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  What people said about Carlos’s previous book, Lessons from Mars: How One Global Corporation Cracked the Code on High Performance Teamwork and Collaboration




  Carlos is an iconoclast—in the best sense, highly credible but responsible too. Challenging the conventional wisdom of corporate team building, he offers a sound, research-based alternative that organizations and teams can put to work with immediate positive impact. His tried and tested approach delivers concrete results while minimizing the need for external support. He conveys his experience and wisdom in a style that is informal and accessible, presenting his robust evidence and no nonsense advice with humor and humility.




  Arvi Dhesi, Senior Client Partner, Korn Ferry




  There may be no “I” in team, but there is in “informative”, “interesting”, “innovative”, and “insightful”—all apt descriptions of Lessons from Mars. Building on his nearly 30 years in the field, Carlos Valdes-Dapena takes a hard look at what passes for team building in the corporate world and finds it wanting. After thoroughly dissecting the ineffective way most companies spend their money on team effectiveness, this book offers a cogent, research-based alternative that can be used by anyone managing groups of people.




  Roy Sekoff, Founding Editor, The Huffington Post




  I have been a participant in the High Performance Collaboration approach multiple times throughout my time at Mars and it is not only a fabulous approach, it is essential if you really want to focus teams. The approach creates truly proactive and collaborative teams, with a purpose and crystallized intent at the heart of everything they do, which in turn accelerates performance.




  Ulf Hahnemann, CHRO, A.P Moeller- Maersk




  The Mars Framework for High Performance Collaboration is a 21st-century model for work teams to deliver greater value for their organizations. Workers, managers and leaders in any organization can enhance their teams’ effectiveness by understanding and applying these essentials, encapsulated in this easy-to-understand unique model—detailed in his book.




  Artie Mahal, author of Facilitator’s and Trainer’s Toolkit and How Work Gets Done: Business Process Management, Basics and Beyond




  With insight born of years of experience and the warmth of a natural storyteller, Valdes-Dapena lets the air out of “teaminess” and gets to the roots of what motivates productive collaboration. I was surprised, heartened and inspired.




  Jane Grenier, Creative Brand Story Teller, Braze.com




  Teams of cross-functional leaders know they need to collaborate but on what precisely? Who should be involved and when should they collaborate? This is a great new addition to team development literature and is instantly in my rotation of “go to” sources for management development materials.




  Quincy Troupe, Sr, VP, Supply Chain, Boston Beer Company
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  This book is for my friends, collaborators, and supporters who insisted that the High Performance Collaboration framework deserved a wider audience in an accessible format. It’s also for the hundreds and hundreds who have used the Framework to help their teams, who continue to use it even though they are forced to work apart. I sincerely hope this book provides needed help in this difficult time.
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Foreword: Resilience In a Time of Crisis





  “What can we do to help?”




  In a time of crisis - such as the 2020 COVID-19 pandemic - we all have a natural impulse to help our neighbors. John Hunt, founder of John Hunt Publishing, asked this question of our company, and then offered a suggestion. He proposed producing a series of short books written by experts offering practical, emotional, and spiritual skills to help people survive in the midst of a crisis.




  To reach people when they need it most, John wanted to accomplish this in forty days. Bear in mind, the normal process of bringing a book from concept to market takes at least eighteen months. As publisher of the JHP imprint Changemakers Books, I volunteered to execute this audacious plan. My imprint publishes books about personal and social transformation, and I already knew many authors with exactly the kinds of expertise we needed. That’s how the Resilience series was born.




  I was overwhelmed by my authors’ responses. Ten of them immediately said yes and agreed to the impossible deadline. The book you hold in your hands is the result of this intensive, collaborative effort. On behalf of John, myself, the authors and production team, our intention for you is that you take to heart the skills and techniques offered to you in these pages. Master them. Make yourself stronger. Share your newfound resilience with those around you. Together, we can not only survive, but learn how to thrive in tough times. By so doing, we can find our way to a better future.




  Tim Ward




  Publisher, Changemakers Books




  May 1, 2020


 




   

  
Introduction: A Whole New World





  It’s late April. There have been too many chill rains in the Northeast where I live and too few sunny days. Despite that I find myself yearning to be outdoors. In the past 10 days I have only been out of my house three times, each time wearing a face mask and disposable rubber gloves. Two weeks ago my wife and I along with our eldest daughter, her husband and their childcare giver were exposed to someone who later developed a severe upper respiratory infection. Hearing that, we all went into lockdown. That person was eventually tested for the corona virus. After almost a week the test came back negative; our self-quarantine ended. What a relief that was. But that event ushered our family fully into the bizarre new reality we’re all learning to live with.




  The Pandemic of 2020 has forced our family and people around the world to think, live, work and gather differently. It has disrupted the lives of hundreds of millions of people and ended the lives of tens of thousands. And that’s just so far. I make my living working with business leaders and their teams. My professional life and the lives of my clients have been drastically altered. Many of the teams I work with are accustomed to being face-to-face to get work done. Most of them are comfortable with video meeting technology but feel most productive when they are together in a room. Other teams I work with live and work remotely most of the time, gathering physically a few times a year. For them this is less of a strain, but its impact is still significant.




  Now and for the next several months (or longer) there is no chance any of these teams can physically convene even for the most important or sensitive work. Add to that high levels of anxiety around the disease, forced isolation, as well as the strains placed on infrastructure that makes desktop video possible and teams everywhere are reeling, looking for ways to cope.




  Technology at the right place and time




  Thank goodness for tech like Zoom, Microsoft Teams, Slack and others. Outside of work my family is using a video app for virtual cocktail parties and dinners. It’s a hoot, and the mutual support helps. Workplace teams enjoy similar benefits from virtual togetherness. Via video conference they are getting things done. As importantly, they are offering empathy and encouragement to colleagues struggling with the separation and the strangeness of it all. The displays of caring and support are wonderful, creative and inspiring.




  I hear from my clients, those fortunate enough to be working, that as they regain their composure and their teams settle into this new normal, they are managing to get good work done. I love hearing that but this is what has impressed me most: a few are already looking ahead, wondering how they can be more than just good. They intend, as one person told me, “To return to excellence before we return to the office.”




  But are we looking ahead far enough? Will those teams ever return to an office? Tectonic shifts are shaking the foundations of how teams operate. As we struggle to keep our feet under us, the aftershocks of the COVID-19 quake keep coming. Factories and offices are shuttered. Roads are empty and commercial aircraft have more crew than passengers. Commutes have been reduced to however long it takes to walk to your home office, whatever that may consist of. And, as the air clears over Beijing, Brussels and New York, countries and companies will seize this opportunity. They can save millions in travel expense and office leases; employees will spend more time at their desks being productive and less time in planes, trains and automobiles. All this while organizations earn valuable carbon credits and contribute to a better environment. Three months ago, collaborative technologies were viable options for teams working apart. Today, their use is prescribed; tomorrow, it will be preferred. This is the time to prepare for that. It’s in that spirit, and to support the many teams striving to return to excellence regardless of where they may end up, that I have written this little book.




  Lessons from Mars




  I spent 17 years at Mars, Inc. I devoted several of those years to working with and researching high performing teams. During that stretch I gained a deep understanding of what teams, including ones working remotely, can do not just to survive but to thrive. I am not talking about conventional team building, ropes courses and the like. (If you have read my first book, Lessons from Mars: How One Global Company Cracked the Code on High Performance Collaboration and Teamwork, that will be no surprise.) Typical team building relies on increasing personal familiarity and generic relationship building. Those exercises can be fun, decrease stress and increase satisfaction temporarily but they do not lead to better collaboration. The strongest teams take a different approach. They develop bonds based on shared purpose and specific collaborative commitments that center them, hold them together even when apart. And, they do it in ways that improve their results and their relationships.




  In Lessons from Mars I describe the Framework for High Performance Collaboration (HPC). I explain the research that led to the Framework and how the Framework is different from other team models. Sprinkled throughout Lessons from Mars I talk about teams conducting meetings and workshops virtually. Most of the stories though, involved face-to-face team interactions. Working virtually got far less attention. This book addresses that imbalance.




  Finding ways for teams to stay centered, connected while being separated, has with striking and unsettling suddenness become more urgent and important than ever. This book applies the proven principles and practices of HPC to virtual working. It’s a user’s guide with just enough background and context so that the HPC Framework makes sense. Most importantly it provides practical tools so that the many, many teams that now find themselves working apart can return to excellence before they return to the office or factory. I hope with all my heart that you find it useful.
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