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INTRODUCTION
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Did you ever play “King of the Hill” as a kid? One kid stands atop an elevated piece of ground, and the rest of the kids try to throw him off the perch so that someone else can become king of the hill, who eventually meets the same fate. This continues until everyone gets tired and frustrated or someone gets hurt. Your organization cannot afford to play this game as a way to determine team leadership. Don’t spend all that energy on determining who is the toughest or the smartest. The major benefits of a team concept occur only when all involved have a chance to exert their skills, knowledge, and influence.
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You probably picked up this book because your organization is attempting to use some form of a team concept to guide the way it operates. I assume you want to—or have to—help a team in your organization. This book is designed to help you help team members help themselves, not to take over. If you want to play “King of the Hill,” you should probably look for a different book. This book will provide you with the tools to develop the behaviors needed to effectively work together in a team environment. It will encourage you to develop people and help manage situations in a way that is conducive to team excellence. It will prepare you to provide leadership in a team-based organization.


You may have also picked up this book because you read my previous book, Tools for Team Excellence. That book was based on my twenty-five years of research on the subject of teams. In it I describe the seven key components of excellent teams in organizations:


• Clear goals and sense of direction


• Identification of talent


• Clear roles and responsibilities


• Agreed-upon procedures


• Constructive interpersonal relations


• Active reinforcement of team-oriented behaviors


• Diplomatic external ties


I have furthered that research since the book was first published in 1996. I have reconfirmed those seven components but have recognized an additional important factor for success with teams: leadership. Company after company, team after team, expressed the importance of leadership in attaining excellence within a team concept. At first I resisted their comments and the data because I had seen too many teams that demonstrated an overreliance on leadership. Despite their declaration of a team concept on paper, in reality a person or two on each team carried the load. However, the evidence is overwhelming. Coaches of sports teams often speak about the importance of “X-factors” for success. These are intangibles such as experience, intensity, or the ability to make the most out of opportunities. The X-factor in whether a team concept succeeds is leadership. This does not mean an overreliance on one or two key people, but rather a willingness on the part of many people to take on the responsibility of influencing people and events and helping a group of individuals move forward together. Ironically, organizations need to be full of leaders even when promoting so-called leaderless teams. I want you to be one of those leaders who makes a difference in your organization.


How This Book Will Help You Help
Teams Help Themselves


This book gives you the tools to analyze a team with confidence and to provide constructive feedback. It provides you with the tools to creatively generate options among team members and then gain a consensus of what to try. It gives you tools to help the team plan the actions it needs to help itself.


Covered are ways to help the team with its task and relationship difficulties while adding more tools to your toolbox beyond those offered in Tools for Team Excellence. It furthers efforts to address the seven key components that separate the excellent organizational teams from the mediocre ones. You will learn how to help a team diagnose its strengths and weaknesses, help establish a clear sense of direction, improve communications, ensure systematic problem solving and decision making, resolve dysfunctional conflicts, motivate and coach team players, build diplomatic ties in the organization, and help teams get unstuck.


In reading this book you will have the opportunity to learn a lot about yourself as well as others. There is a natural leader within you, and this book will help you find it. If you are willing to give up your desire for perfectionism and control while steadfastly adhering to a desire to make a difference, you will benefit from this book. I want you to take teams seriously and yourself lightly. Helping a team by being a leader does not mean putting all the responsibility on your shoulders. You are to work with the team, not take it over. You are not being asked to be a saint or a martyr. You are being asked to serve and to lead. You are being asked to identify the leadership talent within the team even if you are the assigned leader of that team.


The main theme of chapter 1—that team leaders must help others help themselves—is carried throughout all subsequent chapters. At the end of each chapter you will be asked to complete a review to identify what you have learned and how you will attempt to use what you learned. Leadership development requires active learning. Merely gaining insights by reading will not be enough. You will need to practice the skills required of you as team leader: teambuilding, goal setting, communicating, problem solving, decision making, motivating, coaching, practicing diplomacy, monitoring, reviving stuck teams, leading executive leadership teams, and so on.


Be the X-factor in your organization’s effort to build excellent teams.


Note: This book was written for both the person attempting to provide leadership to a single team within an organization and the leader overseeing the development of multiple teams within a larger organization. While the text is generally addressed to the former, the lessons contained herein are equally applicable to the latter.





CHAPTER 1
THE NEED FOR TEAM LEADERS AT ALL LEVELS



Helping Teams Help Themselves
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Perhaps the best team I was ever part of was an education staff of a large organization. Virtually every member stepped up to the task of providing leadership from time to time. People genuinely respected each other but cared even more about providing the best programs and services. Peers challenged each other constantly. Whenever anyone acted blasé about an issue raised at a staff meeting, that person would be confronted and reminded of his ability and expressed commitment to address the issue in a better way. Everyone was task oriented, relationship oriented, and customer oriented. Isn’t that what you want from leaders? While the team had an official “director” who reported to a vice president, she didn’t tell us what to do—she simply made clear our team goals and created a climate for getting things done well. We were a team full of leaders, not a team whose individual actions were coordinated by a single leader. The best teams are leaderful, not leaderless.
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Over the last couple of decades, companies have been encouraging the development of self-directed work teams, problem-solving committees and task forces, and even executive leadership teams. Attempts to use teams are evident in nearly every major organization today. Are you now in a position where you have the opportunity to be a leader? Whether your position is that of team leader, supervisor, area manager, coordinator, professional resource specialist, general manager, executive, union leader, or president of the company, the benefit of a team approach is to be found in collective action, not in the actions of individual heroes.


Three Chief Requirements for Building
Team Leadership


If you truly want to help your organization with your team-oriented leadership, you will have to fulfill three chief requirements: raising awareness, generating options, and planning for success.


Raising Awareness


Your first assignment, if you have the courage to undertake it, is to get the team to take an honest look at itself. You need to serve as a large mirror, one free from distortion. It may seem like magic when a team jells, but there is a structure to that magic. Your job is to help each team make an accurate assessment of its actions and structure. Why do things go well when it is succeeding, and what are its problems when it is struggling? You need to be able to help the team describe what was and is happening so that it can live its life consciously. You are acting as a key catalyst by raising awareness for the whole team. It is a basic premise of this book that a team is better off knowing what is going on than not knowing. The team may be a little too close to its day-to-day activities and routines to notice the patterns. If you have a keen sense of the obvious, you are likely to be helpful to teams in organizational settings. Helping a team understand its strengths and its problems is the first step in its becoming more effective.


Generating Options


If you are looking for a single best way to help teams, you are reading the wrong book. There is no one best way to capitalize on strengths and minimize weaknesses—instead there are many pathways to the same result. The members of your team—like all of us—develop habits and set ways of doing things; you need them to consider other options. The wisdom of teams results from the diversity of views available. You need to free up their minds to brainstorm strategies and tactics that can make a difference. You can also help by adding options for the team to consider, but be careful about getting sucked into making decisions for the team. It is best to facilitate consensus decisions.


If you want a committed, not merely compliant, team, you need to get the members to choose from among its options while staying within the boundaries set by your organization. Leaders in a team environment provide guidance in a process that alternates between expanding the thinking of the team and then gaining a focus regarding what is to be done to resolve the issues.


Planning for Success


Too often, teams are so relieved they have come up with a solution that they fail to take the steps needed to ensure the strategy is put into practice. Teams dump this responsibility on management or the system and then get frustrated when action does not follow. The team concept is not designed to create a new complaint department or to facilitate members lower in the organization in pointing the finger of blame at other teams or members of management. If you are going to help your team, you need to push it to make the ideas it produces operational. What tactics and actions are needed for an idea to be realized? Who needs to do what with whom by when?


You cannot second-guess the team after decisions have been made. You need to help the team produce an action plan for whatever solution the team decided on in the previous stage. The action plan must rely on actions taken by team members themselves—if it primarily dictates what others in the organization should do to solve the problem, the likelihood of successful implementation is low. Freedom of speech is important, but the key to empowerment is team self-reliance.


Leadership in a Team Environment


What do you know about leadership? What do you know about teams? Who has influenced your thinking about how to be an effective leader and how to be a part of a successful team? Exercise 1 provides you with an opportunity to think out loud about the lessons you have learned from your experience. As a pairing exercise, it also enables you to simultaneously practice the core relationship building skills of sharing information, listening effectively, and providing constructive feedback.


Six Key Lessons for
Leaders in a Team Environment


While there have been thousands of research studies on the topic of leadership over the last one hundred years, the findings have not been all that consistent. It appears that leadership is as much an art as it is a science. However, a few things seem clear. The essence of leadership in a team environment is influence, not control. The key is developing collaborative partnerships while helping others help themselves. A review of the literature establishes six key lessons for leaders in a team environment to learn.




EXERCISE 1
Lessons from Experience


Phase I: Sharing Experiences


Directions: Pair up with another person. Decide who will share experiences (the “sharer”) first and who will take on the role of being an effective listener (the “listener”). The listener will also take on the role of providing feedback. After completing the exercise, switch roles and repeat the exercise.


ROLE OF THE SHARER


Share your perceptions of yourself as a leader by answering the questions below. You will be given the total, undivided attention of your partner (the listener) for five full minutes.


• If you could take a leader (from today or the past) to dinner, whom would you choose, and what questions would you ask?


• Who is the person who has most influenced you as a leader?


• What was the best or the worst team you were ever on? What did your experience on that team teach you about teams in general?


• What has experience taught you about creating change and helping others?


• How would you describe the characteristics of your leadership style?


• What are your strengths as a leader?


• How does your organization’s situation affect your approach to leadership?


• How much credibility do you have as a leader?


• What behaviors do you need to work on in the upcoming year to become a more effective leader at your level?


ROLE OF THE LISTENER


• Give your total undivided attention to the sharer


• Just listen very well—don’t direct the conversation


• Don’t interrupt too much


• Help the sharer feel comfortable but keep the focus of attention on the sharer


Phase II: Providing Feedback


Directions: In your role as listener, provide your partner (the sharer) with constructive feedback. Be sure to describe what you hear before you interpret it. Try not to judge whether what the sharer said about his or her experiences, or what he or she learned from those experiences, is good or bad, right or wrong. Try answering the following questions in this order as you provide feedback.


• What did you hear or notice? (describe)


• What did it mean to you? (interpret)


• What did you learn? (summarize)


Phase III: Identifying Learning


Directions: Together with your partner, identify what you learned about


• Listening


• Sharing skills


• Providing feedback


• Characteristics of effective leadership


• Characteristics of teams


• Creating changes in people and systems


• Each other





 1. Leaders are made, not born. Some individuals will be born into more opportunities for leadership than others, but they are not actually born with the skills needed to succeed as a leader. Despite the expression “He’s a born leader,” researchers have yet to discover any DNA patterns that determine leadership talent. Some people develop their skills and nurture their opportunities and some squander them. What have you done to discover your natural talents and put them to use? What have you done with your opportunities? To what extent have you truly learned from your experiences? Have you learned from, or merely survived, your experiences? If you want to be a leader in a team environment, you must be willing to apply and develop your talents. Some people start this process quite late in life and others much earlier, but it is very difficult for people to change their basic values or even habits.


2. No set of traits predicts leadership success. Many candidates for leadership positions have technical knowledge and skills but have undeveloped “people” skills. Some others have people skills but are not technically competent. Research has found that there is no one set of physical, mental, or personality traits that leaders require, though it helps to be about as smart as the team you are trying to lead—if you are a lot less smart or a lot smarter, you will likely experience difficulty. No one set of personality traits predicts leadership effectiveness. Some extroverts make good leaders, and some just don’t seem to be able to focus enough. Some introverts make good leaders by listening and thinking through issues in depth, but others fail to convert this trait into the actions teams need to succeed.


3. You need to be both task and people oriented. The key is being fully devoted to getting the job done well and simultaneously showing full respect for the people you are working with. Effective team leaders clarify goals and set challenging standards. They let others know that getting the job done well is very important to them. But if they are not as relationship oriented as they are task oriented, they are not likely to have long-term success. Team leaders seek input on how to get things done—they listen and encourage effort. They don’t see being task versus relationship oriented as a trade-off. They simultaneously exhibit both orientations.


4. Leadership style must correspond to the work that needs to be done and the people available to do it. A good team leader is like a quarterback who reads the situation as he comes to the line of scrimmage. He has worked with the coaching staff and the players to select a good plan during team meetings and in the huddle but is flexible enough to adjust the play to gain successful execution. In general, a participative style of leadership is most conducive to a team environment. This style gains commitment rather than mere compliance. However, situations of crisis and chaos, including when members are new to the task and to each other, occasionally require a more directive style to address more short-term concerns. A directive “tell and educate” style may be needed for a while, but its overuse can destroy a team approach. It creates either resentment or overdependence. Team leaders need to be flexible but must lean more toward the participative style over the long haul.


5. You need to establish and maintain credibility. Kouzes and Posner (1993) studied over thirty thousand leaders and found significant evidence that a leader’s most important quality is credibility. You cannot be a leader without followers, and followers must believe in you. In order to be credible you must be trustworthy. Trustworthiness is a function of reliability and dependability, not likeability. It is basically doing what you said you would do. If you want to be a leader in a team environment—at any level—your actions must be consistent with your words. Be careful about what you promise; keep your promises small but make very visible signs that you are following through on those promises.


Credibility also requires that you be perceived as competent. Teams won’t expect you, or want you, to know it all—but they will expect you to know something about the tasks, the operations, the organization, and the people. You cannot bluff your way through; you must be willing to put out the effort to continually enhance your knowledge and skills to be competent.


Finally, credibility requires that you show genuine enthusiasm in what you do and say. If your team senses that you are saying things just because you have to say them, or you present ideas (even competent ones) too matter-of-factly, you won’t generate sufficient energy for the team to cope with the inevitable changes in business.


6. Improved leadership effectiveness comes from a focused approach. Leaders have so much to do and so much to keep track of—they need to stay focused. This is true even when it comes to improving themselves as leaders. They need and must want feedback in order to become more aware of their style and its impact and to develop a conscious plan to capitalize on the strengths inherent in that style. Effective leaders have strong egos but are not narcissistic. They like themselves and believe they have something important to offer the teams they are trying to help, but they are also well aware of their weaknesses. But instead of claiming to try to improve on every weakness they have, effective leaders take a focused approach to development. They don’t try to improve on more than a couple of weaknesses at a time. They model continuous improvement through their actions. They do not try to be all things to all people and they focus their efforts to become better leaders.


A Team Concept
Requires Leaders at Every Level


An ironic outcome of an organization’s decision to establish a team concept is that there must be many individual leaders at all levels. Let’s examine how members at each level can help.



Leaders at the Top: “General Managers”



General managers—those at the top of the organization including executives, plant managers, committee chairs, union officers, and so on—set the strategic direction for the organization and how the use of teams will help accomplish its mission. They need to be clear on how teams are to be formed in the organization and the rules and boundaries associated with the power given to the teams to make decisions and solve problems. They must see the use of teams as a sound business practice. These key leaders must avoid isolating themselves. Sometimes leaders at this level in a team-based organization may feel like the supervisor of a graveyard: lots of people under them, but nobody listening. They need direct contact with teams and must listen to their concerns; they must understand any differences between the plan and the realities. Leaders at the top of the organization may also need to form a team of their own. This can be a powerful way of modeling their true belief in the team approach and an effective way to gain the collective wisdom to identify the innovative strategies needed to address complex problems.


Resource Leaders: “Coaches”


Organizations wanting teams to succeed must provide the needed resources. In addition to information, materials, equipment, and a budget, they must provide people who can act as coaches. Coaches such as area managers, supervisors, staff experts, trainers, consultants, and others are subject matter experts who can provide insights for the team to consider. They are usually not permanent members of the teams they serve, but rather are brought in when an issue calls for their help.


When a problem-solving team is investigating sources of supplies or tools to address a quality issue in the production process, perhaps a staff expert from Purchasing should be invited to a team meeting to help members understand the company’s contracts and policies with current suppliers and steps that may need to be taken to change the current practice. When a team is struggling to contain costs, perhaps the controller should attend a team meeting to help the team understand budgeting and accounting practices relevant to the team’s portion of the operations. Trainers should be made available to teams to help them learn quality-enhancing procedures such as statistical process control or Six Sigma techniques. They can serve as coaches in the soft skills arena as well, facilitating exercises to develop the skills to communicate more effectively, to resolve conflicts more constructively, and to honor and capitalize on the diversity present among team members.


Area managers can serve as coaches to help broaden the horizons of team members so that they can make decisions in a manner that enhances, not interferes, with the workings of other teams in that area. Team coordinators can attend team meetings and provide feedback on how to enhance team processes for working together effectively. The emphasis here is on a coaching style that enlightens, educates, and expands a team’s thinking, not one that dictates and controls.


Peer Leaders: “Captains”


Then there are those special people who can serve as team leaders even among peers. You probably remember team captains from youth sports. They called the coin toss and listened to the instructions of the referees. They were brought in to hear the explanation regarding disputed plays. They met with the coaches to gain a more in-depth understanding of the strategy being utilized. They were expected to spread the word with their peers and were counted on to have that special rapport with the other team members to help the team stay united.


Work teams can benefit from having a captain, too. So-called self-directed work teams typically have a peer as the team leader. This person might be elected by her peers or may be selected by management. Some companies establish a set of qualifications (e.g., know all the jobs on the team, have a distinguished attendance record, pass a series of training courses, etc.) for election or selection to this position. Other companies make it a rotating position that every team member is expected to fulfill. It is important that the duties this person is to perform be clarified. She is not there to dictate and direct or function as a “straw boss.” She cannot be expected to be management’s lackey or spy. She is to be chosen because of her understanding of the team’s operations and especially because she is considered credible (i.e., trustworthy, competent, and enthusiastic) by members of the team.


Team Leader Training


Any organization attempting to utilize a team concept must prepare and continually develop its team leaders, at every level. This book is designed to provide you with insights, exercises, and tools to enable you to succeed. Your organization may decide to provide some developmental opportunities too. All good training efforts start with a training needs assessment. Exercise 2 provides a series of focus group interview questions; exercise 3 is a survey that was used by one organization that recognized the need to provide more training to current leaders. Notice that the questions attempt to recognize what is going well in addition to identifying the problems that the training was intended to fix. Table 1 outlines the training modules the organization ended up offering its team leaders.


Training can only be a solution when the problem involves the need to enhance skills and knowledge. If the problem is motivation, the organization needs to reexamine the degree to which it has made role expectations clear and the manner in which it reinforces fulfillment of these expectations.


It is difficult to anticipate all the specific training modules and tools you will need in your unique situation. Your general managers and human resource coaches need to conduct an assessment and design the training elements or find people who can provide them. What tools should your leaders be able to use? Maybe you need to think metaphorically. Exercise 4 can help you to identify which tools you think your leaders should have in their toolbox.




EXERCISE 2
Focus Group Interview Questions


Directions: Have the group respond to the following questions regarding teams and team leaders.


1. First, a general question: What are your perceptions regarding how successful the use of teams has been so far at this organization?


2. How would you describe the roles and responsibilities that team leaders play here? How does a leader help a team become more successful and satisfying?


3. What knowledge, skills, and personal qualities does a team leader ideally possess to help teams succeed in this organization?


• Knowledge:


• Skills:


• Personal qualities:


4. What motivates team leaders to successfully fulfill their roles and responsibilities?


5. What gets in the way of the success of some team leaders? What are the obstacles?


6. What advice do you have for the joint steering committee as it prepares training plans to enhance the development of team leaders in this organization?







EXERCISE 3
Survey of Team Leader Training Needs


Directions: This organization cannot offer every training module imaginable as it tries to enhance the development of team leaders. Review the list of potential topics below. Rate the importance of offering training modules on these topics using the following scale:


1 = Extremely important—this module should definitely be offered


2 = Important—it would be good to offer this module if time permits


3 = Not very important—maybe nice but probably not necessary


Be sure not to place too many items in the first category. We must be practical regarding how much time we can afford to have team leaders in training sessions.


____ How to establish/clarify team goals


____ How to develop talent


____ How to clarify roles and responsibilities


____ How to improve the effectiveness of team procedures


____ How to facilitate team meetings


____ How to improve team problem-solving skills


____ How to facilitate team decision making


____ Building more constructive interpersonal relationships


____ Improving communication skills (sharing information, listening effectively, providing useful feedback)


____ Improving your conflict resolution skills


____ Reinforcing team-oriented behaviors and maintaining accountability


____ Building diplomatic relationships with key players outside your team (e.g., supervisors/advisors/management, skilled trades and maintenance, union representatives, resource staff, etc.)


____ Strategies to gain/maintain credibility as a leader


____ Planning skills


____ Organizing/coordinating skills


____ Strategies to motivate people


____ How to assess team progress


____ Building commitment vs. gaining compliance


____ Understanding why teams get stuck and what to do about it


____ Understanding and utilizing the personalities on your team including your own


____ Providing strategies to communicate organizational change plans (e.g., who to include as communicators of change, how to make messages “sticky,” how the context affects the message)


____ Identifying causes of stress and determining how to reduce them


____ Developing your personal leadership development plan


Below list any other training modules you think should be considered and rate the importance of each.


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      ______________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________


_____      _____________________________________________________________________________







TABLE 1


Proposed Objectives and Components for the Nontechnical
Training and Development of Team Leaders


1. Examine what your experience and research tell you about effective leadership


2. Identify strategies to gain/maintain credibility as a leader


• Trustworthiness


• Competency


• Enthusiasm


3. Assess/enhance your skills as a participative leader in a team environment


• Planning, organizing, motivating, monitoring


• Building commitment vs. gaining compliance


4. Examine your approach to the seven keys to effective teams


• How to establish a clear sense of direction and set goals


• How to develop talent


• How to clarify roles and responsibilities


• How to establish effective team operating procedures (facilitating meetings, problem solving, decision making)


• How to enhance and maintain constructive interpersonal relationships (communicating, sharing information, listening effectively, providing useful feedback)


• How to reinforce team-oriented behaviors and maintain accountability


• How to build diplomatic relationships with key players outside your team (e.g., supervisors/advisors/management, skilled trades and maintenance, resource staff, etc.)


5. Understand and utilize personalities on the team


• Understanding your personality


• Capitalizing on the strengths of your personality


• Strategies to work with personalities different from your own


• Personalities and change


• Personalities and leadership styles


6. Develop conflict resolution strategies


• Assess/enhance your abilities to utilize the five basic conflict resolution strategies:


–The avoiding approach


–The accommodating approach


–The competing approach


–The compromising approach


–The collaborative (“win-win”) approach


• See the advantages and disadvantages of conflict on a team


• Learn how to deal with particularly difficult people


7. Examine strategies to communicate organizational change plans


• Who to include as communicators of change—connectors, mavens, and salespersons (see pp. 220-222)


• How to make messages “sticky”


• How the context affects the message


8. Understand and deal with stress on the team


• What is stress?


• What causes stress?


• What are the consequences of stress?


• Examine three strategies to reduce stress:


– Reducing stressors


– Reframing perceptions about the situation


– Activating your relaxation response


9. Develop a plan to make use of these training sessions


• What is the diagnosis of the team’s current state?


• When has this team been stuck, and what should be done about this?


• What is your plan to develop yourself as a leader in this environment?







EXERCISE 4
A Dozen Tools for Team Leaders


Directions: From the list below, pick a dozen tools for your team leader toolbox. Come up with creative ideas for how team leaders at your facility could use each tool metaphorically to serve their team. How would a leader use a hammer? Perhaps to nail down the details of plans. How would a leader use a saw? Perhaps to cut through the bureaucracy to help team members get the resources they need. Have fun with it—add to the list of tools and discover some interesting analogies.






	






	TOOL


	USE BY TEAM LEADER







	1. Hammer


	1.







	2. Saw


	2.







	3. Drill


	3.







	4. Screwdriver


	4.







	5. Vise


	5.







	6. Chisel


	6.







	7. Pulley/lever


	7.







	8. Bubble balance


	8.







	9. Sander


	9.







	10. Duct tape


	10.







	11. Crowbar


	11.







	12. Pliers


	12.







	13. Awl


	13.







	14. Paintbrush


	14.







	15. Ladder


	15.







	16. Wrench


	16.







	17.


	17.







	18.


	18.







	19.


	19.







	20.


	20.







	 


	 












External Team Consultants



While this book is aimed primarily at internal organization members attempting to facilitate team excellence, occasionally the use of external team consultants is appropriate. Table 2 outlines the responsibilities of an external team consultant assisting work teams and helping individuals better fulfill their role as leader. Such consultants in an organizational setting should be sure to stop at influencing—and consciously avoid managing the situation or serving as the proxy leader of the team. Metaphorically speaking, they should be helping team leaders learn how to fish, rather than merely giving them some fish. While fulfilling their responsibilities, they need to find ways to ensure that their knowledge and skills are left behind in the hands of the internal leaders. They may find it difficult to intentionally work their way out of a job, but it is crucial that the teams and leaders they interact with end up being self-reliant.


Summary


The collective action of teams can be enhanced by the individual actions of leaders at several levels in an organization. Take some time to reflect on what you have learned in this chapter about yourself as a potential leader. Why are you in the position you are in? What do you need to learn to do more effectively? What developmental opportunities would serve you and your organization well? To help in this effort, complete the after-chapter review that follows.




TABLE 2


Chief Responsibilities of an External Team Consultant


1. Gather information to help the parties take an honest look at themselves and their situation


• Conduct discussions, focus groups, confidential interviews, surveys, observations, etc.


• Feed back a summary of the collective information to those who provided it but protect individuals’ confidentiality and anonymity


• Clarify expectations the parties have of one another and get them to agree on which roles they would like you to play in the change effort


2. Identify and clarify options for what could be done about the situation


• Get the team and associated leaders to think about goals, options, strategies, etc.


• Describe approaches other teams have used in similar situations


• Clarify the steps involved


• Warn of the pitfalls and potential problems of each option


3. Get responsible team members to make free and informed choices


• Facilitate a discussion of the options


• Ensure that the people responsible are making the decisions


4. Help develop a broad commitment to choices made and assist with implementation


• Establish an action plan


• Coach the parties on how to communicate the plan


• Get people involved


• Provide training and facilitation as needed


5. Gather data to help assess whether the plan is working


• Conduct more interviews, surveys, etc.


• Protect the confidentiality pledges


• Facilitate the planning of adjustments and the institutionalizing of the change effort





AFTER-CHAPTER REVIEW


Now that you have completed reading this chapter, it is time for you to challenge yourself to see what you remember, establish what it is you learned, and decide where and how you are going to apply what you learned. The outline provided below can help you get started. The relevancy of this chapter may necessitate that you expand on your thoughts elsewhere. Make sure you benefit from your reading by capturing your thoughts and turning them into actions.


1. Describe at least five things you remember from the material in this chapter.


•


•


•


•


•


2. Identify the insights you gained from reading the material in this chapter. These insights may have come directly from the points raised or by stimulating recollections of your own experiences.


•


•


•


3. Identify at least one situational opportunity for applying what you learned and describe the steps to be taken (including who will do what with whom, where, and when).


Situational opportunity:


Steps to be taken:


•


•


•


•





CHAPTER 2
YOUR NATURAL LEADERSHIP STRENGTHS


Capitalizing on Your Knowledge,
Skills, and Personal Qualities


[image: images]


Rhino Records has produced a compilation entitled Golden Throats: The Great Celebrity Sing-Off. It features talented movie and TV stars singing rock, folk, and blues classics. It includes William Shatner (of Star Trek fame) singing “Lucy in the Sky with Diamonds” and “Mr. Tambourine Man”; Jack Webb (of Dragnet fame) singing “Try a Little Tenderness”; Sebastian Cabot singing “It Ain’t Me Babe” and “Like a Rolling Stone”; Andy Griffith singing “House of the Rising Sun”; and Leonard Nimoy (also of Star Trek fame) singing “Proud Mary” and “If I Had a Hammer.” The album is listed in Rhino Records’ comedy collections section. These talented actors can sing perhaps better than I can, but they sure don’t sound like the legends that originally performed these classics.


[image: images]


Leaders should not expect to be talented in all phases of their industry and, frankly, they shouldn’t even try. For you to be an effective leader, helping your team help itself, you need to focus on your natural strengths. You are not going to be good at all things. This chapter will help you to take a look at yourself and decide what talents you bring to the table. It will ask you to develop plans to more consciously capitalize on those natural strengths and discover how to cover the other skills your team must have to excel.


Talent = Knowledge, Skills, and
Personal Qualities


What knowledge, skills, and personal qualities are likely needed to provide leadership in a team-based organization? A training needs assessment survey used by one of my clients was included in chapter 1 (see exercise 3). It represents the client’s determination of what skills should be considered for team leaders at their facility. A more thorough list is provided below. What knowledge, skills, and personal qualities do you have that might be useful in your efforts to help teams in your organization? In this chapter we will examine this question from many perspectives: those of the last one hundred or so teams I have worked with; those provided by models of leadership developed by leading researchers; and those of data-based leadership assessment instruments from leading companies in the field. Use the sections in this chapter, as well as the following list, to help identify your particular talents and the areas where you are going to need some help.


Knowledge needed for success as a leader:


• Knowledge of the organization’s plan for a team concept (goals, roles and responsibilities, procedures, etc.)


• Knowledge of company rules and/or the union contract


• Technical knowledge associated with the work being produced by the team


• Knowledge of the culture and the politics of the organization


• Knowledge of who to go to for what kind of information


• Understanding of people and individual personalities


Skills needed for success as a leader:


• Communication, especially listening skills


• Problem solving


• Facilitation of meetings, discussions, and decision making


• Motivation


• Planning and organizing


• Presentation/speaking in front of groups


• Time management


• Report writing


• Conflict resolution


• Diplomacy


• Networking


• Keeping people accountable


Personal qualities needed for success as a leader:


• Honest


• Trustworthy


• Compassionate


• Inspirational


• Direct


• Committed


• Open to new ideas


• Nonprejudicial


• Respectful


• Responsive


• Resourceful


• Patient


• Creative


• Sincere


• Persistent


• Fun loving/humorous


• Approachable/unintimidating


• Risk taking


Are you responsible for managing a team? For decades textbooks have identified the four main functions of the manager of a team or organization as


• Planning (i.e., goal setting and identifying the steps, procedures, and time frames in which to accomplish the goals)


• Organizing (i.e., assigning people to tasks and procuring resources)


• Leading (i.e., motivating people)


• Controlling (i.e., monitoring progress and making corrective actions accordingly)


Noted scholars such as Warren Bennis have emphasized that companies in the U.S. suffer from being overmanaged and underled. We need good management to deal with the complexities of organizational life. Good managers bring order and consistency, while leadership allows us to cope with the realities brought about by our rapidly changing, competitive world. John Kotter (1999) of Harvard University points out the three key differences between leading and managing: (1) leaders set a direction more than engage in planning and budgeting; (2) leaders align people, whereas managers organize systems and staff them with people; and, perhaps most important, (3) leaders motivate people, whereas managers engage in controlling and problem solving. You need to be a leader even if your job title is manager if your organization is to benefit from having a team concept.



Leadership Effectiveness Analysis



Many instruments are available from publishers and consulting firms to help leaders (and leaders-to-be) assess their strengths. Kouzes and Posner (2002) have developed the Leadership Practices Instrument, which provides a self-assessment on what the authors feel are the five practices and the ten commitments of leadership. Buckingham and Clifton have worked with the Gallup organization to identify thirty-four potential strengths a person may bring to a leadership position.
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