The Five Virtues of a Brilliant Virtual Manager
CHAPTER 1
ONE DAY IN VIENNA
(Fantastic chapter title…reminds me of “Before Sunset”)
Just a note on punctuation. Your quotation marks are written in the British version but your full stops and commas which precede or follow quotations are in the American version. Which would you like to write in? Best not to mix and match.

Rule:

British English puts commas and periods (full stops) outside the quotation marks unless the quotation is also a complete sentence or the punctuation is part of the quotation.
· The UWSC says that British people write it "this way".
American English puts commas and periods inside the quotation marks.
· The UWSC says that American people write it "this way."

Rule:

American style uses double quotes (“) for initial quotations, then single quotes (‘) for quotations within the initial quotation.

American style:
“Economic systems,” according to Professor White, “are an inevitable byproduct of civilization, and are, as John Doe said, ‘with us whether we want them or not.’”

British style uses single quotes (‘) for initial quotations, then double quotes (“) for quotations within the initial quotation.

British style:
‘Economic systems’, according to Professor White, ‘are an inevitable byproduct of civilization, and are, as John Doe said, “with us whether we want them or not”’.

Roxanne Leonard took her seat opposite her boss in Vienna (italicising as it’s not THE Vienna, but rather the name of the room.) (watch for repetitive words as it inhibits flow; change to either “took a seat…her boss” or “took her seat…the boss” – I prefer the first option.) All the The meeting rooms at Vanninmed were all named after cities where in which the company had premises. Most meetings took place in open areas around the building, so the request to meet in such a formalised manner in Vienna told Roxanne straight away that something was in the air.
Dan Lepada greeted her with a smile, but she had known him long enough to detect the frown behind it.
‘Hi Roxanne,’ he began, ‘thanks for coming in.’
‘Are you OK, Dan?’ she asked.
‘Oh yeah, sure,’ Dan told her. ‘We have a bit of a problem, but I think I have a solution for to it.’
‘And the solution, I am guessing,’ Roxanne smiled, flashing her very white teeth, ‘…involves me. Right?’
Dan barked a short laugh. ‘You’re way ahead of me!’ he admitted.
‘And, so …?’ Roxanne knew the power of a pause and just waited until Dan carried on.
‘Well, here’s the thing. Aside (repetitive apart/part problem again) Apart from your part of it -, which is working well, and that by the way, and is the reason why we are having this conversation -, Customer Service is just not working. We are now getting complaints from customers about our complaints procedures, can you believe? They Customers are saying they aren’t getting answers, or if they do, the answers are they get contradictory ones. They’re also complaining of being, or they are passed around from person to person, saying each one saying, “Oh I’ll put you through  …” Iit’s like we have more siloes in Customer Services than in all the rest of the business put together!.’
Dan sat back,  and took and took a deep breath, and then went on in a more measured tones.
‘Now I realise that some of this is because people don’t have the information they need at their fingertips, and they can’t always get it. That’s part of the problem. We have to sort out a lot of internal systems and procedures as well as properly dealing properly with our customers’ concerns. Then we need to get the feedback loops working smoothly (deleted ‘properly’ to eliminate repetition from above) properly so that if we do get something wrong, we learn from it and don’t make the same mistake again.’
‘Okaaay,’ Roxanne smiled across the desk, ‘and you are telling me this because … ?’
Dan looked up. ‘Because we are going to be doing things very differently from now on. We are going to get everyone onto the same system and set up a follow-the-sun model. That is going to mean coordinating here with New York, Mumbai, Singapore and Melbourne.’ And the person I want to do organise that is you.
Roxanne’s mouth opened in surprise. She shut it again without saying anything and then took a breath.
‘Dan I’m flattered, I really am,’ she said at last, ‘but I don’t think I’m qualified to do that. I’ve never run a virtual team, let alone a global operation with different cultures in various (no repeating words!) different time zones.’

‘Roxanne, you’ve worked in the Middle East, you ran New Zealand for three years and you’ve spent a good deal of time in the US operation. No-one is better qualified than you to see this done right.’ Dan came back at her. (I would reposition ‘Dan came back at her’ before the quote as this is a strong/forceful-sounding statement which prompts the assertive energy. OR keep it where it is and say ‘Dan asserted/assured.’

‘That’s true, but it’s different. Besides, what will the others think?’
‘Well this may surprise you but I have spoken to Blake in New York and Arjun in Mombai, and they are both up for it.’
‘And Mitchie in Singapore?’
‘Mitchie has been telling me that she doesn’t get as much support reporting into the region as she would like reporting into the region, and of course Liam in Melbourne has only just joined, and that was on the basis that things might be re-organised.’
‘Which just leaves only Jaoa in São Paulo.’
‘Ye-es.’ Dan paused. ‘Well things may be a little trickier there, but …,’ he tailed off, leaving the sentence hanging.  (I think ‘letting his sentence hang’ has more flow but it’s up to you!)
‘Hmm,’ Roxanne pursed her lips. ‘It sounds as though this is pretty much a done deal.’
‘It only needs you to say yes,’ Dan told her with a grin.


CHAPTER 2
AROUND THE WORLD
A week later, following a round of emails and announcements, Roxanne arrived to was at her work  station early.  At 7.00am, she called Liam in Melbourne, knowing it would be 4.00pm at his end. Liam answered promptly, a big toothy smile and a mass of sandy hair appearing on screen. His Hawaiian shirt suggested that the office dress code there was fairly relaxed. Roxanne spent a few minutes chatting sociably, swapping information and finding out details something about Liam: ‘What do you like to do when you’re not working?’ being one of her favourite questions. Liam’s first answer to that was ‘sailing.’ He owned a small day boat and had taught both of his daughters to sail, so that the whole family enjoyed days on the water together. His second answer was ‘chess.’’
‘That’s an interesting combination,’ Roxanne remarked. ‘One quite physical and the other very cerebral.’
‘You might be right there,’ Liam told her, ‘but I see them as pretty much the same. In both cases you are trying to figure out what your opponent is going to do next, anticipate it and counter it. It’s just that when you’re out on the water,  your opponent is the weather, the wind and the waves.’
‘I’d certainly had never thought of it like that!’
‘Well, I suppose the big difference is that when you’re (getting rid of double ‘you are’) are sailing you are trying to get into a position where the wind and the waves are actually helping you. That’s never going to happen in a chess tournament – your opponent helping you, I mean, not the wind and the waves!’
OK, Roxanne thought, here is someone who likes to think ahead, predict what might happen and change course accordingly. Liam seemed easy going, relaxed and confident chatting to his new boss for the first time. Roxanne moved the conversation on to business and listened to while Liam explained his initial thoughts on improving performance in his area. 


At 8.00am, Roxanne called Mitchie in Singapore, where it was 3.00pm on a typically humid afternoon. Mitchie wore was wearing a loose cardigan over a patterned blouse.
‘It’s funny here,’ she laughed, ‘it’s so hot outside that  you only need the lightest clothesthe lightest clothes are all you need, but everywhere we run the air conditioning freezing cold everywhere, so in the office everyone has an extra layer on!’ (everywhere/everyone sounds repetitive, I’d replace with  ‘in the office people have to keep an extra layer on!’)
Roxanne soon worked out that Mitchie preferred to talk about general/everyday life in Singapore in general, rather than about herself, though she did divulge. hHer goal was to buy a flat of her own from the HDB – the Housing and Development Board. (added this in as you stated she doesn’t like to talk about herself, but she then made a statement about herself.)

---End edits---
‘If you are single you can’t buy an HDB flat until you are 35,’ Mitchie explained, ‘unless you buy together with someone in your family. I love my four brothers,’ she went on, ‘but I don’t want to live with any of them! Anyway, it gives me four more years to save for my deposit.’ As the conversation turned to business Mitchie outlined some of the challenges she was facing.
‘People here are very diligent, and work very hard. You know, it’s a money-driven society, but it’s also a rule-driven society.’ She laughed, then went on. ‘We have rules for everything here, and in some ways that’s great. Singapore is not only beautiful, it’s clean, and virtually crime free. And we are very polite! After all you can be sent to jail for getting in someone’s way on the pavement so we have to be. But because of that there tend to be very strict ways of doing things. Even though our office here is more Western in its ways than Eastern it is still difficult to change things. I can see a lot of ways in which we could serve our customers better, but persuading others of that is not always easy.’
Roxanne asked some questions but for the next half-hour she was happy to let Mitchie do the talking while she took notes. At 9.00am, after a quick comfort break and a short visit to the kitchen on her floor of the London office to retrieve the second half of her breakfast smoothie, Roxanne made her third call of the morning, this time to Arjun in Mumbai.
‘I am very lucky here,’ Arjun began with a beaming smile, ‘because I have a great team here in Mumbai. We are all working very well together and that is a very good thing, I think, both for us here in Mumbai, and for the company.’
‘Well that’s great to hear, Arjun,’ Roxanne began, returning Arjun’s wide smile. ‘Really good to hear the team is going so well. Tell me a little bit about you, if you would. I really like to get to know people, and I’m fascinated by countries I haven’t been able to visit yet, and by different cultures.’
‘Oh, me too,’ said Arjun with enthusiasm. ‘But I am very lucky here. I live in an apartment complex, and it has a great range of facilities! We have a gym, a clubhouses, gardens, and playgrounds. Our neighbours here organize social occasions throughout the year and we celebrate many festivals together. My children have an almost endless array of playmates, and they are always getting together for games of cricket or to ride their bikes. We have a pretty good cricket team you know, but I doubt that any of my children will one day win the Tour de France!’
From the figures and spreadsheets Roxanne had spent the last week immersed in, Arjun’s description of his team as a ‘great’ one grated a little. She suspected that he had deflected the conversation in an effort to avoid a conversation about performance. Well that was OK, because she had no intention of getting into that area in this first conversation. It would not be long, because it was clear that there was a lot of work to do, but at this stage Roxanne was still in discovery mode, and gathering information. After a little prompting Arjun did return to talking about the team, but focussed more on roles and personalities than results.


Chapter Three
TIME ZONES
Roxanne’s next two calls would have to wait. Her phone showed 10.00am, it would be 6.00am in Sao Paulo and 5.00am in New York. In fact she had decided to wait until after lunch before calling either Joao or Blake, and give them a chance to start their day before speaking to either of them. The time difference meant that if she called Joao at 2.00pm her time it would be 10.00am in Sao Paolo, and calling Blake at 3.00 would mean the same for him, 10.00am in Manhattan. 
Roxanne had been to Rio on holiday and loved it. In a place that seemed to have every combination of skin colour, hair colour and eye colour under the sun she felt she just blended in. She learned six words of Portuguese before going, subsequently learning that her pronunciation was appalling, but it didn’t matter because, in the tourist areas at least, everyone spoke either English, or more commonly, American. Sao Paulo she did not know, but it was the commercial capital, and where XYZ had set up its headquarters for Latin America. It occurred to her that it was an interesting choice, given that most of the countries in the region had Spanish as a first language. New York she loved. Or at least, she reminded herself, she loved the bustle and pace there for a short while. She had visited the company’s North American head office in Manhattan several times, but that had been some time ago, and Blake, like Joao was an unknown quantity. 
She spent the remainder of the morning dealing with very much the same sort of issues that would have been her day-to-day job before her meeting with Dan, which gave her some food for thought. At 2.00pm she called Joao. He too appeared on screen smiling and wearing a smart black crew-neck sweater over which peeped the collar of a crisp white shirt. Roxanne remembered that although Brazil was often assumed to have a very laid-back business culture it was only relatively recently that suits and ties had stopped being mandatory in a lot of businesses – even in 40 degree summer temperatures. Joao looked cool enough at his work-station though, with a busy office behind him. 
‘Hi Joao,’ Roxanne said, ‘good to see you!’
‘Muito prazer,’ Jaoa replied with a broad smile. ‘That means “my pleasure,” over here!’
‘Well, it’s my pleasure too, Joao,’ Roxanne smiled back. After that the social part of the conversation flowed along easily. Joao’s passions were Futsal and dancing. Futsal, he explained, was a little like five-a-side soccer, but played on a small pitch – and often on the street – and with a harder ball. 
‘Many great football players started playing Futsal,’ Joao explained. ‘It favours ball control and passing in small spaces. And the emphasis is on improvisation, creativity and technique, which I really like!’
Roxanne appreciated that, privately hoping that those things would translate into the workplace. Joao was keen to return the compliment and find out what Roxanne liked doing outside of work.
‘Oh, I run a little and work out at the gym a couple of mornings a week on my way in to work,’ she told him. ‘I used to box a little, but I have given that up. I really liked the art and the sport, but it takes a huge amount of time to stay fit enough to really fight well, so now I have settled for more peaceful pursuits. As a matter of fact I’m very taken with ice dancing. So far I have only been watching online but I think I might want to get my skates on one of these days!’
‘Well I dance a pretty good samba,’ Joao responded, but I’m not too sure it would work so well if I put on ice skates!’
As in her previous conversations, when Roxanne turned the subject to business, the buoyant mood stayed the same. Whilst appreciating the optimistic tones of all the team members Roxanne knew there was a considerable lack of candour in these initial conversations. She had not been expecting anything else. The challenge, and it was one she had anticipated, was going to be getting past this initial getting to know everyone phase and getting into the nitty gritty of what really needed to be done. For a moment she felt very alone. As she signed off with Joao she found herself thinking: Am I the only one who really understands what is going on here? Then she reassured herself: No-one is going to tell me the truth until they think they can trust me. I am doing the right thing here. And with that thought in her mind she finished the smoothie she had brought with her from lunch and tapped the keys to bring Blake in New York up on the screen.


Chapter Four
BACK IN THEUSA

Blake Ainslie appeared on screen looking very serious. Roxanne’s first thought, was: Oh wow, either he is having a seriously bad day or I have just interrupted something very important. That idea was immediately dispelled by Blake’s high-powered greeting.
‘Hey there Roxanne, great to see you again!’ They had met at a conference in Miami before, and Roxanne had been planning on using that fact as an opener to the conversation, but Blake beat her to it, accelerating away to a fast start. 
‘I’ll make no secret of the fact that when this restructure was proposed I hoped to be sitting in your seat right now. But I’m not and you are, so good on ya!’ The speed with which Blake delivered that sentiment, and the fact that he had opened the conversation with it took Roxanne by surprise.
‘Well,’ she said eventually, ‘I didn’t know that.’
‘Don’t worry about it,’ Blake sped on. ‘I’m good. Now where d’you wanna start?’
Roxanne reversed her previous strategy. Blake struck her as not just fast-talking, but fast-paced generally, and she made a guess at a preference for a focus on task rather than relationship, in the first instance at least. Blake was soon into facts and figures, screen-sharing spreadsheets and explaining, very rapidly, why some of the numbers were so bad. There was a lot about inefficient systems, customers having long wait times to get through, the inefficiencies of other departments and their reluctance to come back quickly with information. Roxanne took it all in, and came to some rapid conclusions, which she kept to herself. At the end of thirty minutes Roxanne thanked Blake, and went back to her favourite question.
‘So, what do you like to do when you’re not working?’ She emphasised the ‘not’ quite deliberately this time.
‘Well that’s a great question,’ Blake responded. ‘First off, I’m from Queens, so I’m a big Mets fan, but I pretty much have to keep quiet about that round here.’
Roxanne got the reference. New York’s two major league baseball teams, the Mets and the Yankees played in different national leagues, but the rivalry was still comparable to Manchester’s two football teams, and the comparison with the Yankees as the rich, famous and successful team and the Mets as serious underdogs, stood scrutiny too. 
‘And second,’ Blake went on, ‘which is another thing most people in the office here don’t happen to know about, is stand up.’ For the second time Roxanne found herself nonplussed.
‘Sorry? I didn’t quite catch that?’
Blake laughed. ‘I do stand up comedy, but a lot of my act is about office life, so I’m not too keen on inviting anybody here to any of my gigs!’ Roxanne thought Blake seemed rather pleased with himself at this revelation, and kept any thoughts about company values and out of work activities possibly being at odds to herself.
‘Wow, that’s amazing,’ she said. ‘I have a very good friend over here who did stand up in New York for some time, then came to London and did even better.’
‘Hey, are you saying I should cross the pond?’ Blake asked.
‘Not necessarily,’ Roxanne told him. ‘My friend actually gave up performing.’
‘Wh-a-a-t? No way!’
‘Oh yes.’ Roxanne paused, and then added: I’ll tell you why another time.’ She made a deliberate decision to save her friend’s story. It might be very helpful to Blake, she thought, but only when he would be ready to hear the message. Instead she returned to business, still without going into details. She realised that Blake was desperate to “get ahead of the game,” and whilst she had no intention of holding back his energy and desire, she was firm in her dedication to treating every member of her team equally in terms of opportunity and performance, and differently according to their needs and aptitudes. 
Although everyone in the team had come across very personably and very confidently, Roxanne reflected after her call with Blake there was clearly something wrong. Apparently, everyone’s team was doing a great job, yes there were a few problems here and there, but nothing that couldn’t be fixed – apart from Blake’s complaints about IT systems, other departments and generally anything he could claim lay beyond his sphere of influence. So, Roxanne pondered, what was really going on? And the immediate and obvious answer was that no-one wanted to admit that they had any problems, that there was anything wrong in their part of the operation, or that they might need any help. Of course not! For to admit to any of those things, which would have been perfectly reasonable, a normal human response and indeed correctly in line with the much-espoused company values, would on the other hand be to admit to weakness, not being fully in control and not producing the results you were there for. The question in Roxanne’s mind was how to get people to open up more, without making them feel threatened, which would almost certainly have the opposite effect. After some time she thought she had the answer – at least the start of one. She wrote  a message on the newly created team message board.
Hi All   
Great to speak to each of you today (although for some of you of course that will have become yesterday by the time you read this). Also great to heart so much positivity and enthusiasm from everyone. Our first ‘all together’ call will be on Friday. These are always going to be difficult in terms of timing for some of us, but Liam has said he is happy with a late call, at least for the time being and Blake is OK with an early start. So we will run with 12.00pm London time, which means 9.00 for Liam, 7.00am for Blake and everyone else is somewhere in between.
What I would like each of you to do before that call is draw a map of your territory. Now you do not have to be able to draw like Leonardo da Vinci, any visual representation will do. A ‘map’ does not have to be an actual map – more the kind of diagram someone might draw with a stick in the sand if you were lost in a strange land and they wanted to explain their surroundings. And lastly your territory is not your geographic region – this is about producing a visual metaphor of you and your team’s current work situation. I have attached a couple of different examples to give you the idea. Oh, and please don’t post or share your map until the meeting!
Kind regards,
Roxanne.


Chapter Five
A MAP OF THE TERRITORY
That evening Roxanne thought about her own territory map. It was some time before she put pen to paper, she wanted to draw this by hand, if not actually in the sand with a stick, and when she did the first thing she drew was a distant mountain peak. She knew for certain that that represented her aim and her goal, although right now she was a long way away from it. How to illustrate that, she wondered? She knew she would face many difficulties in getting to what she had already called in her mind Peak Performance. But it was all unknown territory between here and there. Perhaps, she thought, she should just resort to the habit of medieval map makers and write ‘Here be dragons’ for every unidentified step along the way. Of course, Here be dragons was just the old cartographers’ way of saying ‘unknown unknowns’ and Roxanne had already identified some priorities. Better to start with those she thought and after a moment she drew a fingerpost in the diagonally opposite corner of the page to Peak Performance, pointing in that direction. Getting to where she wanted performance to be was going to require absolute clarity about what the team was there to achieve and what they all needed to do, collectively and individually.
After a few more minutes she found the process taking on a life of its own. She sketched in a little camp fire and some tents and called it Camp Teamwork, she drew some trees clustered thickly together and named them The Forest of Systems and Processes. A little way to one side of the path she drew some stick figures armed with spears and named them The Tribe of Genuinely Awkward Customers! She sketched a river which would have to be crossed, named it Problems and Challenges, and then drew a bridge over it called Problem Solving. When she was satisfied, she re-drew the whole thing, this time without the names, so that when she showed her map the effect would be entirely visual, and she could then talk the team through each area of it. She fell to wondering what everyone else’s maps would look like, but when they were all shared them onscreen at the all-together meeting, there were surprises in store.
First to share was Mitchie. Her map showed an island, in the middle of which was a primitive fort. In the seas surrounding the island were sharks, pirate ships, some sort of a warship with guns pointed and something she explained with a giggle which was meant to be a war canoe, whatever it actually looked like.
‘It’s not a floating banana then?’ Liam asked with humour. Mitchie agreed with that and went on to explain.
This is really about how I feel, and I asked my team too, without telling them why I was asking. We all feel under attack, or at the very least under threat. All this stuff comes at us all day long, and we feel as though we are under siege.’
‘Oh, that’s really funny,’ Liam came back in. ‘Wait till you see my map!’
It seemed that people generally felt much the same as Mitchie, and more came out as everyone shared their maps and talked about them. Liam had indeed drawn a castle with a moat and the drawbridge pulled up, and arrows raining in from all around. There was one small head visible at the top of the castle walls.
‘That’s me,’ Liam explained, ‘poking my head above the parapet by showing this to you all. It’s not very pretty but it just about sums up how things really are.’
Arjun proved to be something of an artist. His map was beautifully drawn and detailed, even including a depiction of the heavens at the top of the page, peopled by various Hindu gods. The central part of the picture however, showed a group of people, dressed in clothes from a bygone era, and with puzzled expressions on their faces, all looking in different directions. Around them at various different points in the distance were a river, a palace of some kind, some high hills, a herd of elephants, a venomous looking king cobra, and a similarly unsettling, and very realistic, tiger.
‘Wow,’ said Mitchie, ‘you should be an artist. Well, I guess you already are! I meant for a living, you know.’
Arjun laughed at that. ’Oh no,’ he said, ‘I like to do this kind of thing but it is very stylized. There are many, many people much better at this sort of thing than I am.’
‘It is very lovely,’ Roxanne put in. What does it all mean, Arjun?’
‘Well the group in the centre is me and my team. Not that we wear those sorts of clothes any more – I told you it was stylized! And basically you know, I think we are all a bit lost. There are two things here,’ he went on, ‘I don’t think we have a clear view of what we are aiming at in terms of improvement, but also I think there is a feeling that whilst being at the river would be lovely, and at the palace perhaps even better, if we try to get there we may be bitten by a snake, eaten by a tiger or trampled to death by elephants.’
‘Wow!’ interjected Blake, ‘I have never felt so safe living in Manhattan as I do right now!’
‘Well, it is meant to be metaphorical,’ Arjun laughed, ‘but I think we are reluctant to try things in case something goes wrong and we make things worse not better.’
‘Fail frequently’ fail fast,’ Blake interjected.
‘But don’t fail too badly or you may note get another chance!’ Arjun quipped back.
‘Thanks very much, Arjun,’ said Roxanne. ‘Who’s next?’
‘I’ll go,’ said Joao, sharing his screen and his map. In the middle of Joao’s map was a bridge in the form of a huge X, with two curving roadways suspended underneath it. 
‘I started with this because here in Sao Paulo we have a very famous bridge, the Ponte Estaiadia, It is the only cable-stayed bridge in the world that supports two curved tracks from one mast. The bridge is a very beautiful thing, and a very practical one – it connects and unites two different parts of the city – and that is how I see our role. We are here not just to connect with our customers when they have a problem, but also to connect our business more firmly with our customers so that they do not have problems in the first place.’
‘Amen to that!’ said Liam in a loud voice. Roxanne had the same thought but did not want to interrupt Joao’s explanation.
‘The funny thing is,’ Joao went on, ‘the Ponte Estaiada has been vandalised several times. One time it was simply a theft. The thieves stole wire. On another occasion they stole some of the spotlights. That was probably just for what they could sell them for them too. But one time, some years ago now, vandals broke into the control room and simply did a lot of damage. So, here is how I see things. My team are in charge of this very important bridge between our company and its customers. It is a complex structure which needs maintenance. Every so often something happens which threatens its integrity. I am talking like a structural engineer here,’ Joao explained, ‘not a moral philosopher, so we need to make sure that we keep the bridge sound and that traffic, or in our case information, flows as it is meant to.’
‘O-k-a-a-y,’ Blake said as discussion around Joao’s map drew to a close. ‘Here’s what I have.’ Blake’s map proved to be a series of islands, mostly joined together by rather rickety looking bridges. Some of the islands were completely disconnected, but with birds flying overhead and in one case a figure apparently swimming whilst holding something out of the water with one hand.
‘What are the birds?’ Mitchie asked. Even before Blake had launched into his explanation.
‘I’ll come to them in a minute!’ he told her. ‘This is the whole organisation. This is my team,’ he used the cursor to indicate the central island. And here, he circled a distant island connected by a very long and crooked bridge, ‘are the customers.’ All these other islands are the people and departments we need to connect with in order to get the information our customers want, or in order to solve their problems. As you can see,’ the cursor whirled around the screen rapidly, ‘connections are not good. Indeed they are bad. Very bad. So bad in some cases that we would stand a better chance with a carrier pigeon,’ he indicated the birds, ‘or a runner with a message in a cleft stick. Except that in this case he or she would need to be able to swim one-handed.’ That got a laugh from everyone and Roxanne sensed that Blake was enjoying the attention his cynical approach was gaining.  Nonetheless the conversation was upbeat. Sharing their maps had given everyone an easy way to be more honest about their situation, whilst at the same time revealing to others something about the way each member of the team saw things and expressed themselves.
Arjun, who had been quiet for some minutes announced that he had taken screen shots and could put all six maps up together, which prompted a further round of comparisons between similar themes, as well as a discussion of differences, amore deeply enquiry into why people saw things they way they did. At the end of the meeting Roxanne thanked everyone and was about to wind up when Liam said:
‘That’s a great process, Roxanne, really useful. How did you come up with it?’
‘Oh, I didn’t,’ Roxanne replied. ‘Territory Mapping was invented by a man called Anthony Willoughby. He’s an explorer and has led a fascinating life. One of the things he observed is that whenever he was in a remote part of the world, and he spent a lot of time in Papua New Guinea, in order to explain how they lived tribespeople would draw their territory, usually with in stick in the earth. They would map out everything that was important to them, and where it was. So their map might show the hunting lands, where there was good fishing to be found, and the areas that they farmed.  Typically their maps would also indicate areas of danger such as crocodiles in the rivers, or other aggressive tribes.  Some of them also showed areas of opportunity as well, such as resources they might be able to exploit, or weaker tribes they could subdue. Anthony Willoughby struck on the idea that simply mapping the territory could be a great strategic planning tool for any team. I asked you to do it separately, rather than as a team, so that we could all see and discuss common challenges as well as looking at unique ones.’
‘OK, agreed, great exercise,’ Blake broke in. ‘So what happens now?’
‘Two things,’ said Roxanne. ‘First we need to start acting as a team. So that means everyone communicating and looking for ways we can help each other or do things together, instead of all acting individually.’
‘And the second thing?’ asked Arjun.
‘I’ll come right back to you about that within twenty-four hours,’ Roxanne promised.



Chapter Six
THE GOLDEN RULES

Roxanne’s reply came in the form of a video. She used just one slide, with six points on it:
· Efficiency
· Proactivity
· Best in Partnerships
· Great Communications
· Clearly defined processes
· Mutual Support and Trust
She explained her reasoning and each of the points like this.
‘I am not going to start us off with a big vision of a bright future, because I want to concentrate on the here and now. I think these six things, if we focus on them and stay focussed, will make sure we all know where we are going, will connect all those islands together on superfast broadband, will stop those incoming arrows and circling warships, and will convert very awkward customers into enthusiasts for us.
‘Let’s take them one by one. Efficiency. If we put a real focus on being more efficient, particularly in our use of time, and look to eliminate wasteful practices, like having to call back for more details or to clarify something, we can probably get a lot more done with a lot less hassle.
‘Second is proactivity. I’m not suggesting that anyone is sitting around waiting to be told what to do, but the nature of what we do tends to be reactive. A customer comes on with a problem, we set about solving it. But what if we start to look for areas and issues we think might cause a problem. We can see trends that no-one else in the business is going to spot until much later on. So this is about taking the lead, working out what we can do to get ahead.
‘Now here’s a big one. And I make no apology for setting this one out as a vision!’ Roxanne paused and grinned at the camera. ‘Part of the challenge we face is getting answers and information from people who think that other parts of their work are more important than replying to us. So we have to keep chasing, the customer gets irate, and the whole thing becomes a vicious circle. The only way to break that cycle is to forge great partnerships right across the business. As for the customers, we know we have to deal with some difficult characters but let’s take it as a challenge – if we can satisfy them then everyone else should be okay. 
‘Now that connects with number five - great communications. This is a new world for all of us and if we are going to make this work as a global unit and a global team we need to be really clear with each other, and keep checking back that we have understood and been understood. So let’s not be shy about asking for that clarity. We also need to make sure that we are speaking to customers with one voice, and they are not getting different messages from different people. That’s about handover and we need to get really slick at that.
‘The last two points. Clearly defined processes save time and effort, eliminate mistakes and facilitate handovers. I think we can do a lot better in terms of updates to the business and give them more transparency about what we are doing and what we are achieving. I’m going to look at how best we might do that. In the meantime I am asking all of you to start sharing how you do things in your part of the world so that we can evolve a set of standards we can all work to.
‘Last, but not least, mutual support and trust. Now I am not saying that we mis-trust each other, but this is the one thing that will really supercharge our performance. It’s Really important that we keep our word to each other and do what we say we will. That sort of accountability builds trust. We also need to trust each other that if we give help we will get help back when we need it. Not necessarily immediately and not necessarily from the same person. But if we all set out to do the things that build trust, like working to understand each other, keeping commitments and clarifying expectations we are all putting deposits into the trust account. That all goes to make things a lot easier when it comes to making a withdrawal – which is when you need to ask someone else for something.
Roxanne smiled at the camera, said: ‘I’ll be talking to everyone one-to-one in the next couple of days, but I’m here if you need me,’ raised a hand in farewell and signed off. She watched the video back, timing it, to make sure she was happy with it, and sent it out.



Chapter Seven
FAMILY MATTERS

Roxanne’s home was not a happy place when she arrived that evening. She was greeted by a sullen fourteen year-old daughter, outraged at her school and annoyed with her mother.
	‘Hey, girl,’ Roxanne greeted her. ‘What in the world has got into you?’
	‘They sent me home from school!’ 
‘Jasmine! What did you do to deserve that?’
‘They said my skirt was too short, but it wasn’t!’ Jasmine protested loudly.
‘So which skirt did you wear?’ Roxanne asked.
‘My black one, with the pleats.’
‘Oh, you mean your very short black one, with the pleats, that’s for going out in, but not for going to school in? I could have told you that wouldn’t be allowed.’
‘But you weren’t here!’
Roxanne nodded in acknowledgment. ‘Well, that is true,’ she admitted. ‘I went in early to make some calls.’
‘And you’re back late!’ Jasmine responded, still hurt.
‘So, you changed your skirt and went back to school?’
‘Yes of course,’ Jasmine snapped back. ‘I’d be suspended if I hadn’t gone back, wouldn’t I.’
‘Well, praise be, at least you made a good decision there!’
‘I’m like an orphan here,’ Jasmine complained.
‘You have a family,’ Roxanne reminded here.
‘Yes, but they’re not here, are they? Soria’s at uni, Cornell is god knows where and Dad’s at the South Pole or somewhere equally god-forsaken!’
‘Well, according to his Face Book page Cornell is at Machu Picchu, and your father is in Antarctica, but not actually at the South Pole.’
‘That’s what I said,’ Jasmine protested. ‘They’re not here!’
‘That’s true enough. For the time being we are a virtual family. Why don’t you look at the pictures Cornell has posted and send hm a message?’ Eventually, with a huffy ‘kay,’ Jasmine reached for her phone and went to her room. She came down without too much delay when Roxanne called her for supper: salted cod, shredded and seasoned with peppers, onions, tomatoes, and olive oil, with a coconut bake on the side. A peace offering.
		‘OK,’ Roxanne said as they finished eating, ‘if we get this all cleared away by nine o’clock we might just be able to have a chat with your father before his day starts.
		‘Really?’
	‘Well, it’s a maybe, but we can try.’
Dishwasher stacked they sat down at Rochelle’s lap top and after a couple of failed efforts, Evan’s face appeared on the screen.
‘Hey,’ he said with a smile. ‘I wasn’t expecting to hear from home so soon.’
‘Well, Jasmine is missing you already and I thought we might just catch you before your day starts.’
‘Oh you’re way to late for that. I have been up for a while, making breakfast for the team, doing some cleaning and bagging up the trash.’
‘I thought you were running a climate survey!’ Jasmine exclaimed.
‘Well I am,’ her father told her, ‘but this is a very small base, so we all work together to make it work. So some days I’m a cleaner, or a galley slave, and sometimes I am a night watchman too.’
‘I’m still telling my friends you’re a scientist, and not all that other stuff.’
‘Fine by me,’ Evan told her.
‘But you’re there for six months, and you’ve only been gone about six days, and I miss you.’
‘I know sweetheart, but we did talk about this a lot, and what did we agree?’
‘I know. Family, friends and fun – that’s how we’ll keep our focus. But I’m not having much fun.’
‘OK, let me work on that. In the meantime how would this be? I’ll write a little blog at the end of every day, about my day and what we’ve been doing here. Then if I send that to you, you’ll get it at the start of your day. So you’ll have news from Antarctica fresh every day.’
‘That would be cool,’ Jasmine agreed. ‘I think half my friends don’t really believe you have gone down there and think I’m making it all up.’
‘Well that we can soon fix,’ Evan told her. ‘Look out for bulletin number one in the morning.’



[bookmark: _Hlk53856633]Chapter Eight
ONE TO ONE

Roxanne’s first one-to-one came sooner than expected. Blake called in from New York just before noon. He was obviously in early.
		‘Hi Roxanne,’ he began. ‘I’ve been thinking about these six ideas of yours.’
		‘Well my intention is that they become ours,’ Roxanne put in quickly, ‘and I prefer to think of them as points of focus, not just ideas.’
		‘Well, OK.’ Blake conceded. ‘Here’s the thing. That last thing you talked about, Mutual Support and Trust. We don’t have that.’ 
That rang alarm bells for Roxanne but she kept her calm and just said: ‘OK, tell me more.’
‘I don’t really know anyone in this team. I mean, I played college football and I knew I could trust everyone on the team absolutely. Well, everyone on the offense at least.’
Roxanne knew very little about American Football but let Blake keep on talking.
		‘We trained together, played together, showered together and drank beer together. Some of those guys were my best buddies. And I just don’t have that kind of feeling about this team. Matter of fact I’m not sure we are a team at all.’
		‘Well,’ Roxanne replied after absorbing that, ‘as things stand we can’t drink beer together. We could have a virtual drink together but what would be after work for some of us and would be in the middle of the working day for others so let me work on that one. As for showering together, I’m not sure that would be entirely appropriate.
		Blake gave a short laugh and said: ‘Hell, no, I didn’t mean that …!’
		‘So has something happened that’s made you lose trust?’
		‘Well no, but I just don’t know whether when I need to pass something on, you know, follow-the-sun and all that good stuff, whether it’s really going to be dealt with.’
		‘OK,’ said Roxanne after a short pause, ‘how do you think everyone else feels about working with you?’
		‘Well, sheesh!’ Blake stopped, then laughed. ‘I really don’t know. I mean, I suppose I’d like to think that they would know I would do a great job.’
		‘But they can’t actually know that until you’ve proved it, can they?’
		‘I guess not,’ said Blake, sounding more thoughtful.
		‘OK,’ said Roxanne, ‘think about this for a minute. You’re driving on the freeway. What level of trust do you have in all the drivers around you?’
‘Well let me tell you, I don’t know how things are over there in the UK, but there are a lot of idiots on the roads over here.’
‘And in spite of that?’
‘OK, I think I see where you are trying to go with this. Basically we are trusting the people around us not to drive into each other or switch lanes and cause accidents. Doesn’t always work, mind.’
‘No, for sure, but most of the time it does,’ Roxanne went on. ‘And that’s how we need to start off in our virtual team. If we take that immediate reaction, which we do most of the time in life, that we can probably trust the other person, at least to some degree, it’s called swift trust by the way, if we can take that and build on it, being honest both ways if something does go wrong, then we can start to build a really solid base of trust.’  
‘Look, I don’t wait to play hard ball over this, but to me that sounds a bit like hold your breath and hope no-one blows it.’
‘Well there is something we can do about that,’ Roxanne told him.




Chapter Nine
MNMNMN

‘How is life treating you down there in the frozen South?’ Roxanne asked Evan as they connected later in her evening.
		‘Pretty good on the whole,’ he assured her, ‘and with you?’
		‘Jasmine seems a little happier, but we’ll have to wait and see how long that lasts.’
		‘OK, well I’ll keep the blog going and see what else I can think of to not seem so far away.’
		‘I wanted to ask you something. You know that team bonding weekend you all did together before you set off?’
		‘Yes,’ said Evan. ‘It was good actually. I know that sort of thing gets a bad name from time to time but it was really well worked out and very helpful.’
		‘You said there was some sort of trust-building exercise which worked very well.’
		‘Yes, we spent some time each talking one to one with all the other members of the team, but it was the context that was interesting.’
		‘And that was?’
		‘We were asked to describe where we grew up, what it was like, who was there, family and so on, and what challenges we faced. There was a big caveat about only talking about things were we happy to share, and actually not sharing anything that might make the other person feel out of their depth, after all no one here is a trained therapist!’
		‘Yes,’ said Roxanne, ‘I can see the need for the ground rules, but how does that work to build trust?’
		‘I asked that question, because it certainly does work, but why is not so obvious. It seems there are two parts to that. One is that simply talking openly with someone like that starts to build their trust in you, and it encourages people to reciprocate, so you have a kind of virtuous circle going on.’
‘And the other?’
Evan laughed. ‘Well this one really made me think – about when we first met. I remember exactly when I thought you were different, that you were special and definitely the one for me!’
‘You do?’ exclaimed Roxanne.
‘I do, and I’ll bet you do too. I mean it doesn’t always happen in a blinding flash, though it does for some, but I’ll bet if you think back, that was the conversation we were having.’
‘About our childhoods?’
‘Exactly! Now our upbringings could hardly have been more different, but it’s the similarities that connect people. And there are always some similarities because we are all human. Of course, having that conversation doesn’t mean that everybody in the team fell in love with one another – that would have been seriously counterproductive!’ Evan laughed again. ‘What it did do though was give us points of reference, help us to understand each other more, and because of that we all came away feeling we could trust everyone else a lot more. It’s been really helpful while we have been setting up down here, getting in each other’s way and finding out we have some very different views on things.’
		‘Did it matter that you all did it at the same time do you think?’
		Evan thought for a moment. ‘I don’t think so. In fact I can’t see that it would have made any difference if we had all done it over a period of time. It was just that we had the one weekend away together, so it made sense for us all to do it then.’
		‘Yes, together is a luxury I don’t have at the moment.’
		‘You mean us?’
		‘Well I am missing you,’ Roxanne laughed, ‘but actually I was thinking of my work team.’
		‘Have you got problems?’
		‘I don’t think so. Nothing has gone wrong yet, thank heavens, but we are definitely in the very first stages and I need to make sure people do trust each other before we have some minor hiccup and it all falls into blame.’
		‘I know what you mean,’ Evan agreed. ‘It’s all about having confidence in one another, and to some extent admitting that none of us is perfect. You remember that thing I quote from Roald Amundsen?’
		‘I know he was first to the South Pole and a big hero of yours.’
		‘It was his planning and understanding of the environment I particularly admire, yet in spite of all that what I like to keep in mind is his comment that: “No matter how hard you try something will always fall off the sled.” That’s realistic!’
		‘That may be a bit too soon for my team,’ Roxanne said, ‘I think we are still building confidence that we can do want’s being asked of us!’
		‘Well, fair enough,’ agreed Evan, ‘You don’t want to give them the impression that you are expecting things to go wrong before you’ve really started. I think Amundsen was talking with the luxury of several successful expeditions behind him.’
		‘Your trust exercise though, that’s another matter, and I think that’s just what we need.’
		

[bookmark: _Hlk62920908]Chapter Ten
MNMNMN

‘How goes it with the trust exercise we talked about?’ Roxanne asked at the next team meeting. Liam had said he was quite happy to take the ‘late shift’ and take the call at nine in the evening, and Mitchie was equally happy about a 7.00pm meeting. Fortunately Blake was a habitual early riser and had said that being back from his morning run by 7.00am would be no problem, and Joao had responded that while he was by no means an early bird, 8.00am would be fine with him. That meant it was 12 noon for Roxanne, who felt a little guilty about that but had to concede that it probably was the best set of timings for everyone else.
		‘Oh, really fascinating!’ Mitchie jumped in. ‘I learned so much about everyone, it was brilliant.’
		‘Yes, I agree, actually,’ said Arjun. ‘I mean obviously we all come from very different backgrounds but talking in that way was really interesting because it was more about the dynamics of our different families and the way we were brought up than about culture, although of course that came into it too and was very helpful.’
		‘How did you feel about it, Blake?’ Roxanne asked.
		‘Well,’ Blake laughed, ‘I don’t mind telling you I thought it was a pretty weird idea at first and I wasn’t too sure I wanted to do it, but actually I guess it worked pretty well.’
		‘You did remember the golden rule, only to talk about things you are comfortable with?’
		‘Yeah sure, and at first I wasn’t going to talk about the fact that my Mom and Dad split up when I was quite young, but I decided I would, which was kinda interesting.’
		‘Yes,’ Joao came in, ‘it was a bit similar for me. I talked about some things I don’t often mention, so that caused me a little bit of reflection, but most of all hearing everybody else’s stories was wonderful. It felt like we were all coming much closer together.’
‘I’ll second that,’ added Liam. ‘Certainly worked for me, and I reckon I know why.’
		‘Why is that, Liam? asked Mitchie, because I’ve been wondering why it seems to work so well.’
		‘Well it’s the conversation you never have at work isn’t it?’ We talk about work, we talk about the footie, well at least some us do, ‘he laughed’ and maybe what we did at the weekend, hobbies, all that kind of stuff. But the conversation about your childhood, well that’s one you only have with your best mates – or with your wife. He laughed again and added, ‘sorry, probably should have said “significant other” there, but you get my meaning?’
		‘I do,’ affirmed Joao, sounding very positive. ‘I think that’s exactly right, Liam.’
		‘So what else can we do to keep this going?’ asked Mitchie.
		‘Well first of all,’ Roxanne said, ‘we can keep on talking about trust, and about openness. About not having to feel guarded in what we say because we trust each other to listen and understand, not to jump to conclusions and not to be critical or hostile.’
		‘Shouldn’t we always be like that?’ asked Arjun. ‘I mean any group of people working together need to be like that, don’t they?’
		‘It’s rarer than you think, mate!’ Liam told him with a laugh, and Blake broke in to say:
		‘I’ll say, that would have been positively counter-culture in some of the teams I’ve been in. Come to think about it,’ he added after a pause, ‘maybe they weren’t really teams at all. Just groups of people competing at the same job.’
		‘That’s funny!’ Joao came in, ‘but I know exactly what you mean. The thing I have noticed that characterises that way of working is blame. Because everyone just wants to be responsible and rewarded for their own little piece of the pie and not be accountable for the team result. So if anything goes wrong it all becomes a blame-storm!’
		‘A blame-storm!’ said Mitchie. ‘Ive never heard of that before, though I’ve certainly been in one!’
		‘Well that sounds like our first team protocol,’ Roxanne came in after listening to everything that had been said. ‘This team doesn’t do blame.’
		There was rapid assent from everybody to that, but Blake sounded a note of caution.
		‘I don’t mean to be a party pooper,’ he said, but that’s easy enough for us to all agree to here and now. How is it really going to be when the uh, the you-know-what hits the fan?’
		‘Good point,’ said Roxanne. ‘ What I suggest is that we adopt a way of looking at things that have gone wrong. It goes like this: first we ask “What?” meaning “what exactly is the situation?”’
		‘Gimme the facts, Ma’am, just the facts,’ put in Liam in his best American Detective voice,’ getting a laugh from Blake for his pains.
		‘Well, that’s it exactly,’ Roxanne told him. ‘First of all we want to understand exactly what’ happened, without colouring it or getting into disputes in any way. Next we ask “Why?” and again the key is “no blame.” We just need to understand what went wrong so that we can put it right – and make sure it doesn’t happen again.’
		‘That sounds good,’ Arjun agreed. ‘Then do we work out how to fix it?’
		‘Exactly.  So question three is “How.” Just as Arjun said, “How do we fix this?”  Then finally we ask “Who?” so that we know exactly what each of us is doing to fix things. And we should actually add “When?” so we all know what timescales we are working to.’
		‘Wow,’ exclaimed Mitchie, ‘that’s neat.’
		‘Yes that sounds like a very good approach,’ Joao agreed. ‘So we start with what’s happened, and just stick to the facts. Then we work out why, making sure we don’t start to do blame …’
		‘Then it’s how can we fix it,’ Mitchie joined in. ‘Then we work out who is doing what and by when.’  
‘Worth a try,’ said Blake.
‘OK,’ said Roxanne. ‘That’s good work on the team side of things, let’s get on to task. Lightning round – who wants to go first?’ 



[bookmark: _Hlk65157499]Chapter Eleven
LIGHTNING STRIKES

The ‘lightning round’ meant that everyone would speak in turn for a minute or less outlining their three top priorities and any particular challenges they were facing for the coming week. Roxanne would go last, with her contribution including the top three metrics for the team as a whole.
		The first request for help came from MItchie: ‘We are taking flak from the rest of the business, especially operations. Every time we try to go back to them with a customer issue or problem they stone wall it. How are we supposed to make customer service better if the business won’t listen when things are wrong?’
		‘Well, we said we’d be Best in Partnerships,’ Liam responded. ‘That was one of the six points Roxanne put out in her video.’ Roxanne was quietly grateful that someone else had said that before she needed to. She made a note to say thanks to Liam after the meeting, firstly for his being on the ball with the team principles she had outlined, and secondly for speaking up and referencing one of them in the meeting.
		‘So I reckon we have to find a way to do that, with all the other parts of the business’ he went on. ‘Anybody any good ideas on how to go about that?’ Liam’s laugh at the end of the sentence lightened the mood, but without deflecting from the issue.
		‘I think it’s a mixture of professional and personal,’ Arjun said. ‘We have to be very professional, clear and consistent in what we are saying or asking for, but at the same time you know, it always helps if you know something about the other person. That way you can treat them as a human being. In fact the more you now about someone the more chance you have of a constructive conversation because you can reference things that might be of interest to them, and that way you are more likely to be able to create a win-win situation.’
		‘Yes, I second that,’ Joao came in. ‘Maybe it’s a bit of a cultural thing but here in Brazil business is very people oriented. So for example we see lunchtime as a great way to build personal relationships with their colleagues. I’m guessing you don’t do lunch in New York, Blake?’
		‘You kidding me?’ Blake came back with a laugh. ‘Sub or salad for most people, but it’s at the desk either way!’
		‘Here in Singapore it’s very different,’ Mitchie told them. ‘When someone says “Lunch?” it’s not really a question, it’s more like a reminder that we are all supposed to go to lunch together as a team. I have more latitude than most to excuse myself, because I am the Boss, but it’s still seen as anti-social to stay at your desk or have lunch alone. I have been working on that with my team and everyone is beginning to understand that maybe individual tasks and moods should take priority over the communal lunch hour, and that if we don’t all have to get together for lunch every day then we can work to our own concentration levels and take a break when it suits us’.
‘Doesn’t seem to give you much opportunity to meet other colleagues though,’ observed Liam.  
		‘So maybe if social isn’t going to work you need to try a more formal approach to get on first base,’ Blake commented.
		‘I think that might be the best idea,’ Roxanne said. ‘MItchie, how would it be if you go to your opposite number in operations and request a really frank discussion about the reactions your people are getting? And I will back you up by talking to Damien Forester, who is the Global Ops Director. How is everyone else doing on this?’
		The answers were mixed, but by staying on topic, and looking for solutions rather than simply re-stating the problem from everyone’s individual perspective, the team built on those ideas and added some more possible solutions.
		The next challenge was Blake’s three priorities, which he listed as: ‘Handover, handover and handover!’ Roxanne would have wrinkled her nose at what was a blatant abuse of the ‘three priorities’ rule, but knowing she was exactly as visible as if the whole team had been sitting around a meeting room table, she nodded and simply asked: ‘Could you tell us a little more about that, Blake?’
		Blake’s elaboration, shorn of frustration and rhetoric, had at its core a legitimate point. Although everyone in the team was using the same systems for recording complaints, customer interactions and other data it came out that people were inputting things in different ways.
		Roxanne let the discussion run for a few minutes then said: ‘OK. So we need a protocol for that, something we can all agree to and follow absolutely. First of all we need to be absolutely clear about everything we are doing: what we are doing, why we are doing it and how we are doing it. Then we need to be completely consistent in our approach. That way we can eliminate errors and misunderstandings, and save the time that sorting those things out afterwards takes. Who wants to take it on?’
		‘I thought Arjun had some pretty good ideas on it,’ Liam said. ‘Not that I’m passing the buck or anything!’
		‘I’m happy to work on it, with some help,’ Arjun replied. ‘We have done a lot of work in this area internally over here, so that can be a basis for whatever we come up with.’
		‘Well I have very little experience of working out protocols,’ Joao put in, ‘and I think it’s something we need to work on here, so I’m happy to be involved.’
		‘Great,’ said Roxanne. ‘Two’s company and three’s a crowd so that’s Arjun and Joao on the handover protocol. When do you think you might have something to bring back to the team?’
		‘Headlines in forty-eight hours and detail in a week,’ said Arjun. ‘We’ll need to run some tests and checks but I think that should be doable.’
		‘Do we get to sleep as well?’ asked Joao
		‘Of course! Sleep is very beneficial to the creative process,’ Arjun told him. ‘It will be alright, my friend. You’ll see.’


[bookmark: _Hlk65677885]Chapter Twelve
ENGINES

‘So, how is everything?’ Evan asked.
		Roxanne grinned at her screen and raised her glass in a toast. ‘It seems to be going okay,’ she said.
		‘Now, what is it about the way you said that that is worrying me?’ Evan asked, cocking his head to one side.’
		‘That’ll be that word “seems,” won’t it?
		‘Right first time.’
		‘Well, no-one has quit, we have had no major disasters, the team is beginning to work well, the metrics are moving in the right direction. A bit too slowly for my liking but we seem to be getting there. How are things in the frozen South?’
		‘Well, we had something of a day of it yesterday.’
		‘Something fell off the sled?’
		‘You might say that. As a matter of fact the sled broke, well one of them did, and then the snow mobile we sent out to the rescue broke down. So it wasn’t our best day all told.’
		‘Oh no, were you able to fix everything?’
		‘In the end yes, but it took pretty much the whole day, so it has put us behind schedule.’
		‘Ouch.’
		‘Yes, well, everything had been going really well up to that point so I suppose we were due something to go wrong.’
		‘That’s not like you – that’s almost being pessimistic!’
		‘No, no, I’m fine. I was just thinking of Darryl Leonard. Do you remember, my university pal I used to tell you about.’
		‘The one with all the hair-raising adventures?’
		‘Yup, he’s the one. Well, he and his Dad used to race cars in something called Rallycross. I think they were quite successful actually, but one of Darryl’s favourite phrases relating to that was: “Engines always go best just before they blow up!” So I am always a bit cautious if everything seems to be going too well.’
		That line suddenly came back to Roxanne when she picked up an urgent ‘call me’ message from Dan Lepada the following morning.
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Chapter Thirteen
COLD FRONT

Dan Lepada looked harassed, not his usual self at all, as he nodded at Roxanne and said “Hi.”
		“Hi Dan,” Roxanne replied. “What’s up?” On her screen she saw Dan pick up a coffee cup, before changing his mind and putting it down again without drinking from it.
		“Hmm, well, it’s like this. I knew that when I asked you to take on this team and the whole operation it was a pretty big challenge. What I also thought was that by showing we were taking action, changing the way we operate and looking to address the problems, we would be give some time to straighten things out.” He paused.
		“And now?”
		“Now it seems that may not be the case.”
		“So what’s changed?”
		“I think it’s more about what hasn’t changed.”
		“What do you mean, Dan?  We’ve hardly had any time at all, but we are moving in the right direction.”
		“I fully acknowledge both those points, Roxanne, and I am fully supportive of everything you have done so far. No, the problem is higher up. It’s Jeff, Jefferson Stormsby.”
		“But he’s Global Head of Ops – why is he making life difficult for us?” Roxanne asked.  Dan picked the coffee cup up again and this time drained it. As he put it back down he gave a wry smile.
		“Jeff was always against this idea. He didn’t come out and say that to me at any point but I got a couple of tip offs. I think he doesn’t want to wait and see if we can make it work, in fact I think he’s trying to show that it can’t be made to work this way.”
		“But why would he want to do that?”
		“I have a hunch about that, which I am not going to share with you right now,” Dan added quickly, “but my guess is that, as part of some longer-term strategy, Jeff is pressing for customer services to be outsourced.”
		“What?”
“My guess is that he thinks we are too closely aligned with Sales and too focussed on giving the customers what they want.”
		“But that’s our job isn’t it? And anyway I thought the matrix structure was supposed to have resolved the dispute about who we report to?”
		“That was the idea,” Dan agreed.  “In practice it’s just given me two bosses – one of whom happens to be Jefferson Stormsby.”
		“But Desi isn’t going to stand for that, is he?” Desormel Lines was Global Head of Sales, Jefferson Stormsby’s opposite number, and Dan’s other reporting line.
		“He would hate it,” Dan confirmed, “but I’m not sure that he can stop it.”
		“Well, I don’t know about you, but I’m not going down without a fight!” Roxanne declared.
		“I’m with you. We represent the business and the brand to our customers. Personally I don’t think any outsourced operation could do that so well. I also think that, although we may have some customers who genuinely cause us problems, we face as many challenges on the inside. The business is not truly customer-centric, but that’s a big battle for us to fight. In the short term we need a rapid upturn in the metrics. Do you think that’s achievable?”
		“We’ve been working hard, Dan, on improving handover, taking a partnership approach in getting information from the business and improving our processes.  I put six things up at the beginning of every team meeting and I have never wavered from them.  We need to improve our efficiency. We need to be more proactive, my ideal there would be that we solve customers’ problems before they even know they have them, and to do that we need to be the best at creating partnerships with the rest of the business. We have been working on improving our communications so that things don’t get missed, and we have made big strides on being really clear about our processes. I also think we are doing pretty well in the team about trusting and supporting each other. So I am going to talk to everyone and see what we can do to accelerate things and make ourselves indispensable!”
		Dan Lepada paused before replying. When he did it was with a chuckle in his voice.  
		‘Wow!’ He said, “That was impressive. I was going to say to you that “the graveyards of the world are littered with the bones of indispensable men” – and women, but actually I think that’s a great goal for us right now.’
		‘So, what do we have to do to make Jeff’s case untenable?’
		‘Good question,’ Dan responded. ‘From what I can make out Jeff’s major complaint is that we take the side of Sales and the customer every time, and throw the issue back to Operations to put right. Desi, of course, thinks his sales people have to lean on us with everything they’ve got before we do anything to put right a customer issue. Which, on reflection, probably means we are getting things about right. But that won’t help us.’
		‘OK,’ Roxanne came back, ‘so I think what we need to do is to show Operations, on the ground, in every location, that we are trying to help them serve our customers better by improving communications and eliminating errors. At the same time we have asked Sales to help us do our job better by being a little more investigative when customers complain to them, rather than simply apologising and tossing the issue over the wall to us.’
		‘Over the wall?’ Dan queried.
		‘That’s what it feels like. We’re on one side, they’re on the other and stuff just comes sailing over.’
		‘Hmm, that’s not good.’
		‘No, but it’s getting better. “Best in Partnerships” is one of our golden rules. We keep working on it.’
		‘The thing is, Roxanne, what can we do right now that will have a big impact?’
		Roxanne’s answer was decisive. ‘Everything we are doing now. We just have to do it all in a very short space of time.’
		‘Well we’ve just had an Operating Board meeting, so if Jefferson intends to make a proposal as soon as he can, and I think he might want to do that, we will need to be looking pretty smart for the next meeting. That gives us just four weeks.’
		‘But they won’t make a decision just like that, surely?’
		‘No, it’ll be a much longer process all told, but if Stormsby gets the wind in his sails he can be very convincing and it may be very hard to start changing opinions after that.’
		‘Four weeks,’ Roxanne said after a pause. OK, Dan, I have to go – I’ve got work to do.’
		





[bookmark: _Hlk68340371]Chapter Fourteen
NMNMNM


Roxanne’s day did not get any better. She was late home and met by an angry daughter. Jasmine, had had an argument with a friend at school, not enough likes on social media, and an altercation with a teacher about rowdy behaviour and was seriously upset to have to wait so long before downloading it all on to her mother. Roxanne listened patiently, checked that the friendship was not irretrievably ruptured, that the incident with the teacher was over with no further repercussions, and gave assurances that ‘likes’ are not the be all and end all of life, even for a teenager.
		‘Why were you so late, anyway?’ Jasmine asked, still flushed and petulant.
		‘Well there is a lot going on at work, and sometimes it’s hard to fit it all into a set number of hours,’ Roxanne told her.
		‘So what is all this stuff that’s going on?’
		Roxanne weighed up her options. ‘Well,’ she said eventually, ‘there may be a move to have all the work my department does at the moment done by another company.’
		‘So, what, you would go and work for them?’
		‘No, if that were to happen then I would be looking for another job.’
		‘Oh great!’ Jasmine exploded, ‘so I’ll be living with an unemployed mother, a father who is thousands of miles away and a brother and sister who are god knows where. Why can’t I live in a normal family?’
		Roxanne ignored that and waited until Jasmine had calmed down a little.
‘So what are you going to do? About work, I mean,’ Jasmine asked eventually.
‘I’m going to be honest with my team first of all. I have been thinking a lot today about what to say, there is always the risk that if people think the threat is real, and that we won’t be able to deal with it, then they’ll leave before they are made redundant. Then we won’t have the resources to deal with the threat and it’ll soon be over.’
‘And you’ll be out of a job.’
‘If that happens, yes. But I believe in my team, I think they believe in me, and I know that the number one quality people look for in a leader is honesty.’
Jasmine snorted. ‘Doesn’t seem to work with politicians!’
‘That’s exactly why people don’t like so many of them, because rightly or wrongly, they feel they are being lied to.’
‘So you’re going to tell the team?’
‘Yes, and then involve them in the solution. I have a pretty good idea of what we need to do, but I have to get everyone onside with it.’
‘So what’s the plan?’ asked Jasmine, less truculent now and sounding curious.’
‘Well, there’ quite a bit of technical stuff we can still improve about how we use our systems to exchange information, but the big thing is that we need to build some bridges with other parts of the business.’
‘How?’
‘Well I’ll tell you more about that when I’ve spoken to the team, but it’s mostly about creating relationships, collaborating and not competing. And by the way, that’s something you might want to think about too.’
‘What?’
‘It sounds to me as if you are busy competing. Competing with your friend about who is right, even when it doesn’t matter much. Competing about the number of ‘likes’ you get. I mean what is that if it’s not keeping score? And I think you were competing with your teacher to see how far you could push things. It’s very tiring competing all the time and you might just find that collaborating is more fun.’
		Jasmine considered that for several moments before saying: ‘Huh!’, getting up and going to her room.
Roxanne paused for a few moments considering, then poured herself a large glass of wine and started to think about what she was going to say to the team.


[bookmark: _Hlk69807377]Chapter Fifteen
TEAM TALK TWO


Roxanne was up early the following morning, wanting a little uninterrupted time before she would have to rouse Jasmine from her bedroom and see her off to school. She re-read the script she had written the night before, made a few edits and changes and then set her phone up to record a video. She had considered calling a full team meeting and delivering her message live but on consideration decided that the time difference meant people would be in very different parts of their day and very different moods if she did that. She knew she did not want people who had seen the video messaging those who hadn’t and had thought of a way of dealing with that. It was quite a high stakes plan, and it might not work, but she felt reasonably confident that she could count on everyone to play along.
		So the first part of her message was to ask everyone simply to watch the video, mark it as watched on the team board, and not discuss it with anyone until everyone had marked it as watched. Of course, there was no way Roxanne could enforce that, she was counting on the level of trust in the team, and on people understanding her reasons for asking, which she went on to explain.
		She then went on to the central part of her message, being completely candid about the situation, although without mentioning any of the names she and Dan had discussed. She named a time for a full team meeting with the brief that the meeting should be forward thinking and solution-oriented. Finally, after a short pause, she said that she recognised not everyone might want to go along with her plan. If that was the case for anyone she asked that they follow her example and be completely honest about their feelings. That way there would be no inner tensions or hidden agendas. The win-win would be for everyone to know exactly where they stood and how everyone else was feeling.
		She finished just as Jasmine came down the stairs, without having had to be called three times.
		‘Good morning!’ Roxanne said, smiling. Jasmine went to the fridge for juice.
		‘You are bright and early, my girl!’ Roxanne added.
		‘I am trying to be collaborative!’ Jasmine replied, sounding anything but.
		‘Well that’s very lovely to hear,’ Roxanne told her, let us collaborate to get you some breakfast and off to school feeling good.
		Jasmine shrugged and said: ‘Whatever,’ but Roxanne knew that was a front. She had cracked the hard shell and a quiet reconciliation was coming.
		


Chapter Sixteen
FIRST WITH THE NEWS


Arjun was first to see Roxanne’s video, closely followed by Mitchie and shortly after that Liam. Mitchie was itching to find out how the other two had reacted once she had seen them flag up on the team board that they had seen it too, but she busied herself with other things and tried, although not very successfully, to put it out of her mind. She quickly checked the time differences and realised it was just after 2.30am in New York and 3.30am in Sao Paulo. She would have to wait a while even for early riser Blake, and Joao was likely to be some way behind Blake in getting online.
		Arjun was thoughtful. He knew that he hadn’t really got his team fully aligned behind what he and the leadership team were trying to achieve. On the face of it everyone seemed willing and eager to please, but what people actually did wasn’t always as quick or clever as he needed things to be. 
		Liam was more philosophical. He had just been packing up for the day at 7.00 when the link to Roxanne’s video came up on the team board. He watched it and then hastily set off for the nearby Melbourne Cricket Ground to meet an old friend and watch Essendon play Carlton at Australian Rules Football. Essendon won and they went on to a nearby bar for a celebratory drink.
		‘I’ve seen it all before, mate,’ Liam told his friend Dean. ‘There’s going to be some battle going on for control at a senior level. You often get this argument, don’t you, about where customer service belongs and who it should ultimately report to, and if you’re the guy who comes up with the bright idea of outsourcing it, then you gat to be in charge, whatever the Org Chart might say.’
		‘That’s never going to work is it?’ asked Dean, taking a long pull at a very cold beer as he waited for Liam to answer.
		‘Not in my book, mate,’ Liam said, ‘not in a month of Sundays.’
		‘So what are you going to do about it?’
		‘Best foot forward, that’s what we’re going to do. I’ve got a good team here and I’ll be damned if I’m going to see them thrown out on their ears without a fight.’
		‘Good on you, mate,’ Dean told him. ‘I’d be the same if it were me.’
		Four hours later Blake had signed in, followed an hour later by Joao. Roxanne had been monitoring the team board and was first to message.
		‘Hi Everyone,’ she wrote. ‘I can see that you have all watched the video, so I am now very happy for us to exchange views about it on here, or privately with one another if you prefer, though my view is that keeping everything open between us will keep things simplest going forwards. How is everyone feeling about the news?’
		‘Uncomfortable,’ Joao tapped out, unusually getting in first. ‘Why would they want to do that?’ He followed up. ‘We are not doing such a bad job - our results are improving. In football, you don’t sack the manager when the team is playing better, do you?’
		‘They want to sack the whole team here though,’ Blake put in.
		‘My experience is,’ Liam came in, ‘it’s always about money or politics. Customers won’t get a look in.’
		The chat went on, flicking down the screen of the team board, occasionally getting disjointed as someone replied to an earlier comment rather than the on directly above. The general mood though, Roxanne thought, was more one of hurt pride than of defeat. Just as she was wondering how to express that, Blake flicked up an extract from his old college fight song, the gist of which was that in a rather blood-curdling way the team should sweep all before them and fight, fight, fight! Mitchie’s response was a puzzled-face emoji, but Liam and Arjun added in big smiling faces. Joao used one with sunglasses and a smirk.
		‘Do I detect a note of determination?’ Roxanne wrote quickly, and promptly received affirmatives from everyone. ‘OK,’ she added. ‘Then the fight starts here. I know this is all stuff we have talked about before, but we need to raise the bar and do it quickly. The first and most important thing is to make sure we stay green one hundred per cent of the time.’
		This was a reference to the Red-Amber-Green system used for tracking complaints. Red denoted a significant delay in dealing with an issue, Amber meant that the time allotted for a response had just been exceeded, while Green meant that everything was in order, and that things were being dealt with without delay.
		‘I am going to get Dan to talk to Desi Lines about setting up a customer survey. Obviously we have the regular satisfaction survey but I want to see if we can get some positive reactions to recent improvements which would strengthen our case. All other ideas on the Team Board please.’
		The last message was met with a flurry of ‘OK’s and ‘thumbs-up’ emojis before everyone signed out. Roxanne breathed out a deep sigh of relief. At least everyone was on board – or so it seemed.
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