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Teams, Teams, Teams! 

Introduction 

The workplace is changing radically as the result of globalization, technology and an 
ageing population. Teamwork no longer strictly implies working together physically but 
also virtually. This e-book looks at key teamwork issues, from team structure, to the 
stages of development, to the types of team players and much more. It also includes  a 
final chapter that provides a provocative look at teamwork. 

To begin our journey into teamwork, IΩƭƭ set the stage by using an endurance event to 
illustrate human interaction under enormous stresses. ̧ ƻǳΩƭƭ ŦƛƴŘ ƛǘ ōƻǘƘ ƛƴǘŜǊŜǎǘƛƴƎ ŀƴŘ 
informative. 

LΩǾŜ ōŜŜƴ ŀ ǇŀǊǘ ƻŦ ǊŜŀƭ ǘŜŀƳǎΣ ǇǎŜǳŘƻ ǘŜŀƳǎΣ ǿƻǊƪƛƴƎ ƎǊƻǳǇǎ ŀƴŘ ǎƻ ŦƻǊǘƘ ŦƻǊ ол ȅŜŀǊǎΦ 
!ǎ ŀ ŎƻƴǎŜǉǳŜƴŎŜ ƻŦ Ƴȅ ǾŀǊƛŜŘ ŜȄǇŜǊƛŜƴŎŜǎΣ LΩǾŜ ƭŜŀǊƴŜŘ ŀ ƘǳƎŜ ŀƳƻǳƴǘ ǘƘŀǘΩǎ 
contributed to my understanding of how work gets done in bureaucraciesςand how it 
does not get done. Perhaps the most important chapter of this e-book is the last one on 
rethinking teamwork. 

In an organizational setting, the most important objective is to get what needs to be 
done effectively and for the benefit of the company, government department or 
ŎƻƳƳǳƴƛǘȅ ƎǊƻǳǇΦ /ŀƭƭƛƴƎ ȅƻǳǊǎŜƭǾŜǎ ŀ άǘŜŀƳέ ǿƘŜƴ ƛƴ ǊŜŀƭƛǘȅ ȅƻǳ ŀǊŜ ƴƻǘ is an exercise 
in self delusion. When youΩǊŜ serving customers, clients or citizens ǿƘŀǘΩǎ ƛƳǇƻǊǘŀƴǘ ƛǎ 
to meet or surpass their needs. Labels ǎǳŎƘ ŀǎ άǘŜŀƳǿƻǊƪέ mean nothing. ¢ƘŜȅΩǊŜ ŦƻǊ 
the uninitiatedςthe lazy, who prefer to talk the talk but refrain from walking the walk. 

.Ŝ ōƻƭŘΦ 5ƻ ǿƘŀǘΩǎ ƛƳǇƻǊǘŀƴǘΣ ƴƻǘ ǿƘŀǘΩǎ ǘǊŜƴŘȅ ƻǊ ōǳǊŜŀǳŎǊŀǘƛŎŀƭƭȅ (and politically) 
ǇƻǇǳƭŀǊΣ ŀǎ ȅƻǳ ŎƻƴǘǊƛōǳǘŜ ǘƻ ȅƻǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƳƛǎǎƛƻƴΦ /ƻƭƭŀōƻǊŀǘƛƴƎ ǿƛǘƘ Ŏƻ-
workers, stakeholders, suppliers, customers, citizens, etc. is an incredibly exciting and 
ǊŜǿŀǊŘƛƴƎ ŜȄǇŜǊƛŜƴŎŜΦ ¢ŀƪŜ ƛǘ ŦǊƻƳ ŀ Ǝǳȅ ǿƘƻΩǎ ōŜŜƴ ǘƘŜǊŜ Ƴŀƴȅ ǘƛƳŜǎΦ 

Finally, as you proceed through this e-book I hope you take a moment to enjoy some of 
ǘƘŜ ǇƘƻǘƻǎ LΩǾŜ ƛƴŎƭǳŘŜŘΦ ¢ƘŜȅΩǊŜ just a few of ǘƘŜ Ƴŀƴȅ LΩǾŜ taken, ŀƴŘ ǘƘŜȅΩǊŜ ƛƴǘŜƴŘŜŘ 
to encourage your reflection on what you read in the following pages. Enjoy! 
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Lessons in Teamwork 

Some years ago, I watched the Eco-Challenge 2000 on the Discovery Channel. This was 
my first experience watching such an event, the highlights of which were broadcast over 
five evenings. I was sceptical at first about what I would get from this program, but my 
interest in outdoor learning and team dynamics drew me to it. 

Eco-Challenge ǿŀǎ ŎǊŜŀǘŜŘ ƛƴ мффрΣ ōƛƭƭƛƴƎ ƛǘǎŜƭŦ ŀǎ ǘƘŜ ǿƻǊƭŘΩǎ ǇǊŜƳƛŜǊ ŜȄǇŜŘƛǘƛƻƴ ǊŀŎŜΦ 
The first event was held in Utah, with subsequent ones being held in different countries. 
In 1996, for example, British Columbia hosted the event in Pemberton. 

Eco-Challenge 2000 ǿŀǎ ƘŜƭŘ ƛƴ {ŀōŀƘΣ aŀƭŀȅǎƛŀƴ .ƻǊƴŜƻΦ ¢ƘŜ ǘƘŜƳŜ ǿŀǎ aŀƭŀȅǎƛŀΩǎ 
wildlife. Of particular significance is the very strong conservation ethic that accompanies 
Eco-Challenge. For example, participants who do not adhere to the evenǘΩǎ ǎǘǊƛŎǘ 
environmental rules are forced to withdraw. As the saying goes: Pack it in, pack it out. 

The event consisted of a brutal 500 km (300 mile) course involving sailing, hiking, biking, 
swimming, scuba diving, rappelling, and canoeing in indigenous craft. People from 
around the world participated, for a total of 76 teams. Canada sent four teams. Each 
team consisted of four people, with at least two females. For a team to have officially 
completed the race, it must have remained together throughout. If one member 
withdrew (e.g., injury), the team was disqualified. This set the stage for a high level of 
teamwork if all of the members were to succeed. 

Of the 76 teams, 44 completed the race, but of these some were disqualified for various 
reasons. However, they were permitted to continue in order that they could experience 
the course. 

The top finishers completed the course in six days; however, many teams took up to 12 
days to reach the finish line, the last of which was a 40 kilometre open-sea canoe 
paddle. Of special note was the decision to allow for the first time what could be called 
άƴƻƴ-ǇǊƻŦŜǎǎƛƻƴŀƭέ ǘŜŀƳǎ ǘƻ ǇŀǊǘƛŎƛǇŀǘŜΦ Lƴ ǘƘŜ ǇŀǎǘΣ ǘƘŜ ǇŀǊǘƛŎƛǇŀƴǘǎ ǿŜǊŜ ƛƴŘƛǾƛŘǳŀƭǎ 
ǿƘƻ ŜƴƎŀƎŜŘ ƛƴ ŜȄǘǊŜƳŜ ǎǇƻǊǘǎΣ ŀƴŘ ǿƘƻ ǿŜǊŜ άǊŀƴƪŜŘέ ƛƴ ǘŜǊƳǎ ƻŦ ǘƘŜ ƭƛƪŜƭƛƘƻƻŘ ƻŦ 
their winning an Eco-Challenge. Consequently, the mixing of neophyte and experienced 
teams in this event provided some illuminating contrasts and lessons. 

I was amazed at what the human condition can endure in incredibly difficult 
circumstances. Virtually of the participants suffered from trenchfoot, some horribly. 
Persistent and aggressive land leeches proved to be one of the most taxing factors 
contributing to the mental stress of the participants. While physical conditioning and 
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preparation was obviously a critical factor to the success of teams completing the 
course, perhaps more important was the mental stamina of the participants and how 
they supported one another. 

This leads me to share seven key lessons that I saw emerge from Eco-Challenge, lessons 
that have direct application to the effective functioning of organizations. Here they are: 

1. Park your differences; focus on what needs to be done 
 
Those teams that ranked in the top few that completed the course in six days refused to 
argue among themselves, even when the stress became almost overwhelming. They 
parked their differences and focused on the task at hand. This contrasted with many 
teams, some that were new to this type of event and others with some experience. In 
these cases, differences of opinion or viewpoint emerged, along with interpersonal 
conflicts. This led to these teams wasting time arguing and bickering. For example, at 
the check points, the high performing teams spent only a few minutes before moving 
on. However, other teams sometimes spent up to several hours deciding how to 
proceed. 
 
 
2. Take time to share in the joy of your experience 
 
Teams that let themselves get sidetracked through in-fighting not only performed 
poorly (in some cases dropping out of the race) they also lost the opportunity for 
sharing the positives of their experience and in learning as a team. 
 
 
оΦ 5ƻƴΩǘ ŎǊƛǘƛŎƛȊŜ ƻǘƘŜǊ ǘŜŀƳ ƳŜƳōŜǊǎ ōŜƘƛƴŘ ǘƘŜƛǊ ōŀŎƪ 
 
In some cases, shown through one-on-one interviews with the participants as the race 
unfolded, team members criticized a particular team member. A case in point is Carlo, 
who constantly whined about his foot blisters (which were actually mild compared to 
most participants) while one of his team members became very ill for a few days. This 
led the three other members to ostracize Carlo and speak negatively about him. But it 
ŘƛŘƴΩǘ ŀǇǇŜŀǊ ǘƘŀǘ ǘƘŜ ǘƘǊŜŜ ƳŜƳōŜǊǎ ƳŀŘŜ ŀ ǎǘǊƻƴƎ ŜŦŦƻǊǘ ǘƻ ōǊƛƴƎ ƘƛƳ ƛƴǘƻ ǘƘŜ ǘŜŀƳ 
and re-orient his behavior. 
 
These types of incidents contributed to a high level of team disfunctioning and very hard 
feelings. Whatever joy and team learning that could have occurred was overcome by a 
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high level of negativity. The team members not only had to endure the toughness of the 
course but also the stress caused by their behaviors. 
 
 
4. Commit to the team 
 
Although some teams were disqualified during the race (e.g., getting lost and then 
found, injury, and illness), many decided to complete it for both personal reasons and 
commitment to one another. This was for me the real learning in Eco-Challenge. While it 
was impressive to see, for example, the team from France finish in the top few, it was 
the novice teams that most impressed me. They refused to let the many hardships and 
obstacles they faced diminish their spirit. This meant carrying a team member ƻƴ ƻƴŜΩǎ 
shoulders at times because their trenchfoot had become so severe. And what is 
remarkable is that these teams were not attempting to rank in the race. Their shared 
purpose was for the entire team, all four members, to complete the course together, 
even if it took 12 days. 
 
 
5. Maintain a sense of humor, even when everything seems lost 
 
The teams that maintained a sense of humor were able to deal with the adverse 
conditions they faced. Although they suffered from dehydration, diarrhea, trenchfoot, 
sprains, hunger, and aggressive leeches, they still managed to laugh. Team members 
found humor in their situations, cracking jokes. Humor helped them to ease the 
pressure they felt, which was often overwhelming. 
 
 
6. Celebrate your wins, however small 
 
Teams celebrated their small victories along the way, such as reaching the top of a 
mountain after a grueling climb, or after making it through white water rapids without 
capsizing. Celebrating served to create the necessary energy and resolve for the team to 
tackle the next challenge. 
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7. Support one another, in both good and bad times 
 
When a member became ill or was injured, the others on the team supported him or 
her, both physically (carrying extra gear) or mentally (words of encouragement). 
Moreover, team members hugged one another when a member was having a 
particularly bad day. These effective teams did not criticize the sick or injured members. 
Poorly functioning teams, in contrast, did not provide the necessary support to those 
members who needed it. The consequence was that it became much more difficult for 
these teams to regain their spirit, sense of shared purpose, and collective energy. 
 
Of important note was the presence of shared leadership in the well functioning teams. 
Although each team had a designated leader, leadership was indeed shared at the 
appropriate times. One case in point was when one of the team leaders, a male in his 
fifties with many years of experience with Eco-Challenge, was unable to walk due to 
ǎŜǾŜǊŜ ǘǊŜƴŎƘŦƻƻǘΦ ¢ƘŜ ǘŜŀƳΩs members rallied around their leader, sharing the 
leadership. While the team was eventually forced to withdraw from the race because of 
ǘƘŜ ǎŜǊƛƻǳǎƴŜǎǎ ƻŦ ǘƘŜ ƭŜŀŘŜǊΩǎ ŎƻƴŘƛǘƛƻƴΣ ǘƘŜȅ ǇŜǊǎŜǾŜǊŜŘ ǳƴǘƛƭ ǘƘŜ ŜƴŘΦ 
Leadership in a well functioning team is not a dictatorship. Leadership must be shared. 
And in fact, when placed under pressure it is remarkable from where leadership often 
ŜƳŜǊƎŜǎ ŦǊƻƳ ŀ ǘŜŀƳΩǎ ƳŜƳōŜǊǎΦ 
 
 

Final Thoughts 
 

The lessons learned from Eco-Challenge have clear applications to organizations: how 
people learn, collaborate, share leadership, achieve results, and celebrate. The team 
from France, one of the top finishers in the race, could be called a high performance 
ǘŜŀƳ όŦǊƻƳ Wƻƴ YŀǘȊŜƴōŀŎƘΩǎ The Wisdom of Teams). The members of this team were 
focussed through a shared purpose, well organized and prepared, committed to one 
another, cared for one another, and enjoyed themselves (although they were intent on 
winning the race). 

CƻǊ ǘƘƻǎŜ ǘŜŀƳǎ ǘƘŀǘ ŘƛŘƴΩǘ ŜƴǘŜǊ ǘƘŜ ǊŀŎŜ ǘƻ ǿƛƴ ōǳǘ rather to have the experience of 
pushing themselves to their limits and to share in the joy of completing this odyssey 
together, Eco-Challenge proved to be the ultimate challenge. 

 

 

http://books.google.ca/books?id=FMJn4RmmiAkC&printsec=frontcover&dq=the+wisdom+of+teams&source=bl&ots=72Hro2w0yM&sig=gX1vAQu9_nupukwa2nAPktuLQ5I&hl=en&ei=ms5qS6OEKc20tgeayuCXBg&sa=X&oi=book_result&ct=result&resnum=1&ved=0CAwQ6AEwAA#v=onepage&q=&f=false
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Some questions for team reflection: 

1. What can we do to bring joy back into the workplace, where laughter and smiles 
prevail? 

2. What can we do to ingrain a deep sense of commitment to one another, not only in 
the sense of accomplishing our work but also in our learning and the fulfillment of our 
personal growth and development? 

3. Connected to #2 is how do we begin to show a mutual caring for one another, 
especially in times of stress and crisis (a hallmark of high performing teams)? 

4. How do we re-establish what is important in our work, with respect to value-added to 
citizeƴǎΣ ŀƴŘ ƎŜǘ ƻŦŦ ǘƘŜ ǘǊŜŀŘƳƛƭƭ ƻŦ άŘƻƛƴƎέ ŀƴŘ ƳƻǾŜ ƛƴǘƻ ǘƘŜ ǊŜŀƭƳ ƻŦ άōŜƛƴƎΚέ !ƴŘ 
from there, how does this contribute to our achieving mastery in work-personal life 
balance? 

5. From the above, how can we begin to translate this into team and organizational 
learning, and subsequently into the creation of new knowledge that is then diffused 
throughout our organizations? 
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Is Your Team REALLY a Team? 

Teamwork is talked about widely in organizations, but often with little understanding of 
what it means. Management typically wants immediate results, teams that are formed 
and ready to go overnightςsomething like an instant pudding. 

¢Ƙƛǎ Ǉƻǎǘ ƭƻƻƪǎ ŀǘ ǘƘŜ ǎƛȄ ōŀǎƛŎ ŜƭŜƳŜƴǘǎ ƻŦ ǘŜŀƳǎΦ .ǳǘ ŦƛǊǎǘΣ ƘŜǊŜΩǎ ƻƴŜ ŘŜŦƛƴƛǘƛƻƴ ƻŦ ŀ 
team (from Jon Katzenbach and Douglas Smith): 

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

¢Ƙƛƴƪ ŀōƻǳǘ ǘƘŀǘ ŘŜŦƛƴƛǘƛƻƴ ŦƻǊ ŀ ƳƻƳŜƴǘΦ ²ƘŀǘΩǎ ȅƻǳǊ ǊŜŀŎǘƛƻƴ? 

There are two key prerequisites to becoming a team. One is that the group of people 
involved has a common purpose and the second is interdependence among the 
ƳŜƳōŜǊǎΦ ²ƛǘƘƻǳǘ .h¢I ƻŦ ǘƘŜǎŜ ǇǊŜǎŜƴǘ ǘƘŜ ƎǊƻǳǇ ǿƛƭƭ ƴŜǾŜǊ ōŜŎƻƳŜ ŀ ǘŜŀƳΦ LǘΩǎ 
impossible. 

LǘΩǎ essential that the members of a team be committed fully to their common purpose 
and performance goals. A common purpose takes time to develop, but it gives the team 
an identity. Remember this: team purpose = team performanceΦ ¢ƘŜȅΩǊŜ ƛƴǎŜǇŀǊŀōƭŜΦ 

To determine if your group is a team, or has the potential, answer the following 
questions. 

1) How large is your group? 

ω Lǎ ŎƻƳƳǳƴƛŎŀǘƛƻƴ ŦǊŜǉǳŜƴǘΚ 
ω 5ƻ ȅƻǳ ƳŜŜǘ ƻŦǘŜƴΣ ŀƴŘ ŀǊŜ ŘƛǎŎǳǎǎƛƻƴǎ ŎƻƴǎǘǊǳŎǘƛǾŜΚ 
ω 5ƻ ǇŜƻǇƭŜ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜƛǊ ǊƻƭŜǎΚ 

2) Are their sufficient, or potential, skills to achieve your goals? 

ω !ǊŜ ǘƘŜ ǘƘǊŜŜ ǘȅǇŜǎ ƻŦ ǎƪƛƭƭǎ ǇǊŜǎŜƴǘΥ ƛƴǘŜǊǇŜǊǎƻƴŀƭΣ ǘŜŎƘƴƛŎŀƭΣ ŀƴŘ ǇǊƻōƭŜƳ-solving? 
ω ²Ƙŀǘ ǎƪƛƭƭǎ ŀǊŜ ƳƛǎǎƛƴƎΚ 
ω !ǊŜ ǇŜƻǇƭŜ ǿƛƭƭƛƴƎ ǘƻ ƭŜŀǊƴ ƴŜǿ ǎƪƛƭƭǎ ŀƴŘ ǘƻ ƘŜƭǇ ƻƴŜ ŀƴƻǘƘŜǊΚ 
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3) Is there a clear and meaningful purpose to which people will strive to reach? 

ω Lǎ ƛǘ ŀ ǘŜŀƳ ƻǊ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ǇǳǊǇƻǎŜΚ 
ω 5ƻŜǎ ŜǾŜǊȅƻƴŜ ǳƴŘŜǊǎǘŀƴŘ ƛǘ ǘƘŜ ǎŀƳŜ ǿŀȅΚ 
ω 5ƻ ǇŜƻǇƭŜ ǘƘƛƴƪ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ ŀƴŘ ƛƴǎǇƛǊƛƴƎΚ 

4) Are there specific performance goals that everyone agrees on? 

ω !ǊŜ ǘƘŜȅ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭΣ ǘŜŀƳΣ ƻǊ ǘƘŜ ƭŜŀŘŜǊΩǎ ƎƻŀƭǎΚ 
ω /ŀƴ ǘƘŜȅ ōŜ ƳŜŀǎǳǊŜŘ ŜŀǎƛƭȅΚ 
ω 5ƻ ǘƘŜȅ ŀƭƭƻǿ ŦƻǊ ǎƳŀƭƭ ǿƛƴǎ ŀƭƻƴƎ ǘƘŜ ǿŀȅΚ 

5) Is there a commonly accepted approach to work? 

ω 5ƻŜǎ ƛǘ ƳŀȄƛƳƛȊŜ ǘƘŜ ŎƻƴǘǊƛōǳǘƛƻƴǎ ƻŦ ǇŜƻǇƭŜΚ 
ω 5ƻŜǎ ƛǘ ŀƭƭƻǿ ƻǇŜƴ ƛƴǘŜraction among people to solve problems? 
ω !ǊŜ ƴŜǿ ƛŘŜŀǎ ŜƴŎƻǳǊŀƎŜŘΚ 

6) Is there mutual accountability among people? 

ω Lǎ ǘƘŜǊŜ ƛƴŘƛǾƛŘǳŀƭ ŀƴŘ Ƴǳǘǳŀƭ ŀŎŎƻǳƴǘŀōƛƭƛǘȅ ŦƻǊ ǘƘŜ ƎǊƻǳǇΩǎ ǇŜǊŦƻǊƳŀƴŎŜ ŀƴŘ ǊŜǎǳƭǘǎΚ 
ω !ǊŜ ǇŜƻǇƭŜ ŎƭŜŀǊ ƻƴ ǿƘŀǘ ǘƘŜȅΩǊŜ ŀŎŎƻǳƴǘŀōƭŜ ŦƻǊΣ individually and mutually? 
ω Lǎ ǘƘŜǊŜ ǘƘŜ ǾƛŜǿ ǘƘŀǘ ƻƴƭȅ ǘƘŜ ǘŜŀƳ Ŏŀƴ ŦŀƛƭΚ 

These questions need to be asked and reflected upon to determine whether any 
elements of teamwork are present in your work setting. Pseudo teams abound in 
organizations, but what ǿŜΩǊŜ ǎǘǊƛǾƛƴƎ ŦƻǊ ƛǎ ŀ ŎƻƳƳƻƴ ǇǳǊǇƻǎŜ ŀƴŘ ƛƴǘŜǊŘŜǇŜƴŘŜƴŎȅ ƻŦ 
effort as the key ingredients. The rest will come with dedicated effort. 
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The Five Levels of Teams 

Using the questions posed in the first post will help a group determine if it is a team or 
has the potential to become one. The next step is to understand the degree of 
teamwork to which a group of people can aspire. 

The five levels of teamwork can be plotted on an X-Y axis to form what Jon Katzenbach 
and Douglas Smith call the team performance ŎǳǊǾŜΦ LǘΩǎ ŜǎǎŜƴǘƛŀƭƭȅ ŀ W-shaped curve, 
starting on the Y (vertical) axis, then sloping down to touch the X (horizontal) axis, and 
then bending back upwards to the right. The five levels of teams are located along the 
curve. 

 

1) The Working Group 
 
The members interact mainly to share information and best practices and to make 
decisions. There are no common purpose or performance goals that require mutual 
accountability. The purpose of this group is only to specify the roles of its members and 
to delegate tasks. 
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Its members only take responsibility for their own results. Therefore, the focus is on 
individual performance. The key here is there is no significant, incremental performance 
need or opportunity that requires the group to become a team. Working groups are 
found throughout organizations, whether in business or government.  

 
2) Pseudo Team 
 
¢ƘŜǊŜΩǎ ŀ ǇƻǘŜƴǘƛŀƭ ŦƻǊ ǎƛƎƴƛŦƛŎŀƴǘΣ ƛƴŎǊŜƳŜƴǘŀƭ Ǝŀƛƴ ƘŜǊŜΦ ¢ƘŜ ǘŜŀƳ Ƙŀǎ ƴƻǘΣ ƘƻǿŜǾŜǊΣ 
ŦƻŎǳǎŜŘ ƻƴ ŎƻƭƭŜŎǘƛǾŜ ǇŜǊŦƻǊƳŀƴŎŜΦ ¢ƘŜ ƳŜƳōŜǊǎ ŘƻƴΩǘ ǿŀƴǘ ǘƻ ǘŀƪŜ ǘƘŜ Ǌƛǎƪǎ ƴŜŎŜǎǎŀry 
to become a potential team. They are not interested in creating a common purpose or 
setting performance goals. 

The pseudo team resides at the bottom of the performance curve and is the weakest of 
the five levels. What is especially dangerous about the pseudo team is that the 
members believe that they are a real team, yet they produce inferior results. 

 

3) The Potential Team 

There is a significant, incremental gain in performance with this type of team. The 
members are working hard to achieve a higher level of performance. However, the 
members must work on developing a clear purpose, goals, and common approach. The 
members must also agree on mutual accountability. This form of teamwork is very 
common in organizations. This is also where the greatest gain in performance comes, 
from being a potential team to a real team. 

 

4) The Real Team 

This consists of a small group of people who share a common purpose, goals, and 
approach to work. The members have complementary skills. They hold themselves 
mutually accountable for their results. The performance impact and results of the real 
team are much greater than the potential team and working group. 
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5) The High Performance Team 

This has all the characteristics of a real team, but the members are deeply committed to 
ƻƴŜ ŀƴƻǘƘŜǊΩǎ ǇŜǊǎƻƴŀƭ ƎǊƻǿǘƘ ŀƴŘ ŘŜǾŜƭƻǇƳŜƴǘΦ ¢ƘŜȅ ŦŀǊ ƻǳǘ-perform all other teams. 
The members form powerful relationships. Moving from a real team to a high 
performance team requires a very strong personal commitment. In effect, what is 
needed is a leap of faith. 

So where does your team sit on the curve? 

 

 

Bay of Fundy, Canada  
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Building Team Performance 

¢ƘŜǊŜΩǎ ƴƻ ƛŘŜŀƭ ŀǇǇǊƻŀŎƘ ǘƻ ōǳƛƭŘƛƴƎ ŀ ǘŜŀƳΦ ! ǘŜŀƳ Ƴǳǎǘ ƭŜŀǊƴ ŀǎ ƛǘΩǎ ŘŜǾŜƭƻǇƛƴƎ ŀ 
preferred approach to how it will function in getting the ǿƻǊƪ ŘƻƴŜΦ ²ƘŀǘΩǎ ƛƳǇƻǊǘŀƴǘ 
to remember is that performance is at the core of building a strong team. Performance 
serves, in effect, as the compass to moving a team up the performance curve (click on 
the above link to see the curve). 

IŜǊŜΩǎ ŀƴ ŜƛƎƘǘ Ǉƻƛƴǘ framework for moving a team up the performance curve (adapted 
from Jon Katzenbach and Douglas Smith, The Wisdom of Teams). 

1. Create a sense of urgency 
 
Everyone on the team must believe that the team has urgent and worthwhile purposes. 
The greater the urgency and purpose, the more likely that a real team will emerge. 
 
 
2. Select members by skills, not by personalities 

Effective teams need complementary skills. The three broad types of skills are: technical, 
problem-solving, and interpersonal. 

²ƘŀǘΩǎ ŎǊƛǘƛŎŀƭ ŦƻǊ ǘƘŜ ǇƻǘŜƴǘƛŀƭ ǘŜŀƳ ƛǎ ǘƻ ŀŎƘƛŜǾŜ ǘƘŜ ǊƛƎƘǘ ōŀƭŀƴŎŜ ƛƴ ǎƪƛƭƭǎΦ .ǳǘ ƛǘΩǎ ƴƻǘ 
necessary for members to have all the technical skills immediately. Instead, the key is to 
ƘŀǾŜ ǘƘŜ ƴŜŜŘŜŘ ǎƪƛƭƭǎ ŀǘ ǘƘŜ ǘŜŀƳΩǎ ǎǘŀǊǘ-up and the ability for members to acquire 
additional skills later on. Key skills that should be learned at the start-up include 
interpersonal, problem-solving, and team skills. 
 
 
3. Give sufficient time to initial meetings 
 
¢Ƙƛǎ ƛǎ ŀ Ǿƛǘŀƭ ǘƛƳŜ ƛƴ ŀ ǘŜŀƳΩǎ ŘŜǾŜƭƻǇƳŜƴǘΦ ¢ƘŜ ŦƛǊǎǘ few meetings involve members 
getting to know one another. Assumptions are either confirmed or destroyed. Members 
watch the leader to determine if his or her actions are consistent with what is said. Is 
the leader control-oriented or flexible? Is the leader sensitive to how members react to 
his or her style? Can the leader change behaviour? 
 
 
 
 

http://books.google.ca/books?id=FMJn4RmmiAkC&printsec=frontcover&dq=the+wisdom+of+teams&source=bl&ots=72Hsp-zXCN&sig=Vk2OBDiaQe-8lADYVYtBda3h7W0&hl=en&ei=Nix7S8fVNNKWtgfp-4iYCg&sa=X&oi=book_result&ct=result&resnum=1&ved=0CAwQ6AEwAA#v=onepage&q=&f=false
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4. Establish rules of behaviour 

A real team has a set of rules to guide it - ŀ ŎƻŘŜ ƻŦ ŎƻƴŘǳŎǘΦ ²ƛǘƘƻǳǘ ǊǳƭŜǎΣ ƛǘΩǎ 
impossible for a group or potential team to transcend to a real team. At the early stage, 
rules include: attendance, confidentiality, open discussion, constructive disagreement, 
and fair workload. These rules encourage participation, openness, commitment, and 
trust. 

 
5. Set some short-term goals 
 
Doing this helps create some momentum to propel the team forward. It ensures that 
the goals are reasonable and can be reached fairly and quickly. And it acts as a great 
motivator. 
 
 
6. Shake them up with new information 
 
This is especially important for intact teams because they tend to block out new 
ƛƴŦƻǊƳŀǘƛƻƴΦ !ƴ ŜȄŀƳǇƭŜ ƛǎ ŀ ƳŀƴŀƎŜƳŜƴǘ ǘŜŀƳ ǘƘŀǘΩǎ ƎƛǾŜƴ ƴŜǿ ƛƴŦƻǊƳŀǘƛƻƴ ƻƴ 
employee attitudes and perceptions from a survey. The team reacts in surprise. Giving a 
team new information serves as a catalyst to the members to help them refocus on the 
ǘŜŀƳΩǎ ǇŜǊŦƻǊƳŀƴŎŜΦ LǘΩǎ ŀƭǎƻ ŘŀƴƎŜǊƻǳǎ ŦƻǊ ƳŜƳōŜǊǎ ǘƻ ŀǎǎǳƳŜ ǘƘŀǘ ǘƘŜȅ ƘƻƭŘ ŀƭƭ ǘƘŜ 
necessary information collectively. 
 
 
7. Interact at work and outside 
 
A team must not just spend a lot of time together at work but also time together 
outside of work. This is especially important during its early stage of development. 
Members need to have fun, both at work and outside. This promotes a bonding 
element. Potential teams are weakest here and must make conscious efforts to include 
socializing. 
 
 
8. Recognize team performance 
 
!ŎƘƛŜǾƛƴƎ ŀ ƘƛƎƘ ƭŜǾŜƭ ƻŦ ǇŜǊŦƻǊƳŀƴŎŜ ƛǎ ŀ ǘŜŀƳΩǎ ǳƭǘƛƳŀǘŜ ǊŜǿŀǊŘΦ .ǳǘ ōŜŦƻǊŜ ǘƘŀǘΩǎ 
ǊŜŀŎƘŜŘΣ ƛǘΩǎ Ǿƛǘŀƭ ǘƻ ǊŜŎƻgnize the team for its progress and achievements. Doing this 
ƪŜŜǇǎ ǘƘŜ ǘŜŀƳΩǎ ƳŜƳōŜǊǎ ŦƻŎǳǎŜŘ ŀƴŘ ƳƻǘƛǾŀǘŜŘΦ  
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Team Player Styles 

An effective team needs diversity in its membership, a combination of work and 
personality styles. The following four team player styles are not intended to be 
absolutes but rather preferences that people have towards how they work with others. 
Each style has a brief description of its strengths and weaknesses. 

1. The Doer is very task-oriented and action-focused. Give him a jƻō ŀƴŘ ƘŜΩǎ ƘŀǇǇȅΦ 
The Doer is good at research, reliable, meets deadlines, and produces good quality 
work. He operates by priorities and pushes the team towards higher performance. He 
can be effective at teaching technical skills. 

The Doer dislikes uncertainty and ambiguity; is impatient; wants results immediately; 
can be too focused on data; is impulsive; strives for perfection; and tends to avoid risk. If 
the Doer is the leader, he must be must be especially careful of these weaknesses. One 
major problem Ŏŀƴ ōŜ ŀ ƭŀŎƪ ƻŦ ǘǊǳǎǘ ƛƴ ǘƘŜ ǘŜŀƳΩǎ ƳŜƳōŜǊǎΦ aƻǊŜƻǾŜǊΣ ƘŜ Ƴǳǎǘ ōŜ 
ŀǿŀǊŜ ƻŦ ƻǘƘŜǊǎΩ ŦŜŜƭƛƴƎǎ ŀƴŘ ǿƻǊƪ ŀǘ ƛƴǘŜǊǇŜǊǎƻƴŀƭ ŀƴŘ ŎƻƳƳǳƴƛŎŀǘƛƻƴ ǎƪƛƭƭǎΦ 

2. The Visionary sees the big picture and likes ideas and concepts. {ƘŜ ƭŜǘǎ ǘƘŜ ǘŜŀƳΩǎ 
vision and mission be ǘƘŜ ŘǊƛǾŜǊΦ {ƘŜ ŘƻŜǎƴΩǘ ƭƛƪŜ ƎŜǘǘƛƴƎ ōƻƎƎŜŘ Řƻǿƴ ƛƴ ŘŜǘŀƛƭǎΣ ƭŜŀǾƛƴƎ 
these to the Doer. She believes strongly in teamwork and is good at helping others 
understand where they fit in to the larger picture. 

The Visionary is a creative thinker and stimulates others in thinking about the future. 
She takes a cooperative and flexible approach to working with others. However, she 
must pay attention to her weaknesses. She has a tendency to ignore work in favour of 
conceptualizing and dreaming about the future. She can get hung up on process instead 
of results. And she may over-commit the team to setting too many objectives 

LŦ ǎƘŜΩǎ ǘƘŜ ƭŜŀŘŜǊΣ ǘƘŜ ±ƛǎƛƻƴŀǊȅ Ƙŀǎ ŀ ƭƻǘ ǘƻ ƻŦŦŜǊ ǘƘŜ ǘŜŀƳΣ ŜǎǇŜŎƛŀƭƭȅ ƛƴ ǘƘŜ ŀǊŜŀ ƻŦ 
long-term strategic thinking. But she must be aware of her weaknesses. 

3. The Feeler is a very strong context person, making sure that everyone is on board 
ōŜŦƻǊŜ ǇǊƻŎŜŜŘƛƴƎ ǿƛǘƘ ŀ ǘŀǎƪ ƻǊ ǇǊƻƧŜŎǘΦ IŜΩǎ ǾŜǊȅ ŀǿŀǊŜ ƻŦ Ƙƻǿ ƻǘƘŜǊǎ ŦŜŜƭ ŀƴŘ ƛǎ ŀƴ 
ŜȄŎŜƭƭŜƴǘ ƭƛǎǘŜƴŜǊ ŀƴŘ ŦŀŎƛƭƛǘŀǘƻǊΦ IŜΩǎ ǎƪƛƭƭŜŘ ŀǘ ǊŜǎƻƭǾƛƴƎ ŎƻƴŦƭƛŎǘǎ ŀƴŘ ǿƻƴΩǘ ƭŜǘ ǎǘǊƻƴƎŜǊ 
members dominate team discussions. 

The Feeler must be careful not to push the soft stuff too hard (i.e., listening and 
feedback skills) if the team gets bogged down. He believes that interpersonal skills will 
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solve all problems. And he can become a process fanatic, driving the others to 
distraction. 

If he is the leader, the Feeler creates a participative atmosphere. But his people 
approach can be over- bearing and he must not lose sight that disputes are normal and 
healthy for teams. 

4. The Boat Rocker is open and direct with the other members of the team. She 
regularly challenges the team on such issues as methods used, goals, and team values. 
{ƘŜ ǿƻƴΩǘ ƘŜǎƛǘŀǘŜ ǘƻ ŘƛǎŀƎǊŜŜ ǿƛǘƘ ǘƘŜ ǘŜŀƳΩǎ ƭŜŀŘŜǊ ƻǊ ǿƛǘƘ ƳŀƴŀƎŜƳŜƴǘΦ {ƘŜ ƭƛƪŜǎ ǘƻ 
take calculated risks. However, the Boat Rocker must be careful not to use her style for 
non-ǇǊƻŘǳŎǘƛǾŜ ǳǎŜΦ LǘΩǎ ƴŜŎŜǎǎŀǊȅ ŀǘ ǘƛƳŜǎ ǘƻ ƭŜǘ ŀƴ ƛǎǎǳŜ ŘǊƻǇΦ aƻǊŜƻǾŜǊΣ ǎƘŜ ǎƘƻǳƭŘƴΩǘ 
push the team to take unnecessary risks. 

!ǎ ǘƘŜ ǘŜŀƳΩǎ ƭŜŀŘŜǊΣ ǎƘŜΩǎ ƎƻƻŘ ŀǘ ǇǊomoting an atmosphere of trust and openness; 
innovation; and continuous learning. However, she needs to watch out for being too 
argumentative. 
 
 

The Challenge 
Each of us has a personality preference to how we approach work, establish 
relationships with co-workers, and engage in collaborative learning. In the context of 
team players, the challenge is for each of us to understand our preferred style and to 
use it effectively. This means being constantly aware of the shadow (weak) aspects of 
our preferred style. Moreover, we must strive for balance by using all four styles in the 
appropriate settings. 
 

  


