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Agenda FAIJRVINGE

= Day One Reflection

= Introduce New Participants
= Activity

= [Lunch]

= RACI Model

» Commitments
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Day One Reflectiongg—kz &
Your Dreams for XinCheng

[EREALHE SEIERP

= Every Person can Light up a Room

BB R SR AYZS ]

| = Growth Happens Everyday
IREBREMERE

, = Light a Fire Forever and our Fire can Make Everyone Feel Warm

KIETKER | IREEE—ZIO

1 . Fly High to reach New Heights
YEES . BEEX



Day One Reflection:
Se qder — Recelver Challenge

[ERAHESEIE I

= Clarify & Confirm

2 aTHEEIA

= Connect with your Heart and Mind
HERZ ISR OFOAX

= Remember every story has many versions
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BUILDING
MOMENTUM
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Introductions
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Collaborative

Communication

M 'EI

The Marshmallow Challenge

TRtk



The Marshmallow Challenge

TRTeEkak

Form Small Groups
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The Marshmallow Challenge

TRTeEEak

Instructionsi)43

= Build a functional bridge that can support the weight of a toy train
FIE— P IIBEMERINTR | BEsFREE— VK EE

= Use only the toothpicks and marshmallows provided
REe(ERIRT R R T SRS

= Remember to use what you learned about communication

A 7 (SRR RYEIE




The Marshmallow Challenge

TRTeEkak

DEBRIEFL ¢+

How did you decide roles and responsibilities?
(2R E R BAIERERRY ?

How did you make decisions?

(R 2AEIRZRAY ?

What was your shared vision?

KM ZENRREMTA?

If you didn’ t understand something, did you ask?
MFFERENFRA  BSEEG ?

What would you do differently if you could do this activity again?
MRMIBRFFREXNED , ARSMEAA—HRISEE ?
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Responsibility Charting &={E&|Z&

m Resolve process ambiguities through collaborative effort

B B MERISS DR BRI ERYAS ST

m Systemartic discussion about necessary actions for successful result

A1 BUS I EITH)



Why Responsibili’ry Charting?
ST ABRRSREERER

m Clarify confusion & determine “who does what”

Bistealit  FHEE A"

® Ensure every task is assigned

RIS B B

® [dentify lines of communication (one-way & two-way)
FAEIBRIA T ( REE & YEE )
m Avoid duplicate effort

EEREELE NPzl




Uses for Responsibility Charting
AfEREEEER

® For a new project to define roles or a group re-organization

ENX— IR E A SR EFTHREHA

® To identify the demand on an individual or group

TRBIMAFIRHARHIEE R

m Toresolve an interdepartmental conflict

FRIR— B ERI Ry $Ee




Uses for Responsibility Charting
AfEREEEER

m To defermine the roles and responsibilities in an organization
fERHERAEMERES
= When someone new joins a feam

SBEFTAIINERA

® When decision making processes aren't clear or tfeam is unsuccessful

SRR BT, B EBIAABRIOET




Change Management &

Responsibility Charting works to resolves the following issues in organizations:

HEEIFRTEALEARFRLL TR

Role concepﬂon What people think their jobs are

BAEIRiE . AMTNAEFEIIBI{E

Role expectation: What others believe a person’s job function is or should be

AEHE | B ANAIESXANLTIEREE | @XM TIEREENIZE A

Role behavior: What people actually do

ARITH  MINESMERMTA




RACI 5 Responsible  jEfATS

& Accountable L

5 Consulted ZiahE

¢ Informed =y}



Responsible Ef=

® Individualwho completes the task

TN NEE LEFTRHNES

m Action & implementation

1TaFIHEH



Accountable iEHlE w

= ltimately answerable for decision/activity u
XS REA A SIHY R ZZIEIETY

= “Yes/No" authority
"BRE/GAE" BRI

® Veto power

LERIINA]



S S A S
Consulted &)t
= Consulted prior to final decision/action
EREA TEIRIENESE
= Typically subject matter expert
HHARYF RV RIS 5K
= Two-way communication

I




Informed SEE

m Informed after decision/action taken

HRENNTENEHIERTEE

= One-way communication

2P



Creating a RACI Matrix
gliE—1"RACIZER%



Step 1 FE—

m [dentify tasksiIRBI(ES
m List tasksin order of completion22EHI{EE
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Step2 F T E/ p;j

m [dentify project rolesiREI{FEHEE L \’@ S
m List across top of chartfxfaEihgs _ EF7I4H h .
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Step 3FE=4%

« Collaboratively discuss tasks and fill in matrix
BT ESHIENER

« Review each task to have responsible and accountable roles
WieEBMESHISRIEATIREA

« Ensure only one role Accountable for each task- mitigate conflicts

e

MESRE—TREAN - BERITR

Tasks Analyst Developer | Manager VP SVP
15 DR H&E 4218 BIER | EREIEE
Task 1 C R A | |
Task 2 C A R | |




Step 4 B0

m Share & discuss RACI with team before project begins

Eani=ps
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S HERACIEERE

“What if; and [ know this sounds kooky,

we communicated with the employees?”
BAREXITERERE ,
BEZHNCIRRTIAE 7 =B ?



Enhancing RACI Effectiveness
sR{tRACIHYAR



Responsibility vs Accountability
EREVSIEINE

= Be explicitabout who is the decision-maker

iR MTHYSE BT RSRA

Accountability is process owner/driving the work forward

RRANERIEAVIXENE | HEH TR

= A’s need to get needs met from R’s, get inputs from C’s, manage
communication to I's

RRAFBZMRTZALIKGTE K , NEBERESEREA |
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Avoid Bottleneck B HRZ0

B Too many people with approve/veto function slows task
completion

A2 NS SR E/RETREPRRERES ThRNRE

® One person with approve/veto function on many decisions
creates bottleneck

— PN AREZIE/RERER ISR




Minimize Consulls &=//\Mt/&18]

® Roles being consulted should be necessary (consider SMEs)

SHEEHNAREREYER (FFESMES)

. |

m Don't give consult role as “feel good con’rcc’r

ARERSEINAE— "BERRERE" 5




Essentials Only RN ERIE

il

® |f nO empty spaces in arow, consider if role must be involved in every step

» NRE—FE LEKBTHNET

m Reduce "C" &

" JNERATRE , R
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roles if possible

R OEHETNSE
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Tasks Analyst Developer Manager VP >E<
Task 1 C R A | |
Task 2 C A R I I
Task 3 | | C R >a<
Task 4 R C A I I

22



It’s time to put this tool into practice!
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Break into 4 groups

ya § 5411 WO AT



Your Task {FIJAYESS

« Create a RACI Matrix for the scenario given to your group
iR NERER | BiE— 1 RACIHER
(see handout i L &K % #)

 You willhave 20 minutes
BTE205 ¥Rk




Debrief
L3R



Your Task {FIJAYESS

« Create a RACI Matrix for the scenario for a process in your
department

BB T TIERIRIRI—MAR , FolE—PRACIEN

 You willhave 20 minutes
BTELSHFASERL




Reflection
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“BYTHREEMETHODS WE MAYLEARN WISDOM:
FIRST, BY REFLECTION; WHICHUS NOBLEST;
SECOND}BY IMITATION, WHICHIS EASIEST:

_;AND LHIRD BY EXPERIENCE, WHICH; IS [HE
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Commitments{Taiitxl

What 1s your commitment to move this

work forward?

BRI AZ RS |, B EiTanTil ?
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