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What is a team?

"A team is a small number of people with complementary skills who are committed to a common purpose, performance goals, and approach for which they hold themselves mutually accountable."

Katzenbach, J. R., & Smith, D. K. (1993). The wisdom of teams: Creating the high-performance organization. Boston: Harvard Business School. (p. 45)

You can help your team build for success by breaking apart this team definition and working to understand each part:

Complementary Skills

Too often people think that "getting along" is the most important feature of a team. While it's true that team members must work together, being friends is not the key issue. In contrast, great teams accomplish their work largely because the teams bring together the right mix of different skills and understandings. Take some time to identify and appreciate what differences you bring to the team. In recognizing how each member's skills contribute to the overall goal of the team, you discover your team's strength. Independently list those skills your colleagues bring to the team. Talk about the list, focusing on the strengths and how these can move the team forward.

Common Purpose

No other part of the definition is more important than this. Katzenbach and Smith argue that "for a real team to form, there must be a team purpose that is distinctive and specific to the small group, and that requires its members to roll up their sleeves and work together to accomplish something beyond individual end-products" (pp. 242-3). If your team is an administrative convenience, it's likely to become either irrelevant or a burden. You must come together to discuss what your team stands for. You must articulate a purpose that you can commit to, a purpose that makes your meetings and activities meaningful.

Performance Goals

There is no substitute for a meaningful purpose. But the way to turn it into action is through performance goals. What can you look to in the next week, the next month, by the end of the year, that you can see as a team success? This is crucial. Identify some clear goals for your future. Pick goals at various levels: the near future, some mid-mark, and a longer perspective. Use these goals as a means to check on your progress, and celebrate your successes.

Approach

How do you do the business of the team? What do your meetings look like? Who always talks and who never talks? How do you make decisions? These are all examples of a broader category called your “team approach”. In the language of groups, these are "group norms," or implicit and explicit agreements about how a group will conduct its business. Too often, teams simply come together on the assumption that everyone present will not only relate effectively, but they'll do it the right way--my way. Then, when a group member does something differently, like disagreeing openly with another person's ideas, one member is offended and the team starts to break down.

At issue here is not the one best way of doing business. Teams develop all sorts of procedures for taking care of business. One team chooses to make decisions according to the consensus model; another team chooses to vote. One team fines members for being late; another team enjoys casual starts to all meetings. However, the effective teams consciously come to agreements about how to do business. Instead of having one team member fuming in anger while other team members are blissfully ignorant of the problem, effective teams learn to talk about the way they act.

Mutual Accountability

The last part of the definition from Katzenbach and Smith focuses on holding team members accountable for their contributions to the team. This is no easy task. In a context of colleagues working together ("we're all professionals"), it becomes quite uncomfortable to point out when one member is not meeting her or his obligations. It would be easier, but less effective in the long run, to simply let someone else (your boss?) do the job. But that wouldn't be the sort of teaming that will allow you to be successful. If you want to build a real team, it's no good treating accountability as something from the outside.

One way to help with this is simply to begin a meaningful record-keeping. Build your team charter or mission statement. Then, regularly close each meeting with a summary of what's next.  The following is a sample of an action plan:

	What must be done 
	By whom 
	When done (or report) 

	
	
	

	
	
	

	
	
	

	
	
	


Excerpted from Daniel L. Kain, We're on a Team! What Do We Do Now?  A Presentation to the National Middle School Association Annual Conference, November, 1998, Denver, CO  See: http://jan.ucc.nau.edu/~dlk/team.html.

Steps to making teams work

1.  Choose an appropriate team and get to know the team members
2.  Preliminaries:

Explore and understand the team’s charge, timetable, resources, constraints. 


Clarify roles and expectations of members


Establish norms (guidelines) for working together


Draw up a game plan

3.  Moving forward:

Encourage questions


Share the limelight


Be participatory


Celebrate accomplishments


Assess team effectiveness and improve continuously

4.  End when the work is done, if appropriate

Stages of Team Growth

1.  Forming

	Feelings:

Excitement

Pride in being chosen for the project

Tentative attachment to the team

Suspicion, Fear, Anxiety
	Behaviors:

Attempt to define task

Getting to know one another

Determine what needs to be done

Questioning mission and roles

Abstract discussion of issues

Discussion of symptoms not relevant to task

Difficulty in identifying relevant problems

Complaints about organization and barriers


2.  Storming

	Feelings:

Resistance to task or approach to project

Sharp changes in attitude about team and 

   Chances of success

Blaming other team members for lack of 

   Progress


	Behaviors:

Arguing among team members

Defensiveness, Competition, Choosing sides

Questioning the wisdom of those who selected

   the project and team members

Establishing unrealistic goals

Concern about workload

Increased tension


3.  Norming

	Feelings:

A move toward constructive criticism

Acceptance of membership in team

Relief that things are getting better
	Behaviors:

Attempt to achieve harmony by avoiding conflict

More friendliness; Confiding in each other

Sharing personal problems

Discussing team dynamics

Team cohesion and a common spirit and goals

Establishing and maintaining team ground rules


4.  Performing

	Feelings:

Members have insights into group

   processes and a better understanding of 

   each other

satisfaction with the team’s progress
	Behaviors:

Constructive self-challenge and assessment

Ability to prevent or work through group

   problems

Close attachment to the team


Balancing Advocacy and Inquiry

Rick Ross, Charlotte Roberts
from: Peter M. Senge , et al.  The Fifth Discipline Fieldbook : strategies and tools for building a learning organization.  New York : Currency, Doubleday, c1994.

Managers in Western corporations have received a lifetime of training in being forceful, articulate "advocates" and "problem solvers." They know how to present and argue strongly for their views. But as people rise in the organization, they are forced to deal with more complex and interdependent issues where no one individual "knows the answer, and where the only viable option is for groups of informed and committed individuals to think together to arrive at new insights. At this point, they need to learn to skillfully balance advocacy with inquiry. 

When balancing advocacy and inquiry, we lay out our reasoning and thinking, and then encourage others to challenge us. "Here is my view and here is how I have arrived at it. How does it sound to you? What makes sense to you and what doesn't? Do you see any ways I can improve it?" 

Balancing inquiry and advocacy is sometimes hard on people's cherished opinions, which is one reason why it is so difficult to master. But the payoff comes in the more creative and insightful realizations that occur when people combine multiple perspectives. 

We don't recommend inquiry alone. People almost always have a viewpoint to express, and it is important to express it -- in a context which allows you to learn more about others' views while they learn more about yours. Nor do we recommend that you switch in rote fashion from an adamant assertion ("Here's what I say") to a question ("Now what do you say?") and back again. Balancing inquiry and advocacy means developing a variety of skills. … 

There are dysfunctional forms of both advocacy and inquiry. For example, in organizations, adroit people can skew the inquiry process by relentless "interrogating," without caring at all for the person being questioned. In the same vein, advocacy can feel like an inquisition if the advocate simply "dictates" his point of view, while refusing to make his reasoning process visible. People who are unwilling to expose their thinking may also "withdraw" into silence, instead of taking the opportunity to learn through observation. 

One of the most destructive conversational forms is "politicking," in which there is no overt argument -- just a relentless refusal to learn while giving the impression of balancing advocacy and inquiry. …
It is said that each of us has a natural predilection toward either advocacy or inquiry. Debate and law teach advocacy; journalism and social work (if they're practiced well) teach inquiry. Men are rewarded more for advocacy; women are more rewarded for inquiry. In the South, women are even taught that it is a sign of poor breeding to state what you want or need. (Instead of saying, "Can you get me a mint julep?" a thirsty woman would say, "It's a terribly hot day. Wouldn't it be wonderful if we all had some special refreshment?") During the 1970s, many women had a hard time with advocacy, but now that more women have joined managerial ranks in organizations, members of both genders are becoming more adept at balancing the two forms. …
Balancing advocacy and inquiry is one way for individuals, by themselves, to begin changing a large organization from within. You don't need any mandate, budget, or approval to begin. You will almost always be rewarded with better relationships and a reputation for integrity. 

 Steps for Group Problem Solving

Identify the problem

Understand what makes this a problem.

Understand the importance and impact of the problem.

Understand who is affected; list your constituents and their needs.

Understand the value of solving the problem.

Write a problem statement.

Check the problem statement with your constituents and modify if necessary.

Analyze the problem

Determine the facts regarding the problem.

Determine with your constituents their various perceptions and opinions regarding 
the problem.

Identify your own assumptions regarding the problem.

Identify information which is missing about the problem.

Identify the root causes of the problem.

Determine which of the causes you will eliminate.

Rewrite the problem statement to refocus efforts on the appropriate causes

Check problem statement with your constituents and modify if necessary.

Choose a solution

Brainstorm all the possible solutions.

Identify criteria for the best solution.

Gather data about the impact and effort of the solution.

Compare the various solutions to the criteria

With your constituents, determine the impact on them of the various solutions.

With your constituents, select the solutions which will be implemented.

Identify measures for results.

Implement the solution

Develop an action plan with accountabilities and time table.

Identify resources.

Secure resources with the help of your constituents.

Implement, adjusting plan as needed.

Track results and implement continuous improvement

Track measures to assure the solutions have the intended impact.

Adjust solution if needed.

When to use each group decision making model

	Consensus 

When decisions are important, have large ramifications, or affect a lot of people.

When groups are small (10 or fewer) you should usually consider consensus;  with large groups you usually only need consensus on issues of great importance.

When you can have a rich exchange  of ideas in real time, whether in person, by phone, by video conference, or with groupware.

When the group is informed and individual members feel a similar level of investment or are critical to a good decision.

When consensus can’t be achieved you should have a back-up method to reach a decision.


	Voting

When it is known that consensus is highly unlikely in the time allowed.

When members of the group are equally informed on the subject matter, and understand one another’s viewpoints.

When it’s been determined that the majority can handle the implementation without the active involvement of those who “lose” the vote.

When you have a plan for how to handle those who “lose” to keep them from becoming defensive.

	Subgroup
When a subgroup has the necessary information or expertise to make the decision.

When a subgroup is the only entity impacted by the decision and can implement it without the active involvement of the majority.

When the whole group is truly comfortable delegating their authority to representatives.


	One Person

When it is an emergency.

When one person has all of the relevant information.

When one person is especially trusted to make a good decision.

When the outcome impacts only the decision maker.


From Scholtes, Peter R. , Brian L. Joiner and Barbara J. Streibel.  The Team Handbook.
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