IMPROVING TEAM EFFECTIVENESS


Goal:

Enhance the effectiveness of a team

Objectives:

· Determine barriers to the effectiveness of the team

· Develop actionable solutions to those barriers

· Develop plan for implementing those solutions

The Process

1. Facilitator passes out note cards and pens to all participants
Suggestion:  cards should allow people to write in large enough print so that it can be seen from a distance; post-it notes might be very appropriate, if they are large enough
2. Participants write down the top five conditions/activities/symptoms that they consider make the team less than fully effective.
Suggestions:  establish a ground-rule for the exercise that “what is stated in this room remains in this room”); use Characteristics of Effective Teams (see attached) to spark thought; ask participants to be specific, honest and frank
3. Post the cards on the wall

4. Group like cards with like into general problem categories (e.g., communication, collaboration/teamwork, etc.)
Suggestion:  this should be a group activity; don’t over-categorize; keep the number of categories at ten or fewer
5. Rank the categories (e.g., 1 = most important, 10 = least important)
Suggestion:  the group should agree to the rankings

6. At this point, you will have a identified a number of problem areas for team effectiveness (the categories), as well as a number of symptoms that fall within those categories (the information on the note-cards).

7. For each of the problem areas identified, ask the participants to write down (at least) one “solution” that can be implemented to increase team effectiveness

Suggestion:

· Focus on actionable solutions – solutions as vague as “be nicer to everybody” will not work

· Be specific – include WHAT and WHO

· Focus on solutions that are practical (remind participants that they will probably be asked to undertake at least one of these solutions themselves)

· Focus on things that can be implemented NOW

· Focus on proposing solutions to the highest ranked problem areas first

· Proposals could include changes to existing processes/procedures AS WELL AS new processes/procedures
· Remind participants that solutions may apply to more than one category; that’s OK.
8. Ask each participant to share their “best” idea with the other participants.

9. Ask for a volunteer to assemble the ideas, and formulate them into an action plan (with dates, and specific assignments).  Focus on activating the solutions for the highest ranked problem areas first.

10. Review plan (at a later date) with participants.  Modify as appropriate.

11. Activate the plan.

12. Schedule regular checkpoints with participants to gauge effectiveness of solutions, and modify workplan where appropriate.
Suggestion:  checkpoints may need to be taken monthly at first; over time may be able to hold them quarterly
Sample Problem Areas & Proposed Solutions Table

Problem Area and Symptoms
Solutions Identified

Communication


Lack of open communication

Inconsistent messages

Lack of focal point; single point of contact

Use weekly staff meetings as a sounding board


Clarify or make noise when hearing an inconsistent message; seek clarity right away


Make clear who the central point of contact is for external communication


Regularly scheduled status meetings per project


Periodic status/social activities


More structure to staff meetings 

Collaboration/Teamwork


We don’t stay with our plan/ strategy; too many exceptions

We lose sight of our common team goal:  success

Project silos

Not enough collaboration among projects

Too much power/turf protecting

We don’t function as ONE team

Team environment is not conducive to collaboration (no common work area)

Highlight when there’s a change to the plans and the reason for the change.  Ensure everyone knows the reason.


Measure achievement of target dates through the team/individual scorecard


Team building opportunities (lunches, ball games, time out of office)

Skill Sets/Training


Not enough cross training


Lack of knowledge and experience


Wrong skill sets

Schedule XXXX training for entire team


Identify opportunities for cross-training of team members; include in objectives


Establish training plans for each team member


Measure achievement of the training plans on the team/individual scorecard


Look for opportunities for team training


Weekly training activities


When we fill open positions ensure that the skill sets we are hiring are truly what we need

Effective Problem Solving


Wanting all the information before taking any action


Failure to adequately research/ document assumptions and proposed solutions


Identifying problems without offering solutions


Focus on blame instead of problem resolution

For every issue raised, propose at least two potential solutions and the pros/cons of each


Don’t accept “pointing fingers”


Encourage people to seek information, and make intelligent decisions based on what they know


Group training in problem solving skills


Foster an environment of trust by using phrases like “use your own judgment,” “I’ll trust what you decide,” and not punishing if the result is not optimal.  Encourage risk taking.


Find out why an action was taken first, then determine next course of action.

Personnel Issues


Our history


Half-time resources


Too much time spent on personnel issues


Performance feedback not timely or consistent


Team members are not receptive to feedback

Ensure that our objectives are aligned with the scorecard


Give on-going informal feedback to team members re their work


Encourage positive feedback from staff/ 360 feedback


Explain to team that we are change agents.  Everyone is expected to receive, and give, feedback.


Provide consistent, timely feedback


Performance issues should be reflected in team/individual scorecard


Create and use a Team Operating Agreement


More focus on praise than blame

Trust and Respect


Us vs. Them mentality


Team members do not trust each other


Team members do not respect each other

This will happen if the rest of the problems are solved.


Team building will help here


Communicating team and individual success stories


Catch someone in the act of doing something right!

CHARACTERISTICS OF EFFECTIVE TEAMS*
· Clear understanding of goal

· Results-driven structure

· Competent team members

· Unified commitment

· Collaborative climate

· Standards

· External support and recognition

· Principled leadership
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