Teams Teams, Teams

An ebook on teams by

James L.C. Taggart




Contents

Page
Introduction 1
Lessons in Teamwork 2
Is YourTeam Really a Team? 7
The Five Levels of Teams 9
BuildingTeam Performance 12
Team PlayeBtyles 14
The Four Stages of Team Development 16
Turning People On to Teamwork 18
Rethinking Teams and Teamwork 20
About the Author 27

All rights reserved. No part of this book may be reproduced, stored in a retrieval system, or transmitted in any
form or by any means without the prior written permission of the author, with the exception of brief quotations
contained within articles or rgews. Address inquiries to James Tagganttaggart@rogers.com

Copyright © 200 James L. C. Taggart


mailto:jim.taggart@rogers.com

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 ebooklooks at keyteamwork issuesfrom team structure, to the

stages of development, to the types of team players and much niioaéso includes a
final chapter that provides provocativelook at teamwork

To begin our journey into teamworkQ $ef the stage bysinganenduranceevent ©
illustrate human interaction uder enormous stresses. 2 dzQf t FAYR A0 02 (K
informative.

LQ@S 0SSy I LINL 2F NBHf dSIEYasz LASdzR2 0S|
la | 02y aSljdzSyO0S 2FSYeé SONNEE8RI SKHISRA § Y 8z B

contributed to myunderstanding ohow work gets done in bureaucrac@sd how it
does not get done. Perhaps the most important chapter of tHmek is the last one on
rethinking teamwork.

In an organizational setting, the most importaotijectiveis to get what needs to be

done effectively and for the benefit of the company, government department or
O2YYdzyAGe 3ANRdAzZLId /| ffAy3 @&2dz2NE BfadKdicise a i S|
in seIf delusion. Wen yol) M&ving customers, clients or citizedKk | 1 Qa A Y LI2 NI | y
to meet or surpass their needsabelsi dzZOK | & dmie&hInothing@tNKl & ONB  F 2 NJ
the uninitiated:the lazy who prefer to talk the talk butefrain from walking the walk.

.S 02fR® 52 gKIFGQA AYLRNII yi@Endpolgicallys K G Qa
L2 LJdzf I NE | & @2dz O2y (iNROdziS G2 @&2dz2NJ 2NAIF yAl
workers, stakeholders, suppliers, customers, citizens,istan incredibly exciting and

NESI NRAY3I SELISNASYOSd ¢+1S AG FNRBY | 3Jdz2 ¢

Finally, as you proceed through thidbeok | hope you take a moment to enjoy some of
GKS LK2G2a L QJBtakey ol KR SRIDgkSn ISERONIK S& QNE Ay
to encourageyour reflection on what you read in the following pages. Enjoy!
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Lessons in Teamwork

Some years ago, | watched tBeeChallenge 2000n the Discovery Channel. This was

my first experience watching such an event, the highlights of which were broadcast over
five evenings. | waseptical at first about what | would get from this program, but my
interest in outdoor learning and team dyna&s drew me to it.

EcoChallenggs & ONBIF GSR Ay wmMdppE o0AftAy3a AGaStT
The first event was held in Utah, with subsequent ones being held in different countries.
In 1996, for example, British Columbia hosted the everfemberton.

EcoChallenge 2006 & KSt R AY {0l KX alfl@aAly . 2NJ¢
wildlife. Of particular significance is the very strong conservation ethic that accompanies
EcoChallenge. For example, participants who do not adhere to thelev@@ & G NA& O
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 indigenaidis Beople 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 throughoutné 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. Howevethey 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 -gparcanoe

paddle Of special note was the decision to allow for the first time what could be called

Gy aINRFSaarzylfté GSIYa 2 LINIGAOALIGS® LYy
gK2 Sy3aF3ISR Ay SEGNBYS aLR2NI&sS YR 6K2 6
their winning an Ec€hallenge. Consequently, the mixing of neophyte and experienced
teams in this event provided some illuminating contrasts and lessons.

i
SN

| was amazed at what the human condition can endure in incredibly difficult
circumstances. Virtuallyfahe 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 obviousky 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 | saw emerge fre@h&llenge, lessons
that have direct application to the effective functioning of organizations. Here they are:

1. Park your differencedpcus 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 themselge 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 on 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 sometimspent up to several hours deciding how to

proceed.

2. Take time to shar in the joy of your experience

Teams that let themselves get sidetracked througfighting not only performed
poorly (in some cases dropping out of the race) they also losbpipertunity for
sharing the positives of their experience and in learning as a team.

od 52y Qi ONARGAOAT S 20KSNJ GSIFY YSYOSNR 0SKA

In some cases, shown through eoe-one interviews with the participants as the race
unfolded, team membersriticized 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 merhers to ostracize Carlo and speak negatively about him. But it
RARY QU LIJISEFN dKFG GKS GKNBS YSYOGSNER YIRS
and reorient his behavior.

These types of incidents contributed to a high level of team disfunctioningenydhard
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 theteam

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@Ezallenge. Wile 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 me2nifer 2 Y S Q &
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

Teans 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. 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 ttha 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 ECballenge, was unable to walk due to

aSOSNBE (NBy OKnetizeis mlliet! &r&unditheil léader, sharing the

leadership. While the team was eventually forced to withdraw from the race because of

0KS aSNAR2dzaySaa 2F (GKS fSIFIRSNRa O2yRAGAZ2Y?
Leadership in a well functioning team is @odictatorship. Leadership must be shared.

And in fact, when placed under pressure it is remarkable from where leadership often
SYSNHSa FNRY | GSIFYQa YSYOSNEO®

Final Thoughts

The lessons learned from ECallenge have clear applications to organizatitasv
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
GSFY O6FNRY W2Zhg Wdom of SedfisTh® merbersf 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).

C2NJ 6K2aS GSFYa GKI (0 Rratheyt®@have g exiehnce 6fS NI O S
pushing themselves to their limits and to share in the joy of completing this odyssey
together, EceChallenge proved to be the ultimate challenge.
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Some questions for team reflectian

1. What can we do to bring joy backa 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 developmgéh

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 restablish what is important in our work, with respect to vedulkeled to

citiz/ax FyR 3S0 2FF GKS GUNBIFIRYAff 2F aR2Ay I
from there, how does this contribute to our achieving mastery in ywerkonal 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 RERY. a Tea

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

¢CKAA Ll2ad t221a +d GKS AAE olFlard StSySyia
team (from Jon Katzenbach and Doudbasith):

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.

CKAY1l Fo62dzi GKIG RSTFAYAGA2Y F2NI I Y2YSyio

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
YSYOSNR® 2AGK2dzi . he¢l 2F GKS&S LINBaSyid GKSE
impossible.

L (eSsantial 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 thiseam purpose = team performance ¢ KS& QNB Ay a S LI

Todetermine if your group is a team, or has the potential, answer the following
guestions.

1) How large is your group?

w L& O2YYdzy AOFGAZ2y FNBIdSyuK
w 52 @2dz YSSG 2F4SYyX YR INBF RAaOdzaarzya C
w 52 LIS2LX S dzyRSNARUGIFIYR GKSANI NRBf SaKk

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

N

w ! NB (KS GKNBS G(GelLlSa 2F aiAffa-sdumggaSydy A
w 2KFEG aiAtfta FNB YAaaay3ak
w ! NB LIS2LX S gAfttAy3a G2 tSIENYy ySg aijratta |
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3) Is there a clear antheaningful purpose to which people will strive to reach?

~

I GSFY 2NJ 2NHIFYAT | Azylt LJdzN1LJ2 & S K
SOSNE2YS dzy RSNBUOIFIYR AG GKS &l yYS gl &
2L S GKAY] AGQa AYLERNIFYd yR AYyaL

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

w ! NB (KSeé& 2NHFYyATFGA2yFEX G4SFYZ 2NJ GKS f &
w /[ty (KS& 06S YSIFadz2NBR Shaifek
w 52 0KSe Fft2¢ F2NJ ayltt gAya [f2y3 GKS ¢

AG YFEAYAT S GKS O2yGNRodziaz2ya 2F LIS
A G FattibnZamong delipig to Soyiel poblems?
S6 ARSIFa SyO2dzN» 3SRK

gegeg
- 01 O
Z NN
b‘j)(j))(j))

6) Is there mutual accountability among people?

w La GKSNB AYRAGARdAzZ f FyR YdzidzZ £ | OO2dzyil o
w ! NB LIS2LX S Of SI NJ 2y indiidually atdinStéalyRES | OO 2 dzy i
w La GKSNB (UKS @ASs GKIFG 2yfe GKS G4SkHY Oly

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, butwhad SQNBE AGNAGAY 3T F2NI A& | 02YY2y L
effort as the key ingredients. The rest will come with dedicated effort.
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The Five Levels deams

Using the questions posed in the first post will help a group determine if it is a team or
hasthe 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 aM Axis to form what Jon Katzenbach

and Douglas Smith call the team performaizdzNIZ S @ L (i Q-ghap8dicar&y G A | f f &
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.

Team Performance Curve

Team Impact
A

High Performance
Team

Real Team

Working Group Potential Team

Pseudo 2
Team Effectiveness

b

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 delegatetasks.
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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

¢CKSNBEQa | LRIOSYGAFt F2NJ AAIYAFAOLIYGS AYyONE
F20dzaSR 2y 02ff SOGADBS LISNF2NXI yOSd wKS YSY
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 geupo 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 higheelesf 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 ggarformance 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
mutuallyaccountable 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 ttethtoi

2yS y2GKSNRa LISNE2Y L 3 NRperiofn all ofhBr teRnS O S 2 LIY
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 § a leap of faith.

So where doegour team sit on the curve?

Bay of Fundy, Canada
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Building Team Performane

¢tKSNEQa y2 ARSIf | LIWNRFOK G2 o6daAtRAY3I | 0S8
preferred approach to how it will function in gettingtile2 NJ] R2y S® 2 Kl 4 Q& A
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).

| SNBQa | yfraGewarkfar mavid aftaam up the performance curve (adapted
from Jon Katzenbach and Douglas Sniitte Wisdom of Teams

1. Create a sense of urgency

Everyone on the team must believe that the team has urgent and worthwhile purposes.
Thegreater 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,
problemsolving, and interpersona

2 Kl 1Qa ONRGAOFE F2NJ 0KS LRGSYyGArt GSIY Aa
necessary for members to have all the technical skills immediately. Instead, the key is to
KIS GKS yYySSRSR a-iplandith@ ability forireialiers iobdqir@ a & G | NI
additional skills later on. Key skills that should be learned at the-gpamclude

interpersonal, problerrsolving, and team skills.

3. Give sufficient time to initial meetings

CKAA A& | GAGlLE (GAYS AfgvnieetingSinveh@ iemd&DI St 2 LIY S
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 controforiented or flexible? Is the leadsensitive to how members react to

his or her style? Can the leader change behaviour?
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4. Establish rules of behaviour

Arealteam has asetof rulestoguidelt O2RS 2F 02y RdzOG® 2 AUGK2c
iImpossible 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 encogeaparticipation, openness, commitment, and

trust.

5. Set some shofterm 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
AYVTF2NXYEFGA2Y® 'y SEFYLIES A& | YFEYylF3SYSyid &8
employee attitudes and perceptions from a selyv The team reacts in surprise. Giving a

team new information serves as a catalyst to the members to help them refocus on the
GSFYQa LISNF2NXIYyOSe LGQa Ifaz2z RIYy3ISNRdza T2
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 premat bonding

element. Potential teams are weakest here and must make conscious efforts to include
socializing.

8. Recognize team performance

| OKAS@AY3 | KAIK fS@St 2F LISNF2NXIyOS Aa |
NBI OKSRX A gniétheddan forfits piiogressl@dahievements. Doing this
1SSLJA GGKS GSIFYQa YSYOSNBR F20dzASR YR Y2GA[L
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Team Playeftyles

An effective team needs diversity in its membership, a combination of work and
personality styles. The following four tegrtayer 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. TheDoeris very taskoriented and actionfocused.Give himagz 6 | YR KSQa KI L
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 uncainty 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 problemOl y 6S | 101 2F GNHzaG Ay (GKS GSI YQ:
g1 NB 2F 20KSNARAQ FSStAy3aa FYyR ¢2N] Fd AydSs
2. TheVisionarysees the big picture and likes ideas and conceftk S f St a GKS G
vision and missionbé KS RNA GSNX» { KS R2SayQid tA1S 3ASai
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 stimulatégeos 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 get hung up on process instead
of results. And she may oveommit the team to setting too many objectives

LT a4KSQa (KS fSIRSNE GKS +*AaAiaz2yl NB KIFa | f
long-term strategic thinking. But she must be aware ef iweaknesses.

3. TheFeeleris a very strong context person, making sure that everyone is on board
0STF2NBE LINRPOSSRAY3I gA0GK | GFal 2N LINB2SOG®
SEOSttSyild tAaGSYSNI YR FI Ohd AR 242by 0 8 0faS &
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. #d 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 ovebearing and he must not lose sight that disputes are normal and
healthy for teans.

4. TheBoat Rockers open and direct with the other members of the tearBhe

regularly challenges the team on such issues as methods used, goals, and team values.
{KS 62y Qi KSaAaAOuldS G2 RAAFINBS gAGK GKS €
take calculated risks. However, the Boat Rocker must be careful not to use her style for
nonLINE RdzOU A 9SS dzaSo LGQa ySOSaalNER d GAYSa
push the team to take unnecessary risks.

1'a GKS (Sl YQa f SindirfysEatmble@ af trdagdpehnéss; LINI
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 withco-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 $yle. Moreover, we must strive for balance by using all four styles in the
appropriate settings.
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