cultures.  
 
The higher the perceived status of a given attendee, the more the group will 
allow that person to speak. Higher status members are also addressed more 
often, looked at more often, and are less likely to be interrupted by other 
group members. And, the larger the group, the more unequal the relative 
participation will be. The highest status individual will get to control about 
half of the conversation, with the rest divided between the other team 
members - so, in a three-person group, the second, and the third status will 
still get a lot of contribution; in a group consisting of eight or more people, 
there will be some members who hardly contribute, if at all. 
 
The dynamics are also self fulfilling - individuals with lower perceived status 
do not expect to be listened to so are less likely to engage or to have prepared 
for the discussion. 
 

Snippets 
A collection of thought provokers and 
quotations…  
 
“Knowledge is knowing that a tomato is 
a fruit / Wisdom is knowing not to put it 
in a fruit salad Philosophy is wondering 
whether a Bloody Mary counts as a 
smoothie as one of your five a day.” 

Anon... 
 
"What holds people back [from 
organisational change] is a fear of their 
personal future.”  

Andrew Adams  
 
"I quote others only the better to 
express myself.” 

 Michel de Montaigne 
 
"One does not discover new lands 
without consenting to lose sight of the 
shore for a very long time.” 

 Andre Gide 



What affects status rankings? As you would expect in the workplace, job 
seniority is heavily influential. And, like many other social situations, physical 
appearance and personality type affect how a person’s status is judged. For 
example, more attractive people or above average height tend to be 
accorded more status, as may an extroverted person who seems to be 
confident.  
 
However, some factors are within your control:  
Stop thinking of yourself in terms of lower status labels and instead think of 
labels that are both status-invoking and true. Do you have quantified 
expertise in the topic of discussion, such as a relevant qualification? Do you 
have past achievement of good results in a similar situation? Do you have 
relevant experience, particularly if linked to a higher status person? Practice 
speaking with confidence - this is frequently interpreted as competence! 
 
If you are in a leadership role you are in the best position to intentionally 
disrupt established dynamics and win greater loyalty and support from team 
members on the fringe. You can increase lower perceived status (and 
therefore low contributor) members’ positive affiliation to you - and 
therefore their willingness to work for you -  by approaching them in advance 
and reminding them that they are valued; set them up for success to have a 
positive contribution experience by ask them to contribute directly on a 
specific topic that will highlight their expertise or experience. 
  
Having the awareness to work on changing these patterns (as a leader or a 
member) will result in a wider variety of valuable ideas and greater levels of 
contribution and energy in the team. 
 
USEFUL LINKS  
Click here to access the complete article from HRZone 
 
New Directions offers consultancy and training on team working.  For more 
information Click here    

 
"The uncreative mind can spot wrong 
answers, but it takes a very creative 
mind to spot wrong questions.” 

 Anthony Jay 
 
"There's no walls in music. It's like 
water; there's currents.” 

 Corey Harris 
 
“Music: It's trying to play clean and 
looking for the pretty notes.” 

 Charlie Parker 
 
“The only place where success comes 
before work is in the dictionary.” 

Vidal Sassoon 
 
 “If you’re not learning, you’re falling 
behind.” 

Jill Konrath 
 
"When I found out I could make 
mistakes, then I knew I was on to 
something.” 

 Ornette Coleman 
 
"Culture = Values + Behaviour”  

Lt. Gen George Flynn 
 
 “One of the best things you can do is 
stop and listen” 

Lori Richards  

Dealing with a Runaway Team 
How many times have we experienced a ‘runaway’ team on a project - 
everyone working hard, the project was moving forward, but not in 
accordance with the plan - and the team does not listen to the PM when they 
try to get back on track? 
 
When this situation arises, it’s natural to try and correct the behaviour of the 
team, but that’s usually the wrong approach. Teams don’t go out of their way 
to do things wrong, or to cause problems for the project. If they are not 
following the plan—especially when multiple team members are involved—
it is likely because they don’t believe the plan accurately reflects what needs 
to happen if the project is going to succeed. 
 
Remember that the plan is only a plan, developed when the least amount of 
information about the project is available, so it should not be any surprise 
that the plan needs adjusting as more information becomes available! The 
lesson for PMs, especially inexperienced ones, is to recognise this and not 
that the plan as sacrosanct. Someone once said that running a project by 

Adobe Killed the Annual 
Performance Review…and it is 

still a success! 
Management experts have questioned 
the value of annual performance reviews 
for decades - for example, W. Edwards 
Deming: “It nourishes short-term 
performance, annihilates long-term 
planning, builds fear, demolishes 
teamwork, nourishes rivalry and 
politics.” 
 
So, as long ago as 2012, Adobe killed of 
this sacred cow. They moved to frequent 
“check-ins” where managers provide 
employees targeted coaching and 
advice. There is no prescribed format or 
frequency for these conversations, and 



looking at the plan is like playing tennis by watching the scoreboard! PM 
training needs to recognise this and treat the plan as something that is 
flexible, not the cornerstone of the project management process. 
 
Teams don’t randomly move away from a set approach individually. They talk 
to each other and agree on a better course of action, effectively developing 
a second informal plan. So, the answer for the PM is to get involved. The 
project plan is not supposed to be an inflexible set of steps that must happen; 
it’s supposed to guide the work, being adapted and adjusted as necessary. 
And early versions of the plan—those developed at the start of the project—
are the most inaccurate and the most in need of adjustment. There are so 
many unknowns and assumptions in the early plan versions that adjustments 
are inevitable as the team learns more and replaces assumptions with 
knowledge. The secret to developing an effective plan is to not only 
acknowledge the need for those changes to occur, but to involve the entire 
team in making those changes. By making these re-planning activities 
transparent, collaborative and formal, the PM helps ensure that everyone 
remains aligned—and that delivers the best chance of success. And then be 
prepared to change the plan again. Because it’s still wrong, and always will 
be. And that’s okay. 
 
USEFUL LINKS 
Click here to read the original article from ProjectManagement.com 
 
New Directions offers consultancy and training on project management.  For 
more information Click here    

managers don’t complete any forms or 
use any technologies to guide or 
document what happens during such 
conversations. They are simply expected 
to have regular check-ins to convey what 
is expected of employees, give and get 
feedback, and help employees with their 
growth and development plans. 
 
And it is a success. Most Adobe 
managers and employees find the new 
system to be less cumbersome and more 
effective. Managers are honing their 
skills about how to talk with their direct 
reports about what is expected of them, 
how they are performing, and what they 
can do to become more effective. This 
has also led to more candour in dealing 
with under-performance. The new 
system requires executives and 
managers to have regular “tough 
discussions” with employees who are 
struggling with performance issues—
rather than putting them off until the 
next performance review cycle.  
 
USEFUL LINKS 
Click here to read the full case study 
from CMI  



Book sales at lower than 
Amazon prices! 

			 																			 	
Getting Results Without             Ready-Aim-Fire Problem  

Authority                                                Solving 
                  £8.00                                                   £5.00              

Bundle both titles for £12.00 
Price includes p&p in the UK, for deliveries outside the UK add £1.00.  

 
Click here to go to the secure Online Shop. 

Cuttings 
Cuttings is a bi-monthly collection of 
ideas and comments published 
elsewhere which have attracted my 
attention over the past couple of 
months. It is designed for readers who 
are interested in individual, organisation 
and management development and is 
free.  
 
It has been published continuously for 
more than 30 years by New Directions, 
an international network of consultants 
and trainers who work together to learn, 
research, design and provide consulting 
and training in individual, management, 
and organisation development.  
 
USEFUL LINKS 
Past issues of Cuttings 
New Directions website 
Getting Results Without Authority 
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