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Meet the author


I am a freelance writer with twenty years’ experience of developing training courses and materials for a worldwide audience. After many years’ working in the corporate world, I now have my own company, Words on Words, which has earned a high reputation for clear and creative content.


Two decades of corporate life have given me keen insights into the value of teams and teamworking and I have collaborated on a book on the business value of team-building events. Author of WoW Entrepreneur – How To Start Your Own Business, I bring experience of teamworking, marketing, selling skills, change management and customer satisfaction gained in the course of my work for clients in the financial, automotive, retail, IT and telecommunications sectors.


With an Honours degree from Oxford University in Psychology and Philosophy and a knowledge of four European languages, my career includes many local, European and global training projects which have taken me to Europe, North America and the Far East.




In one minute


As a team leader, do you believe you can make a real difference to the performance of your team? If you do, Create a Winning Team will help you do just that and if you don’t, then this book might just change your mind!


You need to focus on five success factors as a team leader: creating a balanced team; setting clear objectives; focusing on the outcomes; keeping the team motivated; and recognizing and rewarding good performance.


Creating a balanced team helps achieve objectives and desired outcomes. When you know the different personality types of your team you can assign them to the role that suits them best.


You will want to consider the skills you need for your development and aim to build on the four core team leader skills of listening, communicating, building trust and planning.


You will also want to consider the development needs of the team and may want to look at providing some form of team-building activity. This can be helpful both for teams who are performing well and for those whose performance is poor.


How do you communicate to your team and they to you? Meetings, e-mail and one-on-one sessions all have their place. It’s a matter of knowing which one to use when.


Finally, be focused, be confident, be positive and you will create your winning team.
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You and teamwork

In this chapter you will learn:


	who this book is for

	how to use this book

	how to identify the teams in your life.
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Who is this book for?

Most of you, no matter what field you work in, will have worked as part of a team at one time or another. Many of you will have led teams, whether it’s in business, the health service, education, the arts, the voluntary sector, your own business or some other area.

Create a Winning Team is aimed at team leaders who have been newly thrust into the role and want to become the best team leader ever or existing team leaders who want to improve their skills.

THE CHALLENGE

A team leader is one who guides and inspires others. Yet becoming a team leader can often create mixed feelings in people.

For example:


	your self-esteem is raised – but some colleagues may resent you for having been given this role

	you find yourself in the position of leading a team of people who just last week were your colleagues

	you enjoy the increased responsibility – but the pressures on your time are even greater

	you want to earn respect – but some members of your team are more senior to you.



These situations can be resolved and you already possess many of the qualities necessary to handle any potential areas of conflict.

Here’s a typical example. Read through it and think about what your response would be as you read the rest of the book.

	CASE STUDY


I have recently been promoted to team leader in the marketing department of a leading IT company in the UK. I lead a team of ten people of mixed abilities, motivation and ambition. I’m having a few teething problems.

The first is my relative youth. I’m only 22 and while two of my team members are younger than me, the others are older, some considerably so, ranging from 24 to 35. Before my promotion I was just one of the team and I’m finding it difficult to get the older ones to trust my ability and respect my new position. Even the younger ones try it on and try to push the boundaries.

How do I assert my new authority without coming over too bossy and making the situation worse?

I do have two team members who are excellent and who produce great work. I tend to spend more time developing them to take on more responsibility. But then the other team members feel neglected and the quality of their work falls off.

I’m not sure I should be prepared to develop those team members who aren’t performing to standard. It’s a dilemma.

I’d greatly appreciate any advice you can offer.



Suggested solutions to the case study above are given in Chapter 10 but do resist the temptation to jump straight there now. Take advantage of all the advice and tips that lie along the way first so you are in the best position to offer solutions to these difficult but typical situations for new young team leaders.

Create a Winning Team is designed to give those of you who find yourselves in these or similar situations practical advice and guidance from the start. In addition it includes:

Insight boxes: At regular intervals throughout the text, insight boxes have been added to highlight a special idea or thought worth noting. Insight boxes give you pause for reflection.

Exercise boxes: From time to time you will find an exercise box at the end of a section. This will invite you to do something yourself. It may be to consider what you have just read and apply it to yourself or your team. Their purpose is to provide some interactivity and to get you thinking for yourself.

Keys to a winning team: At the end of each chapter, ‘Things to remember’ provides a handy summary of the key points from the preceding chapter. These will help you fix the main issues of each chapter in your mind for the future.

Voice of direct experience: Throughout the book, in context, you will hear comments from the direct experience of team leaders of different ages from a wide variety of sectors and roles. These include banking, community project direction, air traffic control, the RAF, urban art projects and even dance. As wide a range of voices as possible has been included with examples beyond the world of business to give variety. Hearing at first hand the experiences of young team leaders in their own words is the best kind of learning and balances the more theoretical parts of this book. Whatever your role or sector you can expect to find resonances with the experiences quoted here.

Models: Models help to pin down ideas and give them shape and structure such as ‘Cog’s Ladder’, deBono’s ‘Six Thinking Hats’, Tuckman’s ‘Storming, Forming, Norming, Performing’, Drexler and Sibbet’s ‘Team Performance Model’, Hersey and Blanchard’s ‘Situational Leadership Theory’ and so on.
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Insight

Where models are included they are all explained in easy-to-understand terms, in line with the promise of this book to be practical and down to earth.
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What you will learn

Most people are in a team of one kind or another. This may be at work, with your family, or in your social or sporting lives. Wherever you are involved with more than two other people you are likely to be in a team. The popular expression ‘Team X’ as used, for example, in ‘Team GB’ or more recently (at the time of writing) in ‘Team Middleton’, implies that sense of being together in something more than just a group of individuals. It means belonging to a larger entity.
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Exercise


	To how many teams do you belong?

	Take a moment now to think of the different teams of which you are a member.

	See the end of this chapter for examples.
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This book is about teams, about being in teams and especially about leading teams. If you are leading a team you will want to be successful in that role and win the trust and respect of your team members. Here you can learn the steps you need to take to create a winning team.

Working as a team means you can be much more effective than working alone. This is why teamworking is so popular and effective. How to work successfully as a team is the theme of this book.

The chapters in Create a Winning Team provide practical answers to the following key questions:

How do you:


	understand what teams do?

	become a successful team leader?

	create a balanced team?

	work as a team?

	make your team succeed?

	improve your teamwork skills?

	develop the team?

	find the right way to talk to your team?

	create a winning team?



The contents are designed both as a narrative which you can profitably read through chapter by chapter from beginning to end, or as separate sections that you can select and dip into when you want or need to seek out specific information for reference.

WHAT THIS BOOK COVERS

What teams do
Answers basic questions about teamwork:


	What is a team and what do they do?

	Why do you have teams?

	When are teams effective?

	What’s the right size for the team?



It covers the groundwork by defining key terms and sets the scene for what follows.

It gives the reasons for teams, the criteria for being effective as a team and why a team leader is important.

How to become a successful team leader
The first questions to be answered are ‘What is a leader?’ and ‘Why are team leaders needed?’


	What skills do you need, particularly when you’re a new team leader?

	What does it take to be a successful team leader?

	What’s the right way to behave?

	How does acting assertively produce positive results?

	How should you deal with difficult behaviour?



Different styles of team leadership are described to show which produce the best results. Situational Leadership Theory is introduced as a model.

How to create a balanced team
As a team leader, knowing the different personality types of the team and the role that suits them best helps build a powerful team. An explanation is given as to why it is really helpful to assess the personality profiles of the team.

Four of the most popular techniques available to do this are summarized here:


	Belbin®


	MBTi®


	SDI®


	
Psycho-Geometrics®




Psycho-Geometrics® is a more recent technique. It assigns people’s personalities to one of five symbolic shapes and describes how different shapes interact with each other.

You will learn how to create a balanced team by assigning team members to roles that match their personality profiles.

How to work as a team
When the team is new, what are the considerations? It’s an opportunity but also a challenge when you start from scratch.

What happens when the team already exists? The methods of working with an existing team are explored.

For both, the real challenge is to win team member trust and confidence plus respect for you as team leader.

Other types of team and their characteristics are described, e.g. independent and interdependent.

Teams go through stages in their development. Two models are considered, Charrier’s ‘Cog’s Ladder’ and Tuckman’s ‘Storming, Forming, Norming, Performing’.

De Bono’s ‘Six Thinking Hats’ provides a tool to help teams think together more effectively.

How to help your team succeed
The key message is that a good team leader can make a real difference to the team’s performance. In considering the actions needed to lead a team successfully, answers are given to the questions:


	What does success feel like?

	Why is it important to set objectives and focus on results?

	What is the role of motivation?

	How can you best reward and recognize team members for their efforts?



How to improve your teamwork skills
What are the social skills needed by team leaders and members alike to function effectively in a team?

Four key skills or attributes needed to be an effective team leader are detailed:


	listening

	communicating

	building trust

	planning.



These skills are described in detail plus a range of additional skills are summarized.

How to develop your team
Team members have their own needs for development both individually and collectively but what investment of time is needed to improve the team? Here you will find help on:


	how to maximize the team’s potential

	how to develop yourself

	the pros and cons of team-building activities and events

	developing the team on no or very little budget

	what happens when the team isn’t working.



For new teams and changing teams, well chosen team-building activities can help bond the team together, for example:


	when the team is performing well, how an event can be seen as a reward.

	when it’s performing badly, how an event can be a diagnostic and a corrective.



How to find the right way to talk to your team
This chapter’s about the best ways to communicate and take decisions. How do you get the message across most effectively and by what means? It answers questions about:


	when and how to hold meetings

	how to write effective e-mails

	how to use one-on-one communication.



When should you use which method of communication? How do you manage the team’s time in an efficient manner? How often should you hold meetings? Does everyone need to be there all the time?

How to create a winning team
The conclusion draws together all the key themes. It provides:


	suggested solutions to the issues raised at the start of the book

	final words of advice to the team leader in terms of being confident, focused and positive

	the launch pad to make a real difference to the team and the organization

	the means to create a winning team.
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Exercise: team leader characteristics

Now think about the characteristics you believe a successful team leader should possess and make a list. You can find our suggestions at the end of the next chapter.
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List of teams

Here’s our list of different types of team. How many teams do you belong to?

At work


	Everyday work teams

	Business strategy teams

	Taskforce teams

	Cross-functional teams, e.g. HR, risk assessment

	Quality circle teams

	Customer service teams

	Maintenance teams

	Sales teams

	One-off project teams

	Teams for special events and parties

	Self-managed teams.



At home


	Nuclear family

	Extended family meeting, e.g. Christmas and special occasions.



Social life


	Sports teams

	Drama or music clubs or societies

	Religious teams, e.g. church flowers, churchyard maintenance.
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What teams do

In this chapter you will learn:


	how to find the answers to some of the basic questions about teamwork

	how you define a team and what teams are for

	why you should work as a team and what type of team or group you belong to

	when to consider when a team is not a team.
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What is a team?
	
From the RAF Officer:

When the task requires the activities of more than one person. This could be for two reasons; the workload is too high for one person or the requirements demand different skills requiring different people.
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TEAM = Together Everyone Achieves More
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Here is an excellent definition of a team:

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

Katzenbach and Smith

The key elements of the team:



	A small number of people
	An organization or a division can never be a team. Research shows the optimum team size is five to seven team members, though this depends on the team’s purpose.



	Complementary skills
	A team comprising people with all the same skills will not work. A team needs a balance of skills so it can draw on a range and depth of experience.



	Committed to a common purpose, performance objectives and approach
	A team differs from a group because its members are bound together in sharing common objectives and purpose. A group lacks the same commitment and shared approach.



	They hold themselves mutually accountable
	A team acts ‘all for one and one for all’ with a shared responsibility for good and bad results. They do not take individual blame or credit but act collectively.





[image: art]

Insight

A 2003 HOW-FAIR survey revealed that Americans think ‘being a team player’ was the most important factor in getting ahead in the workplace. This was ranked higher than several factors, including ‘merit and performance’, ‘leadership skills’, ‘intelligence’, ‘making money for the organization’ and ‘long hours’.

http://teamwork.askdefine.com
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WHEN IS A TEAM NOT A TEAM?

A team, then, works collaboratively to achieve a shared and common goal. Most groups of any kind do need to collaborate for one reason or another. However, not all groups need to collaborate as much as the tight knit team in the definition.
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Exercise: group vs team

Read these four statements. Which would you say described a group and which a team? If you had to put them on scale from 0 = group and 10 = team, where would each one be?


	Members work independently with no requirement to co-operate.

	Little interdependence between members, but they may learn from each other’s experience.

	All members must work together well, although each member has distinct areas of responsibility.

	A highly independent team that needs to perform well to meet the organization’s requirements.



Adapted from Woodcock, M and Francis, D, Teambuilding Strategy (Gower Publishing Ltd, 1994).

The answers can be found at the end of the chapter.
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Teams are characterized by interdependence, communication, co-ordination and shared activities, while groups lack these qualities.
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Insight

Some people use the word ‘team’ when they really mean ‘employees’. A ‘sales team’ is a common example of this loose usage where ‘sales staff’ is a more precise description of the typical arrangement.

[image: art]



WHICH TYPE OF TEAM, OR GROUP, DO YOU BELONG TO?

A group is not a team. Teams are able to maximize their strengths and minimize their weaknesses because their skills complement each other and they can combine their energy to create a whole that is larger than its parts.

Team members need to learn how to help one another and help other team members realize their true potential so they can create an environment that allows everyone to go beyond their limitations.

Members in a successful team:


	recognize their interdependence and understand that both personal and team objectives are best accomplished with mutual support; time is not wasted over individual territory or seeking personal gain at the expense of others

	feel a sense of ownership for their jobs because they are committed to objectives they helped to establish

	contribute to the organization’s success by applying their unique talent and knowledge to team objectives

	work in a climate of trust and are encouraged to express openly ideas, opinions, disagreements and feelings; questions are welcomed

	practise open and honest communication; they make an effort to understand each other’s point of view

	are encouraged to develop skills and apply what they learn on the job; they receive the support of the team.

	work to resolve conflict quickly and constructively; they recognize conflict as normal but view such situations as opportunities for new ideas and creativity rather than as a threat

	recognize and comment on good work carried out by other members of the team, knowing that their own good work will be similarly acknowledged by their peers.



HOW A GROUP DIFFERS FROM A TEAM

In a group, on the other hand, you are more likely to find individuals who:


	work at cross purposes with others

	focus on themselves because they have not helped plan their group’s objectives

	are told what to do and whose suggestions are not encouraged

	place little trust in others’ motives and view disagreements as divisive

	play games, set communication traps and are overly cautious about what they say

	are limited in how far they can apply whatever training they receive

	find themselves in conflicts which they do not know how to resolve

	consider conforming to be more important than achieving positive results.



Much of the time, you may work on your own or be dealing with a customer rather than a colleague. It’s important to realize that you are not in a team all the time. Senior team leaders will run their own departments most of the time but meet together with other senior team leaders for a monthly meeting for the duration of which they are a team, e.g. Finance Director and Sales Director, etc.

The principles of good teamworking are well established and well documented. They will be summarized in the next chapter. But remember that this is just the starting point. The real challenge is how well you put these principles into practice. This book is here to lead you in the right direction. Let its practical, down to earth, no nonsense wisdom be your guide.

You can make a difference.
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Insight

Remember at all times that, as a team leader, you can make a real difference to your team and your organization. You can help create a winning team.
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This is the mantra of this book. Read, inwardly digest, place it on your wall, commit it to memory and believe in your heart that no matter how great the obstacles or how heavy the load, you can and will make a real difference.
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Why work as a team?

Working together works.

Dr Robert Gilbert, corporate trainer

When you work as a team you get more done, you work more effectively and you can do bigger projects. These are the key benefits of teamworking.

Thomas Edison claimed, ‘I’d do it on my own if I could,’ but the truth is you just can’t do that in today’s interdependent business world. A team can contribute more ideas and offer more experience than someone working on their own.

Successful teams achieve more positive results by allowing team members:


	to take part in decision making

	to contribute more fully towards shared objectives

	to share in their team’s success.



These actions help them reach their objectives. This is particularly true for customer service initiatives. If customers are to receive the desired level of service, then this depends on the team working together.

As an individual team member, you have your own contribution to make in terms of knowledge, skill, creativity, commitment and attitude; as an individual, you think, feel and respond according to your personality.
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Insight

How much stronger therefore will your contribution be when you lend your support and co–operation to others to achieve a common goal?
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As an example, let’s consider a sports team. Clearly, some players will have more talent than others, but in the end they will not be successful as a team unless they are motivated to work towards a common goal. A good team leader (in this context a manager or a coach) will help them by training them to play together, making allowances for the individual team members’ strengths and weaknesses. The need for a balanced team is discussed in Chapter 4.

With teamworking, the results achieved are seldom the outcome of one individual’s talent. Each person is influenced by the attitude and actions of colleagues and team leaders. A positive influence produces a productive workplace and vice versa.

While the concept of teamwork is easy to understand, its application takes dedication and effort. Create a Winning Team will provide you with the advice and tools you need to improve your performance and become a successful team leader.
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When, how and why are teams effective?

From the Air Traffic Controller:

Teams are at their most effective when the objectives are made clear by the team leader and when the team members are made to feel that they make a positive contribution to the outcome. Teams are least effective when the members are at odds over the method of achieving an outcome; this is often because the team leader has not been monitoring progress and directing activities when necessary.

WHEN ARE TEAMS EFFECTIVE?

Teams work best when they have a clearly defined goal and purpose. Additionally, teams work well and achieve the best results when team members are:


	open minded

	flexible

	experienced

	prepared to use their skills and knowledge to the full.



On the other hand, teams do not work well when team members:


	do not co-operate

	do not listen to what other team members have to say

	do not share a common purpose

	do not trust their fellow team members.



A stable team is important – a team with a constantly changing line up is likely to perform poorly. When team members constantly drop out or change the rest of the team suffers. Teams work best when the members in the team remain the same for the duration of the project or longer if it’s a permanent team.

Bringing a new team member on board can have an unsettling effect on the balance of the existing team and you will have to go through the time consuming process of assimilating the new member into the team. See ‘How teams develop’ in Chapter 5.

HOW ARE TEAMS EFFECTIVE?

The emotional strength of the team comes first. According to John Frost, Managing Director of Values Based Leadership, emotional strength is crucial to the team’s successful performance. This strength is based on the trust and communication that exists between team members.

Of course, roles and objectives are important but it is emotional strength that comes first and which really binds a team together to create a great performance.

What is emotional strength? It’s made up of a number of factors that consistently deliver results. These are:


	trust

	communication

	emotional resilience

	leadership.



Other factors do come into play and teams certainly do need to understand their objectives and the role they have to carry out. They do need to know their function and their key targets. They do need to understand how they can best support the objectives of their team members.

However, even with very clear targets and at an early stage of development, it’s been shown that teams do not deliver against those targets. Frost’s argument is not that they don’t understand what they have to do to get results. Rather, it’s that they have not put the energy into how they have to be. This is because they have not first developed emotional strength.

Frost quotes Drexler and Sibbet’s Team Performance Model (1999) where goals, roles and deliverables are only considered after the key emotional strengths that will bind the team together and sustain performance are developed.

The Team Performance Model has three key stages:


	orientation

	trust

	leadership.



Stage 1 – Orientation
Orientation is partly about the ‘Why am I here?’ question and mainly about values. It covers the team’s purpose and how the team will contribute to the business. It discusses the team’s identity and values and how team members need to align with these values.

It asks:


	Does your team have a set of values which act as a guide for decision-making?

	What values do you use to measure individual performance as well as profitability – team or company?



Values are the glue that binds the team together. A team that is aligned with its values is a powerful unit.

Stage 2 – Trust
This is about building and creating mutual trust, respect and support for each other. Trust has a direct link to performance. Without trust, a team will always underperform. Trust requires emotional resilience.

As Stephen M. R. Covey points out in The Speed of Trust (Simon & Schuster, 2006) that when trust is high, the speed at which the team performs increases and therefore its costs reduce and it becomes more profitable.
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Exercise

Ask yourself:


	What is the level of trust in your team right now?

	What does it feel like working in your team?

	Is it a positive or a negative experience?

	Where do you spend your time and energy – on value added activities or worrying about the quality of the relationships in the team?
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Trust is based on open and honest communication, and communication is the key to creating trust. It’s a virtuous circle where the one helps to create the other. This builds support and confidence in the team. For more detail, see ‘Build trust’ in Chapter 7.

OEBPS/images/copy.jpg





OEBPS/images/line.jpg





OEBPS/images/border.jpg





OEBPS/page-template.xpgt
 

   

   
	 
    

     
	 
    

     
	 
	 
    

     
	 
    

     
	 
	 
    

     
         
             
             
             
             
             
        
    

  

   
     
  





OEBPS/images/cover.jpg
CREATE A

WINNING TEAM

Why work as a team? (page 13) Be a successful team
leader (page 29) Deal with difficult people (page 45)

(Y WYY

Create a balanced team (page 50) Identify types (page
51) Assign people to the right roles (page 71) Think
together (page 92) Set goals to achieve results (page
102) Motivate the team (page 104) Recognize good
performance (page 107) Become a better communicator
(page 126) Learn to plan (page 129) Maximize your
team’s potential (page 144) Get your messa

(page 166) Face challenges (page 188) v&“‘ﬁﬁves
“‘;—L WeLE






OEBPS/images/title.jpg
o|
Teach
Yourself






