
        
            
                
            
        


		
			Advance Praise for 
Team Work

			“People are the secret sauce of all organizations. In their new book Team Work, Russ and Rusty provide a guidebook for developing individuals into engaged and fulfilled team members resulting in thriving and successful teams.” 

			—Dan T. Cathy, Chairman & CEO, Chick-fil-A, Inc.

			“Being part of a highly performing team is a powerful experience in every imaginable way, but it is very rare in life to be a member of such a team—one that combines together so well that it makes achieving and success look easy. The core reasons why teams are dysfunctional are not secrets, but some people don’t have the awareness and skills to contribute in a positive and productive way. This book Team Work will provide readers with a ‘to-the-point’ guide on how to be a great team member, how to create a functional team, and the keys to being a leader of such teams. Being part of a functional team or dysfunctional team is a choice—your choice. The messages in this book will show that there’s really only one option.” 

			—Nathan Fa’avae, Two-Time Eco-Challenge Winner and Six-Time Adventure Racing World Champion

			“Russ and Rusty share a vision to see people and organizations transformed through the powerful impact of servant leadership and high performing teams. Both leaders consistently prioritize team success and model personal excellence in their lives, uniquely positioning them as clear experts on the principles of teamsmanship shared in Team Work. Reading this book is an experience in active learning: each chapter is written with a winsome, practical, and inspiring approach, complete with reflection questions and action-driven challenges for the leader. Team Work outlines a clear and achievable path for helping people realize their full potential and truly thrive within their spheres of influence, and I am confident many lives will be changed as a result!” 

			—Tammy Preston, Executive Director, BlueSky Global

			“Several years ago we partnered with Russ, Rusty, and the staff of WinShape Teams to invest in the lives of leaders in our company. At Shaw, we believe in developing people to be better both at home and at work, and WinShape Teams shares those values. People are our most valuable resource, and we are proud to trust the team at WinShape with ours. I am confident the principles Russ Sarratt and Rusty Chadwick share in Team Work can bring forth lasting change in any team.” 

			—Mike Fromm, Chief Human Resources Officer, Shaw Industries

			“Building productive, inspiring, and rewarding high-performing teams is a complex challenge. In Team Work, Russ Sarratt and Rusty Chadwick provide a comprehensive blueprint to help leaders and organizations create and sustain fulfilling teams. The thirteen principles are guideposts that unleash the potential of teams like we’ve never seen before. More importantly, the principles establish a legacy that future teams can build upon for generations.” 

			—John Oldham, Assistant Chief, Jacksonville Sheriff’s Office

			“WellSpring Egypt has partnered with WinShape Teams since 2009. When they train us in team work, they help us to unite as one team to serve thousands of children in an amazing, effective way. Throughout our partnership, the word that is most visible and draws us toward WinShape is ‘serving.’ They serve us humbly and meet our needs despite the culture and circumstances. I am excited to see how Team Work will change communities around the world as these values have already impacted Egypt greatly.” 

			—Maged Fawzy, CEO and Founder, WellSpring Egypt
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A Word from the Authors

			It doesn’t have to be that way.

			I wish I knew how many times we have uttered that phrase after encountering an unhealthy team or an unfulfilled team member. It has almost become a mantra in our work with teams around the world. A disappointed team member who feels left out of a decision. A frustrated leader who can’t gain buy-in from the team. A collective goal never achieved. A relationship that goes from strong to strained. An individual who, because of a toxic or dysfunctional team culture, goes home depleted every day with nothing left to invest in the relationships that matter most. It doesn’t have to be that way.

			Having spent the balance of our careers learning and leading at a nonprofit called WinShape Teams, we have been blessed to work with teams of all sizes and industries. We have worked with some of the best teams in the world, and we have also worked with some pretty bad ones. We have met team members who are thriving and, unfortunately, many more who are not. While we know there will always be difficulty and struggles to overcome, we believe the life of a team should be hope-filled rather than hopeless. We believe a team should accomplish more than an individual. We believe teams should propel you forward rather than hold you back.

			WinShape Teams has been developing stronger, better-connected teams and leaders since 1991. Along the way, we’ve pinpointed what makes for a healthy culture and happy people and put those findings into programs that have helped tens of thousands of people find purpose and clarity in their work. Our purpose is simple—build strong, healthy, fulfilling teams that change the world around them.

			We wrote this book to share many of the lessons we have learned as an organization over the last thirty years. We believe work happens best in a healthy community and culture. Work should be a place where purposes are accomplished and people are fulfilled. This is why we strive to equip and inspire people to step from good to great and to make their work environment a place where people come alive as they work alongside others. We believe when you prioritize people and purpose, you bear the fruit of meaningful and sustained results.

			You may think, “My team could never be like that.” We believe it can. Your team can be healthy and successful, and you have more control over that outcome than you may realize. It all begins with you and a choice you can make to serve others, putting the team before self. This decision, and the actions following, can spark a new direction that changes your team forever. And it is not only about the team. Your personal success and fulfillment can grow as the team’s success and fulfillment grows. In the end, we all win or none of us do. It is our sincere hope that this book helps you and your team “win” in all the ways that matter most.

			Don’t settle for an unhealthy, unproductive, unfulfilling, or even mediocre team experience. It doesn’t have to be that way. Instead, let this be the beginning of something better than you ever imagined.

			 

			—Russ Sarratt and Rusty Chadwick

			





Chapter One

			Teams Made Well

			Class project.

			When you read those words, what emotions and memories are evoked? While it depends on your actual experience, my guess is you can relate to some of the following situations. There is that one dominant person who tries to tell everyone what to do. They have an opinion on every single thing. They might even formally “appoint” themselves as the leader. Perhaps there are two who want to be dominant, and a power struggle breaks out from the start. Much of the conversation and group energy goes to figuring out who will have the final say on what happens.

			Or maybe you are the only responsible person in the group. No matter how you split up the work, every time you get together you end up taking on a little bit more. Eventually you end up doing the project by yourself because you want to make sure you get a decent grade—even if that means getting no help from the group. Maybe you have one person who is never “available” for a meeting. You spend the entire time leading up to the project deadline just hoping they are pulling their weight.

			Or maybe if we’re honest about things, you are the one freeloading on someone else. You might justify things in a variety of ways. “The group will get a better grade if he/she does most of the work. That’s what we all want, right?” Or maybe you think, “I’m so busy right now, I’ll just have to lean on everyone else. I’ll make it up on the next project.” Whatever your rationale, you know deep down you are not pulling your weight.

			Whether it is the class project scenarios described above or something different, many of us have bad team experiences from the past that can color our outlook on the idea of working closely with others. Teaming is not easy, and unfortunately, for many, being asked to join a team often brings to mind more dread than anticipation. “I’m going to be embarrassed.” “This is going to be more work than the project alone.” “I could do this quicker on my own.” “Am I really going to be judged on the basis of someone else’s work?” “Do I have to be on their team?” To many, teams feel like a chore. They are just one more thing to endure on top of the work that already has to be done. An initiative put in place by a boss who wants to pat him or herself on the back for introducing a team approach. They are slow moving, full of conflict, and induce a lot of frustration. And for what? To produce a mediocre result no one is really satisfied with. They are a “necessary evil,” we think, and life would be better if they would just go away. These thoughts are not unfounded.

			Teaming is tough because it involves bringing multiple personalities, perspectives, and approaches together. It requires us to put aside the freedom that comes from doing everything our own way and instead invest relational effort in creating alignment and moving forward together, which can be a heavy lift. It’s true teams made poorly are a train wreck of frustration, stress, and angst. But it doesn’t have to be that way; teams can be made well. They can be a source of immense fulfillment, opportunity, and potential. Teams done right are life giving, but they have to be done right.

			What Is a Team?

			Before we go any further, let’s be clear on what exactly a team is. One reason teaming is so hard for so many is because what we often call teams are not really teams at all but just groups of individuals working alongside one another. I believe this is actually the root of many people’s bad experiences. In their book The Wisdom of Teams, Jon Katzenbach and Douglas Smith use the term “working group” to describe a group of people who do not have all the characteristics of a true team. A working group doesn’t have a team purpose or goals to bind them. A working group may need more time, understanding, or cohesion to make the jump to a real team.

			So what exactly is a real team? There are almost as many ways to define the word “team” as there are teams in existence. An online search will give you well over eight billion results. Most of those definitions tend to involve the same ideas. A group of people. A diverse set of strengths or skills. A common goal. For the purposes of this book, let’s put those three ideas together. A team is a small group of people with a diverse set of strengths or skills who pursue a common goal.

			When you can start with a clear understanding of where your team is currently, you can form more appropriate expectations. Many times the conflict we experience in working with others comes from the gap between our expectations and reality. This gap is where conflict lives. We should not expect a group that is not a true team to automatically act like a team. While we advocate that a healthy team is often the best approach, there are definitely times where a team approach is not needed. You can still collaborate and work with other people, but your expectations can be much different. A clear perspective on your current situation may help you deal with any frustration that might be caused by your coworkers.

			The core of this book, however, is directed to members of teams as we defined above—those small groups of people with a diverse set of strengths or skills who are pursuing a common goal. We want to see all teams become healthy teams, and we believe the principles in this book can help any team become more successful.

			Purpose Accomplished; People Fulfilled

			Having clarified what a team is, let’s go a step further and define what we mean by a healthy team—a team made well. Healthy teams are different. They accomplish more than any one person ever could. In order for teams to be sustainably successful, two things must occur: the team must be accomplishing its purpose, and the people on the team must be fulfilled. Teams are not formed, or at least shouldn’t be formed, simply for the sake of having a team. Teams are a tool, and tools have a purpose. So, a key measure of success for any team should be to what degree it is accomplishing that which it was formed to do. But this is only part of the equation. A team focusing only on performance may accomplish its goals in the short term, but if the team experience is not fulfilling for the members, this success will be short lived. Team members will either burn out, leave the team, or become disengaged and give less than their best. No matter how skilled the team members are, if they burn out, leave, or disengage, the team will never be high performing. Many teams struggle in one of these two areas. Really unhealthy teams struggle with both.

			If you define success as accomplishing the team’s purpose, most teams aren’t all that successful for a variety of reasons. In our experience, many teams don’t actually know, specifically, what they are trying to achieve. They show up to work each day and put in a lot of effort (maybe), only to see no tangible positive result at the end of the week, quarter, or year. People show up and do their jobs because that’s what they are supposed to do. These teams have no measure for whether they are successful or not.

			For other teams, though they may know the goal, they are just not able to accomplish the desired outcome. They complete lots of tasks, but their best efforts never lead them to the end result they wanted at the start. Other times, a team is just plain dysfunctional. These teams can’t get anything done because they spend all their time dealing with relational, structural, or strategic problems. When they do complete tasks, it happens in spite of the team rather than because of the team. In each of the aforementioned cases, the common thread is none of them accomplish the purpose for which the team was assembled.

			An even bigger issue for most teams is the unhealthy environment they create for their members—the people are unfulfilled. In these teams, everything feels like a struggle. These teams get labels like toxic or difficult or draining. These are teams where the team members work hard all day yet go home feeling even more empty, tired, and stressed than when they began. No one is happy. No one is satisfied. No one feels like their hard work is recognized or valued. Team members end up taking on a “me first” mentality.

			A great example of this can be found in the movie Remember the Titans starring Denzel Washington. It is the true story of the T. C. Williams High School football team, the Titans. After years of school segregation in Alexandria, Virginia, T. C. Williams is formed in 1971 as the town’s first integrated school. The movie tells the story of that first year through the eyes of the football team and its head coach, Herman Boone, played by Washington.

			During the preseason, Coach Boone takes the team away for a mini-camp to learn the Xs and Os and build relationships within the team. At camp, the team’s two best players, Julius Campbell and Gerry Bertier, who both play on defense, have several run-ins. While both players recognize the other’s talent, they cannot get past their perceived differences. In a climactic conversation between the two, the tension boils over. Bertier calls out Campbell’s selfish play. Campbell calls out Bertier’s lack of leadership as captain. Campbell ends the conversation by saying,

			Nobody plays, yourself included! I’m supposed to wear myself out for the team? What team? No, no, what I’m going to do is look out for myself, and I’m going to get mine.

			And there it is. When team members sense a lack of accomplishment, success, and support from the team, as Julius Campbell did, they default to self-preservation. And while team members in other settings might not verbalize their feelings this passionately to the team, the attitude Campbell adopted is a common response for the dissatisfied team member. Rather than working with others, they work individually with their own goal in mind, regardless of how it impacts the overall success of the team or the organization. Feeling no connection to the team and its common objective, dissatisfied team members see no personal benefit in sacrificing for the team, especially when no one else seems to be intent on sacrificing for them. In Campbell’s situation, he thought he could focus on his role, work hard, and still see a path to stardom and a college scholarship. He shifted to an individual mindset, even though he was still technically a part of the team. Unfortunately, this happens frequently and can often spell doom for a potential team.

			Better Teams Are Possible

			My other favorite scene from Remember the Titans comes at the end. The team has overcome many challenges to bring together the divided town. This is most apparent in the relationship between Bertier and Campbell. Once at odds with each other, the two have become inseparable friends. Their mutual respect and care for each other serves as a significant catalyst for changing those around them.

			The scene occurs in the locker room during halftime of the state championship game. The team is losing and the future looks grim. There are several factors going against the team as they come into halftime. The team’s captain and best player, Bertier, was injured in a car accident earlier in the week. He is currently lying in a hospital bed, paralyzed from the waist down. Many on the team are struggling with the thought of their friend and leader back at the hospital. The team is facing their most difficult opponent of the season.

			The team’s play has been inconsistent in the first half as well. Their usual sharpness just hasn’t been there. The most difficult challenge of all may just be a conspiracy to ensure they lose. Several from the state athletic association don’t want to see an integrated team win the championship. As a part of the fix, the referees are clearly calling the game to ensure the Titans’ opponent wins. All these factors contribute to the mounting despair and frustration of the team.

			Coach Boone tries to encourage them to give their all and play their best. He tells them that whether the team wins or loses, they will be champions in his eyes because of how much they have overcome this season. Campbell, having taken the role of team leader for his injured friend Bertier, speaks up. He is not looking for moral victories. In response to Coach Boone’s “do your best” offer, Campbell wants more.

			No, it ain’t Coach, in all due respect. You demanded more of us. You demanded perfection. Now, I ain’t saying that I’m perfect, ’cause I’m not. And I ain’t gon’ never be. None of us are. But we have won every single game we have played—till now. So, this team is perfect. We stepped out on that field that way tonight. If it’s all the same to you Coach Boone, that’s how we want to leave it.

			The team went back out on the field for the second half, and their attitudes and play completely changed. The team went on to win the school’s first state championship, and the first championship by an integrated team.

			This scene shows how far Campbell and the team have come in their understanding of how a true team really works. The young man who was focused on promoting self now rallies the team to give their all—for the team. He understands the ultimate objective is the common goal of the team. Whether the team achieves “perfection” by winning the game is irrelevant. The team has been formed. Relationships have been built and deepened. Challenges have been overcome. The teammates truly care about each other, and their satisfaction is found in attempting to do something great together.1

			And as is often the case, high performance on the field followed, and the team won the championship. When we focus on our own goals, our own desires, and our own benefit, the team suffers. But together, the team can accomplish more than the individual ever could. When all the players serve each other and the common purpose of the team, everyone wins. Teams can be healthy and life giving. Teams can accomplish their purposes and be fulfilling for their members. Whether your previous team experiences have been positive or negative, healthy teams are possible and they do exist. But they take hard work to build and hard work to grow. The beauty in the end is everyone benefits from healthy teams. Everyone shares in the success. Everyone partakes in the fulfillment.

			





Chapter Two

			Servant Teamsmanship

			How do you go about building a healthy team? Isn’t that just the leader’s problem? Today you can walk into any store that sells books, and you will find a seemingly endless variety of books on leadership. The market is saturated with books dedicated to leadership styles, skills, and theories. Some advocate for a strong, directive leader. Others call for a laissez-faire style allowing the team members to lead themselves with minimal direction.

			Our perspective, defined as servant leadership, believes the best leaders are serving leaders. Based on the attention given to leadership, and rightly so, it would be natural for a team member to assume the only thing needed for team success is a good leader. A leader can lift a team to new heights or hold them back from accomplishing their goals. While a good leader is an essential part of a healthy team, team success (and individual fulfillment) is not determined by leadership alone.

			The most successful teams have members who recognize they have just as much influence on the health and success of the team as the leader. The most interesting part of Katzenbach and Smith’s work is the idea that what set apart the highest-performing teams is they were “deeply committed to one another’s personal growth and success.”2 It wasn’t that the teams spent more time together or worked harder at execution or had a better leader. They cared for each other more as individuals. We are not discounting that more time together, better leadership, and clear vision are all necessary parts of a strong team. Those are all essential characteristics. But the most successful and fulfilling teams genuinely care for each other, and that is something each team member can own. This care must be translated to action, and the heart of this action is service to others.

			Servant Teamsmanship

			We believe the success and fulfillment of an individual team member is directly tied to the success and fulfillment of the team. Imagine an experience where team members are committed to a common purpose and are willing to make sacrificial choices for the sake of the team. Team members help to carry each other’s burdens. They care deeply about their teammates and want to see them flourishing in every area of their lives. This is what a healthy team looks like, and this kind of team experience is achievable. It happens when individual team members apply a new perspective to their engagement with the team. We describe this type of approach as Servant Teamsmanship.

			Author and professor Jim Collins uses the concept of a flywheel to describe ongoing transformation in organizations. Collins points out how each small change builds upon the next. A flywheel is a huge circular object that is difficult to push at first. A lot of effort yields only a little movement. If you continue to push, the wheel gains momentum, which helps to turn the wheel. Pushing gets easier, and eventually the wheel continues to spin with minimal effort from you. Each push builds on the other to create the momentum that ultimately makes the wheel go. Servant Teamsmanship works in a similar way. One team member serves another, or the team as a whole. A relationship is built and strengthened, and a part of the work is accomplished.

			The experience of success and the relationship with others builds a greater desire to serve more. As this pattern repeats, momentum is gained toward accomplishing the team purpose. The relationships built contribute to the team’s personal fulfillment. When the team is healthy and successful, everyone wins. In this book, we will explain how an individual team member can intentionally impact their team through practicing Servant Teamsmanship. This approach is possible when team members begin to align the right mindset (beliefs) with the right actions (behaviors).

			Establish the Mindset, Align the Action

			Think back to Julius Campbell’s attitude early in Remember the Titans. He was focused on self-preservation and self-advancement. As his mindset changed to focus less on himself and more on his team’s success, everything else changed. We call this a “we all win or none of us do” mindset. The focus is on the team’s success first and foremost. We sacrifice our own goals for the sake of common goals. While we may give input to those common goals, we believe the team’s success leads to our success, not the other way around. Adopting a team-first mindset is not always as easy as declaring your commitment to the team. In the beginning it may take a daily fight with yourself to trust and give the benefit of the doubt to others. This is not a blind trust but an intentional change in your beliefs that’s ultimately visible in your actions. You will see various references to the “we all win or none of us do” mindset throughout this book. Our hope is to point out the many times this paradigm shift comes into play.



OEBPS/Fonts/KlinicSlab-Light.otf


OEBPS/Images/cover.jpeg
TEAM
WORK

13 Timeless Principles for Creating Success
N and Fulfillment as a Team Member

(o)
. (o) (o)
A\ l/
‘.] Q=8 ==
i of1 %
/ (o)

RUSS SARRATT
AND RUSTY CHADWICK






OEBPS/Fonts/KlinicSlab-Medium.otf


OEBPS/Fonts/Calibre-SemiboldItalic.otf


OEBPS/Fonts/KlinicSlab-BoldItalic.otf


OEBPS/Fonts/Calibre-MediumItalic.otf


OEBPS/Fonts/KlinicSlab-Book.otf



OEBPS/Fonts/Calibre-Regular.otf


OEBPS/Images/TeamWork.OffsetFinal.v1.png
TEAM
WORK

13 Timeless Principles for Creating Success
and Fulfillment as a Team Member

o
o o
\l/
o—R—o
o’ 1Y%
o

RUSS SARRATT
AND RUSTY CHADWICK

RAFIDELISBOOKS





OEBPS/Fonts/KlinicSlab-BookItalic.otf



OEBPS/Fonts/Calibre-Medium.otf


OEBPS/Fonts/KlinicSlab-MediumItalic.otf


OEBPS/Fonts/Calibre-Semibold.otf


OEBPS/Fonts/Calibre-Bold.otf


OEBPS/Fonts/KlinicSlab-Bold.otf


OEBPS/Images/verical_bw_logo.png
L

FIDELIS

BOOKS





