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Introduction


 


‘There is no “i” in team but there is in win.’


Michael Jordan


The recent 2012 London Olympics displayed many excellent winning teams showing brilliance in how they worked together. We saw great team coordination, team spirit, focus on collective goals and a unity in how they worked to achieve their goals. Some of the teams had outstanding individuals in their teams who were also great team players. When watching such teams perform, we are awestruck by the beauty and efficiency of these Olympian teams’ performances. After reading this book, you will be able to create and lead a team full of such Olympian types with an Olympic team spirit!


Very few people can succeed in their careers without having to manage, supervise and lead other people. Exceptions might include specialists in their fields who are able to grow in their chosen careers without needing to manage anyone. But virtually everyone is part of a team, and at some point in their working lives they must take a leadership role – if only to chair a team meeting or a project in their boss’ absence.


Leading a group of people in a team involves many variables, including each team member’s personality, expectations, experience and ambitions. Putting a group of people together can produce all kinds of outcomes – sometimes negative (such as conflicts, arguments, poor performance etc) and sometimes positive (great synergy, alignment, great results etc). The role of a team leader or manager is to minimize any potential negative outcomes while maximizing the positive potential of the team.


In seven chapters, this book will walk you through the entire process of successfully leading and managing a team, showing you the key dos and don’ts and spelling out where you need to put special attention and focus. These seven chapters will cover:


How to get started with a team, exploring what a great team looks like and how it performs, and how to create a new team from scratch with individuals who bring their own habits, skills and expectations


The stages of development of a team and how a new manager can gain the respect and understanding of a team


The importance of aligning a team and setting common goals and expectations with clear agreement on a mission, vision and values.


How to create a team culture and processes of excellent communication, with clearly understood expectations, well-run team meetings and discussions, and the minimizing of any conflict and gossip


How to work with remote or virtual team members where face-to-face meetings are difficult to arrange


How to identify and work with problematic and non-performing members of your team and how to balance fairness and discipline


How to ensure that each team member’s job role is clear and that the work is efficiently delegated and shared among the team members


How to grow your team through excellent training and development, including coaching, mentoring and on-the-job training


Turning a good team into a team with a culture of excellence


How to create a self-functioning team which can operate in your absence and in which you have groomed a successor to take over from you if needed.
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The first step in learning to successfully lead and manage a team is to understand the secrets of being a team leader, whether of an existing team or a team you are creating from scratch. Often you will face a combination of the two, taking over an existing team while also being expected to change its members.


To create a great team, one must first be able to visualize what a high-performing team is like, what goals and objectives such a team aims to achieve, how it works towards achieving these goals and what makes it appear successful.


A second key aspect of creating a new team or joining a team as its leader is understanding that a team grows and develops over time and that its issues, challenges and performance will be strongly influenced by the stage that it has reached in its development.


This chapter will show you how to:



•  Understand what teams are and why we need them



•  Think through what team excellence looks and feels like



•  Create a new team from scratch, exploring the key dos and don’ts



•  Apply Tuckman’s ‘stages of a team’ model



•  Take over an existing team, gaining its respect and understanding




What are teams and why do we need them?


 


‘Talent wins games, but teamwork and intelligence wins championships.’


Michael Jordan


 


‘Overcoming barriers to performance is how groups become teams.’


Katzenbach and Smith


A team can be defined as a group of individuals who are brought together and organized to work together to achieve common collective aims, purposes, objectives or goals. One could argue that if the team has no common objectives or goals, it is simply a group of individuals who just happen to be sharing the same office or job titles.


What makes a team great?


Take a moment to think of a great team, perhaps one you watched during the Olympic Games or a team you have worked in.
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What makes your chosen team appear to be a great one?



•  Is it because of what they have achieved? Do they achieve far more than other similar teams? Do they always achieve perfect results?



•  What skills and knowledge do the team’s members possess which might make them stand out?



•  Is it because of who is in the team? Does it comprise some high-performing individuals?



•  Is it because of how they work together? Do they appear to be aligned? Do they appear to work very positively together?



•  Is it because of how they are led and managed? Has the team’s leader been in the same role for a long time?



•  Is it a team that you wish to be part of? Do you think that you would excel in such a team?


How do you like being managed?


In addition to exploring what makes a team appear like a great and successful one, it is helpful to think about your experiences of being in a team and how those teams were led and managed. Think back and reflect on the bosses you have had in the recent past and then answer the following two questions:



1  In what ways were you and your colleagues managed which inspired and motivated you to want to be in the team, to work harder and generally to feel valued?



2  In what ways were you and your colleagues managed that you did not like and which did not motivate you or inspire you to want to work hard and be in the team?


Answers typically include the following kinds of responses:














	Q1: Positive ways of being managed

	Q2: Negative ways of being managed






	Recognized members of the team for their good performance

	Showed too much favouritism to certain members of the team






	Openly communicated and talked with all of us

	Team meetings were too long and boring






	Listened well to our ideas and concerns and gave credit where due

	Took credit for all of our effort and work






	Recognized the individuality of each of us in the team

	Always seemed to delegate all of his/her work to us without ever really explaining what we had to do







Keep a list of your answers to serve as a reminder ensuring that you only repeat the positive habits of your current and past bosses and not their negative ways of managing their teams.


The aim of this book is to ensure that your staff will view you very positively as their boss and, if asked to answer the same two questions, would give a list of positives far longer than any list of negatives!


Understanding the stages of a team


We all change and evolve over time and it is to be hoped as we grow through childhood into adulthood that we will grow not only in age but also positively in terms of our personality, experience and skills.
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Given that a team is made up of individuals, it should not surprise you to learn that teams also go through different stages of development, from being created through to becoming a mature and, hopefully, high-performing team.


One model of such team development is key to your understanding of teams. It is called the Tuckman model and it is made up of four stages describing a team’s development:


Stage 1: Forming


Sometimes called the infant or child stage of a team’s development, Stage 1 occurs when a team is newly created or ‘born’. During this stage the new team’s members are learning their way together and it is sometimes called a period of testing and dependence where the necessary processes, norms and common understandings are not yet in place.


A leader of a forming team may typically observe and experience the following happening among the team members:



•  not knowing who to ask for help or what to do



•  cautiousness as people test what is acceptable and needed



•  beginning to develop trust in each other



•  complaints that things are not what they are used to



•  anxiety



•  getting to know the common goals and expectations.


Have you experienced working and/or leading a team that is moving through the forming stage? What do you recall about this period?


Stage 2: Storming


Some refer to this stage as the rebellious teenage years of a team’s growth and development. This is the most difficult stage for a team and the most challenging for the team’s leader. Sadly, many teams get stuck at or revert to this stage. The stage is often identifiable through conflicts and arguments as team members try to assert what they think should be done or said. One could view it as the time when the members think they know what needs to be done and each grows in confidence as their egos clash.
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Team members of a storming team may typically:



•  express of all kinds of differences



•  question the way the team is being led and managed



•  attempt to assert their individuality and independence



•  exhibit a team performance that declines and slows down



•  experience conflict, arguments and fallings out



•  form rival groups and engage in office politics



•  wish to leave the group, or even resign.


When were you last in a team or leading a team that was passing through such a difficult and turbulent phase of development? How did you respond and cope?


Stage 3: Norming


This is sometimes called the early adulthood stage of the team’s development and is typically evidenced by the team becoming more cohesive after having worked through some of the storming-period challenges. There is an emerging understanding and acceptance of the team’s goals and working styles, and each person’s role and personality.


The following might be visible within such a team:



•  consensus-building and decision-making



•  confiding and sharing with each other



•  pulling together to achieve the team’s goals



•  a performance that begins to be good and consistent



•  the boundaries of the team having been established.


Has a team that you have been part of ever reached such a stage of maturity and performance? Did you see any evidence of the earlier stages still evident in the team?


Stage 4: Performing


This is the optimal stage and could be called a mature adult stage of development. Not all teams will reach this level, and those that do often relapse into the other stages over time.


A high-performing team is identified by:



•  the unique identity it has established



•  interdependence between team members



•  how well everything seems to flow



•  people seeking new challenges as they sense that everything is straightforward and becoming easy to do



•  the team being given more to do, so workloads increase



•  a lot of work being accomplished and goals achieved



•  members caring about and supporting each other.


Have you ever led or worked in a team that has reached this optimal stage of its development? What do you recall about this time?
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It is possible to take an online assessment to work out which stage your team has reached; results usually show a team being at all four stages, although one particular stage is normally dominant.


Based on the description of the four stages of development, at what stage (or stages) is your existing team?


New and existing teams


Are you taking over an existing team or are you being asked to create a completely new team?



•  If you have been asked to create a completely new team, your team will be in the ’forming’ stage and you might not face the complexity of being simultaneously at different stages.



•  If you have been asked to take over an existing team, especially if the team has previously been underperforming, it is likely that the team will be mainly in the ’storming’ stage.


In the latter case, what do you think will happen to such a team when you join it as its boss? Typically the team will partially go into a ’forming’ stage as you bring new and unknown expectations, working style and goals to the team.


When taking over an existing group of people you need to explore at what stages they are working. Combined with this, as you and any other new team members join the team, there will be a partial return to the ‘forming’ stage as the whole group is working together for the first time. As a result, such a team is never static and you will be kept very busy as the manager.


A successful leader of any team must continually ensure that the entire team quickly and effectively moves from the ‘forming’ stage into the ‘norming’ and ‘performing’ stages, without getting stuck in the ‘storming’ stage. Much of this book’s advice is focused on ensuring that your team does not become stuck at the ‘storming’ stage.


Creating a brand new team



1  Hire the ideal talent
You can create the ideal new and optimal working culture (habits, norms etc) through hiring the ideal kinds of individuals. Do not rush this important process and plan well what kind of team you wish to create. What mix of personalities and skills does your new team need in order to ensure that it succeeds?



2  Allow time for your team to understand your expectations
Give the new team members time to get to know your own expectations regarding goals, aims and objectives. Give them more time if they are joining your team from other organizations rather than moving internally within your company. (Monday’s chapter explains how to set goals and objectives for your team.)



3  Be careful with experienced new team members
Many of your new team will have left established teams to join yours. Such individuals may quickly start to act as if they know what to do (a kind of ‘been there, done that’ mentality) and as a result your team could very quickly enter the ‘storming’ phase. Be ready for this and be firm when you observe unacceptable behaviour.


Taking over an existing team in your organization



1  Be clear about what is unacceptable
You will be taking over a team with many good and bad habits and working styles which will have been created by the team under their previous manager(s). Your task is to observe quickly and listen well to understand what is happening, and then to map out which habits you wish to either:


    –  strengthen and support, e.g. good team spirit and communication


    –  lessen and reduce, e.g. writing long email reports


    –  stop altogether, e.g. wasting time in meetings


    –  have the team start doing, e.g. follow a new reporting style.



2  Be ready for resistance
The existing team may not readily accept you as their new boss, making comments such as: ‘But this is not the way we used to do things ... we used to operate very well.’ Remember that people find any kind of change or disruption hard to accept so a new boss can create anxiety and concern and they will fight to hold on to the past (i.e. ways in which they were previously managed). Be patient, explain clearly your rationale for any changes but be firm when necessary.
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