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I. Team Formation  

Our client team is made up of five members: John Cramer (Lead), Stephanie Diaz, Cory 

Gillespie, Evelyn Ghosh, and Patrick Nelson. Shortly after the consulting assignments were 

announced, our team came together to talk about how we wanted to work together and to 

determine a lead for the project. John expressed interest in leading, and the rest of the group 

agreed given the language skills he has been working on and his passion for China and the 

culture. Also, John had intentionally not taken a leadership role on a client team up until now 

given the development areas that he identified.  

The first few calls that we had caused a bit of frustration for some members because of 

the challenges we were having with WeChat and as a result we decided as a group that we would 

use Zoom as our platform for our internal meetings and WeChat for meetings with our client. 

This has proved to be the most efficient and effective way to manage.  

Our team created a norm of checking in at the beginning of each meeting, and we have 

used a variety of techniques to facilitate these check-ins: A few examples: 4/4/8 breathing 

exercise, one rose/one thorn/one bud, weather reports (how are you feeling), ripples and joys. 

These exercises have been primarily led by two members of our group that identified that this is 

an area that they wanted to focus on. Another norm we have created is checking in with each 

other to determine if their thoughts – or unit of work- was complete. This has been a respectful 

way to help create space for all voices to be heard.  

Additionally, one member of our team has volunteered to take notes for our calls with the 

clients and these notes have been so comprehensive that they serve as a transcript of the meeting, 

an incredible asset as we are trying to make sense of what we have heard.  

In terms of team-building, we have had conversations about what we want to get out of 

this client experience and our last Phi Prime practicum; about our SDI and Insights results, what 



triggers us and how the group can help.  Our check-ins have helped create trust on the team, and 

we plan to further team build in person when we get to China.  

Overall, we believe that we are well-prepared to enter China as a team. We know fully 

that our design may change, and we have all agreed that it will not serve us well if we are too 

married to our plan. The planning is everything, and the plan is nothing!   

Roles and Responsibilities 

We delegated assigned roles and responsibilities based on individual consent and 

volunteering. We came into the project knowing that Cory was our Steering Committee 

Representative. John then volunteered to take on the role and responsibilities of Project Team 

Lead. From there, all other roles were filled as we began designing our proposed intervention for 

our client. 

 

John Cramer Project Team Lead; Project Evaluation Coordinator 

Stephanie Diaz Project Team Lead Assistant; SOAR Facilitator 

Evelyn Williams-Ghosh Hofstede Facilitator  

Cory Gillespie Steering Committee Representative; SOAR Facilitator 

Patrick Nelson DiSC Sales Profile Coordinator & Facilitator  

 

 

II. Client Contracting Process 

Before meeting our client, our team met with Dr. Julie Chesley, our professor for MSOD 

620a. Julie informed us about our having an opportunity to meet with Paul Wong, an interpreter, 

and MSOD alumnus. Paul would introduce us to our assigned interpreter Michael, in a separate 

meeting shortly after that. We were provided with Executive Summary documents from previous 



MSOD cohorts and contacts that would be available as we embarked on our China client facing 

journey. Julie was clear about the importance of our working together well as a team, team 

building, and sharing in the preparation leading to an intervention work while in China. 

 Our initial meeting with Grace was intriguing and yet at times awkward. All of our team 

attended as well as Paul and our interpreter Michael. We started out talking about ourselves and 

sharing some things about our family life. We were surprised how little was reciprocated on a 

personal level from our client, Grace. Not long after introductions, there was a pause, where it 

seemed the meeting could have ended or continued; but it was not clear in what direction. It was 

an awkward moment. At this time, our team leader John began to inquire, “what would you like 

our team to assist you with?” Grace has a new sales team with a new product and wanted us to 

help her team become “more effective and efficient.” We learned that the new team was 

recruited from the outside. “They have been here a half year and have a little bit of knowledge, 

but still learning.” When asked by John, “based on your experience with Pepperdine, is there 

something you would like us to do?” Grace asked for help for her sales team to “learn some 

theory about sales...and some skills and best practices.” John asked if anyone else in the team 

had questions. Stephanie asked about the advantage of XCG over a competitor and if we could 

ask other questions via email. Cory asked about sales and marketing, “I would like to get clear as 

possible on our deliverable for this team.” Can [Grace] talk more about what that means? 

Grace’s response after talking back and forth with Michael was “I think communications, 

negotiations, and courtesy.” 

 Based on the understanding that building relationships first before getting into business 

details was the cultural norm, we did not anticipate that the first client meeting would include 

contracting. In our debrief, we discussed what we felt comfortable doing or not doing. We 



determined more information was required and worked together via google docs and in a 

meeting to develop additional questions. A second client call was held. Some of our clarifying 

questions were around the number of attendees, what parts of the organization they were from, 

and being clear on Grace’s goal of sales efficiency improvement. We learned the company is still 

developing and does not have a sales training program. A few additional questions were asked 

via email and or on WeChat. 

In our debriefs our team had a dialogue on whether sales effectiveness was an area that 

our team will be able to focus on. We had at least one person in our team well-versed on sales 

competencies but also acknowledged our team competency and learnings are organization 

development based. We were able to find an organization development way of providing our 

client with which she is looking for. Our client workshop design, as noted next in our paper, 

explains how our client work will provide a sales focused DiSC® personality assessment, 

Hofstede information on varying client cultures, and how this new team can work together, 

taking newly acquired knowledge to create a strengths, opportunities, aspirations, results 

(SOAR) analysis.   

III. Client Workshop Design 

Objectives & Approach  

As a result of client engagements and confirmation, the purpose of our team’s efforts will 

be to provide tools and resources that will result in enhanced sales alignment as well as team 

effectiveness and efficiency, which include: 

● Team development and communication 

● A clear understanding of growth strategy and targets 



● Sales practice innovations (coming up with new ideas, methods to meet targets) 

 

As illustrated in Figure 1 below, our team’s approach will be focused on a tiered 

engagement, starting with the individual, the team and finally, the customer.  Note that the first 

two levels, individual and group are both internally focused while the customer level will ask 

XCG to think externally, specifically of their customers. 

 
 

 

 

 To match our team’s approach with tools, we will use the tools illustrated below. 

 

 



 
 

Part 1: Individual  

The objective of the opening session is two-fold: (1) to welcome the participants and 

orient them with a high-level overview of the agenda for the three-day workshop, and (2) to 

develop a shared, group level awareness of what “great customer experience” looks and feels 

like. This awareness will emerge from individual anecdotal examples from participants and 

follow up sense-making discussion enabled by a series of facilitated interactive activities. To 

accomplish the objective in the two-hour session, the design consists of three sub-steps that will 

be facilitated by John and supported by other members of the team.  

 

Afternoon Session (120 minutes) 

 

● Kick-off. Brief opening remarks by Grace to welcome participants and set the tone and 

objectives for the three days. John will present a 30K-foot-level overview of the three 

days and set initial expectations/ground rules with the group. (15 minutes)  

 



● Ice-breaker. John introduces the ice-breaker activity. “Imagine you are a cartoon action 

hero with an amazing super power. Pick a quality about yourself that you believe is your 

“super power” like (e.g., “I’m smart, I have a sense of humor, I’m organized, I’m fast, I 

play an musical instrument, I like to party, etc). Question: “What is your super power?” 

John to give an example about himself and then will invite each participant to share their 

response. This is just to “loosen them up” and lighten the mood. (30 minutes) 

 

● “Best Customer Experience”. (1-2-4-All) John will pose another question: “Describe a 

time when you, as a customer, had an amazing experience with a vendor”. “What 

happened? Why was it amazing? How did it make you feel?” Participants will be invited 

to reflect and write down their responses on colored stickies and then to pair up and take 

turns sharing their responses with a partner. Then the pairs will be instructed to team up 

with other pairs into groups of 4 to share their experiences. Members of the Pepperdine 

team will quietly gather the stickies from everyone and apply them in random order on a 

flipchart (on an easel or posted on the wall). John will ask the group, “Who believes they 

have the best customer experience story to share?” and look for a volunteer willing to 

respond. The he’ll ask “Who else has a story they think is even better than the last one 

and why?” Depending on how much time is left, John will ask the question a few more 

times. John will ask a final discussion question for the group to answer in real time, “As a 

customer, what matters the most to you when doing business with a vendor?” Pepperdine 

team will capture comments on flip charts. This will result in a list of attributes which 

will serve as a reference point for the SOAR activity on Friday. (65 minutes) 

 



● Session wrap up. Bring session to a close. Ask participants to reflect and jot down what 

they found to be the most interesting thing about the session and what key insight they 

are taking away. Participants will be asked to hold on to their responses throughout the 

three days and refer to them later when they will be asked to complete a short 

participation feedback survey. Dismissal. (10 minutes)       

Part 2: Group  

Morning Session (9:30-11:30 am)  

Participants will complete the DiSC Sales Profile Assessment prior to the workshop.The 

research-validated, online assessment asks participants to respond to behavioral statements on a 

five-point scale, including application-specific questions to help determine the participant’s Sales 

priorities. 

The customized report helps participants better understand themselves, their customers, 

and their relationships. Participants explore their own sales style and how their strengths and 

challenges influence their selling behaviors. They’ll also learn to recognize the behaviors unique 

to each buying style and gain strategies to adapt their sales style to meet the needs of their 

customers, improving their effectiveness and success. 

 

THE EVERYTHING DiSC SALES PROFILE FOCUSES ON: 

 • Understanding Your DiSC Style 

 • Recognizing and Understanding Customer Buying Styles 

 • Adapting Your Sales Style to Your Customer’s Buying Style 

 



Afternoon Session (2:00 – 4:00 pm)  

XCG’s clients are 70% Chinese and 30% International, primarily the United States and 

Germany. Gaining an understanding of general cultural differences between these countries will 

be helpful for sales. One member of our group, John, lived in Germany for over five years and 

Stephanie worked for a German chemical company for many years as well. Our experience as 

Americans from different regions and backgrounds will bring XCG employees a great 

opportunity for first-hand insights. We will take this afternoon to “bring Hofstede’s dimensions 

to life” and, where possible, tie this back to the DiSC assessments through the following: 

● Overview on Hofstede’s six dimensions 

● Focus on China, the United States and Germany 

● Panel discussion / dialogue opportunity for the client to ask questions 

Part 3: Customer | Morning Session (9:30 – 11:30 am)  

SOAR Exercise (60 mins):  Friday’s session will commence with a SOAR analysis as 

we’ll lead the XCG team in brainstorming the organization’s Strengths, Opportunities, 

Aspirations and Results.  The purpose of this appreciative activity is to bring stakeholders 

together to explore XCG’s potential and create a shared future vision.  This exploration will be 

specific to XCG’s sales efforts and how they can help make their customers more successful and 

in turn, realize additional sales. 

The SOAR analysis is considered the capstone activity to close-out our time with XCG.  

This activity will provide the dedicated time and effort towards exploring strategic actions 

relative to growth and their customers. The 60-minutes will be conducted via the following steps: 

(utilizing PowerPoint slides to help facilitate explanation and activity) 

1.  Explain SOAR activity and why this activity can prove to be beneficial to XCG 



2.  Facilitate brainstorming specific to each section.  Specifically, lead the group by focusing 

just on Strengths first, then Opportunities, etc. 

a. During each section, ask participants to independently write on sticky notes 

Strengths relative to XCG.  Prompt questions will be provided (e.g. “What do we 

excel at when it comes to sales?”) 

b. After each person writes their sticky note(s), they will post on a flip-chart.  With 

Michael’s assistance, the Pepperdine team along with XCG will identify common 

themes. 

3.  Relay to XCG that next steps (not while we are there) is to develop an action plan on 

what could be.  To help generate this action plan, if time permits, we will ask each person 

to write down what they can commit to today, within one week and finally, within one 

month. 

Session wrap up:  After the SOAR exercise concludes, the Pepperdine team will distribute 

evaluation forms to each participant and then collect as they leave (15 minutes) 

-  

 

Executive Summary Wrap Up and Post Session Evaluation Discussion (12-

1pm) 

- Meeting with Pepperdine team, Grace (Maggie?), and Michael to debrief the engagement, 

get Grace’s feedback on how well it went (did our team deliver what she asked for?) 

Lessons learned?  What went well? What could have gone better? What next steps or 

actions can she take to keep the momentum going after we leave? What additional 

support can we provide her?)   

 



IV. Client Engagement Agendas 

Tuesday, May 14, 2019 

Time Action/Topic Lead(s) Participants Purpose 

2:30 – 

4:30 

XCG/Pepperdine 

Introductions 

 

Facility Tour 

XCG & John  XCG & 

Pepperdine 

Team 

Primary understanding 

of business and each 

other 

Banquet dinner is in evening 

 

Wednesday, May 15, 2019 

Time Action/Topic Lead(s) Participants Purpose 

2:30-2:45 Kick-Off Grace/John  Welcome and overview 

of three-day workshop 

2:45-3:15 Ice-breaker John  “Loosen up” the 

attendees, get them to 

feel more comfortable 

and at ease  

3:15-4:20 “Best Customer 

Experience” 

John/Evelyn  Provide an opportunity 

for participants to 

describe an exceptional 

customer experience 

where they were the 

customer 

4:20-4:30 Wrap-Up John  Capture and reflect on 

insights learned  

 

Thursday, May 16, 2019 

Time Action/Topic Lead(s) Participants Purpose 

9:30-11:30 Welcome & Day 

Review 

John  XCG & 

Pepperdine 

Team 

Grounding for day 

 DiSC Patrick XCG What is it? 

Overview 

What do you do with 

this afterwards?  How 



can it help you with 

customers? 

Enhance you as a sales 

person? 

(possibly break into 

groups….with a lens on 

customer 

engagements…adjusting 

styles?) 

11:30-2:30 Lunch    

2:30-3:30 Complete DiSC Patrick XCG  

3:30-4:30 Hofstede John & 

Evelyn 

XCG Learn about cultural 

differences from country 

to country. 

TBD Dinner XCG   

 

 

Friday, May 17, 2019 

Time Action/Topic Lead(s) Participants Purpose 

9:30 – 

11:30 

SOAR Stephanie & 

Cory 

XCG Positive discussion on 

what could be with 

customers 

 Close-Out John XCG & 

Pepperdine 

 

Banquet dinner is in evening 

 

V. Evaluation Process 

The client engagement will be evaluated from multiple perspectives to provide a 360 

picture of the engagement and its impact on the client and Pepperdine team members. 

Specifically, feedback data will be captured from five perspectives: (1) workshop participants, 

(2) the client sponsor (Grace), (3) group interpreter (Michael), (4) Pepperdine consulting team 



members, and (5) other individuals who have interacted with the consulting team regarding the 

engagement (e.g., Paul, Jewel, Julie, steering committee, etc.).  

1. Participant Feedback. Data from participants will be captured through a brief survey 

which will be administered on the last day of the session. The survey questions will focus 

on overall value (Likert 1-5) and key learnings from each topic area (multiple choice and 

open comments).  

2. Client Sponsor Feedback. Immediately following the close of the workshop session, the 

team will meet with Grace for a post session executive summary and debrief meeting. 

Grace will be given an opportunity to provide feedback on her overall assessment of the 

engagement and her experience working with our team. The format will be an informal 

interview discussion kicked off by the team lead. One or two prompting questions will be 

asked to get the discussion started and follow up questions will be determined based on 

how the discussion evolves organically. Comments will be recorded in meeting notes by 

designated notetakers. 

3. Interpreter Feedback. Once the client engagement has officially ended and the team is 

on the bus returning to Beijing, we will invite Michael to share his thoughts about the 

engagement and his experience working with our team. This will be an informal 

discussion with the team lead and other members of the team who are available and wish 

to participate   

4. Pepperdine Consulting Team Feedback. A follow-up team feedback meeting will take 

place after all other feedback has been collected and shared with the team, in which each 

team member will be allowed to provide feedback about the engagement and personal 



feedback to each member of the team. What worked well? In which moments did we see 

our team members shine? What learnings and insights took place?     

5. Other Feedback. Depending on availability and opportunity, feedback will be solicited 

from others who interacted in a meaningful way with the Pepperdine team regarding the 

client engagement. Feedback will be captured informally in an unscripted discussion with 

the team.  

 

 

 

 

  



Appendices 

Appendix A: Communication Log  

Over eight weeks, our team has met thirteen times. John and Stephanie also met 

separately from the rest of the group to lay major deliverable structure. The table below 

represents the meetings we have held. Every team member has consistently participated in 

attendance and supporting each other with ideas and input. We also have numerous emails and 

WeChat correspondence in between meetings. 

John created two WeChat groups, one is for us as a team, and the second is one for our 

team, interpreter Michael, Paul, and our client contacts Grace and Maggie. Much of the decision 

making and dialogue happens in these two virtual spaces in addition to our virtual and visual 

Zoom meetings. Cory Gillespie communicated learnings from the Steering Committee and also 

would reach out to her HR teammate to gather cultural aspects to help us tailor our intervention 

efforts to the Chinese culture. 

John has communicated with the Pepperdine cohorts that preceded us. From these 

discussions, John has shared past experiences with our client and pictures to give us an idea of 

what to look forward to and, for example, the importance of asking clarifying questions. 

Reviewing previous MSOD Executive Summaries and pictures has been very helpful as we work 

to meet client needs and build on the foundation of our MSOD and XinCheng relationship, while 

not “reinventing the wheel.” 

 

Date Time Topic Outcome 

March 4th 5:00 to 6:00 PM PST Team-building 1st team-building mtg 

March 8th 8:00 to 9:00 AM PST Meeting with Julie Client overview. 



March 14th 4:00 to 5:00 PM PST Meet with Paul and 

Michael via WeChat 

Introductions & share 

about selves/goals 

March 18th 5:00 to 6:00 PM PST Teambuilding When at our best & 

growth opportunities 

March 20th 5:00 to 6:00 PM PST Tried to meet via 

WeChat video 

Switched to Zoom, 

teambuilding 

March 23rd 4:00 to 5:00 PM PST Client WeChat Call Intro and contracting 

March 31st 5:00 to 6:00 PM PST Teambuilding, project 

plan, next steps 

Upload SDI & team 

support of each other 

April 4th 5:00 to 6:00 PM PST Review of client 

questions 

Updated google 

document 

April 6th 6:00 to 6:40 PM PST Client WeChat Call More contracting / 

clarification 

April 8th 5:00 to 6:00 PM PST Reviewed questions 

planned for Grace 

John sent the second 

letter to the client 

April 15th 5:00 to 6:00 PM PST Intervention details Plan to use DiSC 

April 24th 5:00 to 7:00 PM PST Paper due and 

Intervention details 

Made progress and 

agreed to meet 4/26 

April 26th 5:00 to 6:15 PM PST Paper due and 

Intervention details 

Agreed to complete 

work by 4/28-29 

 

  



Appendix B: Team Profile  

 

  



Appendix C: Client Communications (correspondence with Grace Qian on April 5 and 8) 

   

 

  
 
 

2019年4月5日 
 

你好Grace， 

 

感谢您再次邀请佩珀代因大学来工作XCG。我们的团队很荣幸有这个机会，我们非常谦

卑。 
 
我们很高兴在最初的电话会议上与您交谈。我们想总结一下我们对您的要求的理解，以便我们能够满足您

的期望。 

 
项目目标：提供工具和资源，从而提高销售一致性，提高团队效率 

  

 其中包括： 

● 团队发展和沟通 

● 清楚地了解增长战略和目标 

● 销售实践创新（提出新想法，达到目标的方法） 

 

为确保我们设计有意义的研讨会体验，我们有几个问题： 
 

1. 您在哪里看到效率和效率的最大机会（例如，与客户有更多时间？销售计划当天？    

客户参与？销售支持功能？咨询与订单接受？） 

2. 公司目前为团队开发技能（例如沟通，冲突管理）提供销售代表的正式培训？ 
3. 销售团队有哪些激励措施来实现其销售目标？个人或团队激励？ 

4. 您的销售团队与公司其他人有什么互动？ （例如营销？运营？） 

5. 我们想确认我们的行程和参与者 

 

尊敬， 
 

John Cramer，团队负责人 
Stephanie Diaz 
Cory Gillespie 
Patrick Nelson 
Evelyn Williams  
   



April 5, 2019 

 

Hello Grace, 

 
Thank you for again inviting Pepperdine to work XCG. It is an honor for our team to have this 
opportunity and we are very humbled.   

 
It was a pleasure to speak with you on our initial call. We would like to summarize our understanding of 
what you are requesting so that we can meet your expectations.  

 
The Project Objective:  provide tools and resources that will result in enhanced sales alignment as well 
as increased team effectiveness and efficiency 

 
Which include: 

● team development and communication 
● clear understanding of growth strategy and targets 
● sales practice innovations (coming up with new ideas, ways to meet targets) 

 
To ensure we design a meaningful workshop experience, we have a few questions:   

 
1. Where do you see the most opportunity for efficiency and effectiveness (e.g., more time with a 

client?  Sales planning their day? Customer engagement? Sales support functions? consulting 
versus order taking?) 

2. What formal training does the company currently provide the sales reps in team development 
skills (e.g., communication, conflict management)? 

1. What incentives does the sales team have to achieve their sales goals? Individual or team-based 
incentives? 

2. What interactions does your sales team have with others in the company? (e.g., marketing? 
operations?) 

3. We would like to confirm our itinerary and the participants  

 

 

Respectfully, 

 
John Cramer, Team Leader 
Stephanie Diaz 
Cory Gillespie 
Patrick Nelson 
Evelyn Williams  
 
 
 
 
 
 
  



 
 

2019年4月8日 
 

你好Grace， 

 

再次感谢您在周日的电话会议。关于我们在大同的现场时间，我们还想问你一些问题。 

 

参与者 

● 您能否确认参加我们为期两天的研讨会的人数？  

● 总共有多少销售代表？这是否包括新产品的销售代表？  

● 除销售代表外，还有其他人参与，例如行政领导或销售支持人员吗？  
 

拟议时间表（草案） 
 

以下是协助我们规划的建议时间表。如果我们需要进行更改，请查看并告知我们。 
 

一天的时

间 

星期二 

5月14日 

星期三 

5月15日 

星期四 

5月16日 

星期五 

5月17日 

早上  ● Pepperdine研讨会 ● 销售研讨会 - 第2

节 

● 销售研讨会 - 

第4节 

正午  ● 午餐 ● 午餐 ● 午餐 

下午 ● Pepperdine团队抵

达XCG办公室 

● 实地考察 

● 销售研讨会 - 第1

节 

● 销售研讨会 - 第3

节 

● 执行报告并结

束 

晚间 ● 宴会晚餐 

 
● 晚餐？（待定） ● 晚餐？ （待定）  

 

我们想确认拟议的时间表（红色）。 

● 我们每天有多少时间参加研讨会？  

● 你希望我们早上几点开始？  

● 我们应该休息一下午餐吗？  

● 我们下午有多晚才能去？  
 

谢谢！ 
 

尊敬， 
 

John Cramer，团队负责人 
Stephanie Diaz 
Cory Gillespie 
Patrick Nelson 
Evelyn Williams  
   



April 8, 2019 

 

Hello Grace, 

 
Thank you for again for the call on Sunday. We have a few more questions we would like to ask you 
regarding our time on site in Datong.  
 
PARTICIPANTS 

● Would you please confirm the number of people who will be participating in our two-day 
workshop?  

● How many sales reps in total? Does that include the sales reps for the new products?  
● Besides the sales reps, will there be anyone else participating, such as executive leadership or 

sales support individuals?  
 
PROPOSED SCHEDULE (DRAFT) 
Here is a proposed schedule to assist with our planning. Please review it and let us know if we need to 
make changes.  
 

Time Tuesday 
May 14 

Wednesday 
May 15 

Thursday 
May 16 

Friday 
May 17 

Morning  ● Pepperdine 
symposium  

● Sales Workshop – 
Session #2 

● Sales 
Workshop – 
Session #4 

Midday  ● Lunch ● Lunch ● Lunch 

Afternoon ● Pepperdine team 
arrives at XCG 
office 

● Office tour 

● Sales Workshop – 
Session #1 

● Sales Workshop – 
Session #3 

● Executive 
report and 
close out 

Evening ● Banquet dinner 
 
 

● Dinner? (TBD) ● Dinner? (TBD)  

 
● How much time will we have each day for the workshop sessions?  
● What time would you like for us to begin in the morning?  
● Is there a set time when we should break for lunch?  
● How late in the day can we go in the afternoon?   

 
Thank you!  
 
Respectfully, 

 
John Cramer, Team Leader 
Stephanie Diaz 
Cory Gillespie 
Patrick Nelson 
Evelyn Williams  


