Promote

Knowing how to build, lead, and
work effectively in teams is crucial to

accomplishing your organization’s goals.

Today many teams cross geographical
and cultural boundaries. A team leader’s
ability to understand how successful
teams work, what they need, and how

they evolve over time plays an important
le in fostering team spirit.

18
Teamwork

Teams are not just groups of people;
they must share a common mission and
vision, established operating practices,

and have excellent communication skills.

It takes great people skills as well as
organization and cooperation for teams
to succeed. By learning how teams work
and how to keep them on track, you'll
make teamwork smoother for everyone.
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Promote Teamwork

In this chapter, we will cover the following areas:

v

» Link the team’s mission to that of the broader organization

» Foster the development of a common vision

» Make the team’s mission and strategies clear to others

» Build collaboration by establishing, communicating, and reinforcing
shared values and norms

» Promote teamwork among groups; discourage “us versus them”
thinking

» Facilitate the development of teams through the stages of team growth
and maturity

» Provide clear direction and define priorities for the team
> Clarify roles and responsibilities with team members
b
Use a team approach to solve problems when it is appropriate

> | ' '
nvolve others in shaping plans and decisions that affect them

> Invite and build upon the ideas and input of others

> Value the contributions of all team members

> Credi ' 1
it others for their contributions and accomplishments

» Ack
nowledge and celebrate team accomplishments
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Talk about the
ﬂrgam'zaffun’s vision
and mission. Fill in any
missing information
and correct any
misunderstandings.

Effective leaders th
oroughly underst : :
goals, and business stra 21 their organization

tegy, and also unders

a8 -8Y> tand h
mission to the overall vision and strategies of th
translate broad, overarching concepts into tangibl

goals. Consider the following suggestions:

Vision,
OW to link their team’

» Se:t up a time to discuss YOur organization’s vision, goals,
with your team. Ensure that your team knows and unde

Spend time discussing the logic behind the direction a
choices were made.,

rstands them.
nd why the

[f you are not well versed about the process and logic used to develop
the vision and goals and identify strategic differentiators, invite
someone to join your team for this discussion.

> Carefully identify and understand the critical business processes

necessary for the success of the organization. Determine the role your
team plays in achieving the organization’s goals.

» Whenever you talk about your team, consistently link its goals and role
to that of the broader organization. The clearer you are about the role
your team plays in achieving the goals of the business, the more targeted
you can be about the goals and priorities of the group, the people you
need to execute those priorities, and the business processes for which

you are responsible.

» Understand what the organization expects from your teamiéx; -
particular, understand your team’s goals and I:IDW%T progress o
those goals will be measured. This is the baseline information y

need to set the direction for your team.

s. There
» Look for synergies between your team and otherlirgsger _—
may be areas in which your combined efforts cou

' in other groups
organization. Take the initiative to talk to your peers in g

to explore options.




Invite peaple to watch
an experienced leader
facilitate a visioning
session.

f values and a common visigp gives . ;
3

: a shared set O .
Working from f direction, purpose, and secyy; B

and team members a -sense 0

the following suggestions:

» Begin by discussing the ﬂrganizatinn’s Vglues, vi.siun, and g”alﬂwith
team members so they under:atand' the bigger pi Ctu.re_ ey
area for you, consider partne::mg*mth a more experienced gy
to lead the discussion. This will give you more confidence thy

present the information accurately.

Ny
4
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» Work with your team to develop a vision that defines its PUrpose |

goals, and the team’s role in achieving the success of the busipe,
Include the following sections:

> A clear statement about the team’s role and work in the Organizatiy; |

> The goals of the team and how success will be measured.

> Team members’ preferred approach to working with one another
and others in the organization.

» Ensure that each employee has a clear set of objectives and expectation
that tie in to the team’s goals. Ask individuals to set some preliminay

goals. Then meet with each person to review the goals and modifythen |

if necessary.

> A few weeks after you introduce the vision, invite team memberst
describe the impact it has had on their actions. Are people having?
hard time making the vision real? As a team, confirm that individud

goals and priorities are aligned with the vision.

> Watch for cynicism about the vision. People may have seen visio
come and go without having an impact on the organization, and ¥
may be cynical about a vision’s ability to move people. A3 -

determine how you can make it different this time.

. tead
h Dlﬂerm_lﬂff whether you could expand or alter the role YDE;P that
plays within the organization. You may have a talented " is

m
could take on a broader role, move into new areas, 0f .
more challenging goals.
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e people t0 [ist
sgirteam's 10P fhree

rfegies in 60 SECO nds.

necessary amount of visibility

1oted m's mission and strategies clear to others

e
N they know What to expect.

s
. Suring that your team has the
gaNization and that other groups

OUr team’s myjgg;
S Mission and Strategies. Consider

: re€sponsible foy e

and individuals understapg y
the following suggestions:

PPOrt you need, and th '
am need to interact well, osewith

sroups to talk about your team, its
1Zation, and so on. Talk about the
er and about mutual expectations.

goals, the role it plays in the organ
support you need from one anoth

> Use real-life examples to communijcate your team’s mission and
strategies. If you use a lot of buzzwords or jargon, people will just
nod and wait for the meeting to be over. Make the strategies real so
that people will start to understand exactly what your team is trying
to accomplish.

» Use shared terminology within your team, and educate outside groups
so that they understand you. Unclear language or jargon can hinder
communication and cause confusion.

» Create an “elevator speech” that describes what you and your teams

do. In addition, prepare a short presentation (one to three minutes)
describing your team’s mission and strategies. You never kI;G]:"e;J wlf'len
you’ll need to advocate for your team, justify your work, or lobby for

resources. When you have an npportuniry, don’t waste it by rambling.

" ' k ﬂ
) AlltiCiPEltE' qUEStiOHS th&t PEOplE may 3.51( Ellbﬂll[i}?ﬂm ;EHIIII Ithlll lfi |

i ’ s be read
Prepare answers to each and practice them so you 1l alway y

to respond.




promote Teamwork

r

icating,
by gstablishiﬂgl communica g %

nd norms
red values @ |
4ild trust, openness, and a sense of give.4p

cuccess. While you can’t control how te

tion
pild collahqra
aBnd reinforcing sha

Behaviors that b d"take

T
: am m ¢
+ical to a teams : Me
Erlilcli ¢ each other, you can help them establish values a4 : he,
eel a

. ﬂ]‘m

. chave toward one another. Consider th §
SuggEStlﬂﬂﬂf ;
» Set aside time for team members to talk about how they wap

together and what they want as guiding values and teap,
Discuss and agree on a set of behaviors that guides how pe
. teract with each other, make decisions, and accomplish

v

O woy
n{}rmgi

|
Dple Wil E

(Caution against overdoing

team-building exXercises.
Team members continue to

build relationships as they
work together. goals.

» Ensure that team members have a shared understanding of What , |
values and norms mean. Occasionally revisit established va]ye andE
norms to give the team a chance to modify or add to them. Al discy
them each time new people join the team.

» Keep team members focused on their shared purpose and thej;
accountabilities to one another. If people don’t live up to values s
expectations, talk about it. Team members need to realize that thei
actions have consequences and impact.

» When the team faces a challenging situation, discuss responses thi

are consistent with the team’s values and that will build trust and
openness within the group.

» Set norms for conflict management. Conflict is inevitable for

high'PEI’ for ming teams. Discuss how to address tough issues In
productive ways.

> Foster a spirit of teamwork within the team—don’t allow PWPIE
to focus only on individual gain or contribution. Make ita prior}
to remind people why they are working as a team and help the?

see how cooperation helps them achieve goals faster and mort
eﬁectively_



oromote teamwork among groups. dis“"llrage )
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lalk about the effect that
Speaking negatively about

oiher groups can have
0na team.

i US ver
Many initiatiyeg . US them gy

ders to discuss Ongoing issues,
rk requires Interaction, If yoy
nication technology such as
to see each other.

are 1n several lDEati[}IlS, use commu
videoconferencing to enabe people

> Watch fqr “us versus them” thinking and discussions. Check yourself
and caution others when they talk in those terms.

> Make sure that teams who need to work together have shared
expectations. For example, have teams involved in a project meet
to discuss their part of the work or the value chain. Discuss what
each team needs from the other to be successful. Your goals for this
meeting are to ensure that the teams understand each others worlds,
that they know what others need from them, and that they agree

about what each team will do.

at need to work together to discuss what

> Periodically meet with teams " her improvement

is working and what could be impmm'ed. Pl;; t?-i:;,
plans so that you are continually making prog

e to focus on mutual goals.

e faceast ‘
les systemic, interperso
he issues and make

ders accountable for

» Encour age peop:! hey work with teams

nal,

» Openly discuss t

across the organi por o
or situational? Formata

do
recommendations. Hold yourself an
making meaningful changes-

to analyze t
ther lea




Facilitate t
v

ors” who serve on more than one team_p
. EC&U
Seth
Ey :

» Create . .
o ith issues and challenges in several aye,
-tive and break down barriers bet: they Gy
S

, Tvite your team t0 oxchange ideas and best practices wig,
gainst the “not invented here” trap wij| }f’thﬁr
elp

» Challenge people to think of the big picture when they negoy;
them to discuss how they can Dpﬁi‘:lﬁate for
1Z¢ the

resources. Encourage
tion by working together instead of
Merg

success of the organiza

rease resources for their own areas. y

trying to In¢

he development of teams through the stages of team growth and maturit
Ity

A group of people is not the same thing as a team. Tea

..and there are regular stages in their develupmen:c Le::f:re Created,
;?gf;i?f i?leﬂlg E;“Wlngh‘j‘ﬂd supporting teams througgii;}rsi

. Ectati{). }’b 10W W ich stage your team is in, you can '

p ns about its performance and deepen your understaiﬁ&

:

of people’s behavior. Consider the following suggestions:

Forming the team

In this phas o e

o tEemseéli egsroup of mc.lmduals comes together. They may begin
dependent upon Daieaat;a?}ll il s———y -
role is to- other for the success of a goal or project. You

> Ensure that th
o
of responsibilitie am has a clear charter that outlines its purpost: <%
5, goals, and boundaries of authority |

> Assist th :
€ team S
responsibiliti in selecting its membe d assigni n
ponsibilities. rs and assigning roles?

ethﬂl’ {0

> Ensure th V y
at team I
membersbehe e that the IIEEd to wor 105 i | .
noel

achieve a particy tuall
1C
| % lar goal. Unless team members are mutually de

the re w' | 1 u a’l I l
ﬂd

» Create o
, pportuniti
build rapport, es for team members to get better acquajnted



Discuss the type of support
ateam needs at different
Slages of development:

£ €L, a : Can a
clarifying acceptable tegm behaiaptmg t0 the neegs nd cannot
ior,

For eXample. ,

> Further clarify roles and responsibilities.

> Provide time for team members to work out differences in perspectives
and approaches.

> Recognize that this stage is normal and help team members to work
through differences without judging people. Solve the problems; don't
make people the problem.

» Identify conflicts and facilitate discussions to reach productive solutions.

» Manage the tendency of subgroups to form coalitions and compete

against each other.

ther and
» Provide opportunities for team members to have fun toge

build camaraderie.

In this stage, the team

————y progrﬁ;: team’s SUCCESS and are ¢
imisti ut the
are optimistic abo

another.




el the team’s success in the f”HGWin

In this phase, YO ' | gwaysl
ow well the team is working together, ‘

> HEIP peﬂple seec h

» Point out how people
which behaviors are ma
innovation, and new ways of thinking

re working through issues so thyg they |,

king them successtul as a team ar

» Foster creativity,
» Seek new ways to raise the bar of team performance,

3 . .
» Convey appreciation for each member’s contributions.

» Recognize positive outcomes and progress on goals, and reWarg

team spirit.

Renewing the team

In this phase, some aspect of the team changes, requiring the teamty |}
reconfigure and rebuild. For example, new people might join the team, |
the leadership might change, or the team might have a new goal. Whey |
this happens, the team needs to spend time together to revisit goals
roles, responsibilities, and plans. Many of the activities you did in the

forming stage can also be helpful in this stage.
Your role may include:
> Clarifying the team’s mission and goals, or redefining the team’s misiot |

> Facilitating team members’ interactions as they reestablish goals aﬂ{%
agreements regarding team behavior, especially when team membert?
has changed significantly.

’ Enmu.raging the mutual support and involvement of all membe®”
renewing the team and exploring alternatives.

Provide clear direction and defipe priorities for the team

A 4

leat djj‘fftjﬂﬂ

at bed! g

Team members can waste valuable time if they don't have ¢
tio? s

iar their work. In the worst cases, they may produce results that
di; flim reSf:m?J%ance to the desired outcome. To provide clear &f
1€ priorities, consider these suggestions:




> Purposge and gog]
> DE&dliHES and d . : ' GHUWing;
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-4 opportunities > Disc - .

Find 09 - uss the project with the team and ;o |

i observe peopie s Don't end the discussion until yoy’ 1IVIte people to ask questions |
oure ‘ |

aeilitation skills. understands the scq certain that the team f
your expectations,

ANSWET questions, and run interference
Involved and interested in their progress.

" . .
KeeP track of areas in which you gave unclear or inadequate direction.
Figure out where and why misunderstanding took place so that you
can be clearer next time.

Uarify roles and responsibilities with team members

T .
Team members work best when they know what is expected of them

and they know what they can expect from others. Lack of role clgrity
is one of the chief barriers to effective teamwork. Often “personality
conflicts” are simply a lack of clarity in roles.

of objectives and expectations
hieving team goals. It usually

» Ensure that each employee hasa clear set

that clarify the role he or she plays in ac

: : ' tions of their roles
dentify their percep
works best for employees tOiII1 put f?;m you. You as the leader can then

: ith
their own gﬂals wl necessary.
and et dify or add to them only when |
review these; MO group to discuss

roles and expectaio ings at which each person t

hold update n‘lEE_t Il help you clarify or refine

» During team ij ECtSﬁ' ibe what

about what he or 5
roles. Also consider




Connect people with expert
role models who regularly
form successful teams.

1 from one nother. This could include tangib|
ro

ively i |
re effectively influence Aot teaﬂ
Ca

 expectation that team members Will collabory Wi
» Convey YO‘; * e another.] ntervene when it is clear that , tean
0 -
ne E.;I:prpiﬁ nterested only 10 his or her personal success Ensure thg
membe€

he person understands that he or she will not be successfy] -y
the per ‘
being collaboralive.

When team members disagree about role expectations, ask thep .
' -
meet with you to work through the issues.

> Find uninterrupted time for the team to meet.

th

> Ask an objective person to facilitate the meeting if emotions e
heightened or if you believe you cannot be objective.

> Have each team member state specific expectations of other tean
members. If it seems helpful, structure this discussion by having
people describe what they would like others to do more or lessof

> Use the discussion as a catalyst to clear the air and develop nev
working agreements.

» Periodically meet with team members to learn about their pchepﬂgﬂﬁ
of their roles and their job expectations. Discuss similarities witha!
differences from your expectations.

; L . o S § _——— nd
> Work with your unit to identify voids in responsibilities Elfdtg >
ways to fill them. When consensus is not possible or appfﬂpfl?ﬂ[;

a decision and let the group know the rationale for your decisiO™

| ibutes”
> Clarify each team member’s role and how she or he Conmbueﬂlbers

attaining the goals and mission of the team. Also help team I

e
understand how their efforts and performance affect the over)
of the organization. :
o5l
s . joriti®
> Capitalize on Opportunities to regularly communicate e
responsibilities to the team

gl
: ohiE
> Sometimes teams start to rely more heavily on 0n¢ or "

.50
PI'Oduct%ve team members. Remind everyone (incmd;?cgal}j)’ i
© mmr.lbute his or her fair share of effort, and perto
People if they are feeling overburdened.

- il - - :tnq.un;‘

ort, or developmental help, gp, . D5y
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Whe
Y .n team Memberg —_—

making, they are More hi::l ovedin Problem, g
and shared responsibil; Y toacce ecisior Ving and decision
suggestions: 'y for the goal Cﬂnmde? T}? t{f] . oWnership
the types of > Determine wh ovine
Disclss 2 When and to wh d
fecisions ﬁTE; Shﬂuand E 5 ob}em solving. In general, the }Eﬁgrﬁe t0 use a team approach for
e made 2 ET b : ufy-m Yqur t€am member; show, agn; Ehﬂ tevel of commitment and
gl Sh0L10 2 - ormative the input and opinjong ghey o< XY Varied, and
nade by an individual. a team approach for solving p rﬂblfe]; th]:y offer, the more important
S D€Comes

work best when: - |

> Full acceptance of the

decision i
: . S necessar fDI. e .
implementation. y for effective

" ,
Infqrfnatlon from more than one person is required to make the
decision.

> A high-quality result is desired.
> A creative solution or a new approach is needed.

> The decision does not need to be made quickly.

» Make a list of all the decisions you made in the past month. Assess
the quality and the acceptance of your decisions. Would your final

outcome have benefited from a team approach? Look for trends,
such as avoiding team involvement on certain kinds of problems

or decisions.

» Seek feedback from your t€a
their perceptions of when you
solve problems and when you h

anagers who effecti
role models.
them for tips on how

m, your manager, and your peers. Ask for
have effectively used a team approach to

ave missed opportunities to do so.

yse a team approach to solve
Observe what they do that makes

» Identify other m
you might improve your

problems. Use them as
them effective and ask

own approach.




kemind people that
team decisions are often
challenging, even with

a good process.

process, .
als and groups who have a stake in 4

v all the individu
" E;ﬁf:v?th your team and colleagues tl’fl g‘lake sure that yoy have
the necessary people and teams. At a minimum, involve People iy

the value chain. W

IS5
hile you may choose not to involve all whq thinkm |
l

they should be involved, you do need to address their perceiveq el |
to be involved. For example, make sure a team member person,]; |
«lls them about the plan and the rationale rather than expecting the,

to ferret out the information for themselves.

» Decide how and when to involve specific people and teams. For exampl
you may want to involve some individuals in the total planning proces

and ask others to provide input before the planning begins. Meet wi
people either one-on-one or in a team.

» When you meet with people, give them the big picture and clarify wh
you want from them. For example, you may want them to:
> Define a problem or opportunity. |

> Help develop options for addressing a problem. |

> Choose a course of action. E
dandthe |

> Conduct the meeting so that you get the input you nee tod
|

individuals feel involved in the process. Once people feel inves
your objective will become a shared objective.

g ol |
> As a group, decide who should take responsibility for cartyé
each element of the proposed plan.

> Develop a communication plan to keep people informed




d on the ideas of others
people to try to One-up each other ate that you don’t want

tave people practice > Agree on ground rules for brainstorming and

piting on others” ideas. > Generate as many ideas as possible.

> Build on the ideas of others.

idea sessions. For example:

> Save critiques for later.

> Stay within the time limit.
> Capture ideas, not a word-by-word transcription.

> Ignore implementation constraints for now.

» Help people build on ideas by encouraging them to say and instead of
but when they respond to suggestions.

» Be a role model for building on the comments of others. Expand on

i d then adding your ideas
stating what you heard an |
e ; \ve connections between your ideas.

to it. Look for natural, positl
ven if they are fragments rather

heir ideas, € , ,
are' 2 often starts a chain reaction.

» Encourage people to sh

than fully thought out plans. A single ide | .
tes an idea during a brainstorming session,
ate

A evalt brainstorming now—no critiquing.laﬂidsn m
' “We're just bratt .: o ideas until the team
quickly say;

on. Repeat this
learns this norm.

e . Y2 1 Y dﬂq




Value the contributions 0

¥

Give suggestions on how to
coach individuals who have
a difficult time collaborating.

at you will want their ideas ab,,

f time th Y
» Tell p'f:ﬂP_IE aI'; E:Ii ?1{:-{ typically produced on demand. Peop], nesglt‘
Creative IC¢t nd let their ideas brew

f a1l team members
m members are important to the success of the Organizatio,
ster an environment where people value e}, b

tance of each role on the team. Consider th:I

All tea
1 leader, you can fu:fr
and recognize the 1mpor

following suggestions:
» Examine whether you genuinely value the work of each indivigy,

on your team. Some people believe particular roles are more importgy
to business success, and others value work only if it is iIltEﬂECt‘uﬂ_]?

complex. Your team will function more smoothly if you demongtry,

that you value each person.
» Listen to all team members’ ideas and opinions, and thank them

for their input, whether or not you agree with their point of view
Listening will show that you take them seriously and that you value

their ideas.

» People often feel valued when they are included. Include team member
at all levels in as much planning, decision making, and problem solvirg
as possible. When direct involvement is not appropriate, make surejut |
discuss plans and decisions with the team, and give people time to e
and plan their next steps.

» Be a positive role model for valuing others’ contributions. Take
interest in what people are working on, thank them for their work

and give them specific feedback about their value to your team
the organization.

> Check whether individuals feel valued by seeking input o1 - wa‘,r’;
that people on your team either value or devalue others work Y{;ﬁ |

:}vlant to ask people to send you written examples instead of
€m to speak up in a group setting.
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wenind people who are
slictant to Share credit
ihateam that shared
adit doesn't minimize an
ndividual’s contributions.

suggestions:

» Monitor how
—— Ou}rlfu E;lk about successful efforts. For example, consid
o Efﬁ}rzf Y se the .w)rd [ instead of we when youre refer}in t{l} g
- : S.O cons@er whether you share credit with utherf wha
you are recognized for individual success. -

»
When you acknowledge the success of a project, make sure you
recognize the efforts of all team members involved, no matter how

small their role or contributions.

» Solicit feedback on whether you share credit when you talk about
team successes. You may find that you are willing to give credit when
you're talking to your team but take all the credit when you talk with

people outside of your group.
successful project or initiative

ith other teams or departments.
m members success as well as

> Ask a team that recently completed 2
to share its learning and experience W
This is a good way to acknowledge tea
help others learn from it.

am members that

fic about what the

you appreciate their

> Frequently tell your t€ y have done well.

contributions. Be specl




promote Teamwork

ishments

Acknowledging and celebrating team accﬂmplishments 1S a poye f
¢ importance of teams and their Cﬂntributign; U

Acknowledge and celebrate team accompl

v
‘ the

way to reinforce "

recognize team efforts, and kEEP motivation and momentypm gﬂing

Consider the following suggestions:

» Recognize and reward team performance, not just individy,
performance. Set specific team goals and recognize whep Peapl
achieve them.

Challenge people to find » [f teamwork and teams are important to getting work accomplighe

at least three new ways in the organization, include the contribution that individy s g, _
to recognize individuals to teams as a part of individual goal-setting and rewards Program

and teams. Consider holding back individual rewards unless there is also strong

evidence of team cooperation.

> Look for opportunities to make team accomplishments or contribyiyy.
more visible to the organization. For example, talk about them whey
you speak to other leaders in the organization. Write about successfil
team projects in the company newsletter or blog. E-mail othersin
the company when you are celebrating important accomplishments
especially when people throughout the company have been following

the team’s progress.

> Celebrate team accomplishments. Choose milestones that you wart
to celebrate, put them on your calendar, and schedule an event.

> Acknf::-wl?dge and reward teams immediately when they accomplis!
an objective or overcome difficult obstacles. Research shows that e '.
Sooner the reward is delivered, the more impact it will have. -'




