Alison Hardingham and Jenny Royal are
Directors of Interactive Skills Limited, a
human resource consultancy staffed by
business psychologists.

They have run teambuilding, change
management, organization development and
assessment courses for a wide range of
companies.

In this book they have rejected all simplistic
and unrealistic talk about creating 'perfect
teams'. Instead, they have produced
something far more useful for both
management students and actual
management practitioners.

This is a straightforward and sensible guide
for the real world that does not aim at
creating the perfect team, but the best team
possible for specific purposes and given
limitations.

The Big Idea
Personnel and development professionals need to
acquire and constantly update a full portfolio of core
skills. “Teamwork in Practice” is an indispensable
resource to help equip managers with all the essential
skills they need.

Teamwork is essential for getting things done, yet
many organizations and managers find the process
fraught with problems.

The solution is simple: determine the kind of
teamworking you are currently using, decide on the
kind of teamworking you need in order to do better, and
then start moving from one to the other. This clear and
practical text brings together theoretical principles, case
studies, real-life examples and a toolkit of useful
techniques.
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Why You Need This Book
This book demonstrates in detail how to:
get your team going and keep it on track

diagnose difficulties with the help of ‘health checks’
put together suitable training events

turn real problems into teambuilding opportunities
overcome obstacles with effective interventions
maximize the benefits of psychometric tests

use team coaches to stimulate the players

tap into the talents of introverts, bullies, and saboteurs

bring a team assignment to a constructive end

Getting the Team Going
What should you do to start a fairly randomly selected group of people off on the right foot?
Because let’s face it, that's the reality of so-called teams in most organizations.

So how should you do it?

1. Prepare individuals for team membership. If you simply throw people together and
deal with them as a group from the word go, you delay or even destroy the possibility of
the team ‘gelling’. Individuals vary in the amount of preparation they need, and on
whether they want primarily facts, or reassurance and support.

2. Ensure baseline team functioning.  Ensure that the team has a modus operandi, a set
of procedures or a process which it can use to word towards it objectives.

3. Agree team objectives, and how to measure progress against them. One of the most
important things to do at start-up is to establish how the team will measure its own
performance.

To illustrate the power of these three simple principles of effective team start-up, the table on the
following page lists some of the most common problems against the principles that contribute to
their resolution.
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EXPLODING THE MYTHS
Here are some of the popular myths about team start up which you should no longer believe:
¥  Throw a strong leader at a team and everything will be all right.
¥ Unbalanced teams can’t work.
b It's better if everyone’s different.
b It's better if everyone’s the same.
b It's all about chemistry.

* Never start a team up without a teambuilding event.

* You have to be full time on a team to be a proper team member.
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Team Health Checks
You need a way of deciding which teams are effective enough to be left alone and which are not.
You need tools and techniques to give teams so that they can decide this for themselves, in a
more informed way.

Teams are a hit like individuals when it comes to questions of their ‘health’: they're reluctant to
seek help.

One of the most influential theories of effective team functioning is a developmental model which
proposes that when a group of people come together to achieve an objective, they will go through
a series of stages, leading hopefully to a final ‘mature’ stage that equates to effective team
functioning.

The main stages can be summarized as follows:
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STAGES OF TEAM DEVELOPMENT: PRACTICAL POINTERS

P Teams can get stuck in ‘forming’ or ‘storming’. Watch out for excessive politeness, or
prolonged conflict — but don’t assume conflict is bad. It depends where it is leading.

b Give teams time to develop before you assess their effectiveness.

b If team members say, ‘we've always worked together well — we've never had any
problems’, your teamworking antennae should twitch. It is more likely that a team
that is truly achieving its potential will have experienced some pain along the way.

¥ Teams may need help to end well. Celebration of achievement, commitment to help old

fellow team members on an informal basis, exchange of news about how each member
is doing now: these are the kind of actions that help teams to end well.

A SHORT-CUT TO TEAMWORKING ANTENNAE
If you haven't time for lengthy research, or you want a quick mental checklist for making on-the-
spot appraisals of team functioning, try the following acronym: PERFORM. It stands for:
Productivity: is the team getting enough done?
Empathy: do the team members feel comfortable with each other?
Roles & Goals: do they know what they’re supposed to be doing?
Flexibility: are they open to outside influence and contribution?
Openness: do they say what they think?

Recognition: do they praise each other and publicize achievement?

Morale: do people want to be in this team?

And the most common indicators of problems in any of these areas are:
Productivity: a boss in a bad temper
Empathy: no coffee at team meetings
Roles & Goals: puzzled faces
Flexibility: annoyed outsiders talking about the ‘fortress mentality’
Openness: silence
Recognition: backbiting

Morale: everyone’s gone!
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Ten Tips for Putting Together a Two-Day Teambuildin g Event
1. The nature of the event must be closely determined by the type of team you are building.

2. Any two-day event should contain a great variety of different elements: for example,
discussion, puzzles, questionnaires, videos, and so on.

3. You should take every opportunity you can to build in links and parallels with the working
environment — through the nature of tasks, through explicitly reviewing what is relevant,
and how it is.

4. Process reviews need to be timetabled in — our experience is that groups try to skim them
so that they can have more time on the ‘important task’ (their words)!

5. Make sure you don't include elements that individual team members will feel very strongly
they do not want to do. In other words, don't forget the individuals!

6. Dinner on the evening of the first day is one of the most important elements.

7. Build in memorability — with funny tasks and surprising, challenging, innovative
approaches.

8. Make sure you allow for enough tutors.

9. Don't forget to handle the end of the event carefully by steadily increasing the closeness
of the links between the event and the ‘real world'.

10. Don't expect too much change from a single two-day event. Use the energy an event like
this generates to get things going; don’t expect it to build teams on its own.

Real Organizational Problems, Real Teambuilding Opp  ortunities
Here are the steps on how you can explore exactly how you can solve teambuilding problems:
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Step One: identify the problems
It is best to identify the problems through both targeted interviews with participants before
they attend the program and deep understanding of the organization.

Step Two: design the event around the problems
When you sit down with all the interview notes to prepare the problem statements for the
event, you have two main tasks ahead of you:
b To distil the most important themes
» To phrase each problem statement appropriately
Step Three: run the event

Running the event is the opportunity it creates for the trainer or facilitator to establish and
maintain a particular kind of working climate.

Step Four: follow up on the problems
This is the step that gets forgotten most often, to the great detriment of the whole
exercise.

Eight Key Skills for Team Coaches
You can make it more likely that team coaches will succeed by giving them some training in eight
fundamental skills:
Skill One : understanding where the team is coming from
Skill Two : observing and recording group process
Skill Three : reviewing team process
Skill Four : coaching the team
Skill Five : helping individuals develop
Skill Six : supporting a team that's failed

Skill Seven : picking up information at odd times

Skill Eight : helping team members give each other feedback
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Individuals and Teams: Getting the Balance Right
People don't stop being individuals when they join a team. But if they are only treated as
individuals — by their bosses, coaches, mentors — they will not form a team identity, with all the
commitment, creativity and loyalty which that brings in train.

So all those who take responsibility for helping the team develop have to walk a tightrope
between acknowledging individual needs and building team spirit.

That is why sometimes the best way to deal with an individual problem is within the context of the
team — using the leverage the team gives you, the opportunities to set up particular systems,
feedback loops, procedures — to influence individual behavior for the better.

Teams in the End Game
The key to handling the end of a single team member’s involvement is the same as to handling
the disbandment of the whole team, but in miniature.

In brief, make sure the team member says a proper goodbye — at a team meeting, that everyone
understands why he is going and where to, that he has the opportunity to thank the team for what
he has learned, and they to thank him for what he has contributed.

In this, as in all endings, a little bit of ceremony goes a long way.

~Ill~
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