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USING THIS BOOK
This book is designed to give you more control over your professional destiny in a community of like-minded team members--a team you jointly create and cooperatively manage.  
Virtual teams enable you to shape your job, career, and daily working experience to fit your personal ideals and professional standards. If you’re going to spend a third of your life working, why not make it a positive, productive, rich experience?
This book is in step with the times, the 21st century era of projects brought to fruition by virtual teams: professionals who need each other to succeed but who don’t necessarily work in the same location, share the same boss, or even work for the same organization. This book makes it easy for you to understand teamwork and build your own successful team with those you already work with and for.  
The essence of teamwork is productive interdependency. When people interact to succeed in their respective jobs, that’s invisible teamwork.  So if you already need one another to succeed, why not form your own visible team and then build it into a highly productive, meaningful professional community? 
And why not build a team around the unique capabilities and experiences of its diverse members? As a group of interconnected professionals who depend on one another for career success, you can create the team in your own images (competencies, standards, ideals, and creativity) to reflect your sense of unity and shared purpose: a community of meaning. 
Who is this book is for?

· Professionals in business or non-profit organizations who want to work in a team environment 
· Anyone who would like to create a team or manage an existing team 

· Organizations wanting to convert to team-based productivity

· Anyone who would like to change or improve a team they already work on 

· Managers and supervisors who desire more teamwork from their subordinates

· Team-oriented professionals in business and nonprofit organizations

· Those who want to know more about teamwork and the 21st century work world

This book will help you:

· Work in a productive partnership with fellow team members to formalize your own team in a conscious, professional manner

· Work with and through your team members in a mutually-beneficial way 

· Increase the productivity and success of your team in a cooperative, coordinated manner

· Improve how well your team serves its clients both inside and outside the organization

· Build a team that fits the unique professional and personal characteristics of its members
· Enhance the sense of meaning you derive from your work and productive partnerships with others
Part 1, Building Your Own Virtual Team, provides essential insights into what 21st century teams are like and how they work.
Part 2, Teamwork Toolkit, equips you to apply the book’s concepts and tools. 
Part 3, Annotated Instant Teamwork Worksheets, illustrates how to use step-by-step worksheets to build each phase of your virtual team.
Part 4, Teamwork Worksheet Templates, contains the 13 worksheets illustrated in part 2 for you to use as templates in building your own virtual team.
The team-building toolkit in this book contains the most basic, often-used conceptual and action tools needed by virtual team members as they work together building an “airport” that fuels your team for take-off, gets it off the ground, and keep it soaring into new horizons.  

In fact, this book is a contributing member of your team offering creative ideas, helpful guidance, and encouragement to succeed.  Print a copy for everyone who wants to participate in your professional community of productivity and meaning. 
This book is not under copyright and was written to benefit the reader. Feel free to use the book in any way helpful to you. You have permission to copy it, distribute it in part or whole, quote from it, and to use it for seminars or publications. 

Part 1

BUILDING YOUR VIRTUAL TEAM
1. TEAM BUILDING OVERVIEW
Teams are just like people: they change and develop; go through lifecycles; are productive and creative; and have unique personalities. And just like people, different teams are productive in different ways. This book is organized around a flexible approach to team-building that fits you smoothly and works for you productively. 

This book’s approach to building virtual teams
1 Form your virtual team (out of existing work interdependencies). 

↓
2 Formulate your team’s service mission.
↓
3 Establish team member expectations for what they hope to 

contribute to the team and receive from the team.
↓
4 Crystallize a contributions description for each team member.
↓
5 Define multi-faceted team niches for team members.
↓
6 Import/export members onto and off the team over time.
↓
7 Implement an on-going system of team member professional development. 
↓
8 Maintain team reality orientation via continuous charting of team decisions and actions.
↓
9 Build and manage the team’s evolving resource base.
↓
10 Maintain a continuous team success strategy dialogue.
↓
11 Evaluate team performance success and progress.
↓
12 Evaluate team member contributions and rewards.
Part 4 of the book provides facilitating worksheets (illustrated in part 3) to guide your team through these steps. 

Key success factors embedded in this team building model
· Developing the team’s community of meaning

· Team motivation via the 4 I AMs

· 360 degrees team communication
· Blending the contributions of team members who generate internal and external value for clients 

· Virtual team communication and interaction

· Community decision-making

· Creative counterintuitive thinking

· Impacts analysis

· Delphi technique

2. THE COMMUNITY OF MEANING
Most of us don’t work just to make a living.  Psychological reasons also motivate us. We want interesting work; challenging work; and meaningful work--work that makes a positive difference in the lives of others. We work not only for ourselves, but also on behalf of clients inside and outside our organizations.  Work takes on greater meaning as it impacts people in positive ways. 

Our deep-seated need to participate in a community of meaning is a powerful motivator, but it hinges on working with and around others in a team environment. Teams thrive on sharing a common meaning: service to clients; maintaining high standards of performance; cooperative decision-making and problem-solving; and pursuing ideals bigger than the team and its members. 
Teamwork delivers meaning we can’t get working alone--meaning in the form of “4 I AMs”: I am productive; I am needed; I am appreciated; I am unique. Working interdependently with others (the essence of a team) puts us in a unique position to both receive and deliver the 4 I AMs. 
Football team trainer Greg loves his fast-paced job, because he’s knee-deep in positive things on a daily basis. He knows he’s needed because so many people depend on him for so many things. The players call on Greg for pre-game wrapping (ankles, knees, elbows) and equipment adjustments (shoes, helmets, hip pads, shoulder pads). Greg knows he’s productive every time the team successfully gets through another game, because they couldn’t have without Greg’s constant assistance. Greg definitely feels appreciated, not only because he gets credit from players and coaches, but also because once he was awarded the game ball. And Greg senses how unique he is each time a friend or new acquaintance listens in rapt interest about his unusual job and game-day experiences. Greg even realizes how many touchdowns he helped “score,” based on the equipment decisions made for running backs and receivers. Greg loves his job because he gets paid (overpaid in his opinion) with the 4 I AMs. 
Working in the community of meaning you can:
· Leave a visible imprint on the success of your organization and coworkers  
· Shape the course of your own work and productive interactions with others
· Build significant professional relationships with coworkers

· Help actualize your organization’s mission through synergistic team effort 
Franklin, the customer rep for a “big box” hardware store, looks forward to the arrival of Spring every year, because so many customers benefit from his experienced gardening advice. Josie, a museum guide, loves elementary school field trip days in her part of the museum, because student faces light up with such joy and enthusiasm. Stacy the waitress looks forward each morning to the breakfast shift, because her “steadies” are always glad to see her. Even though it was blazing hot, Bryce worked extra hard on the football stadium grounds maintenance crew in August in eager anticipation of the start-up of football season. 
EZ ideas for building the community of meaning
· Profile on Facebook
· $50 goof-off weekly petty cash hidden in team’s work zone
· A beckoning goodie table where the awaiting chocolate chip cookies and M&Ms provide taste bud solace to team members as they scratch out no-fun paperwork
· Hosting customers who visit the workplace

· Once-a-month Fridays, when the team prepares and delivers lunch to their favorite clients

· Photos of the team’s products in the client’s workplace or home

· Photos of team external customers and clients

· Play money to use in team financial records and planning

· Sharing communal equipment and facilities

· The team’s own website

· Teams bid out routine work to other areas of the organization (in-sourcing)

Volunteering members on the airport operating crew fix lunch once a month for the other team members--quite an undertaking considering how large and varied this virtual team is. Last month it was the plane maintenance group hosting with homemade sausage, smoked venison (courtesy of a recent hunting expedition), and Cajun-style potato salad. The previous month, wives of the baggage crew surprised everyone with spaghetti in three varieties: Italian, Mexican (spiced up with chipotle), and Romanian (white cream seafood sauce). Family members are invited, as well as the airport parking attendants not on duty at noon. They all get along like family and share lots of humor and “war” stories about their airport experiences. There’s definitely more to these blue collar jobs than just making a living.

So, why be on a team?

· The average person has no unselfish reason to come to work each day but is looking for one. Too many people, giving up on professional self-fulfillment, chase the buck as a cheap substitute.  Teams give you someone to serve besides yourself and offer something bigger than yourself to work for.

· Teams are islands in a stream--islands of meaning, mission and service, creativity, success, and professional development.

· Teams are more in touch with workplace realities than their individual members, just as farm animals know more about the coming weather than the farmer.

· Teams empower you to extend yourself through others.
· Teams help members overcome organization-induced mediocrity by enabling them to excel at what they do best. 
· Teams have a high potential for delivering on Elvis Presley’s often-quoted formula for daily happiness: someone to see; something to do; something to look forward to.

Alicia’s workdays have flown by since joining the entrepreneurial project team. Her sophisticated computer programming skills were important to the company, but now she finds her work more interesting and challenging. “On this project I have more opportunities to help people out, and I get to use more of my computer knowledge. I see I the difference I make from the productive feedback I receive.” Alicia’s knack for management also comes in handy. “A lot of the applications I develop for people make their jobs more efficient and organized, which carries over to the project managers who can save both time and money. Quite a few times, they have asked for my advice and insight about staffing and overtime pay issues based on software I developed. It’s a good feeling!”

So, why be on a virtual team?

· You don’t require official sanctioning by your organization or have to be an authorized supervisor or administrator.  
· You can form your own team your own way.
· You have a lot of influence over your team, shaping and sculpting it to reflect your work style and professional ideals.

· You can extend your professional capabilities through members of your virtual team.

· You can create a productive niche around what you do best and enjoy doing most.

· You don’t have to work in the same physical location as your virtual team members.

· These above professional opportunities will infuse your work world with new meaning and relevance. 

Darren’s new and used cars sales have been percolating much better since he set up his extended sales team. Neva in finance helped a lot with her new computer-generated financing options printout Darren uses with potential buyers. Victor in car maintenance has a “KwikFix” brochure selling buyers on the cost-efficiency of their new cars. Kevin, the sales manager, cooked up another sales tool for Darren, the “I Like My Car” program. It contains photos and quotes from pleased car owners who drive one of the dealership’s models. Marisa in used cars provides Darren with a weekly list of “Value-Buys” for customers who can’t decide on buying new or pre-owned. With all this resourceful back-up, Darren never spins his wheels!
3. VIRTUAL TEAMS
Teams are nothing new, of course. “Formal” teams (formed and supervised by the organization) are recognized by their uniform visibility: sports teams, military platoons, assembly line crews, cheerleaders, etc. “Informal” teams (people who regularly work together in close proximity without a formal supervisor) are less familiar, because they are less visible: health care professionals across several clinics; stock brokers in a common office area; insurance adjustors, etc.
But virtual teams are the least recognized “species,” because they often cut across the visible boundaries of organizations, geography, cultures, and industries. 
Simply put, a virtual team is a group of interdependent producers who can’t succeed working solo. When individuals don’t need each other to succeed, teamwork is neither needed nor possible.  People who work around each other, but don’t depend on one another, aren’t a real team. They’re “turkey ham”: meat that looks and tastes like ham but ain’t the real thing.
Many organizations brag about their “teamwork” just because they use time-worn managerial tools:
· Meetings

· Memos

· Mission/vision statements

· Standard operating procedures

· Participative management

· Work parties and celebrations

· Friendships and social relationships between employees 
In its advertising, a travel agency touts its “team” of travel planners, but they work separately and self-sufficiently on the phone and rarely cross paths.

A local school district refers to the “teamwork” among its teachers, but in reality their pedagogy and lesson plans coincide only where state laws mandates. 

An insurance firm calls its six adjustors a team merely because they attend professional development seminars together. 

Virtual teams are temporary, evolving, informal, interdependency networks unbound by time and space.  Held together by technology and informal leaders and followers, they cut across departments, organizations, geography, time zones, and cultures. 

Virtual teams are the edifice of 21st century digitalized global project work. People who contribute to common projects and goals don’t have to work together physically, because technology enables interdependent workers to coordinate much of their work digitally. Computers, emails, texting, cell phones, teleconferencing, and faxing undergird virtual teams.

Virtual team examples
1. Car rental agency team member job rotation team niches:
· Work shift coordinator: who works when; who does what

· Customer contact: in person; over phone; email

· Customer info: rental contract; credit card processing

· Customer orientation: car walk-through and inspection

· Car clean-up and maintenance

· Car transfers and ferrying from other rental locations

2. Members of various virtual teams in a hospital 
Doctors, nurses, med aids, technicians, administrators, patients, patient families, insurance companies, pharmaceutical company sales reps, state health inspectors, home care nurses and aids, med equipment manufacturers, and supply company reps
3. Kate’s nursing-related interactions with her virtual team last Tuesday 
· Talked to Dr. Villarreal about the special needs of a multi-care patient and networked with a med tech and nursing assistant to establish a care regimen involving the periodic help of four people (the attending physician, the day and night shift nurse supervisors, and the nutritionist in food services)
· Asked the med tech office to set up a bone scan for a patient

· Fielded two phone class from insurance companies about the coding used on the surgery documentation for  recent patients

· Attended the meeting of the facilities modernization committee and volunteered to get ER nurses to fill out a questionnaire about their future facilities needs 

· Called head nurse Jennifer (attending a medical conference in Phoenix) to remind her to contact Phoenix Central Hospital about giving her a tour of their new patient outpatient facility 

· Met with David and Gene to determine how their job description should be revised now that both were moving in a four-day work week 

· Twisted Dr. Gordon’s arm to speak at a local university pre-med majors program

4. The internal and external virtual team members of the help-desk in a corporate computer department 
All computer users in the corporation; corporate departments and personnel; all corporate projects; bandwidth providers; Microsoft and Apple; Dell Computer; computer technical magazine, newsletters, and new hardware and software manuals; computer service specialty companies; computer outsourcing firms; the Internet; Google, Yahoo, and other search engines; etc.

5. Virtual team members in an insurance company
Sales reps, underwriters, claims representatives, actuaries, clerical staff, computer support, customer support, human resources, accountants, financial analysts
You know you work on a virtual team when:

· To succeed in your work, you regularly rely on certain people inside and outside your organization.

· Others regularly rely on you to contribute to their work.

· Co-workers include you in their decision-making and problem-solving.

· You voluntarily cooperate with others on projects or assignments. 

· You professionally interact on a regular basis with people who may not be in your work area.
Paul gets an email every time a new company locates in his town. As Member Coordinator for the local Chamber of Commerce, he immediately sets up an appointment to visit with the firm about Chamber benefits. Paul receives these invaluable emails from a variety of sources (virtual team members), including realtors, employment agencies, hotels, and school districts.  
Paul enters these new business contacts into the Chamber’s “Development” computer file maintained by LeeAnne, the Chamber’s Information Officer. Once Paul finishes his first contact visit with a new company, he completes an online “Member Prospect” sheet and routes it to the Chamber Director, board members, and also to LeeAnne. Board members who feel they may have an “inside track” on the new company in town then contact Paul to discuss strategy for making the membership pitch. 

Whether Paul realizes it or not, he definitely works on a team of interdependent professionals who routinely rely on one another to succeed: his miscellaneous information sources around town; LeeAnne; the Chamber director and board members; and new companies building a community profile. Paul is in an ideal situation to make his invisible virtual team visible. His interdependency network is already well-organized, and everyone involved stands to benefit from formalizing their roles as cooperating virtual team members.  It’s time for Paul to become a virtual team leader.

Teamwork happens automatically when people have to cooperate in order to achieve a common goal or mission. People work in tandem because it is to their professional advantage, and because they share common goals and ideals. They lead/guide and follow/cooperate according to their mutual expertise and motivation to succeed both as individuals and as a team.

So who is a virtual team member? Someone who succeeds by helping others succeed. Who is a virtual team leader? A virtual team member who voluntarily takes initiative for a team activity and receives the voluntary cooperation of affected team members (followers/cooperators).

To be a virtual team leader/guide, you don’t have to be formally appointed by your organization or given supervisory authority over “subordinates.” You’re a virtual team leader when you assume responsibility for a virtual team activity with the voluntary backing of others involved.

Virtual team leaders get things done by coordinating project interdependencies. Taking charge of their own pieces of the project causes them to interact with fellow team members doing the same thing with their own project pieces. You voluntarily interact with me because we need each other professionally. 

People who work interdependently lead/guide some of the time, but follow/cooperate most of the time. They lead/guide when their expertise benefits the rest of the team and follow/cooperate when it benefits them to lead with their expertise. Virtual teams are informal professional communities of interdependent members.  

Virtual Teams Everywhere You Look
	Type of virtual team
	Virtual team members
	Professional interdependencies

	Sports broadcasting
	Announcers, advertisers, technicians, camera operators, producers, directors, electricians, project managers
	Communication, technology, television networks, scripts, travel arrangements

	Medical facilities
	Receptionists, advertisers, 
med-techs, insurance clerks, pharmaceutical reps, maintenance crews, doctors, nurses, medical practitioners
	Patients, insurance regulations, technology, facilities availability, medical safety procedures, treatment protocols, rapport with patients

	Construction sites
	Manual laborers, skilled laborers, equipment operators, inspectors, engineers, subcontractors, suppliers
	Tools, blueprints, safety procedures, labor laws, contracts, building materials, suppliers

	Airports
	Reservation agents, pilots, stewards, security guards, baggage handlers, maintenance personnel, restaurant and shop employees
	Building facilities, safety regulations, credit cards, weather conditions, airport security, transportation 


Virtual teams in action
· Derrick and his virtual team members no longer have to order office supplies for their engineering partnership, because local supply contractors have computer access to the team’s inventory records. 

· Kirstin and her virtual sales team are able to close sales calls in minutes, rather than days, by obtaining the electronic signature of the regional sales manager online. While on the road, they also hold evening virtual team meetings via laptop in their geographically-separated hotel rooms.
· Twelve on-the-road insurance adjustors were able to double their daily number of hurricane storm settlement homeowner contracts via consulting the virtual team’s real-time data system. The system records the settled contracts of all virtual team members, thus providing each adjustor with a state-wide benchmark to follow.
· Dr. Kincaid has more time for her patients because she didn’t have to attend her team’s physical meetings (which are videoed and placed on the hospital’s local area network).
· Seven interior decorating reps work on a virtual team with three local home furnishings companies. The seven reps send cell phone pictures of the home decors they visit to the furnishing companies, who in turn offer the homeowners 20% discounts on interior decorating work.   
· Jennifer and two friends, Krista and Sidney, use online calendar software to run their own “One-Click” Babysitter Service which matches the schedules of nearly 90 babysitters with the schedules of over 300 parents who frequently use babysitters.  Everyone involved uses the online system to set up their own babysitting arrangements with one click.

· The seven sports writers for a local newspaper use a proprietary computer system to schedule who covers which local games. Also, each writer has a volunteer assistant who interviews the coach of the game and several fans after the game for quotes.  The assistant types these up and emails them to the sports writer, who can then efficiently include the quotes in the game-day story. 
· Dealership mechanics with service questions or problems can call or email master mechanics at auto company headquarters in Michigan. A summary of each call is maintained in a data base that mechanics can also use for trouble-shooting and on-the-job training.
The complex interdependencies of virtual teams
· David heads the computer services depot of a military contractor, where the network of technicians who directly and indirectly depend on him include several engineers; three computer technicians; various staff members in the HR office locally and in the national headquarters; ISO (International Standards Organization) representatives; software suppliers; software consultants; hardware consultants; computer security consultants; and government bureaucrats who oversee some of the contracts of David’s company. David’s technical expertise enables him to influence many executive-level personnel. Needless to say, David’s email phone address book is monstrous. 
· Lindsey is Chief Budget Analyst for an environmental clean-up engineering firm, where her work segues with the corporate budget officer; field engineers; OSHA (Occupational Safety and Health Administration) inspectors; an outsourcing accounting firm; scientists on consulting retainers; Corps of Engineers regional office; and a legal services firm. Most of Lindsey’s virtual team members exercise expertise power or bureaucratic power over Lindsey’s formal department manager.
· Diana is the health safety compliance officer for a large multi-care retirement center and nursing care facility. She works with the facility’s director; nursing staff; HR staff; dietician; contract physicians; state health care agency; the coordinator of volunteers; legal outsourcing partnership; maintenance crew supervisor; and an outsourced employment agency. Diana must be an expert at adapting to both formal (chain of command) and informal (project-coordination) power.
· Lamont is the men’s wear buyer for a regional upscale department store chain. He works for the headquarters marketing department with the men’s wear department managers in the chain’s 35 regional stores; trade show representatives; fashion modeling agencies; Asian and European fashion designers; two ad agencies; and several agents for male models and movie producers. Lamont’s virtual team is geographically-extended, so most of his team member interactions are virtual (digital) rather than physical.
· Jerod is Chief of Police in an upscale residential “bedroom community” of 3400 predominately white-collar professionals. He works closely with the small city council; Council of Regional Governments from the adjoining “mother” city of 375,000; the law enforcement directors for the city’s five geographical jurisdictions; director of the county jail; chief detective of the department; police chiefs of the contiguous counties; the city’s district attorney; the state law enforcement regulatory agency; and the local peace officer’s union. To succeed in his multi-layered job, Jerod must smoothly adapt to both formal and informal workplace relationships, some of which are official, while others are off-the-record.
4. WORKING ON A VIRTUAL TEAM
The experience of working in traditional 20th century, non-team, hierarchical organizations: 
· Asking permission: Traditional organizations control more than they empower.
· Clock watching: The best way to efficiently control work is make it as simple and predictable (boring!) as possible.

· Gossip and the grape vine: Information is power, so traditional organizations withhold most of it from the rank and file. 

· Routine meetings: Meetings are a conduit for control, especially when routinely conducted in traditional organizations.

· Supervisors micro-managing your work: In traditional organizations, there is a policy, procedure, or protocol for practically everything. 
· Using only a sliver of your professional capabilities and interests: Going outside your job description or chain of command is a cardinal sin in traditional control-oriented organizations.

The experience of working in 21st century team-based organizations:

· 360 degrees interpersonal influence: Teams empower employees to influence their own work and the work of others.
· Broad-range of professional contributions and team-based niches. Teams thrive on results, not job descriptions.

· Busy, self-directed people cooperating: Cooperation breeds success, which breeds cooperation.  

· Community decision-making and problem-solving: two (thinking and creating) heads are indeed better than one.
· Continuous networking: Productive people help you be more productive. Go out and find each other!

· Continuous professional development: Multitasking team members learn from one another and become productivity partners. 

· Crossing boundaries (jobs and projects, organizations, geography, culture, technologies): Far-flung teams have human resources, often global in scope.

· Energized discussions and analysis: It’s easy to get excited about your work when it matters to your team and clients.

· Evolving work patterns and challenges:  This is the payoff of multitasking and the continuous professional development that goes with it.

· Focus on external constituents: There is nothing like a satisfied customer to make you and your team proud of its hard work.

· Frequent personal and impersonal communication: Communication, not control, is the fuel of teamwork.

· LeaderFollowers: Productive interdependency and synergy set the table for team members to experience the full range of productive behavior, from following and leading, to everything in between.

· Mission-focused work: Beats routine work driven by narrow job descriptions. 

· Real time-orientation: “Time flies when you’re having fun.”

· Self-management: Team members do what their team needs them to do; that’s self-management.  

· Transparent communication (absence of hidden agendas): When productive people need one another, they communicate honestly. 


Four and a half years after moving to a team-based organization structure, the local distributorship of a national beer brewery led the nation in per capita sales of their brand.  Each of five, six-member teams services one of the city’s five exclusive marketing territories. Each team is run like a separate company, calling its own shots in competing against the other four teams for profit (which the teams divide with the distributorship and among themselves). The five teams are phenomenally successful in selling beer, having learned to harness the many productive dimensions of teamwork: 

1. Team member empowerment and influence: The distributorship teams run their own show, making their own decisions; solving their own problems; setting their own work schedules—even though the average member has only a high school diploma.

2. Team-based niches: Team members have to be interchangeable on the job to provide maximum flexibility for scheduling and assignments. Members move in and out of niches (loading and driving trucks; calling on customers; filling out sales paperwork; collecting on overdue accounts, etc.) depending on day-to-day and hour-to-hour circumstances. 

3. Cooperation: When a certain team member is needed to work overtime in order to land a new account, he simply calls his wife to let her know he will be late.  Without giving it a second thought, he works late on behalf of the team and “his” new customer.

4. Community decision-making and problem-solving: Each of the distributorship’s five teams jousts daily with difficult challenges and sophisticated operations. Their members are very conscious of the need for 360 degree feedback and counsel from fellow team member; of the distributorship’s four other teams; of customers, and even the national brewery.

5. Networking: A poster in the distributorship office says, “Everyone you meet is a potential opportunity.” Team members are not shy about “cold-calling” on the newly opened convenience store in their territory or the regional manager of a supermarket chain. Team members think of themselves as entrepreneurs who just happen to load and drive trucks. 

6. Professional development: Team members use their heads a lot more than their hands learning new software programs and digital devices; figuring out the net present value of loans; learning truck maintenance tricks of the trade; “pretty-talking” delinquent accounts; speaking Spanish to a number of customers; and distilling info from marketing seminars. 

7. Transparent communication: Don’t show up late for work, or you may have a fight on your hands from irate team members over-stretched on the job. Send someone (your teenage son, semi-retired uncle, or even your wife) to take your place for part of the workday, at least on the simpler manual labor duties or boring paperwork.

8. LeaderFollowers: Members of the five distributorship teams don’t think of themselves as leaders or followers—just doers. “The more I do for the team today, the more you can do.”

9. Self-management and accountability: Dividing up team profits among five members is serious business. Not everyone earns the same because contributions to the team aren’t the same. If you expect your “fair-share,” you’d better have your act together. Someone with high expectations is watching all of the time.


Team surprises
· Team members are empowered to “do their own thing.”

· Team members occupy multiple niches, performing a wide variety of work, yielding a rich matrix of contributions.

· Virtual team members plug into to team activities from a variety of locations and times.

· Team members continually network with new or prospective team constituents both inside and outside the organization. 

· Team members rub elbows communicating, making decisions, solving problems, and motivating one another.

· Some team members work in different departments of the same organization.

· Some work in different organizations.

· Some employees are on multiple teams.

· An informal leader on your team might influence your work more than your formal supervisor.

· Team members lead sometimes, follow sometimes.

· Team members sometimes reverse roles and duties. 

· Teamwork helps everyone discover new things about themselves professionally.

· People experience more on a team than they do working alone.

· Teams unlock your untapped reservoir of productive potential.

5. TEAMS WORK!
The digital era has significantly changed how people work, even as many organizations still struggle to make the transition from 20th to 21st century. Now that digital technology (faxes, emails, texting, computerized scheduling and calendaring, etc.) enables us to communicate and interact with people who don’t work in close physical proximity, virtual teamwork is possible.  This is especially true for projects involving the interplay of specialists plugging into and out of ongoing assignments. The following table compares and contrasts the new virtual team paradigm with the outmoded formal supervision style:
Ongoing Work Transitions
	Work style tendencies
	20th century
formally supervised work projects
	21st century 
team projects

	Work control


	Impersonal: job descriptions; systems and procedures; quality control inspectors; time cards 
	Interpersonal: Team member job enrichment and niches; peer coordination and 360 degrees feedback (from constituents both inside and outside the organization); real-time quality control

	Interpersonal relationships
	Department-centered; hierarchical; revolving around similar job descriptions
	Informal; client networking-focused; professionally diverse

	Decision-making and problem-solving
	Hierarchical; routine; delayed
	Consensus of team members + team constituents; routine and strategic; real time

	Technology
	Mechanical/physical
	Digital/informational

	Focus of work
	Limited-scope jobs; technical; cost-efficiency; organized
	Projects; mission-impacting; marketing; client-intensive; “go-with-the-flow” 

	Employee experience
	Narrow and specialized; repetitive; stable 
	Broad-based and generalist; evolving 

	Clients
	Internal: mainly other departments
	External: mainly customers

	Compensation
	Based on hours worked and rationalized organization compensation system
	Revenue-generation; project-based compensation, often based on return of investment (project budget)


21st century teamwork
· Teamwork is the 21st century way of getting work done and achieving success in what you do.

· Teamwork is for everyone, because everyone is cut out for teamwork of some kind.

· Teamwork isn’t like a complete new car or high-def TV—finished and done. It’s more like rearing children: a continuous, evolving process handled one moment at a time. 

· Most teams are informal and invisible, based on interdependent working relationships rather than formal and visible (organized and managed by the organization) ones.

· Your capacity to work in a team improves over time as your experience working with people grows.

· Most teams--and the best teams--are built in a cooperative, interdependent process by their members.

· Most professionals already belong to one or more teams based on the people they naturally work with on projects, decision-making, problem-solving, and planning.

Do yourself and your coworkers a favor: form a team! 
· Teams turn irresponsible members into responsible producers.

· Teams share the burden of leadership by rotating managerial duties. 

· Everyone on the team is a “go-to” person; that’s why teams out-produce lone wolf workers.

· Teams don’t need many formal meetings, because members are digitally connected.

· Team members are empowered by mutual accountability. 

Why work alone? Why rely solely on your own skills and abilities? Why be limited by your limited energy? Why do all of your own thinking? Why get so stressed out and tired?

Don’t just survive; join a team and…

work Together

             get Help

                            pRogress

               be Interdependent

           achieVe

                      succEed
Teamwork = professional success in the 21st century
Formal managers (those who make decisions for others and control their work) are becoming dinosaurs. Not only are they are expensive, they slow down decision-making and limit employee contributions via elaborate job descriptions and bureaucracy. Team-driven organizations empower employees to manage themselves.

Because of new global business challenges, most 21st century organizations are understaffed. This means everyone has to be an informal manger of his or her own work and projects. A new era has dawned of full-time, part-time, and temp workers who are largely self-managed. This requires informal (off-the-organization-chart) teamwork at the grassroots level.

The 21st century “flex” workplace is a semi-organized “happening.” Increasingly, work is managed at the grass-roots level by informal teams by informal leaders. Organization structure is less visible, based more on working interdependencies between professionals than on formal organization charts and job descriptions. 

Interdependency = team-based success and productive synergy.
The main purpose of teams is to manage (coordinate and synchronize) the work of people who depend on one another. Interdependency is just another word for teamwork.

Success springs from interdependencies, because it nurtures cooperation, participative decision-making, 360 degrees communication, and creative thinking. You can’t reach your full professional potential working alone. Teams multiply the professional capabilities of their members exponentially, making teamwork the ultimate professional experience. 

Felicia just thought she knew a lot about animals, until she was transferred from the roaring big cats to the slithery reptiles. In her third year as a part-timer at the zoo while she pursued a biology college degree, Felicia long ago discovered the benefits of networking with colleagues. Since studying about animals and actually taking care of them are two very different things, Felicia knew all about asking questions and soliciting practical advice from others. Just yesterday Doyle showed her how to pick up and hold snakes; Celia demonstrated how to reset the temperature/humidity gauge in the reptile house, while Marcus explained to Felicia how to feed mice to the python (yuch!). Felicia realized how much more she learned about animals from team members at the zoo than from her brainy college textbooks. Not only did Felicia need her work friends for training and advice, she also needed their assistance in handling the reptiles and mammals. Just like cold-blooded reptiles need a “hot house” living environment, people thrive in a fertile team learning environment. 
Why teamwork works
Teamwork works because it sharpens people’s interpersonal skills. Interdependent team members have to get along, because they can’t work alone.  When someone else helps “butter your bread,” you learn how to see eye to eye with them.

Teamwork works because of its internalized ideals. Team members work together because they share ideals that transcend the individual: cooperation, accountability, client-focus, and even occasional personal sacrifice. 

Teamwork works because it stimulates communication. When coworkers cooperate, coordinate, and control quality standards, they naturally communicate.  Talk promotes everyone’s professional well being.

Teamwork works because it ensures mutual accountability.  Without the peer pressure of teamwork, the team’s inevitable weak links (professional incompetence, personality dysfunctions, disorganization, unreliability, etc) continuously eat away at both people and productivity.  But teams have a nasty way of holding their members accountable for “screw-ups” and bad attitudes.  Accountability is upheld by self-interest--we have a stake in how other members of the team perform. 

Teamwork works because it generates a strategic point of view. People who work together survive and thrive by focusing on their common strategic mission: Why are we here?  What are we striving to accomplish?  Who do we serve?  How well are we performing? Strategy is the nucleus of extraordinary performance. 

Teamwork works because it motivates people by making them feel productive, appreciated, needed, and unique (the “4 I AMs”).

The advantages of teamwork 
· Enhanced quality and quantity of service to the people you serve

· Freeing up of the executive staff to focus more on strategy contributions (external networking, innovative ideas, visionizing, fund raising, travel, etc.) and less on micromanaging grass roots operations (operations decision-making, budgeting, brush fire management, clerical work, etc.)

· Diminished potential for staff burnout and frustration 

· Enhanced professional development of non-executive staff: leadership development, decision-making responsibility, quality performance, etc.

· Improved internal communication 

· Enhanced interpersonal relationships and bonding

· Sharpened reality orientation throughout the organization: big picture awareness, contributions and needs of individual programs, awareness of progress, communication needs, budgeting status, etc.

· Enhanced delivery of the community of meaning 
· Increased communication within and between individual teams and  projects
Teamwork benefits the overall organization by:
· Prompting a faster response to technological change

· Requiring fewer and simpler job classifications
· Strengthening the self-worth of the workforce
· Promoting an earlier warning system for potential problems
· Reducing isolated “silo” thinking 
· Generating more time for leaders to work on strategic issues 

· Reducing absenteeism

· Requiring long-term investment of people, time, and energy
Only teamwork is capable of delivering extraordinary performance: what others haven’t done before; in a way that team members haven’t experienced before; meeting client needs not satisfied before.  
An apartment locator service in a college town relied on teamwork to deliver extraordinary performance. The owner Nick, a recent graduate of the hometown university, accomplished what his competitors couldn’t: getting students to lease apartments to fellow students. Nick set up a campus-wide virtual team of graduating students who showed their apartments to in-coming freshmen looking to lease. The team of outbound seniors were a fount of information to the inbound frosh, providing more than just an apartment set-up: an honest critique of the plusses and minuses of the apartment (location, noise level, popularity among students, party opportunities, etc.), as well as campus scuttlebutt. Seniors who landed a new lease received a month’s worth of rent in cash from Nick. 
Thus Nick delivered more to his team members, the outbound seniors, than their apartment complexes did (which was nothing). He also exceeded the needs and expectations of in-coming freshmen and transfer students, because they had their choice of numerous apartments situations (location, price, amenities, etc.) to consider; they received insider’s information “straight-from-the-horse’s mouth;” and they began their apartment hunting process a full semester in advance.
6. FORMING YOUR VIRTUAL TEAM

It’s easy to formalize the virtual team you’re already on: just identify its existing work interdependencies. 

Use the simple worksheet below (from part 4 of the book, page 124) to initiate the virtual team formation process. Then ask everyone you list on the form to fill out their own forms; put them together, and there’s your virtual team membership list. It’s that simple. Subsequent steps in team formation are discussed throughout the remainder of the book.

	People inside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for 
	People outside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for

	1. 
	
	1. 
	

	2. 
	
	2. 
	

	3. 
	
	3. 
	

	4. 
	
	4. 
	

	5. 
	
	5. 
	

	Add more rows as needed
	
	
	


Notice that your team consists of people both inside and outside your organization. That’s because virtual teams “corral” the totality of member interdependencies.  In fact, your team might extend across several organizations: your clients, suppliers, outsourcers (computer firms, accountants, maintenance service firms, etc.), and sometimes even your competitors. 

During a break, Patrice and Hugh, partners in a CPA firm, chatted about how “client creep” (providing a wider array of accounting services to clients) was an operational headache, though a profitable one.  Hugh felt it was time the firm hired a full-time administrator to coordinate project flow, such as assigning project “pieces” to appropriate staff (bookkeepers, accountants, CPAs, legal staff, etc.). Patrice wondered if this was realistic. “Only the staff members themselves seem to know how smoothly projects are flowing,” she observed.  “I guess you’re right,” admitted Hugh, “because most projects our firm handles aren’t routine.”

That’s when the idea of teamwork came up in the conversation. “Instead of hiring a project coordinator, doesn’t it make more sense to rely on the staff to manage their own projects?” asked Patrice. “Isn’t that how we’ve always handled it?” Hugh wondered. “Well, only sort of,” responded Patrice. “No one is in charge, and it’s hard for the left hand to know what the right hand is doing around here--too many projects and people constantly coming, going, and flowing.”

It’s clear that this accounting partnership needs virtual teamwork. But aren’t accountants too busy for teamwork? No, lack of teamwork is why they’re too busy! Hugh and Patrice should distribute copies of the team formation worksheet above and start the teamwork ball rolling. 

Many virtual teams are temporary, coming into existence for strictly short-term needs: putting out a brushfire; studying and recommending certain policy issues; serving a one-time client; launching an entrepreneurial project subsequently turned over to its directors.  

The project-intensive nature of high-tech, globalized, 21st century work has moved virtual teamwork to the forefront of organizational management and success. Virtual teams are fleet and adaptable because their boundaries are permeable and their members professional (“have expertise, will travel”).  Mastering the art of teamwork is a career-maker for a growing number of 21st century professionals. 

Virtual teams serve you in so many ways because they:

· Generate career-building opportunities 

· Extend your professional reach and influence 
· Expand the size of your productivity network 

· Provide you with a rich information system

· Promote your professional development and marketability

· Polish your leadership and management acumen
· Pull and push you towards greater professional success

Joel Paseo can’t possibly succeed in expanding his stable of music artists without a virtual team of other music investor insiders. This is an industry of “free-agent” entrepreneurs who do deals with one another on a continuous basis. Who you know determines what you can accomplish. Paseo’s virtual team of “independent “agents, programmers, talent scouts, recording studies, etc. need one another not only for financing joint ventures, but also to constantly send and receive information about opportunities. Those that trust each other often work exclusively with one another = a large, loyal, evolving, virtual team.

7. GETTING TO KNOW YOUR TEAM
Teams succeed by working non-traditionally. Team members have a broader range of responsibilities than independent employees. Job descriptions limit the number and type of job contributions employees make, but team members can share common job functions while also specializing in team niches. Teamwork thrives on shared work assignments, participative decision-making, and professional community.

The following table shows how team members blend work to create productive synergies. Through tackling project assignments interdependently, team members learn how to harness the time, talents, and togetherness of productivity.

	Types of Blended Teamwork 
	Positive Impacts on Teamwork 

	1. Working alone on behalf of your team
	Focus on team goals and constituents served

	2. Working in one unique team niche around others doing the same
	Synergy created between team detail-work technicians and marketing/competitive roles

	3. Performing in multiple niches (niche-sharing) around others doing the same
	Team members expand their niches, gaining an enlightened big picture view of team productivity.

	4. Interacting with team members in discussions, decisions, problem-solving, etc.
	Participative team management 

	Blended Team Niches
	

	1. Formal leader
	Coordinates the team based on instructions received from the organization

	2. Informal leader
	Takes the initiative to build project cooperation among team members    

	3. Follower/implementer
	Cooperates with formal and informal team leaders

	4. Internal value employee (technicians)
	Provides technical expertise to assist other team members with their work

	5. External value employee (marketing/competitive)
	Represents the team inside and outside the organization in fulfilling the team’s duties, goals, and mission 

	Blended Ways of Working
	

	1. Me-we
	Fulfilling your niche for the team + helping others with their niche 

	2. Follower-leader
	Initiating while cooperating

	3. Internal-external blending 
	Technical work for customers

	4. Physical-virtual teamwork
	Interacting in person and digitally with fellow team members

	5. Unilateral-multilateral thinking
	Sharing your point of view and having it critiqued and expanded by team members

	6. Planned-spontaneous
	Using the team plan to point you in the right direction while improvising the plan to fit situational realties

	7. Controlled-empowered
	Taking initiative backed by team rules and procedures 


“We’re not looking for leaders or followers,” explained Marty, “just people who know what needs to be done.” In this car rental agency, Marty and his five-person crew definitely know what to do because, as Marty puts it, “Everybody does everything. We constantly shift gears around here because we deliver so many services: constant phone calls; helping three customers at the same time in different ways; processing paperwork and credit cards; answering questions; moving cars on and off the lot; trading up and down on rental packages depending on what kind of car people want versus what we got on the lot at that moment. Lauren, Armando, Ryan, Gloria, Penny and me—we never stop moving and hustling except for maybe a few minutes here and there. The days fly by, that’s for sure. We know our jobs and customers, and somehow the work all comes together to keep them happy and coming back. We can tell if a new employee is going to work out pretty much after their first day. The good ones learn what to do by watching the rest of us—on-the-job training with your eyes and ears. Learn how to take up the slack and finish a job someone else started but doesn’t have time right now to finish. Sometimes you lead, sometimes you follow, sometimes you work by yourself. That’s what makes our vehicle rental business work.”

The IVE-EVE tango
It takes two to tango. Teams have to have complementary mindsets: one detailed; the other generalist.

Internal value employees (“IVEs”) do detailed work that serves people inside the organization (projects, human resources, accounting). External value employees (“EVEs”) serve the organization’s external constituents (customers, suppliers, investors, etc.).

IVEs are bookkeepers, analysts, designers, clerical staff, and techs who provide information to decision-makers inside the organization. EVEs take actions and make decisions that directly impact the organization’s mission: sales, marketing, fund-raisers, etc. Both roles are important, though different. 

IVEs love details, deadlines, right answers, and working alone. EVEs love the big picture, judgment calls, networking, and deal-making. The organization can’t succeed without both IVEs and EVEs, so they must learn to tango together on teams.

Only IVE-EVE teams can generate 360 degrees value, delivering to constituents both inside and outside the organization.  IVEs and EVEs need one another professionally since they complement each other. 

IVES provide EVEs with rich information to make good decisions; EVEs can connect IVEs to customers who “make the world go around.” It does take two to tango.

IVEs create and analyze information; control the budget; maintain operations standards; increase efficiency. EVEs generate opportunities for the organization via acquiring new resources; networking; making judgment calls; thinking creatively and unconventionally; pushing the organization to new growth; and living in the world of no right answers.

IVEs want exact numbers, while EVEs make judgment calls; IVEs think like technicians, while EVEs think like their customers; IVEs are afraid to break rules, while EVEs continuously alter the status quo; IVEs focus on the bulls eye, EVEs on the margins.   
Working in teams with EVEs can help IVEs minimize the organizational bureaucracy of paperwork, rules, and procedures that slow down EVEs.  EVEs help IVEs stay connected to the competitive realities of customers, competition, and cost-controls.
Playing good golf is part EVE, part IVE. Choosing the appropriate club for each shot is EVE; keeping your head down and wrist in place is IVE. Laying up in front of the sand trap is EVE; successfully blasting out of the sand onto the misread green is IVE.

The city’s gleaming municipal golf course is the product of enlightened IVE-EVE teamwork on a daily basis. The course’s external value employees are busy politically making sure the city maintains its annual subsidy to the course; organizing golf tournaments for all ages and times of the year complete with financial sponsors; networking with regional high schools to push golf in both P.E. and the school’s athletic program; and also running the revenue-generating grill and pro shop.

The equally hard-working crew of internal value team members at the muni maintain the course in pristine shape (even when it’s blazing hot and dry in the summer); coordinate the year-round tournaments and golf camps; set up tee times for twosomes and foursomes; fix and maintain the golf cart fleet; run the pro shop and grill; dredge up golf balls from the water ponds; enforce the dress code; and maintain the annual course budget.

The many roles virtual team members move in and out of:
	Initiators
	Sustainers

	Decision-makers
	Decision-participants

	Problem-solvers
	Problem definers

	Analysts
	Conceptualists

	Facilitators
	Challengers

	Evaluators
	Encouragers

	Motivators
	Critics

	Cooperators
	Non-conformists

	Coordinators
	Visionaries

	Communicators
	Listeners

	Organizers
	Re-organizers

	Precedent-makers
	Precedent-breakers

	Learners
	Mentors

	Entrepreneurs
	Managers

	Openers
	Closers

	Relationship-builders
	Isolates

	Developers
	Technicians

	Networkers
	Hospitality-givers

	Proactive
	Reactive

	Idealistic
	Pragmatic


Team mobilizers
· Accelerators speed up the transfer of knowledge to those who need it.

· Amplifiers make “noise” to make sure people are paying attention.

· Distributors create and service the channels through which knowledge flows.

· Coordinators identify and forge links between different areas of knowledge.

· Implementers apply the knowledge to produce a desired result.

· Multipliers use the knowledge to generate new possibilities.

· Prioritizers stay focused on what is most critical to team success.
· Sense-makers promote understanding of the knowledge through interpretation 

· and translation.

· Validators test the knowledge to see if it’s good.

8. LEAD/FOLLOWERS ON VIRTUAL TEAMS
Team leadership is a lot like farming.  Leaders cultivate fertile soil for teamwork by “fertilizing” cooperation, communication, shared ideals, and productive partnerships. Once the soil is adequately fertilized, the team grows a bumper crop. With teamwork, the “chicken or egg” question is whether the team creates the leader, or the leader creates the team. Good leaders produce good teams, which produce good teamwork.  
Since productivity is team-based, the more a team member wants to excel professionally, the more likely she or he will emerge as a team leader. Leaders take the initiative to build and sustain teams. 
Karla preferred working by herself as one of the optical technicians for an eyewear retailer. But when Javier and Bev, the two customer reps, were knee-deep in “lookers and buyers,” Karla exited the optical lab to run sales paperwork for her two fellow team members. No one had instructed Karla to help out, she just took the initiative on her own. Karla also took an interest in sales, even as a technician, because she found it both interesting and remunerating (since her annual bonus check was boosted by hardy store profits).
It’s the followers who make the leaders, and the leaders who develop the followers. No followers, no leader; no leader, no followers. You can’t be a leader unless you are first a follower; and you can’t follow successfully unless you sometimes lead.

Following and leading are on the same continuum but not at opposite ends. Followers are leaders some of the time, and leaders are followers some of the time. People in the workplace aren’t really followers or leaders; they are “FollowLeaders” and “LeadFollowers.”

This is because of the interdependent (I-need-you; you-need-me) nature of (team)work. The more I need you, the more I follow your lead; the more you need me, the more you follow my lead. I have leadership “moments” when my unique bundle of professional skills, talents, and experiences are the ones needed by the people I’m working with. My follower “moments” occur when when

someone else has the bundle of skills needed to get a particular job done.

Teams must have an evolving balance of members leading and following, depending on what the situation calls for. Too many leaders results in head butting; too many followers means team inertia. Team members who “over-lead” are apt to irritate and alienate others, while “over-followers” slow team progress.

If you have to work hard in order to get fellow team members to work hard, lack of teamwork is to blame. Maybe there are too many FollowLeaders and not enough LeadFollowers. Tinker with team member niches to achieve a better balance. 
Who are over-leading and over-following? Whose professional capabilities are underutilized or misused? It’s time for everyone on the team to get their teamwork back into balance. 

Team leadership is developmental when the overall team produces more because individual team members produce more. People produce more interdependently than independently due to a number of professional synergies: 
· Combining complementary talents (such as conceptual and analytical)

· Generating superior decision-making and problem-solving insight

· Mutual motivation builds morale

· Mutual accountability

People who work together develop together as both leaders and followers because they:

· Learn from each other

· Push each other

· Understand each other

· Complement one another

· Extend one another

Sonya and Dennis owed the success of their family swimming pool business to teamwork—not just as husband and wife, but also as complementary professionals. In fact, the whole family of five (three teenage children) blended in synergistic ways. Dennis and oldest son, Derek, were the sales-oriented entrepreneurs who thrived on cold calls and closing deals. Sonya and both daughters, Lisa and Beth, liked the marketing end of the business—especially landscaping and custom pool designing. But the team didn’t stop there. Their virtual team included an innovative contracting firm that excelled in soil stabilization and a creative landscaping firm that used pools as the jewel of their designs. Including manual workers, this virtual team of 23 members knew its ABCs: Accountability, Balanced skills, and Creativity.
Sonya and her daughters used their gift for design to generate many a sales brochure for Dennis and Derek, who in turn ran a number of design opportunities by the girls. The whole family learned from the soil contractor about pool design constraints and about holistic construction from the landscaping outfit. The virtual team was mutually accountable, because each of the three entrepreneurial companies respected the other two and realized that a slip-up by one of the trio would adversely affect the other two members. They were balanced in terms of construction know-how, creative design, and high quality standards. And the virtual team was certainly a creative dynamo, their competitive edge. 
Interdependent teamwork stems from the professional virtues of hard work, joint learning, and patience.  It combines proactive leadership (aggressive and risk-taking) with reactive followership (responding to others).  Teamwork alternates between being competitive (leading) and cooperative (following).

Teamwork is a journey of LeadFollow discovery 

· Seeing what others don’t see and helping others see it

· “Niche-picking”: putting round pegs in round holes and square pegs in square holes
· Discovering new productive territory: projects, clients, technology, ways of thinking, etc.
· Just thinking about teamwork often creates teamwork.
How to take team leadership initiative

Developmental teamwork sets off interpersonal chain reactions of new relationships, new professional horizons, and new personal accomplishments. When your team is challenged to explore fresh new professional territory (innovate, improve, change, rethink, etc.), take leadership initiative by: 
1. Thinking your way through these simple questions: 
· Who is already interested in this challenge?

· Who wants to learn more about this challenge?

· Who on the team is already equipped for this challenge?
· Who can get the resources this challenge will require?

· Who can create the path to our success?

· Who wants to partner with the leader of the charge?
· Who has the right technical skills for this?

· Who can understand this quickest?

· Who can conceptualize our action plan for this?
2.  Chatting with the team members whose names popped up in the questions above

3. Coordinating a physical or digital meeting to invite team members to pursue their part of the arising challenge 
Dr. Hernandez worked the city’s bloodmobile twice a month on Tuesdays, mainly to give back to the community. A hospital administrator, Dr. Hernandez changed hats on those Tuesdays, drawing pints of blood from citizens throughout his city. He also served locally as a Red Cross board member and fund raiser. Both his community service and professional virtual teams cut a broad swath. 

At the hospital, Dr. Hernandez is chief administrator over all department heads; members of the hospital board; three assistant administrators; a private administrative assistant; and the chief surgeon.

In community service organizations he leads by example: assisting the attending registered nurse assigned to the bloodmobile; brainstorming about funding opportunities with the director of the local Red Cross agency, its board chair, and coordinator of fund-raising.

Dr. Hernandez is a prototypical team lead/follower who thrives on professional interdependencies, service to multiple clients, and the give and take of teamwork. His virtual team is large and varied, but it revolves around the common themes of community service and development. 

The mindset of an effective team leader:

· Set the table for your team’s success with a compelling mission and set of professional ideals; a viable team information system; and lots of “CONtact” (interaction with the CONstituents your team serves).

· Proact where team success is already happening: with your most important clients; in the zone of your greatest professional expertise; and where 360 degrees feedback certifies your excellence. 

· Generate team “electricity” via 360 feedback, team self-review, and expanded contact with team clients. 
· Build professional rapport among team members through project bonding, participative decision-making and problem-solving, and use of this book’s series of team-building worksheets.

· Continuously build your team’s community of meaning by delivering the 4 I AMs: I am productive, appreciated, needed, and unique.
So how can you tell if you’re a good team leader?  Just ask yourself two simple questions: 

· If the members of my team were made of clay, what shape would they take if they “fell” into me?

· How hard do I have to work to get others to work hard?


The lead/follow informal teamwork chains
	Lead →
	Follow   →
	Lead →
	Follow   

	1. Every time Darrell, supervisor on duty at a popular donut shop, noticed the drive-through lane getting backed up, he sent several of his wait staff outside to get orders straight from the cars. He also convinced Jessie, the owner, to hire extra staff on Saturday and Sunday mornings for rush hour parking lot service.
	Darrell sacked a lot of the donut orders himself when two or more staffers was outside garnering orders. 
	Darrell gave three free donuts to customers waiting more than five minutes. He suggested to Jessie that one person be hired during rush hour to direct traffic to form two or even three lanes to expedite ordering and car-direct donut delivery. 
	Darrell often assisted the donut machine operators whenever they got behind.

	2. Hairdresser Carmen set up the Windows Access database for her boss, Marie, to use in better scheduling appointments and supplier visits, and also to keep track of customer receipts.
	Lorraine asked for a little tutoring from Carmen and saw that Access was easy to use. She recommended it to the other hair dressers. 
	Supervisor Austin took Carmen’s initiative one step further by asking the shop’s owner to give the girls the option of handling their own appointments via Access. 
Lorraine agreed to give it a try and volunteered to tutor anyone else who also wanted to set their own appointments digitally.
	The shop’s other three beauticians soon learned the Access-based system and successfully handled many of their own appointments.

	3. Garage mechanic Grant spent his day off taking inventory of the shop’s hand tools. He discovered many tool surpluses for items needlessly reordered. He showed his boss, Kemper, the money wasted due to lack of a tool inventory system.
	Kemper went over Grant’s figures and agreed that a tool inventory system was needed. 
	Kirby, another mechanic, told Kemper that he’d work with Grant to design a simple index card inventory system and show the other guys how to use it. 
	Kemper endorsed the finished index card system and held a meeting to explain it to the shop mechanics. 


The above examples deal with informal teamwork, where interdependent people engage in teamwork in the absence of a visible formal team. People voluntarily lead/follow without having been asked, reflecting a commitment to certain workplace ideals they advocate: efficiency, quality, fair play, community, etc.
Darrell, the donut shop supervisor, disliked watching customers in long lines and informally tried to improve things. Carmen was embarrassed that the hair salon was needlessly under-organized. Mechanic Grant hated to see the company’s money wasted on ordering tools for mechanics too lazy to keep up with their expensive tools. These three lead/followers didn’t own the outfits they worked for nor gain from their improvements.
It’s an opportunity loss when informal teams are never formalized, because performance breakthroughs like those above rarely happen. With just a little encouragement from a team-minded administrator, the likes of Darrell, Carmen, and Grant could launch visible teams and serve as lead/followers on a regular basis. 

9. VIRTUAL TEAM PRODUCTIVITY AND PERFORMANCE SUCCESS
Teams excel in the professional development of their members, because teamwork demands work agility and daily on-the-job learning. Team members must have a wide repertoire of generalist skills to supplement their specialist skills:
· Technical: Specific skill competencies

· Analytical: Information creation and processing, decision-making, and problem-solving

· Managerial/leadership: Team productivity and coaching

· Entrepreneurial: innovation, project initiation

· Networking: Bridge-building to resource providers; customer relations, spearheading meetings; public relations, etc. 

· Interpersonal: mentoring, consensus-building, conflict resolution
Team member professional skills
· Commitment:  emotional involvement and “buy-in” with the work of the team
· Cohesion:  Working together as a unified, coordinated whole
· Clarity:  Shared understandings across the team
· Cooperation:  Ability to develop and maintain trust in relationships across geography, time zones, and cultures
· Coordination:  Ability to align work thorough defined roles and responsibilities, shared tools, processes, and methods
· Capability:  Ability to leverage knowledge, skills and experiences of all members, and increase the capabilities of the team as a whole
· Communication:  Ability to generate shared verbal and written understandings across distances via technology
· Cultural intelligence:  Ability to develop and maintain a global virtual workplace inclusive of value and style differences
In order to thrive (not just survive) in a team environment, team members must comfortably navigate in and out of the above generalist functions--different team members, different functions. The personal and professional payoffs of professional development opportunities via the “school of teamwork” are invaluable:

· Deeper and more diverse productivity 

· Expanded contributions to your team, organization, and clients
· Excelled project performance 

· Additional layers of meaning in your job
· Building your resume to qualify for higher quality of life career options

· Preparation for business future rather than business past 
The professional intangibles:
· Adapting to diverse people and diverse situations

· Admitting when you’re wrong

· Being a good follower when circumstances dictate
· Being gracious to others
· Building community

· Capacity to laugh at yourself and to not take yourself too seriously

· Creating a positive impression

· Differentiating between minor and major issues and problems

· Discerning people’s motives and what makes them tick

· Discipline and restraining personal weaknesses or inadequacies: stubbornness; domineering temperament; emotionalism; holding grudges; manipulating others; deceptiveness, etc.

· Focusing on ideals (fairness, honesty, compromise, tact, etc.)

· Good timing of decisions and taking action

· Influencing without dominating

· Knowing what is realistic and unrealistic

· Perceptiveness about people and organizations

· Rapport-building 

· Reading between the lines

· Setting priorities and maintaining standards

· Steering conflict into productive directions

· Trust-building



Financial balance sheets tell a story about a company’s historical performance and future performance possibilities through highlighting the firm’s assets and liabilities. Team balance sheets do the same thing for non-financial, qualitative factors.

Team balance sheet

· Categories of qualitative team assets: project productivity, clients, technology, reputation, morale, leadership, change capability, robust budget support

· Categories of qualitative team liabilities: dissatisfied clients, overworked team members, festering team conflict, declining budget, lack of competitiveness

Personal team member balance sheets

Assets: Professional skills and competencies; leader/follower capacity; learning ability; flexibility and adaptability; communication and relational skills; team spirit

Liabilities: Preference for working alone and independently of others; weak people skills; limited professional experience; poor networking skills 

Team constituent balance sheets

Assets: Loyalty to your team; providing your team with timely operations feedback 

Liabilities: Overly critical and demanding; unclear about what they want from your team; deal with your team in an impersonal manner
Professional development in action

	Professional development opportunity
	Synergy from the team
	Implementation

approach

	Brainstorming
	Two heads are better than one.
	One simple rule makes brainstorming effective: don’t evaluate any idea until all ideas have been exhausted. Generating ideas and critiquing them are two different processes. 

	Building productive synergies
	Virtual team members are experts in how their work can be done better and how interactions with fellow members could be more efficient and productive.
	Maintain a team online chat group dedicated to ideas or actual experiences that enhance team or team member productivity, interactions, problem-solving, professional development, etc.

	Conflict management
	Conflict is the foundation of positive change. 
	Two or three virtual team members should be designated as conflict mediators available any time a team conflict can’t be resolved. The conflict mediators may benefit from the conflict-reduction process shown on page 75.

	Creativity
	Teams are laboratories for new ideas and experiments in progress. 
	The brainstorming technique discussed above yields many creative ideas. So does creative counterintuitive thinking (see page 60).

	Fruitful decision-making 
	Virtual teams excel in impacts analysis. 
	See page 57 for a discussion of impacts analysis and page 123 for the Decision Actions Chart worksheet. 

	Delivering the
 4 I AMs
	We appreciate others most when they contribute to our own success.     
	See team motivation on page 44.

Also be familiar with what your virtual team members reveal in the following worksheets: 

· My Expectations (page 127) 

· Contributions Descriptions report (page 131)

· Member Niches (page 107) 

· Welcome to Our Team (page 133)

	Team information management
	Teams are information machines.
	Team information management begins and ends with using the information already accumulated and filed by the team.  This includes: 

· The worksheets in part 4 of this book, which can stored digitally and revised over time as needed

· The team’s online chat group

· Emails related to team projects

The single best way to manage the team’s management information system is to have all members personally input potentially valuable team information as soon as possible after generating it. The MIS is built one team member at a time, one feedback document at a time, and one information search at a time. Everyone on the virtual team has to do her or his unique part. 

	Judgment calls
	Virtual team experience makes for sound judgment.
	Judgment is better caught than taught. Team decisions should reflect team analysis, team discussion, and team experience. The following worksheets in part 2 of the book are especially useful for sharpening judgment calls:

· Decisions Actions Chain (page 109)

· PROgram resource audit (page 110)

· Moving After Progress (page 112)

	Leadership
	Any time any day there’s a team project that needs leadership.
	Team members lead by taking initiative to advance team progress in some way:

· Communicating with a client

· Harnessing information where and  when it is needed  

· Facilitating the decision-making or problem-solving process

· Generating a creative or counterintuitive idea

·  Training or mentoring another team member

The more team members are “in play” (working with others interdependently), the greater their opportunity for taking leadership initiative and thus undergoing leadership development.

	Mentoring
	Every virtual team member is an expert in some aspect of the team’s work.
	These areas of expertise are reflected in the following worksheets:

· Contributions description

· Member niches

· Contributions expansion opportunities

Be alert for opportunities to mentor or train other members of your team in skills and professional capacities you have already developed.

	Negotiating
	A group of minds can fashion a better deal than one person working in isolation. 
	Look for opportunities in your zone of professional competence and experience that deliver information and perspective to fellow team members engaged in deal-making.

	Networking
	Virtual teams can open more doors of opportunity than people working solo.    
	Networking is the art of building relationships though the collection, digital dissemination, and group analysis of information and relationships. 



	New technical skills
	Each virtual team member has technical abilities and knowledge to teach the rest of the team.
	Here’s another item to put on a team website: a skills inventory of individual virtual team members. And be sure to list professional skills that are not always job-related. The skills you don’t use on your job are often useful to team members tackling other assignments.  

	Problem-solving
	Each virtual team member has one or more pieces of the jigsaw puzzle of a problem.  
	Problems often solve themselves when all the pieces of information are in place. The pieces are scattered around the team, which uses software like a chat group or data base to gather them together. Encourage team members to save potentially relevant information to the team information system--better “safe than sorry.”

	Project management
	A virtual team is a conglomeration of the brains, hands, and feet needed for project success.
	Complex projects (full of work interdependencies) are largely invisible to the virtual team doing the work. I know what I contributed to the overall project, but not necessarily what you did. The main teamwork challenge of project management is making teamwork visible:

· What we accomplished

· How my work intersected with yours

· Who benefited from our work

· The configuration of each phase of the project

· Teamwork surges when its outcomes become visible. 

	Selling
	If you can sell your idea to a savvy group of virtual team members, you can sell it to just about anyone.
	· Ask team sales stars to post (in a team digital folder) notes on the success of the various sales techniques they use.

· Ask clients for feedback on what sold them most about your team’s product or service.

· Get experienced sales people to mentor inexperienced team members.

· Work up flow charts showing both direct (visible) and indirect (invisible) team member contributions to the selling process.



	Strategy formulation
	Strategy is a continuous dialog of multiple minds working towards a common outcome.
	Virtual teams need virtual ways to dialogue about strategy: look on page 81 to see how many of the virtual communication techniques might be valuable to your team.  


10. TEAM MOTIVATION

Wouldn’t it be nice if people had a spigot we could turn on and off to motivate them?  Well in a way they do. 

It’s the “4 I AMs:” 

1. I am productive.

2. I am appreciated.
3. I am needed. 

4. I am unique.
But organizations aren’t designed to meet our needs; they have their own needs, which we’re hired to tee off on. It isn’t the role of organizations to make us feel needed or appreciated. “That’s what we pay for you for!”

But what if our paycheck, even if it’s generous, doesn’t deliver the “4 I AMs”? What if we don’t feel very productive or needed or appreciated or unique? What should we do then?

Join a virtual team, or start one. Teams deliver the 4 I AMs, because they are a community of meaning. Teams are based on working relationships that bond people together better than socializing. Work contributions make us feel productive, needed, and unique. Team need breeds appreciation. 

Only teams can deliver dynamic working relationships, so teams are the ideal vehicle for motivating people.  We can’t deliver the 4 I AMs to ourselves; it takes a community--your team.
The denizens at the local newspaper most definitely are a working community. The reporters know the ins and outs of the city’s community, because it’s their job. And the information and gossip they banter about frequently bears fruit in news stories, exposes, and even editorials. The newspaper’s printer works hand-in-hand with the layout artists; who work hand-in-hand with the copy editors; who work hand-in-hand with the editors; who work hand-in-hand with the reporters.  The ad sales reps work on behalf of the circulation director, who depends on the advertising agency downtown to boost the newspaper’s good image within the larger community.  Virtual teams are communities within communities, all united by shared professional, technological, and business interdependencies.

Team member interdependencies yield “authentic” (open and honest) relationships based on cooperation towards the pursuit of a common mission.  Among other things, this necessitates that team members give each other “positive reinforcement” (praise, encouragement, mentoring) for good performance.
Team members can “carve out” their own individual 4 I AMs networks simply by informally passing out positive feedback to one another when appropriate. Thanks for a job well done. The victory sign when a creative idea worked; an email or text for landing a new team client. 

The 4 I AMs build the organization’s community of meaning--the rewarding side of work. People in the community of wealth (primarily executives and stockholders) get up in the morning to contribute to the organization’s financial side. People in the community of meaning (those fortunate enough to have the 4 I AMs delivered to them on the job) get up in the morning to contribute to their teams and clients. 
A regional supermarket chain of 14 stores competed against its “big box” food competitors by stressing customer service: “We know you by name.” The retailer was strongly committed to keeping its long-time career employees who gave the stores a recognizable face. Some of their more visible motivational ploys were worth their weight in gold:
1. Putting the names of bakery employees on the packaging and encouraging shoppers to taste-test samples of designated freshly-baked goods and to complement the identified bakery employees who made them 

2. Praising checkers (with free bakery goods or lunches) for addressing regular customers by name 

3. Calling the supervisors of vendor stockers to complement good-service vendors

4. Offering first-time customers $5 and $10 in-store gift certificates for taking a 5-minute oral survey on the likes and dislikes of their Family Foods shopping experience 

5. Encouraging store employees to bring family members into the store for periodic celebrations, such as employee birthdays
Organizational community, along with the 4 I AMs, rests on a foundation of “I” pillars and “S” pillars:

1. Interdependence: Professionals are set up for success when they can’t succeed alone.  Nothing makes you feel more productive, needed, appreciated, and unique than sharing in team successes. 

2. Interaction: The more team members interact, the better they come to know each other professionally and can appreciate their mutual contributions. Interaction makes it easy to positively reinforce the teamwork of others.  

3. Ideals: Ideals like quality, consistency, concentration, fairness, honesty, and service give us something bigger than ourselves to work for. When we get “outside” of our own agenda, work takes on new meaning and relevance. Working towards ideals is inspirational and motivating.  
4. Service: When we serve others (especially clients who compensate the team for its efforts), meaning floods in. Serving our fellow team members deepens the flood.  
5. Sharing: We synergize productivity when we share our time, talents, and togetherness with team members. Me turns into we.
6. Sacrifice: Me can’t turn into we without mutual sacrifice. Maybe I do it your way instead of my way. Maybe you work extra hard to mentor me. Maybe I help you focus on our mission, and you help me execute the mission. Maybe we pool our efforts to make a client doubly satisfied. 

Kelly used team-building to transform a declining, dowdy multi-unit apartment complex into a surging commercial property. Sent by a national commercial properties firm to quickly breathe new life into the recently-purchased, under-performing, property, Kelly immediately realized that he couldn’t do it alone (= the team quality of interdependence). But he also felt that the current staff possessed untapped professional potential. Get the staff on his side, reasoned Kelly, and teamwork might work miracles. 

After meeting them individually (= the team quality of interaction), Kelly catered a two-hour lunch out of his own pocket (=  the team quality of sacrifice) for everyone in the main complex office. Kelly’s stated purpose was to learn three “core ideals” (= the team quality of ideals) about each member of the new team: (1) What they enjoyed doing most on their jobs; (2) What skills and abilities they would like to use more (= the team quality of service); (3) What advice would they share with him about improving the apartment complex (= the team quality of sharing).

Thanks to the wealth of good ideas Kelly received from his new team members at the impromptu luncheon, he and the professionally revitalized staff members (the “Can-Do Crew” as they dubbed their new team) quickly polished the apartment complex into a shining gem of quality. Rental capacity went from 57% to 89% in just two months based on Harris’ suggested idea to pay a $100 finder’s fee to every staff member who signed up a new tenant (with first month free rent, an idea contributed by Becky).  Overdo maintenance on the complex rounded into shape with an idea contributed by Jason and Donny: lease out two apartments at no cost to a recently a retired carpenter and a part-time “jack-of-all-trades.” Stephanie, who had been working part-time for the complex as an administrative assistant, expanded her duties into a full-time job. And Eric came up with the profitable idea to convert the complex’s largely unused swimming pool facility into a meeting room (with wi-fi zone) for staff and tenants to use. 

Delivering the 4 I AMS:
· Job control: “I’m a professional.” 

· Decision-making latitude: “I’m trusted and competent.” 

· Creativity: “My ideas count.” 

· Mentoring: “My experience and know-how are valued.” 

· Professional development: “I can contribute more and more.” 

· Informal recognition: “I’m noticed in a positive way.” 
“Serving on this team makes me feel that I am productive, competent, needed, and appreciated because:”

· Our meetings are well managed and productive. We don’t waste time or energy.
· Team members respect and trust one another.
· We help our leader succeed and he or she helps us to succeed.
· It’s easy to participate in the meetings and in the team’s work.
· I have a unique role/niche on my team that others rely on me for.
· I’m listened to and my ideas count.  We also listen to each other.
· Our team isn’t political or gossipy. 
· I can see how our work makes a real difference in the lives of people.
· Our mission makes positive contributions to our clients.
· People encourage me in my work.
· Team members take notice of my contributions and show appreciation.

· Team members maintain a positive attitude.

· We are accountable to each other for our work.  We’re constructively open and honest with each other.
· We strive to do what is best for the organization and our clients.
· We respect the work and priorities of other teams in the organization.

· I feel good about the contributions I make.

· We work together as a team and depend on each other.

· I don’t feel stressed out or burned out working with my team.
Zach, the plant manager of a large industrial warehouse, purchased out-of-pocket a hundred or so uncut key blanks to pass out randomly to warehouse employees he felt deserved spontaneous recognition for outstanding job performance or service. Calling these “keys to success” mini-trophies, Zach asked recipients to display their keys in small Plexiglas containers (also paid for out of Zach’s pocket) on their desk or in their work area. At the end of the year, the warehouse would hold a community service “key auction” in which the keys could be used just like money to bid on items or services of value to a community service organization designated by the warehouse company. Since Zach’s eyes couldn’t spot every warehouse contribution worthy of a key, he supplied the warehouse’s seven department supervisors with keys to hand out at their discretion.  These innocuous keys spread around the warehouse visibly reminded warehouse employees of their productivity and the virtual team’s appreciation. 
Motivation through relationships
Motivating volunteer workers is one of the most significant challenges for leaders. Despite the presence of a serving spirit among staff and volunteers, it is sometimes difficult to adequately fire their enthusiasm, participation, and commitment. Misunderstanding the true nature of motivation is a key part of this problem. Motivation cannot be turned on and off at will like a faucet. The trouble with this on-again, off-again approach is that it overlooks the pivotal role of relationship building—you can’t motivate people until you have built a professional bridge to them.
Instead of asking, "How can I motivate the members of my team?" ask, "How can I build a closer working relationship with team members?" Some ideas: 
· Determine a vision and mission for your team, but first determine how important it is to the overall mission of your organization. How well will your team’s service be supported by the organization?
· Create a niche (special place) for each member on the team. 

· Carefully develop and communicate contributions descriptions for each team member. Specifically include a particular job, approach, length of service, names of other team members, and invited performance. 

· Promote success by equipping and training team members. Help them understand through teaching and demonstration how they can excel. 

· Let team members personally participate in running the show. Consult with them when making decisions; remain open-minded and willing to change; help them buy into what the team is trying to accomplish. 

· Listen, Listen, Listen! Be alert to and create opportunities for listening. Let others "unload" on you before you "unload" on them. 

· Communicate, communicate, communicate!  Periodically remind people of the team vision and goals. Keep members up-to-date on team progress and activities. Help them share their personal experiences, feelings about events, personal joys and frustrations, and appreciation for one another. Get feedback from team members on what they are doing and accomplishing for both team and organization. 

· Minimize the demands you make on team members. Keep time and meeting demands reasonable. Respect the fact that there are many claims on their "free" time. 

· Help members of your team hold themselves accountable for performance. Goals and deadlines must be set, progress reports made, and follow-up taken. Any criticism of team member performance should center on their actions, not on them personally.
Financial team motivators
· Make ‘em big. For a cash award to be meaningful, it must be generous enough to get the attention of team members.
· Peg the awards to measurable outcomes--project-team bonuses are often pegged to milestones.  A second could be planning the implementation.  Third is getting some of the implementation done.

· A milestone bonus must be vested when earned—but you may decide against paying it out right away.  

· If a team’s project involves a new product or revenue stream, try rewarding members with a royalty arrangement or an award of additional stock.  That way they’re getting a “share of the future,” not just the past.

· Let team members divvy up the proceeds themselves.
· Dispense “UtiliBucks” to spend on merchandise chosen from a catalog of professional products.  The rationale?  Cash awards tend to go toward employees’ everyday needs, while a directed-spending program like UtiliBucks rewards and subsidizes professional development. 
Be careful about handing out window-dressing awards! Most people in traditional hierarchical organizations are only dimly aware of the contributions of others, especially outside their department. And most people are too busy trying to please their boss to be very interested in how others are pleasing theirs.  Thus, formal recognition awards (“Employee on the Month,” “Most Outstanding Performer,” etc) sometimes actually demotivate should employees perceive (accurately or not) that the winners of these awards were preordained by politics or favoritism. 
Stick with the tried and true 4 I AMs if you want to make colleagues feel good about their contributions. 
Motivation through celebration

The main purpose of team celebrations is to deliver the 4 I AMs to your team as a whole. Members need to be reminded that their overall team is also productive, appreciated, needed, and unique. 

Step number 1 in team celebration is to find a team achievement big enough to be celebrated:

· A milestone (such as the team’s five year of existence, new members, its twentieth client, etc.)

· Project success 

· A new client or a client’s breakthrough achievement

· A special event in the life of a team member (marriage, new child, transition to a different project , etc.)

Step 2 is inviting team constituents (inside and outside the organization) to attend the celebration.
Step 3 is to invite others close to the team to attend: family members; those served in special community projects undertaken by the team or its mother organization; other members in the organization that have been especially helpful to or supportive of the team.
Step 4 is designing an informal, fun ceremony in which the team can thank those responsible for its success being celebrated.
Step 5 is to build the celebration around a service event for the team to benefit a person or entity in the local community: a charity, social service organization, a fine arts organization, etc. 
An excellent approach is holding a key auction. Team members use uncut key blanks (such as car or door keys) to bid on specific items donated to a worthy cause. The keys are passed out throughout the year by an elected team committee to deserving team members for their noteworthy professional contributions, such as excellent performance, landing new clients, creative new ideas, etc.  Team members use their personal or pooled keys to bid on special service projects presented for team consideration. The project receiving the most key “votes” is then selected. Other projects in the vying are considered again in future celebrations. 
11. TEAM CREDIBILITY

In a community of meaning, credibility is your calling card. When team members don’t trust and respect one another, team idealism is punctured and credibility is compromised. 
Team credibility revolves around community and communication. Team members with credibility relate to one another “authentically.”  They are transparent with thoughts and feelings; avoid playing psychological games; tell the whole truth; don’t misrepresent reality; and aren’t manipulative or exploitive. 

Questions that raise credibility issues:
· Did I mean what I said?

· Do I act out of hidden agendas in my team interactions?

· Do I misrepresent reality in team discussions?

· When and how am I self-serving?

· Who am I trying to fool?

· What lies do I tell others or myself?

· How often do I shave the truth by telling people what they want to hear?

Authentic team behavior goes against the grain of human nature.

	Human nature lacks credibility.
	Community concern builds credibility.

	Gossip
	Talk in front of the person, not behind them.

	Wasting time
	Mutual team member accountability.

	Passive aggression
	Say what’s on your mind even if it’s negative in content. But say it in a constructive way. 

	Lip service
	Offer options or revisions to a plan that you will commit to.

	Fake face
	Don’t mask your thoughts or emotions; get them into the team arena.

	Leave it to others
	Just do it yourself and ask for help if you need it. 

	Half truths
	Telling the whole truth doesn’t hurt for long because it eventually leads to positive outcomes.

	Conformity
	Aspire to inspire by going down a new road.  A new lease on life is nice.

	Agenda-ing
	Reveal it and let the team deal with it.

	Withholding
	Offer what you have to the team; allow them to put it to good use.


Team community is built through:
· Caring:  Showing consideration for the well-being of others
· Confidence:  In yourself as a trustworthy person
· Congeniality:  Being sociable, friendly, and pleasant to work with
· Empathy:  Understanding others and their circumstances and feeling affinity
· Honesty:  Being straightforward—having no hidden agendas
· Ideals: Team pursuits bigger than the members themselves

· Integrity:  Demonstrating honesty, fairness, and lack of bias
· Openness:  Being receptive to diverse ideas

· Reciprocity:  Being willing to share and give and take

Team credibility is matter of trust: giving it and getting it.

Giving trust
· Sharing knowledge and expertise to demonstrate good faith and develop goodwill
· Inviting others as a show of respect for their competence and insights
· Listening to others to show interest in their contributions
· Extending team members latitude (and avoiding micro-managing) in how they do their work

· Assuming the best about coworkers

· Extending others a second chance

· Letting go of grievances or grudges against fellow team members

· Praising coworkers for worthy accomplishments

· Delivering the 4 I AMs (making them feel productive, appreciated, needed, or unique) to team members

Getting trust
· Being accessible to team members to demonstrate community
· Responding promptly to others to show engagement

· Being predictable to demonstrate consistency

· Being flexible to show adaptability and open-mindedness
· Being enthusiastic and optimistic to demonstrate commitment

· Maintaining confidentiality to demonstrate integrity

· Being inclusive to demonstrate impartiality

· Refusing to talk behind people’s backs to demonstrate fairness

· Solving problems rather than assigning blame

· Setting realistic expectations to demonstrate common sense

· Taking the initiative to demonstrate confidence 

· Keeping activities open and visible to avoid manipulation 

Team trust is built on a foundation of team ideals framed by a… 
Basic team philosophy

· Our team builds around those we serve and the ones doing the serving.

· For every responsibility team members have, they also have rights.

· The role of team leaders and coordinators is simple: to serve the team and its individual members in every way possible to maximize client contributions and individual team member potential.

· Team integration promotes reality-orientation.

· Everything team members do is by choice and conviction. 
Team member bill of rights 

· The right to receive fair, professional treatment from the team coordinator, team leader, and from fellow team members 

· The right to participate in team decisions and processes 

· The right to maximize the number of personal contributions made to the team 

· The right to grow professionally in better service to the team 

Four common team member fears often haunt the credibility of teams
· Fear of failure: Can I trust my team’s competence enough? 

· Fear of team cliques: What if team members don’t like me and reject me?
· Fear of personal vulnerability and rejection: Will team members respect and accept me if I’m transparent and authentic? 
· Fear of the unknown: If my team fails, am I a goner?
The positive reinforcement of the 4 I AMs is the best antidote for these common team member fears. Most insecure people respond remarkably well to a work environment rich in personal productivity; appreciation; being needed by others, and occupying a unique team role.  
Wendy built up the credibility of her daycare center by forming four informal “children’s care” teams. Their job was to build the trust of children and their parents in every action and policy of her facility. Children were assigned to one of the three-person care teams, and each team member was responsible for performing and documenting designated child wellness duties. Parents were given a notebook of information about their child’s care team: names, photos, addresses, and two phone numbers of each team member; professional background information; their specific duties; copies of the documentation sheets; and paperwork pertaining to any special requests parents may have given the center about their child’s needs. Parents were also invited to look at the notebooks of the other teams, as well licensing and inspection documents regularly received by the center. The center also mailed out a monthly newsletter to parents, presenting information about the center’s upcoming special events; critiques of the care teams submitted by parents on a quarterly basis; and reminders about the center’s policies, rules, and regulations.  Wendy commented, “I want the parents to know me and my staff well enough to earn our respect. We want every parent and every child to look forward to coming here each morning and to feel secure and at home. Trust is the key to our entire business and mission.”
12. TEAM STRATEGY

Note: The MAP (Moving After Progress) worksheet in part 4 (page 125) provides a detailed template to walk your team through the strategy formulation process.

A successful ballroom dance studio displays several faces in its community: a romance and socializing face; the face of artistic elitism; the face of competition showcases and public recitals; the self-improvement, physical-health face. These multifaceted prisms reflected the studio’s large footprint in the community: privately-tutored serious students; high school and college physical education classes; nursing home therapy sessions; haute culture judged competitions; romantic ballroom excursions on cruise ships and resort hotel ballrooms. The husband-wife owner/operators realized the strategic importance of being all things to all people in order to maintain a steady revenue flow. From romantic couples to youth dancers; from nursing homes to international competitions; from singles to marrieds to engaged couples. The studio’s strategists had to dress for diverse venues; choreograph both modest and exhibitionist dance moves; cater to the affluent and the middle class; and design tours for local yokels and globetrotters alike. Team strategy can’t always guarantee success, but it can certainly make the road to success less bumpy and more navigable.
Team strategy is not:

· A technical report showing how to best competitors in the marketplace

· An annual ritual producing a thick bound report

· Only for executives and board members

· A public relations document for making your organization look good

Amazingly, strategy is actually interesting, fun, and relevant when properly pursued. It’s an ongoing, never-ending dialogue about your team’s purpose and contributions as seen through the eyes of team constituents.
The dialogue strives to answer a series of deceptively simple questions about the team and those it serves:
· What is the “face” of our team as seen through the eyes of others?  

· Who are we (really)?

· Most importantly, who are we to the people we serve inside and outside our organization? In their eyes, how successful and competent is our team? How well does our team serve them? 

· What’s at the core of our team? Our values and ideals. Our professional and personal competencies. Our experience-base. Our community of meaning.

· Where is our team “driving”? Have we mapped out a route to get there? How will we know if we’re traveling down the right roads?

· How are we going to reach our destination? Who are the team leaders? What team skills will we take advantage of? What help will our team need from others to arrive at our destination?

· How large of a “footprint” does our team leave, showing our overall influence on clients and our organization; our degree of professional development; and the number of different clients we serve inside and outside the organization?
· Has our team planted any “seeds” of new ideas, experimental techniques, or service? Is anything starting to germinate (positive productivity and progress)?

· Is our team dreaming or asleep? Do we envision an exciting future? Are individual team members thriving, or just surviving, in their work and contributions? Will tomorrow be better than yesterday?  
Without feedback and perspective on these questions from team constituents inside and outside the organization, strategizing easily becomes exploitative, focusing on how your team is going to manipulate or outwit others to the team’s advantage. The more you hear about your team from those it serves, the more you can adapt your strategy for success.
To be a true community dialogue, team strategy requires that:
· Rapport already be established with team constituents to provide a climate of trust and mutual accommodation

· The mutual needs of the team and its constituents be clarified to enable a give and take discussion

· The MAP (Moving After Progress) worksheet be completed with direct constituent feedback and perspective

Malpais Fashions in New Mexico and Arizona sells Southwestern paintings, hand-crafted Spanish furniture, and Indian jewelry to art and fashion connoisseurs primarily in the southwestern part of the U.S. The Malpais interior decorating sideline business is an excellent sales outlet for their furniture and art. A fancy marketing brochure masterfully showcases the uniqueness and innovativeness of their five-phase interior decorating strategy: 
Strategy overview
· Potentializing:  What Malpais sees in the client’s home interior that the client may not see 

· Visionizing: Helping the client see the vision for a design recasting 

· Individualizing: The client becomes the co-designer 

· Sourcing: Synergy with the total group of Malpais suppliers (furniture, rugs, paintings, decorations, etc.) 

· Realizing: Quality, speed, flexibility, and a personal relationship between subcontractor and client
Strategy implementation tactics

· Bringing the abstraction of Southwestern/Santa Fe art to people in concrete form

· Synergistic sourcing from Southwest Spanish Craftsmen (furniture logo) and Santa Fe Accents (interior decorating logo)

· Individual client tailoring

· Unlocking the commercial or artistic potential of homes
· Focus on the value added of creativity

· Focus of the uniqueness of clients

· Creation of numerous operating synergies

· Nurturing a continuous dialogue between our artistic suppliers 
13. COMMUNITY DECISION-MAKING

All workplace decisions are community decisions, because they affect interdependent people (communities) both inside and outside the workplace.   It’s easy to take decisions for granted, because we make so many of them. But once made, decisions take on a complex community life of their own:

· Altering our work duties

· Creating a cascading chain of events often beyond our control

· Disrupting the status quo (for good or bad, or both)

· Impacting team and organization success

· Igniting unexpected surprises (pleasant and unpleasant)

· Mandating a strong implementation effort 
· Generating opportunity, the DNA of team progress

· Requiring experienced navigation and implementation through thick and thin

Team communities resemble an old-fashioned mechanical pinball machine. Once put into play,  the metal ball bearing careens and cascades off electronic bumpers, sometimes scoring points; sometimes knocked out of play; sometimes “tilting” the machine.  Moves made by various members of a community also reverberate throughout the community with synergistic pay-offs: benefiting some, creating problems for others. 
Even the best prepared, most idealistic decision-makers have no guarantees about outcomes. But we can hedge our bets by asking these strategic questions:
· Why are we making this decision?

· Who’s affected by this decision?

· Who should participate in making the decision?

· What and who is driving the decision?

· When is the optimal time to make this decision?

· Is the decision more informational or emotional?

· What are the cost/benefit trade-offs of this decision?

· What is likely to happen if we don’t make any decision?

· What is most likely to happen if we make this decision now?

· What’s price will we pay for undoing the decision if it doesn’t “matriculate”?

The decisions we make and the actions we take have both intended and unintended outcomes. The unintended are the ones to worry about.  Sometimes we luck out and the unintended outcomes work to our advantage. But not always. 

For example, your team upgrades a piece of software to complete a project, only to discover that a client can’t open the final report because they use an older version of the software. You didn’t intend for this to happen or anticipate it, but it was a minor embarrassment for your team. Fortunately it was easily remedied (by resaving the final report in the older version of the software). 

But things aren’t always that simple. What if the project had been emailed to an overseas client who tried to open it for the first time during an important presentation, only to discover the software glitch? Now it’s more than a minor embarrassment for your team. 

Unanticipated outcomes come with the territory in today’s technologically-complex, global workplace. Instead of unrealistically trying to eliminate unforeseen “surprises,” anticipate them through common sense team dialogue:

1. Is the right time to make this decision or take this action?

2. What outcomes are most likely if this succeeds? Fails?

3. What is the domino effect potential? Discuss both positive (it worked) and negative outcomes (It bombed.) 

4. Who is in the “line of fire” of this decision or action? Inside the organization. Outside the organization.

5. Who is responsible if we don’t succeed?

6. What are the most likely costs of undoing this decision or action? What price are we willing to pay if things unravel?

7. Do the tangible benefits of this clearly outweigh the tangible costs?

8. Do the intangible benefits outweigh the intangible costs?

9. Will “groupthink” emerge in our dialogue? (Groupthink occurs when conforming team members consciously and unconsciously become “cheerleaders” for the team, uncritically agreeing to whatever appears to be in the team’s best interest.)

The mindset of good decision-making:

· The more important the decision, the more it should be a team decision. 
· Involve important team constituents inside and outside your organization in important team decisions.
· Listen proactively to the implementers of team decisions. 

· Remember that outcomes come from an interlocking series of decisions (or pieces of decisions), not just one “big bang.”

· Always have contingency plans and scenarios in your back pocket.

· Most importantly, remember that no decision or plan is guaranteed to work.  But implementing them in a team community context sure increases the odds.
Team C.O.RE sessions
Communication Organization REality orientation (C.O.RE) team meetings, held on a monthly basis (often over lunch), enable and empower:

· Grass roots participation of team members involved in both operations and strategic decision-making

· Continuously updated big picture awareness of team and organization performance realities 
· Exchange and critique of innovative ideas and visionizing 

· On-going dialogue with constituents
· A built-in forum for constructive conflict resolution

· Enhanced personal accountability for team and team member performance 


The Civic Fine Arts Center in a medium-size city was approached about assuming operations of the community’s symphony, which was foundering financially. The orchestra cancelled half of its performances the previous season due to (chronic) underfunding. The Fine Arts board certainly recognized the enormity of its pending decision for the entire community, given the clear-cut need for city fine arts subsidies (taxes). Unintended consequences were inevitable no matter what the city chose to do. A temporary project team of community leaders was charged with carefully studying the city’s fine arts dilemma. The following executive summary of the blue ribbon team’s constructive dialogue was organized around the nine pivotal questions on page 57.
1. Is the right time to make this decision or to take action?  

Yes, because the symphony is apparently out of private financing funding options. City subsidies appear to be the only viable option. 
2. What outcomes are most likely if this succeeds? Fails?
Both the symphony and Civic Fine Arts Center (CFAC) stand to gain or lose. Additional fine arts financing would enable CFAC to buoy the symphony for at least another season. But if CFAC became financially responsible for the symphony, the latter’s continued failure could sink CFAC’s boat.  
3. What is its domino effect potential? 
CFAC depends entirely on private donations for its program funding. More than 60 percent of its annual funding proceeds from two local philanthropic institutions, with the remaining 40 percent stemming from patron annual subscriptions. Without the continued support of the two 

philanthropic institutions plus significant city symphony subsidies, CFAC would likely be the next domino to fall in town.

4. Who is in the “line of fire” of this decision or action? 
The symphony, CFAC, two philanthropic organizations, and fine arts patrons of the community.
5. Who is responsible if we don’t succeed?
CFAC in the short-run; the community as a whole over the long-run
6. What are the most likely costs of undoing this decision or action? How big of a price is our team willing to pay if things unravel?
Rescuing the symphony could, and probably should, be done on a trial year-by-year basis to minimize long-term financial risk to the community, especially in the form of higher taxes. 
7. Do the tangible benefits of this clearly outweigh the tangible costs?
Only 8 percent of the city’s residents attend fine arts functions and only 2.3 percent support fine arts financially.
8. Do the intangible benefits of this outweigh the intangible costs?
The main intangible benefit of the symphony and CFAC appear to be the prestige accrued to the community for its fine arts support. 

9. What is our tendency to pursue “groupthink” in our dialogue? 
A quarter of CFAC’s board members also serve on the symphony board. Seventy-six percent of paid patrons for the symphony are also paid patrons of CFAC.

Based the forgoing conclusions, the most probable positive and negative unintended impacts of CFAC’s custodial takeover of the symphony association may be:

Positive Impacts:

Maintaining the short-term status quo of fine arts in the city

Negative Impacts: 
· Increasing city taxes to subsidize the symphony 

· Financially weakening the Civic Fine Arts Center

· Diminishing fine arts in the community, at least for the short-run

Team-related observations:
The preceding analysis doesn’t render a “right” answer or simple solution for the scenario, but it does substantially clarify the issues at hand and potential intended and unintended consequences.  Oftentimes this is the best a team can do. Judgment calls call for the combined wisdom of teams. Right answers depend on right questions, right analysis, and right decision-making protocol. 

14. COUNTERINTUITIVE THINKING 
Counterintuitive thinking is the doorway to creativity, which in turn is the floodgate to progressive decision-making and problem-solving.  Creative thinking and ideas generate dynamic opportunities for actions invisible to conventional organizations.  
Teams are organizational incubators for creativity, because team members continuously interact and interconnect--the process that generates most novel new ideas.  

Non-progressive organizations (often giant frozen blocks of ice) travel along conventional/traditional, politically acceptable, non-controversial pathways. Changing “trad orgs” by unfreezing the whole block of ice obviously isn’t feasible, so melt ice cubes one at a time via small, but progressive, changes in thinking.  
The result is creative counterintuitive thinking (CCT) that looks at established organizational reality through the diverse prisms of individual contributors both inside and outside the organization.  CCT is most valuable to external value employees (EVEs), the team members closest to customers/clients.
Creative counterintuitive thinking is:  
· Melting the ice cube
· Thinking like someone outside the organization:  customers, suppliers, or competitors

· “Why” thinking instead of “what” thinking or “how” thinking

· Thinking before doing

· Non-status quo thinking

· Wondering instead of “knowing”

· Asking instead of telling

· Questioning instead of accepting

· Lighting fires instead of putting them out

· Redefining problems instead of trying to solve them

· Proacting instead of reacting

· Breaking precedent instead of following precedent

· Opening instead of closing

· A two-way dialogue, not a one-way monologue

· Contemplating many answers instead of “the right answer”

· Listening more than talking 

· Challenging more than accepting

· Doing things differently
Looking for more growth beyond traditional break-in security, a successful home security firm considered offering four new service zones of security to home owners: (1) Emergency services for older people living alone; (2) Personal computer security; (3) Babysitting security; and (4) Car breakdown/emergency security. Step one of the company’s new venture evaluation process was to mentally grapple with the previous 20 creative counterintuitive thinking issues.  
A summary follows of the CCT-thinking generated by an interdisciplinary team working with a consultant. The number from 1 (lowest) to 7 (highest) in parentheses after each question indicates how valuable executives perceived this information to be. 
Melting the ice cube
How much might our proposed new security services melt the security uncertainties and insecurities of home owners? (5)
Thinking like someone outside the organization: customers, suppliers, or competitors

Conduct research interviews with law enforcement officials and victims of home security breaches to determine their main security worries and concerns (6)
“Why” thinking instead of “what” thinking or “how” thinking

Is money basically the only reason why most home owners don’t purchase security packages? (4)
Thinking before doing

How long do most financially-qualified homeowners think about their home security needs before making a go/no-go decision? (3)
Non-status quo thinking

Do homeowners with security systems wish expanded services were available? (5)
Wondering instead of “knowing”

How often do homeowners with security systems doubt the effectiveness and adequacy of these systems? (5)
Asking instead of telling

Should we ask current and potential homeowners how much they would be willing to pay for a complete and comprehensive system? (3)
Questioning instead of accepting

To what extent are homeowners with security systems still insecure about their safety? (6)
Lighting fires instead of putting them out

Should we launch a program to perform free home security for homeowners who don’t have security systems? How about those who do have systems? (4)
Redefining problems instead of trying to solve them

Do home security systems provide primarily a sense of security? A sense of responsibility? A sense of social status? (5)
Proacting instead of reacting

Should we offer our existing customers the opportunity to try out new security features for a free trial? (5)
Breaking precedent instead of following precedent

What is the risk/return ratio for beating out competitors to expanded security services? (5)
Opening instead of closing

What’s the best way for our sales reps to open the discussion of our expanded security packages rather than have the potential customer immediately close the conversation? (5)
Communicating as a two-way dialogue, not a one-way monologue

In what ways can we reward present or potential customers to talk with us about our expanded line-up of security services? (6)
Contemplating many answers instead of “the right answer”
How can we best determine other unmet security needs of our current customers have beyond the four new services we are considering? (6)
Listening more than talking 
Can we offer current and potential new customers a free trial period of security services in return for a home visit and conversation with them? (4)
CONCLUSIONS: The potential potency of these 16 questions appears high judging by the average rating of 4.8 out of 7.  From the standpoint of these executives, the CCT process yielded positive, high-potential results. 



Steps for engaging in CCT

· Establish a regular brainstorming dialogue with several non-conventional or creative people in your part of the organization. 
· Look for opportunities to process through issues using several of the above CCT mindsets.
· Annotate agendas for meetings and non-routine office correspondence/emails with high potential CCT options.
· Hold weekly half hour sessions with key employees to discuss all of your entries on the chart below.
· Use a chart like the following to keep track of CCT ideas whenever they pop into your head.

Keeping Track Of CCT Ideas
	Traditional org or team ideas to overcome
	Traditional ideas to overcome relating to my job or team
	CCT ideas for my job
	CCT ideas for my team
	CCT ideas for the overall org

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


The Delphi process
The ancient Greeks allegorically erected a shrine, the Oracle of Delphi, where Pythia, priestess of Apollo, divulged the future to anxious people. Predicting the future today is a bit more complicated, but the modern Delphi approach to teamwork yields much better results than priestess Pythia ever did. 

Team Delphi sets the table for team thinking and communication about future issues of key importance to team success. Team Delphi has a simple formula: my reality + your reality + their reality = OUR team reality. Team members evolve through three mindsets:

me you us → me you us → me you us
Team members make the transition from me to us via a series of Delphi conversations focusing on one or more key team issues. These conversations are “souped-up” by 6 virtual team processes:

Deliberation: Using the feedback of team members as input to your own thinking

Electricity and energy: Enabling team members to share their “full-strength” ideas, opinions, and reactions before, during, and after conversations

Learning: Becoming aware of team realities for the first time and their impact on team members

Partnering: Weaving together individual team member ideas, opinions, and reactions into an overall team “gestalt” (big picture).

Hunches and hypotheses: Combining “soft” subjective speculation with “hard” objective facts

Information surge: Shining maximum light on team issues. 

“Delphi” gradually emerges by circulating (preferably digitally) evolving versions of a questionnaire among team members. Step 1 of Delphi develops a questionnaire (illustrated ahead) that solicits a variety of objective and subjective input from team members. 

Step 2 sends the questionnaire (preferably via email) to all team members, as well as to important constituents of the team (clients, suppliers, departments served within the team’s organization, etc.). 

In step 3, team members respond to questionnaire items and email these back to everyone.  This round-robin process is repeated until team members feel their virtual conversation has yielded sufficient feedback to empower the team to reach consensus on the issues in play and take actions accordingly. 

The round-robin Delphi feedback process greatly benefits teamwork because it is:

· Efficient in its use of people’s time and energy

· Easy to understand and administer

· Participative and inclusive

· Comprehensive in depth and breadth of information and insight

· Enlightening and eye-opening

Delphi concentric circles 

[image: image1.wmf][image: image2.wmf]The holistic, evolving Delphi questionnaire process stimulates team cohesiveness, because the “authentic” conversation it generates is highly relevant to everyone on the team, as well as binding—just like concentric circles.  Team members come to know and appreciate one another better as the questionnaire conversation opens thought-provoking doors of the mind. 



Examples of Delphi Feedback Rounds For 
The Board Members for Bounty, a Local Food Bank
21 Questions About the Future of Bounty
Instructions
Please respond to the questions below with your personal point of view and perspective. Handwriting is fine unless you prefer to type your comments. Skip any questions you don’t have much perspective about.  The purpose of this questionnaire is to gather the insights of Bounty staff and board members, which will greatly help us plan for the next 18 months and beyond. 

#1. As you see it, what were Bounty’s most important accomplishments over the past 2-3 years?

#2. Is there anything you feel Bounty probably should have accomplished over the past 2-3 years, but didn’t?

#3.  Is there anything about Bounty that you feel should be changed over the next 18 months?  Please briefly explain.

#4. What are the most likely consequences if Bounty doesn’t make the changes you named above?

#5. What are Bounty’s best developed skills in the following areas:

A. Best skills in processing clients:

B. Best skills in obtaining food and other resources for clients:

C. Best physical distribution skills (storage, warehousing, trucking, food handling, etc.):

D. Best skills in raising money:

E. Best performance skills of staff and volunteers:

F. Best skills relating to community networking and outreach:

G. Best organizational leadership skills:

#6. What would you say are the most underutilized capabilities and strengths of Bounty?

#7. In what areas do you feel Bounty is currently over-extended and maybe “over its head”?

#8. How willing and able are Bounty staff and volunteers ready to work harder over the next 18 months should Bounty decide to implement new programs or services?

#9.  In each of the following areas, please list who or what Bounty is most dependent on: 

A. People who do the work (staff, volunteers, board members):

B. Resource support (money, resources, volunteers, etc.) from the community:

#10.  Which organizations does Bounty currently have continuing partnerships with: 

#11. Please rank the partnership organizations above by their long-term importance to Bounty, with 1 being the most important, 2 second most important, etc.

#12.  In what ways do you feel any of the above partnerships need to be changed over the next 18 months? 

#13.  What additional organizations (give specific names if possible) should Bounty form a new partnership with over the next 18 months? Please explain.

#14.  Are there any Bounty services or operations you feel should be phased out over the next 18 months?  Please explain.

#15.  Are there any “shaky” operations or programs that Bounty should improve? Please briefly explain.

#16. What new services or programs do you think Bounty should try to start up over the next 18 months? 

#17. Please rank the importance of the new services or programs you listed in the previous question, giving a 1 to the one of highest importance, a 2 to second in importance, etc. 

#18.  Please comment on Bounty’s readiness (well equipped with expertise, money, resources, staff, etc.)  to implement the top 3 ranked programs/services above over the next 18 months.  Please briefly explain.

#19. What changes do you feel your clients (those who receive food + partner organizations + the City community, etc.) would like to see Bounty make in the next 18 months or so?

#20. Please define what you think Bounty’s mission (purpose) actually is today: 

#21. In what ways, if any, do you feel Bounty’s mission should change in the future? Please explain.


RESULTS OF THE BOUNTY “DELPHI” QUESTIONNAIRE

(feedback from 7 Bounty board members or staff regarding the results 

of the 21-questions original Bounty strategic planning survey)

The purpose of the Delphi survey: The short Delphi questionnaire was used to generate feedback from board members and staff about how the consultant interpreted the results of the 21-questions Bounty strategic planning survey.  This Delphi feedback information (summarized below) provides a “sneak preview” of what may be on the minds of board members in future discussions of Bounty strategy and planning. Board meetings can usually proceed more efficiently and effectively when the “table is set” in advance.

PART ONE

Conclusions Drawn from the Delphi Questionnaire

1. For the most part, the 7 people who responded to the Delphi questionnaire agreed with the 7 key strategic issues suggested by the consultant from the results of the original survey. The Delphi respondents rank ordered the priorities of these 7 key strategic issues as follows:

1. Forming major new corporate partnerships (highest priority of the 7 Delphi respondents)

2. Developing a long-term plan

3. Developing and expanding the Bounty leadership base

4. Developing greater community participation and support

5. Evaluating the future potential of current major programs

6. Strengthening the board’s strategic leadership
7. Sharpening the mission statement (lowest priority of the Delphi group)

2. The Delphi respondents varied significantly in their perception of which are and are not key strategic issues for Bounty. Eighteen different strategy issues were listed by the 7 respondents as being important above and beyond the 31 key strategy issues highlighted by t(from the results of the original survey). Fifteen of the 31 issues highlighted by The consultantwere seen as not very important by the 7 Delphi respondents.  Thus the Delphi response group designated a total of 34 different issues (Phil’s 31 highlighted issues + the Delphi’s 18 additional issues = 49 -15 of Phil’s issues not seen as key items by the Delhi group = 34) as being “key” strategy issues.

3. The Delphi group indicated that they were reasonably satisfied with the leadership provided by the board and staff.  They were also satisfied with the clarity of the Bounty mission statement. 

4. The wide variance of key strategic issues listed by the Delphi group suggest that the board as a whole is characterized more by diverse individualism than by group unity.

PART TWO

Breakdown of Delphi Survey Results

I.  Rank ordering of the 7 key strategy issues suggested by the consultant (in the original strategy survey)

	Strategy Issue

(suggested by the consultant in the original survey)
	Individual Rankings

of the Delphi Group

(the lower the ranking, the higher the priority)
	Average ranking

(the lower the average, the higher the priority of this item
	Overall priority rankings

	Long-term plan
	1223444
	2.85
	2

	Expanding leadership
	1122366
	3.0
	3

	Strengthening board’s strategic leadership
	1355566
	4.4
	6

	New corporate partnerships
	222444
	2.6
	1 (highest average priority)

	Greater community participation
	1133356
	3.1
	4

	Evaluating effectiveness of current programs
	1345566
	4.3
	5

	Sharpening the mission statement
	5777777
	6.7
	7 (lowest average priority)


II. What one or more Delphi members felt were key strategic issues for Bounty IN ADDITION TO what the consultant suggested

1. One Delphi member felt balancing the Bounty budget is a key strategic issue for Bounty to address.

2. One Delphi member felt the food stamp qualification program is a key strategic issue.

3. One Delphi member felt the prescription program is a key strategic issue.

4. One Delphi member felt the Gifts in Kind program is a key strategic issue.

5. One Delphi member felt reaching a larger number of clients is a key strategic issue.

6. One Delphi member felt updating the policies/procedures manual is a key strategic issue. 

7. One Delphi member felt charging a handling fee to other food agencies is a key strategic issue.

8. One Delphi member felt that designating a community events director is a key strategic issue.

9. One Delphi member felt giving clients something constructive to do while waiting in line is a key strategic issue.

10. One Delphi member felt staff development is a key strategic issue.

11. One Delphi member felt getting other community service organizations to assume some of Bounty’s minor services is a key strategic issue.

12. One Delphi member felt treating staff and clients more professionally is a key strategic issue.

13. One Delphi member felt not overwhelming staff with new projects is a key strategic issue.

14. One Delphi member felt getting more big donors is a key strategic issue.

15. One Delphi member felt stronger church representation on the board is a key strategic issue.

16. One Delphi member felt better client screening is a key strategic issue.

17. One Delphi member felt starting a counseling service is a key strategic.

18. Three Delphi members felt increasing client self-sufficiency is a key strategic issue.

III. What one or more Delphi members felt were NOT key strategic issues on the original survey as suggested by The consultant: 

1. One Delphi member disagreed that Bounty has nothing more to accomplish.

2. One Delphi member disagreed that Bounty leadership is unorganized.

3. One Delphi member disagreed that Bounty staff are over-extended with too many projects.

4. One Delphi member disagreed that Bounty thrift stores are duplicating the services of other thrift stores in town.

5. One Delphi member disagreed that Bounty should avoid broadening its vision.

6. Two Delphi members disagreed that Bounty over-relies on the Executive Director.

7. Three Delphi members disagreed that Bounty is currently well-equipped to implement new programs.

IV. General observations by the consultant on the original survey that one or more Delphi members did NOT agree with:

1. One Delphi member disagreed with the consultant that the original survey showed limited depth and breadth of insight about Bounty on the part of Bounty board and staff.

2. One Delphi member disagreed with The consultant that the original survey showed limited strategic thinking on the part of Bounty board and staff.

3. One Delphi member disagreed with the consultant that the original survey showed limited knowledge of how Bounty operates on the part of Bounty board and staff.

4. One Delphi member disagreed with the consultant that the original survey showed limited knowledge of Bounty’s community support base on the part of board and staff.

5. Two Delphi members disagreed with the consultant that the original survey showed a fuzzy understanding of the Bounty mission on the part of Bounty board and staff.

6. Two Delphi members disagreed with the consultant that the original survey showed uncertainty about the effectiveness of Bounty programs on the part of Bounty board and staff.

      21 QUESTIONS ABOUT THE FUTURE OF BOUNTY
TABULATION OF COMPLETE SURVEY COMMENTS

NOTES: (1) Listed below are all of the comments made by the 13 people who (anonymously) completed the survey; (2) Except where noted, each comment was mentioned by one person only; (3) Most of the comments have been slightly paraphrased for the sake of brevity or clarity (4) Comments with potentially key strategic implications are shown in a larger font and highlighted in bold 

#1. As you see it, what were Bounty’s most important accomplishments over the past 2-3 years?

A. Balancing our own budget

B. Better name recognition within the community

C. Better, smarter paid staff

D. Connection with other non-profits

E. Food stamps qualification program

F. Gifts in Kind program (mentioned in 5 surveys)

G. Greater number of clients now benefit from Bounty services

H. Growth in corporate donations

I. “Helpings” program has had an even larger impact than Gifts in Kind

J. New facility (mentioned in 5 surveys)

K. Prescription program

L. Restrooms for clients

M. Service Point software

N. Success in processing clients faster

O. Successfully adapting to the new facilities

P. Using an outside consultant 

Q. Wal-Mart and the gifts in kind program (mentioned in 4 surveys)

#2. Is there anything you feel Bounty probably should have accomplished over the past 2-3 years, but didn’t?

A. Becoming our own food bank once again

B. Better informing the community of our successes (mentioned in 2 surveys)

C. Charging a handling fee to agencies that get food from us

D. Designating someone to take charge of planning community events

E. Developing a disaster response capability

F. Improving existing community events

G. Increasing the number of people we helped get back on their feet so that they no longer needed our services (helping people help themselves)

H. Making our offices and waiting rooms neater and better organization of food/clothing

I. Nothing more needed to be accomplished (mentioned in 4 surveys)

J. Opening new resale stores, perhaps in Hewitt and Robinson

K. Training a successor for the Executive Director

L. Updating the policy and procedures manual

#3.  Is there anything about Bounty that you feel should be changed over the next 18 months?  Please briefly explain.

A. Build a stronger bridge to organizations that can provide more volunteers

B. Bounty should be more accessible to the media

C. Clients need something more positive to do while waiting in line besides watching soap operas

D. Don’t devote so much time to minor programs that have little overall impact

E. Eliminate occasional gender, ethnic, and age discrimination that is sometimes experienced by clients

F. Executive Director should work a 5-day week

G. Find other non-profits in the community to possibly take over some of our low demand servies

H. More aggressively advertise our need for volunteer assistance—a “call to action” within the community

I. More clients should become self-sufficient 

J. Nothing needs changing  (mentioned in 3 surveys)

K. Staff members should not bend and break the rules

L. Staff should have access to more motivational and professional development programs 
M. Tap deeper into the potential market for corporate donations

N. The Feast of Caring should be completely re-vamped to increase visibility and generate more money

O. Update the policy and procedures manual

#4. What are the most likely consequences if Bounty doesn’t make the changes you named above?

A. Decline in community interest and support

B. Lack of funds in kind

C. Not enough volunteers in some programs

D. Professionals won’t want to work for Bounty
E. Staff morale could suffer if they are asked to perform duties not included in their job descriptions

F. There will be fewer benefits available for clients with truly critical service needs (because the habitual returnees aren’t becoming more self-sufficient)

#5. What are Bounty’s best developed skills in the following areas:

A. Best skills in processing clients:

1. Esther Morales (food stamp qualification program)

2. Excellent communication skills of our Executive Director 

3. Installation of the number dispenser to organize the order of serving clients

4. Jimmy’s capabilities in food sourcing and distribution

B. Best skills in obtaining food and other resources for clients:

1. “Reserved” food policy

2. Food bank coalition membership 

3. Gifts in Kind

4. Jimmy

5. Our many community contacts

6. Requiring clients to provide information, such as ID, SS#, proof of address

7. Stamp Out Hunger

8. The November food drive

9. Wal-Mart relationship

C. Best physical distribution skills (storage, warehousing, trucking, food handling, etc.):

1. Our ability to train volunteers

2. Thrift stores

D. Best skills in raising money:

1. Bounty needs to devote more effort to fund raising

2. Dedicated annual fundraisers 

3. Executive Director’s community networking

4. Feast of Caring

5. Food drives

E. Best performance skills of staff and volunteers:

1. Capacity to communicate effectively with clients

2. Hardworking, caring staff

3. Jimmy, Sally, Nancy

4. Maintaining client dignity

F. Best skills relating to community networking and outreach:

1. Ability to partner with other organizations

2. Good media relations/support

3. Partnering with other nonprofit organizations in the community 
4. We need to phase out or rely less on the Feast of Caring as a revenue generator

G. Best organizational leadership skills:

1. The desire to improve

2. The leadership is not organized 

#6. What would you say are the most underutilized capabilities and strengths of Bounty?

A. Better thanking our food donors, such as a thank-you note

B. Not generating enough synergy with other nonprofit organizations in the community

C. Our current staff and clients could be help us more if treated more professionally; clients should be asked to give back to Bounty. 

#7. In what areas do you feel Bounty is currently over-extended and maybe “over its head”?

A. Bounty staff are very over-extended with too many projects

B. Clients misuse “freebie” stuff from Wal-Mart, such as reselling it (mentioned in 2 surveys)

C. Our 2 big annual signature events are working well (and shouldn’t be diluted with more new programs)

D. Over-reliance on Executive Director

#8. How willing and able are Bounty staff and volunteers ready to work harder over the next 18 months should Bounty decide to implement new programs or services?

A. Be careful not to overwhelm our staff 

B. Staff are willing to work harder (mentioned in 2 surveys)

C. The staff is currently working at 100% capacity

#9.  In each of the following areas, please list who or what Bounty is most dependent on: 

A. People who do the work (staff, volunteers, board members):

1. Donors

2. Staff

3. Volunteers  (mentioned in 4 surveys)

B. Resource support (money, resources, volunteers, etc.) from the community:

1. Donors

2. Financial donors

3. Food donors

4. Go to church budget committees

5. Volunteers

#10.  Which organizations does Bounty currently have continuing partnerships with: 

A. Churches  (mentioned in 2 surveys)

B. City of City
C. Compassion Ministry

D. EEOC

E. Habitat for Humanity

F. HEB

G. Ladies of Charity

H. Local foundations

I. McLennan County Hunger Coalition (?)

J. Mission Hunger
K. Salvation Army

L. Step Program

M. United Way (mentioned in 4 surveys)

N. City Restaurant Association (?)
O. Wal-Mart  (mentioned in 2 surveys)

#11. Please rank the partnership organizations above by their long-term importance to Bounty, with 1 being the most important, 2 second most important, etc.

(With one or two exceptions, survey respondents mentioned the following organizations, but didn’t rank them in order of importance) 

A. Big donors

B. Churches/clergy  (mentioned in 2 surveys)

C. EEOC

D. Habitat for Humanity (mentioned in 4 surveys)

E. Ladies of Charity (mentioned in 2 surveys)

F. Media

G. Mission Hunger (mentioned in 3 surveys)

H. United Way  (mentioned in 2 surveys)

#12.  In what ways do you feel any of the above partnerships need to be changed over the next 18 months? 

A. Churches should have stronger representation on the board

B. Develop additional corporate partnerships (Target, Dollar Stores, Pilgrims Pride, Sanderson Farms)

C. No change needed

D. Our volunteers need a better appreciation program than the current volunteer/employee luncheon

#13.  What additional organizations (give specific names if possible) should Bounty form a new partnership with over the next 18 months? Please explain.

A. A senior citizens organization (mentioned in 2 surveys)

B. No new partnerships should be form at this time to ensure that Bounty doesn’t overextend itself 

C. Public schools

#14.  Are there any Bounty services or operations you feel should be phased out over the next 18 months?  Please explain.

A. None

B. Our resources for the medical prescription program are too limited to enable us to accomplish much 

C. The same services offered by our thrift stores are offered by many other City providers.  Are the Bounty stores an unnecessary duplication of effort?

#15.  Are there any “shaky” operations or programs that Bounty should improve? Please briefly explain.

A. Clients still don’t know enough about what services we offer and the quantity we are able to offer

B. Gifts in Kind—needs tighter controls to prevent staff from personally benefiting from it

C. None of our programs are shaky

D. We need to screen clients better to somehow determine categories of need.

#16. What new services or programs do you think Bounty should try to start up over the next 18 months? 

A. A counseling service

B. Focus on the theme of making our community a “hunger free zone” within 3-5 years

C. Greater emphasis on food rescue

D. Improve relations with current supporters

E. Maybe Wal-Mart could offer our clients discounted prescription services

F. Senior citizens program

G. Start an independent food bank

H. Unwed mothers program

I. We need more food donation locations

J. We need to focus on what we’re already doing
#17. Please rank the importance of the new services or programs you listed in the previous question, giving a 1 to the one of highest importance, a 2 to second in importance, etc. 

A. Counseling service: #2 priority

B. Start an independent food bank: #1 priority

#18.  Please comment on Bounty’s readiness (well equipped with expertise, money, resources, staff, etc.)  to implement the top 3 ranked programs/services above over the next 18 months.  Please briefly explain.

A. Bounty is currently well-equipped to implement new programs

B. Clergy or counselor interns could provide counseling services

C. Gifts in Kind seems to be working well

D. Helping program needs more staff/volunteers

E. I would look to the Executive Director to know this

F. The current staff would be capable of starting an independent food bank

#19. What changes do you feel your clients (those who receive food + partner organizations + the City community, etc.) would like to see Bounty make in the next 18 months or so?

A. Better knowledge of what services are offered

B. Help with utility bills

C. Financial assistance for housing

D. More free giveaway items

E. More parking space

F. Quicker processing of clients

G. To be able to use our services more frequently 

#20. Please define what you think Bounty’s mission (purpose) actually is today: 

A. Food is our first and foremost mission

B. Meet the emergency subsistence needs of the local community

C. To feed people without enough food and provide additional services to the poor

D. To help the poor

E. To help those who find themselves in an emergency situation

F. To provide emergency assistance, primarily food, without a lot of eligibility requirements  +

G. We don’t currently have a clear mission

#21. In what ways, if any, do you feel Bounty’s mission should change in the future? Please explain.

A. Become better prepared to deal with unexpected emergencies for basic subsistence services in the community—proact and forecast better

B. Do more to help people qualify for Bounty services

C. No changes needed

D. Provide more long-term, non-emergency care

E. Help the poor help themselves

F. We must avoid broadening our vision beyond our capabilities

15. TEAM CHANGE

Non-progressive organizations typically resist change and take the plunge only when they have no choice: laws, the economy, competition, technology, consumers, operations snafus, and so on. These changes triggered by external events are typically reactive (unplanned) and thus unintended.

Rather than being at the mercy of external change factors, organizations should pursue intentional, managed change it has significant control over, such as new projects, new policies, and revamped operations. This on-going process is a three-dimensional triangle of change:

                                                                              Know


                                                                     Focus         Wait

Knowing the team’s:

· Clients

· Awareness of the change 

· Psychology (patterns of team member interactions)

In gauging team member awareness of the proposed change:

· Never assume that the need is apparent to everyone.

· Don’t mistake non-resistance for acceptance.

· Don’t ask team members to compromise deeply-held principles in backing the change.

Focusing on the needs of:

· Those served inside the organization

· Clients served outside the organization

· Team members

The client feedback and dialogue can be stimulated with the following thought-provoking questions:

· Who would probably benefit from ….?

· What do you think would happen if ….?

· What are the possible unintended consequences of ….?

· What are we assuming when we say ….?

Waiting for the right time for change:

· Enthusiastic team member support 

· Client feedback and dialogue 

· Resources in place

Enthusiastic (volitional) team member support for change can be magnified by showing team members how the proposed change will:

· Provide a refreshing change of pace in work routines

· Enhance professional development, mentoring opportunities, and résume marketability

· Expand the number of contributions each team member can make

A theme park contemplated expanding its facilities to include a large, bold new addition to boost attendance. The park’s management team envisioned more than just a new look to the epochal venture, but also a new entertainment concept as well: active rides instead of passive. Park guests from 12-18 years of age would interact with a new generation of safe physical-manipulation technology (climbing, designing, producing, and communicating) presenting novel challenges to master. Kids would be the master of their technological domain, in contrast with the traditional theme park’s emphasis on adapting to the roaring technology of roller coasters and other thrill rides. 
Theme park executives and board members were “gung-ho” about the entrepreneurial expansion plan…until negative feedback began to flow from employees at the operations level (ride operators/coordinators, the maintenance crew, and food vendors). While some of the operations level employees applauded the new action-rides theme, the majority expressed qualms. Four categories of concerns came to the fore:

1. Adults would not be particularly attracted to the “active rides” concept, nor would their younger children, and probably not many girls.
2. The more the teens target group was enthralled with active rides, the less time they would spend in the larger, “passive rides” park area—thus blunting concessions revenues.
3. Active rides would have slower turnover of patrons, this creating longer wait times and potential complaints. 

4. Active rides would require better-trained, hands-on park facilitators, limiting the number of high-energy, minimum wage teens who could be hired for these roles. As well, would the park want teen employees supervising teen patrons?

It didn’t take long for management and the board to discern the holes in their initial thinking. A little feedback from the grass roots level went a long way. The park’s Vice President for Development voiced still another major concern: the proposed active ride development would require “tight” teamwork on the part of park employees.  One board member put things in perspective: “Imagine two thousand hyper-energized young males running amok in their quest to dominate technology. Darth Vader couldn’t have dealt with that, and neither can we. Teamwork is not one of our organizational strengths.”  
No change is preferable to botched change.
16. TEAM CONFLICT

Conflict gets a bad reputation because everyone thinks it’s bad. But the positive potential is nearly always there--especially on teams. Just as lake winds are harnessed to propel sailboats, teams can harness conflict to propel team progress and productivity. It all starts with understanding the genesis of most conflicts.
Most conflicts revolve around either personalities (”hot” conflict) or issues (“cool” conflict).  Just about any disagreement comes down to these two factors: what people feel (hot) versus what they think (cool). 

	Hot conflict  
centers on:
	Cool conflict 
centers on:

	Personalities
	Issues

	Emotions
	Ideas

	Confrontation
	Debate

	The past
	The future

	Commissions
	Omissions

	Power
	Principle


Rarely is there a direct way to solve conflict, since it involves both feelings and thoughts. (It’s hard to “order” someone to quit feeling or thinking a certain way!) But indirect processes have a high potential, and a psychologist isn’t necessary. 
Picture yourself as the matador in a bullfight. He uses his cape to take the strength and fight out of the bull (which misperceives the cape as an extension of the matador’s body). The matador winds the bull by running it back and forth long enough to set up the sword coup de gras.
So it is with killing conflict, where the purpose is to take the wind out of the negative conflict process. The “cape” used for hot, personality-based conflict is shifting the focus away from feelings to the 3 Fs: Facts, Figures, and the Future. Cool off personalities and emotions by switching to a non-emotional thinking process. 

When conflict gravitates around issues, wave the cape of feelings. Get people to talk about how they feel about the conflicting issues. After venting feelings, team members become more open-minded about alternative points of views, as well as productive compromise.
Conflict-ridden team deliberations should “toggle” between these classic dualities of human behavior: 

Feelings → Facts → Feelings → Facts 

Other fancy cape-work also utilizes the mind-shift tactic:
We → Me →We → Me

Past → Future → Past → Future

The boards from two rural school districts in adjacent counties met to discuss prospects for merging the two districts as a cost-cutting move. Following a twenty-minute presentation highlighting the pros and cons of the proposed merger, several attending parents clashed over their differing opinions about the merits of the controversial proposal. Kay Dickson, superintendant of the larger of the two districts, took sides with parents who opposed the proposal. Her counterpart from the smaller district, Royce Burnett, quickly interjected his support in favor of the merger. As the ensuing vigorous debate ensued, retired principal Gary Reynolds received permission to engage both superintendants in a (hopefully) cordial dialogue. 
Reynolds: Superintendant Dickson, how did you feel when you heard that your Castle Heights district was being asked to merge with the smaller Valley Glen district?

Dickson: Naturally, I felt Castle Heights had everything to lose while Valley Glen had everything to gain. We have a bigger budget and more students.
Reynolds: Superintendent Burnett, what are your feelings about this? 

Burnett: Well, Superintendant Dickson’s point is valid, but I think the real issue isn’t how much money our districts have, but rather how much money we both can save from merging. Please also remember that our district, while somewhat smaller, has outstanding academic and athletic programs.

Dickson: Royce, are you implying that our school system is lagging behind yours in performance?

Burnett: I am very aware that the Castle Heights district received an exemplary rating last year for your performance on the state academic achievement test. So did our Valley Glen district. We both have bragging rights. This shows what good merger partners we will make. The money we save through consolidation, which a newly released study by the state says could be as high as 30% of our combined budgets, can be used to maintain, and even further improve, both academic programs. 

Dickson:  I don’t have a copy of the study--I wasn’t aware of how much money could be saved. That does put things in a much more positive light.  We obviously need to start thinking like partners. 
From here, the merger dialogue continued on a positive plane. The budget savings information from the state study generated both positive facts and positive feelings—enough to subsequently discuss the negatives of the proposed merger in a constructive manner. Principal Reynolds started the ball rolling by interchanging facts and feelings; Royce Burnett moved the conversation in a positive direction, and Kay Dickson reciprocated. The two districts eventually merged with taxpayers coming out on top. 
Another high-potential conflict-reduction strategy is to watch the sun set. When team members don’t enthusiastically buy into certain new ideas or proposals, don’t call for a vote, which pretty much guarantees a winners/losers outcome = future conflict.  Instead, strike a deal with the team. Ask members to give the controversial proposal a fair try for a designated time period, after which the “sun sets” on the trial run and team members vote on three options: 

1. Extend the trial run longer to get a better read on it
2. Drop the idea (sunset)

3. Make the change permanent  (sunrise)

The Castle-Heights/Valley Glen independent school districts had so much in common that merger was a plus for both systems. The two adjoining districts agreed to a trial consolidation period of two years before taking the official vote on consolidation. At the end of the first “sunset” year, budget savings for the two districts combined averaged 21%, and 28% after year two. The vote to consolidate was a foregone conclusion by that point.
CONflict is yet another high-powered conflict-resolution approach: incorporate CONs (constituents both inside and outside your organization) into the process. Ask some of the key people served by your team to provide feedback and input on the nucleus on the conflict. How do they feel about it? How do they see it? What suggestions do they have?

Once shed of a conflict, the team should literally bag it and bury it. Members write down their summary of the conflict on a slip of paper, seal it in an envelope, and then march en mass to the nearest outdoor dumpster for ceremonial disposal. Goodbye to conflict!


Diagnosing Conflict
The first step in resolving a workplace conflict is to determine whether it is of the hot or cool variety. The simple checklist below yields a quick and accurate diagnosis of conflict. Check whether statement A or B better describes the conflict scenario being diagnosed: 

1. The conflict seems to center more on: 

___A. How people feel about each other (relationships)
___ B. Differing points of view about an issue (opinion or philosophy)
2. The conflict has generated more: 

___ A. Emotion (feelings)
___ B. Ideas (facts and information). 

3. The conflict centers on: 
___ A. Past interactions between people
___ B. Concerns about future policy and precedent
4. The conflict was triggered by: 

___ A. What someone did or said 

___ B. What someone failed to do (or should have done) 

5. The conflict has generated more: 

___ A. Argument
___ B. Discussion 

6. The conflict is best described as: 

___ A. A struggle to dominate 

___ B. A struggle to be right
7. Which action will do the most good: 

___ A. Let people cool off
___ B. Give people more information
8. Which action will do the most good: 

___ A. Someone will probably have to get more power or influence
___ B. More information and analysis will be needed
9. When this conflict is resolved, people will probably feel: 

___ A. Either victorious or defeated
___ B. Better informed and aware
10. As the result of the conflict, people will probably: 

___ A. Feel victorious or defeated.
___ B. Understand one another better
Total up the number of “A” and “B” responses you checked. The more “A” responses you checked, the hotter the conflict; the more “B” responses, the cooler the conflict. 

17. VIRTUAL COMMUNICATION AND INTERACTION
Working regularly with virtual team members not in close physical proximity presents both challenges and opportunities:   

The challenges of virtual teamwork 

· It’s more complicated: involving the use of digital technology; “talking” with your fingers; getting timely feedback from team members; keeping more notes; checking emails, faxes, text messages, etc.
· It’s more technological: emails, texts, faxes, podcasts, chat groups, and wikis (mutual editing of team documents)
· It takes patience: waiting for digital message replies; getting all virtual team members together at one point in time for virtual meetings; proofreading digital messages and documents. 

· It requires digital savvy and upgrading software skills: team web site design and maintenance; desktop sharing between virtual team members on projects; electronic bulletin boards

· It takes time: running software to keep track of team member calendars and time schedules; responding to frequent digital messages; planning ahead for virtual encounters via computer, conference calls, and teleconferences. 
The opportunities of virtual teamwork: 

· Facilitating flex-scheduling of work tailored to team member lifestyle needs
· Enabling team members to work on different schedules and locations (via telecommuting)

· Presenting creative communication options and forums: chat groups, podcasts, wikis, real time messaging, instant access to management information systems, etc.

· Providing team clients access to team data bases 

Five strategies for efficient, effective virtual team communication and interaction: 
1. Maintain and regularly update the team email address book.
2. When all-recipient address book emails are sent, make the subject line specific enough that individual team members can decide whether the message is relevant for them.
3. Keep daily-updated digital calendars (such as Microsoft Access) for each virtual team member.
4. Maintain an intranet (protected team website) that enables team members to:

· Save important team project data on well-organized information bases 

· Enable new team members to quickly familiarize themselves with the team’s members, history, and status of current projects

· Chat about current team initiatives or read over historical project discussions

5. Ask one suitable team member to voluntarily serve as the team’s “communication captain” to oversee the digital communication process on a proactive (act when in the team’s best interest) basis.
The city’s largest food catering firm did more than pack, unpack, and serve delicious food to hordes of hungry people. The owner and his operations manager coordinated three different food service teams for different city venues. “We use more digital equipment around here than food equipment,” commented owner Matt Carlson. “Couldn’t balance so many projects, food, and servers otherwise. Actually, it’s our catering teams that do most of the digital communication and coordination. They use email, texting, cell phones, and now our company Facebook . Cheryl (operations manager) probably spends more time “digitalizing” than on anything else. Most of her decisions are real-time because of the last minute nature of the catering business. Try to lock in plans too early, and you’ll end up changing them over and over. The catering team coordinators wear out their cell phones and laptops. They’re team mangers—people movers—much more than food managers. Food’s easy to deal with because it doesn’t show up late, talk back, or run out of energy like people do! Thank goodness for teamwork and technology; you can’t have one without the other in our fast-paced business.”
Team member communication-building
· Be accessible:  Keep the communication channels as open as possible.

· Be alert:  Always be on the lookout for emerging trends, opportunities, and threats.

· Be aligned:  Act consistently with others in following the rules.

· Be connected:  Reach out to others who have similar issues and interests.

· Be informative:  Always share what you know.

· Be innovative:  Identify problems, solve them, learn, and keep going.

· Be present:  Show others you are there with them.

· Be responsible:  Take personal ownership and take action.

· Be thoughtful:  Show consideration for others on the team.

· Be transparent:  Keep your thinking and actions visible to everyone. 
Effective verbal communication
· Slow down to help others understand you.
· Give people time to talk without interrupting.
· Give people time to confer with others.

· Keep language as simple as possible.

· Save time and your sanity by doubling your communication efforts.

· Be honest; don’t pretend to understand what you don’t.
· Pay attention to what is said and not said, and how something is said.

· Ask questions and check for shared meaning.
· Consolidate understanding.
· Make your questions straightforward.
16. VIRTUAL COMMUNICATION TERMS

Note: Textual terms highlighted in bold have separate alphabetical entries. 

Asynchronous communication: Delayed digital communication, such as email, blogs, bulletin boards, chat groups, newsgroups, etc. The opposite of synchronous communication.

Avatars: Virtual team icons (animated caricatures often obtained through online services) that visually represent team members during in-world sessions (online team meetings).  Avatars help personalize the cyber-personality team members in an otherwise impersonal digital media.  (An avatar is the human personification of a Hindu god.)

Blogs: Internet sites (in the “blogosphere”) where individuals and interactive groups share and debate opinions, ideologies, and subjective perspective. Team blogs should be private rather than public and guided by clear-cut standards pertaining to information content.  

Chat room or group: Online forums (open or closed to the public) for team dialoguing and information sharing.

Chief communicator: A team member who takes the lead in promoting proactive team communication: (1) Information gate-keeping:  routing team-directed emails to the most relevant team members; (2) Communication mapping: coordinating the flow of information through the team, how the information is used by team members, and appropriate follow-up; (3) Facilitating timely and accurate communication with team internal and external clients

Collaborative management tools: Various commercial software packages that enable teams to create and manage website information. These wide-ranging tools include training videos, shared date based programs, document banks, webcams, electronic calendars, project workflow tracking, knowledge management systems, etc.

Conference call (audio-teleconference, or ATC): Teleconferencing allows only aural input, not digital. Full duplex teleconferencing enables dual teams to speak at the same time versus one team at a time for half duplex. 

Continuous partial attention: The reality of multitasking work styles means that team communicators often receive only the partial, and sometimes fleeting, attention of virtual team members. 

Cyber-personality: The extent to which you can build rapport with virtual team members and clients through developing an online persona that is both engaging and dynamic. People with good cyber-personalities excel at personalizing impersonal media.
Desktop sharing: Logging into your office computer remotely to collaborate real time with other team members or clients. Commercial software provides group remote access to your computer’s files—like a virtual group meeting in your office when you are away.

Discussion boards:  External topic-driven discussion groups of professional relevance to your team. 

Electronic bulletin boards: Used by a broad range of team clients to build virtual community via posting announcements of common interest, pooling useful information, planning events, etc.

Electronic team portfolios: A digital resume or portfolio of the team’s members, work accomplishments and professional capabilities: experience, projects, client feedback and endorsements, specialty skills, awards, etc.

Extranet: A firewall-protected team website open to authorized clients (team customers, suppliers, joint venture partners, etc.) inside and outside your organization. The opposite of intranets.
File-sharing software: Peer-to-peer software that enables team members to share files with other computers, thus facilitating wiki file composition, editing, and critique. 

Globally-distributed work: Software that enables virtual teams working across geographical boundaries to coordinate their shared work flows, as well comply with differing business regulations (human resource, taxation, safety, environmental, etc.)

Intellectual property security: Guidelines for virtual communicators to follow regarding what proprietary information (competitive, technological, and legal) is off-base to mention or discuss.

Intranets: A website used exclusively by team members (not outsiders on the internet) for professional reasons (data bases, electronic calendars, discussion boards, etc.).

In-world: Team members communicating and collaborating via intranet, file sharing, discussion boards, etc.

Netiquette: Maintaining professional behavior in virtual, digital communication to eliminate emotional roller coaster rides. 

Podcasts: Digitally recorded aural and visual programming of information and experiences relevant to the team.  

Rich technology: Factors that enrich and personalize virtual technology: images, sound effects, podcasts, avatars, etc. 

Telecommuting: Working offsite at home, airports, conferences, etc.

Teleconferencing: Software/hardware systems that enable two or more groups to interact virtually as though they were in the same conference room. This is a very rich form of technology because it is synchronous, collaborative, and provides telepresence.  

Telepresence: The technology-generated visual and psychological perception that your group is physically present with virtual participants. This is a rich technology for global team use. 

Virtual communication: (primarily digitalized) communication between people who are not all in the same physical location

Video conferencing: Asynchronous one-way transmission of a recorded video presentation. It does provide discussion opportunities for those in the receiving team.
Virtual hoteling: An online depository or “depot” of both physical (temp rooming facilities, car, digital gadgets, clerical services, digital hardware, etc.) and digital information (technology/software library, data bases, etc.) for off-site virtual team members to use on crash projects, extended meetings, client interface, etc. 

Virtual meeting team facilitator roles: (1) Cyber- leader and participants; (2) scribe; (3) gatekeeper (of the agenda, netiquette, and intellectual property security); (4) computer files and graphics operator; (5) keyboardist; (6) desktop operator; (7) email manager; (8) participant “spotter”: keeping track of names, ordering who makes what comments when, etc. (9) coordinator of transmission: pausing and muting; (10) coordinators of non-transmitted communication, such as asked chats. 

Virtual work spaces: Hiring the services of specialized digital communication firms that provide your team or organization with a partial or complete package of virtual communication technology and services and can also guide you in their use.

Voice over internet protocol: Free global talk via computer connection (a la Skype)

Whiteboard: A large electronic/digitalized easel that connects a computer to a projector which displays the computer screen’s content on the whiteboard screen. Whiteboard also supports the use of markers to highlight data on the screen and will convert handwriting into typing for easier reading.

Part 2
TEAMWORK TOOLKIT
TEAMWORK TOOLKIT
	TEAM NEED
	USEFUL TOOL # (from the companion table below)

	Change  management
	23, 27, 30

	Communication
	3, 11, 25, 26, 37, 38, 39

	Conflict management
	12, 24, 27, 31, 36, 38

	Creativity 
	9, 11, 32

	Decision-making
	7, 9, 10, 11, 31, 32

	Forming team
	5, 14, 20, 25, 26, 34, 35

	Ideals
	5, 7, 8, 18, 25, 38

	Leadership 
	20, 22, 27, 31, 34

	Meaningful work
	6, 23, 25, 30, 31, 33, 36

	Mentoring
	1, 31, 19, 22, 38

	Mission
	5, 9, 28

	Motivation and morale
	1, 8, 13, 16, 25, 31, 33, 36, 38

	Niches and specialization 
	5, 25, 26

	Organization
	3, 5, 6, 11, 14, 15, 19, 20, 21, 26, 34, 35

	Performance assessment
	4, 13, 33

	Productivity
	4, 6, 9, 21, 22, 23, 29, 34, 37

	Professional development
	1, 6, 20, 21, 30, 32, 34

	Strategy formulation
	9, 10, 20, 28, 32, 37

	Team-building and community
	1, 1, 7, 10, 17, 20, 21, 22, 25, 30, 31, 34, 38

	Virtual communication
	11 and page 81


	TOOL
	Page
	TOOL
	Page

	1. Authentic behavior
	50
	21. IVE-EVE tango
	30

	2. Blended teamwork
	29
	22. Lead/followers
	33

	3. C.O.RE team sessions
	58
	23. MAP worksheet
	125

	4. CARE worksheet
	120
	24.  Matador technique
	77

	5. CD worksheet
	121
	25. ME worksheet
	127

	6. CEO worksheet
	122
	26. MEN worksheet
	128

	7. Community decision-making
	56
	27. Mindset switch
	76

	8. Community of meaning
	10
	28. MIS worksheet
	129

	9. Counterintuitive creative thinking
	60
	29. PROfessional worksheet
	130

	10. DAC worksheet
	123
	30. Professional diversity
	38

	11. Delphi technique
	63
	31. Relationships
	47

	12. Diagnosing conflict questionnaire
	77
	32. Strategic planning
	125

	13. Financial team motivators
	48
	33. TCON worksheet
	131

	14. FORM worksheet
	124
	34. Team balance sheets
	39

	15. Formal teams
	13
	35. Team building steps
	8

	16. Four I AMs
	10
	36. Team bill of rights
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TEAMWORK TOOL SAVVY

T1:  Authentic behavior (page 50)
Authentic team communication (open, honest, participative) is most essential when team members 

are wrestling with complex or controversial issues that can’t be understood or resolved without candid, forthright conversation.  The team effort will suffer if members “play games” with vague communication, disguised motives, close-mindedness, or lack of preparation. 

Keys to Success: 
1. Admit when you don’t understand something being discussed.

2. Don’t rely on others to do your thinking for you.

3. Don’t hesitate to change your mind on issues due to the feedback of others.

4. If you have an personal agenda, openly disclose it.

T2: Blended teamwork (page 29) 
Blended teamwork means that members share roles (team niches) to promote mutual professional development. Team members who make most of their contributions to clients inside the organization occasionally interact with outside clients and vice versa. Lead/following is blending, as is cross-training and mentoring/ being mentored. Blending increases teamwork capabilities, efficiency, and job satisfaction. 

Keys to Success: 
1. Team member blending profiles can be stated as percentile fractions, such as 50/50 a for team member who spends about half of their time performing one particular type of work and an equal amount on a second specialty.  33/33/33 would be the profile of a team member who splits up their work time fairly evenly among three functional niches. 60/40? depicts the team member who spends 60% of work time in one niche and approximately 40% on a number of as-needed  rotating duties.

2. Remember that blending = professional development, the key to heightened team productivity and service capability. 
T3: Coordination, Organization, REality Orientation (C.O.RE) team meetings (page 58) 

C.O.RE team meetings should be held whenever a team member has something significant enough to share with the team as a whole (and perhaps some of its clients). The meeting is used to provide team input, deliberation, or implementation. Team members unable to attend can be heard from via email or chat group before or after the fact. When technologically possible, C.O.RE meetings can be digitally recorded by audio or video and filed in a “podcast” folder. Delphi can be used when extended team discussion and decision-making are required. 

Keys to Success: 
1. Don’t hold C.O.RE sessions (please don’t call them meetings!) in a routine way with the same-every time-schedule. Routine lets the air out of the balloon. 

2. Stress the reality-orientation component of these sessions. Getting to reality means going beyond surface harmony, so prompt team members to be open, honest, and constructive. 
T4: Contributions Assessment REport worksheet, CARE  (page 120)

Purpose: Using 360, multiple perspective performance evaluation as a means for positively reinforcing team behavior in both positive and negative areas of performance.
Each team member should complete this worksheet both for themselves and for their most productive team partnerships. 

Keys to Success: 
1. Remember that “setting the table” for the success of fellow team members (by setting up projects, doing background homework, and organizing needed resources) is a valuable team contribution, right along with performing quality control checks. 
2. Never under-estimate the value of networking work done by members of your team—supply must always find demand.

3. Encourage fellow team members to log in their daily or weekly contributions so they don’t lose track of them when it’s time to fill out this worksheet.
T5: Contributions Description worksheet, CD (page 121)

Purpose: Helping team members better understand their mutual niches; creating greater teamwork through greater interdependency; balancing team member expectations with overall team expectations.
In contrast to personnel departments which focus on formal and individualized job descriptions, teams deal with the informal work interdependencies of a productive group.  Team members must collaborate in deriving their mutual contributions, since work niches are tied together. Individual job contributions coalesce into team output; hence informal contribution descriptions must reflect group input and deliberation.

Keys to Success: 
1. Team members should remain up-to-date on their knowledge of who does what for the team. 
2. Always keep the focus on contributions rather than work done or hours worked. Productivity must go beyond mere busyness.
3. Contributions deserve recognition; deliver the 4 I AMs when deserved!

T6: Contributions Expansion Opportunity worksheet, CEO (page 122)

Purpose: To build professional development into the performance evaluation process; to reward team members for expanding their contributions to the team, organization, and clients.
Because the niches and contributions of team members on healthy teams continuously evolve and diversify, so does the content of their contributions descriptions. Internal value employees take on more external value functions and vice versa. Team members who specialize in serving internal constituents may pick up experience working with clients outside their organization.
Keys to Success: 
1. Mentoring others today plants the seeds of tomorrow’s team contributions.
2. Variety is the spice of (work) life. 

3. Learn today, master tomorrow.

T7: Community decision-making (page 56)

Virtual teams are communities, because their members depend on each other for professional success, and their decisions serve and impact clients both inside and outside the organization. Decisions made “solo”  aren’t community decisions. 
Keys to Success: 
1. In discussing the team’s overall community needs, team members should use section 13 (page 56) of Part 1 to hone in on five key community issues: what’s driving the decision; its cost/benefit trade-offs; the timing of the decision; possible unintended consequences; and the potential for “groupthink.”

2. When physical team meetings are unfeasible for community decision-making, a chat group, intranet, or the Delphi approach make ideal alternatives.

T8: Community of meaning (page 10)

This teamwork ideal is most effective when synergized with the eleven workplace “surprises” presented on  page 21.  Encountering the “unexpected” excites and delights, bringing  the community of meaning alive. 
Keys to Success: 
1. Working together generates more meaning than working alone.
2. Working for clients delivers more meaning than serving yourself.

3. Meaning and motivation both start with the same letter.
T9: Counterintuitive creative thinking (page 60)
The counterintuitive creative thinking template on page 60, combined with the thinking steps on  61, is your team’s exit out of the proverbial box.   Getting outside the box of traditional, routine thinking can feel a bit alien at first, but the new “terrain” can be exhilarating. Fortunately, many roads lead to success--especially the well-traveled ones. The template on page 62 makes it simple to keep track of creative ideas. 
Keys to Success: 
1. Check the creative ideas of others on a regular basis--creativity begets creativity.

2. Breaking stale precedents is in itself a form of team progress.

3. Going against the grain is progress just the same.

4. Count to ten before you slavishly repeat the past.

T10: Decisions-Action Chain worksheet, DAC (page 123)

Purpose: Creating a diary of key team decisions and actions to guide future actions; producing connect-the-dots cause-and-effect insights into team performance.  
The decisions-action-chain is another team-maintained evolving database like counterintuitive creative thinking (page 62) and the TEam Needs worksheet (page 132).  In the long-run, DAC is the most important tool for continuous team improvement and success, because it traces the causes and effects of team decisions, plans, ideas, and actions. Think of DAC as the team’s professional diary. 
Keys to Success: 
1. Past DAC logs should be required reading before all planning-oriented team meetings.

2. Today’s decisions are always a function of yesterday’s. Keep in close touch with team history.

3. Digitally post an evolving list of the team’s “greatest hits” (successful past decisions) and “worst duds” (biggest mistakes) on the team’s private intranet.
T11: Delphi technique (page 63)

Delphi’s “round robin” 360 degrees communications approach keeps everyone (virtual team members and their internal and external clients) in the virtual team loop.  The modest amount of time required to complete the Delphi process helps ensure that the decision-making process is not rushed or non-participative. Each communication-feedback round of Delphi sharpens team understanding of the situational realities of the decision towards intelligent action. As team member input is accumulated, filtered, and reconstituted, the decision comes into clearer focus and the team is better prepared to succeed. 
Keys to Success: 
1. Boldface and underline the most significant Delphi comments in each round of conversation.

2. Maintain copies of historical Delphi conversations for future reference and clarification.
3. Accurately interpreting Delphi comments is a group responsibility, as is action planning. 

T12: Diagnosing conflict questionnaire (page 77)

Conflict is seldom deep, dark, and mysterious—it’s mostly about issues (cool conflict) or personality clashes (hot conflict). The diagnosis questionnaire is your “thermometer.”
Keys to Success: 
1. Use tool 24 (matador technique) and 27 (mindset switch) for resolving the diagnosed conflict.
2. Conflicts often solve themselves when facts erase faulty perception. 
T13: Financial team motivators (page 48)

Money talks, but not as loud as job satisfaction and meaning.  Financial motivators can be tied in with psychological rewards, especially involving team recognition and participation. 
Keys to Success: 
1. Money can increase our sense of security and status, but meaningful work motivates us.
2. Most financial rewards are bestowed by the team’s formal organization, but teams excel in delivering psychological rewards, such as the 4 I AMs, job freedom and enrichment, and the community of meaning. The smart team uses these invisible rewards to maximum advantage.  

T14: Formal Organization of Relationships and Members worksheet, FORM  (page 124)

Purpose: Determining who is already on your team based on mutual interdependencies

As this worksheet demonstrates, it’s easy to form virtual teams and get the wheels rolling. That’s mainly because team member professional interdependencies make teamwork a natural, inevitable process. 
Keys to Success: 
1. When an informal team first organizes, virtual members should fill out their FORMs independently of one another so that….

2. FORMs can be compared and contrasted for working dyads, triads, and even larger virtual membership so….

3. The first virtual team blueprint can be demarcated.

4. Inquire of any of the virtual members prefer to remain solo without joining the indicated virtual team, but plant the seed of future membership once the advantages of virtual teamwork show themselves. 
T15: Formal teams (page 13)

Formal teams are organized and supervised by the organization for designated employees within specific departments. Even though they have designated leaders and members, formal teams none the less revolve around workplace interdependency and service internal and external clients. They are not as flexible or professionally diverse as informal (virtual) teams, but the teamwork dynamics of formal teams are potentially powerful and motivating.

Keys to Success: 
1. Formal teams are virtual teams waiting to be formed. Add virtual team members to the formal team using the FORM (Formal Organization of Relationships and Members) worksheet (page 124)
2. Approach the formal team leader and gauge his or her potential openness to including (informal) virtual members.

3. If the formal team manager approves, give the virtual team informal approval. 
T16: Four I AMs (page 10)

Employees who feel professionally appreciated, needed, and unique (the 4 I AMs) work in a community of meaning that provides significant “psychological income.” They are motivated to serve others inside their organization (fellow team members and departmental clients) and outside the organization (professional relationships with virtual team members). The 4 I AMs are the very backbone of professional self-esteem.  
Keys to Success: 
1. Delivery of the 4 I AMs is best dealt with privately (one-on-one) and informally to keep the process authentic and non-political. 

2. Follow the classic One Minute Manager approach of “quick hits” in delivering one or more of the 

       4 I AMs (to keep the process from unduly intruding on someone’s time and ongoing work).
T17: I and S pillars of community (page 45 )
Interdependency, Interaction, Ideals, Service, Sharing, and Sacrifice are six invaluable by-products of teamwork, comprising both the inputs and outputs of productivity.  Thus, teams spawn the seeds of their own success. 
Keys to Success: 
1. Have your team digitally document the the current existence of these six teamwork ideals.
2. Update the list periodically as an indication of team progress. 

3. Brainstorm or use the Delphi technique (tool # 11) to determine the best ways to build these ideals into the team’s permanent lifestyle and structure. 
T18: Ideals (page 50 )

Ideals raise our human consciousness and potential by taking our eyes off ourselves. Teamwork itself is an ideal, because it turns the workplace into a meaningful community. No ideals, no teamwork; no teamwork, no ideals. Classic teamwork ideals include service, cooperation, psychological rewards, the community of meaning, authentic behavior, skills diversity, professional development, and counterintuitive creative thinking.
Keys to Success: 
1. Brainstorm which ideals currently characterize the team and which additional ones should be pursued in the future. 
2. Brainstorm on on existing ideals have been responsible for team success and progress. 

T19: Informal teams (page 13)
The interdependent, spontaneous nature of teamwork requires constant informality, especially coordinating the real-time, spontaneous flow of work. Informal teams compensate for the three areas of performance where formal teams are apt to fall short: chain of command decision-making; smooth coordination of work; and employee cooperation. Informal teams come in dyads, triads, and combinations of four or more physical or virtual members. 
Keys to Success: 
1. Clusters of informal teams of various sizes are easily formalized into virtual teams through use of this book’s concepts, processes, and worksheets. 
2. Start with the most productive informal team you regularly work with and start the team formalization process with toolkit item #14 (the FORM worksheet).

3. Then begin expanding the team into virtual members, as delineated in the various tools here in part 2 of the book.
T20: Interdependencies, professional (page 17)
People working together usually out-perform people working alone. The synergies of mixing and matching team member skills, personalities, and experience thrive in an interdependent work environment. When people have to depend on each other to succeed, they become professionally stronger.
Keys to Success: 
1. Ask your virtual team members to identify their main work interdependencies and then rate each of them as “A” (critical in importance); “B” (important); or “C” (worth maintaining). 
2. Describe the give and take activities of each interdependent group you work with on the overall team.
T21: IVE-EVE tango (page 30)
Internal and external value employees may be peas in different pods, but the pods come from the same tree. When IVEs and EVEs mesh gears (by delivering combinations of technical and strategies skills), clients both inside and outside the organization are better served. 
Keys to Success: 
1. Describe/estimate the blending profile (see tool #2 above) of each IVE and EVE on your team.
2. Quantify the “fraction” of each IVE and EVE a la the following hypothetical example: 
IVE 60%/EVE40% = blending profile
T22: Lead/follow (page 33)

Leading and following are parts of the same continuum of productivity. Teamwork is too multifaceted and real-time to enable any team member to only lead or only follow. On successful teams, they do both, and often, simultaneously. Leaders initiate; followers reciprocate. 
Keys to Success:
1. Estimate the blending profile (see tool #2 above) of each informal team leader and follower on your team.

2. Quantify the “fraction” of each leader and follower as in the following hypothetical example: 

Lead 70%/Follow 40% = blending profile

 T23: Moving After Progress worksheet, MAP (page 125)
Purpose: To make team strategic planning intuitive, enjoyable, and continuous; to provide team members with fresh eyes and ears in assessing where the team has been and where it should head in the future. 
This worksheet takes a 360 degrees (past + present + future) approach to mission/client strategic planning. It’s the third leg of the triangle of team planning worksheets (including the PROgram audit report and TEam Needs worksheet).
Keys to Success: 
1. Strategic planning should be a continuous dialogue among team members and clients. 

2. Take snapshots of existing strategy several times a year using the decisions-actions-chain (tool #10).

3. Rechart the MAP annually.
T24 (in tandem with T27 below): Matador conflict-reduction technique (page 75)
Conflict, like a hard-charging bull, gradually runs out of steam if the matador (teamwork facilitator) smoothly wields his cape. Every time the bull charges empty air through the flimsy cape, it turns right around and charges from the opposite direction, but still to no avail. 
Keys to Success: 
1. Simulate use of the matador technique via an imaginary conflict on your team.

2. Brainstorm about the types of conflicts your team might experience if circumstances “go south.”

3. Rank the possible conflicts by probability of occurrence, and then classify them as “hot” or “cool” (see page 77) as in this imaginary example: 30% cool/70% hot.
T25: My Expectations worksheet, ME (page 127) in tandem with T26 that follows:  
Purpose: Connecting specific team member contributions to the team mission; active participation of team members in shaping their contributions; giving team members the big picture of who does what for clients served; building the job around team members (rather than vice versa)

More productivity happens when jobs are built around individual team members instead of bureaucratic templates from the HR department. Job ownership carves out productive team member niches tailored to both the employee and specific teamwork situations. 
Keys to Success: 
1. Have team members fill out and circulate the worksheet.

2. Team members list any of the expectations that they were unaware of or that surprised them.
T26: MEmber Niches worksheet, MEN (page 128)
Purpose: Classifying the nature of work done by the team and individual members to enhance teamwork synergy
Which niche works best for a team member? The more the merrier, since most virtual team members are multi-skilled, multi-motivated, and multi-project. Niches aren’t meant to be ditches, trapping team members into narrow work venues and squeezing their contributions. 
Keys to Success: 
1. Have each team member define what niches they occupy on the team and circulate.
2. Analyze where niches overlap to positive and negative effect.

3. Brainstorm about niche optimization.
T27: Mindset switch (page 76)

Our thoughts and feelings are on separate brain tracks, requiring separate psychological switches. Learning how to switch tracks back and forth between thoughts and emotions is the key to managing conflict to produce positive outcomes. 
Keys to Success: 
Role play use of this technique using hypothetical scenarios suggested by members of your team.
T28: Mission In Service worksheet, MIS (page 129)
Purpose: Crystallizing the service-related mission of your team and your team’s repertoire of service capabilities 

Think of your team’s mission as pieces of crystals glittering and glowing for your internal and external clients. In fact, teams don’t have a (one), mission, but rather a series of evolving missions delivering multi-facetted value to clients. Knowing your clients is knowing your mission(s).   
Keys to Success: 
1. Trace the historical evolution of your team’s mission (using the decisions-action chain, tool #10, if available).
2. Do a separate MIS worksheet for each major internal and external client served by your virtual team.
T29: PROgram resource audit worksheet, PRO (page 130)
Purpose: Generating creative counterintuitive team thinking; using qualitative team budgeting to complement more traditional quantitative budgeting.
Since budgets are both quantitative (numbers) and qualitative (resources), they are the gateway to long-run team strategy/mission.  The budgeting process goes beyond adding up columns of numbers to also include conceptual discussions of matching team resource needs to client service needs.
Keys to Success: 
1. List the current supply of your major team resources, both tangible and intangible. 

2. Rank order these resources in order of overall team importance.
T30: Professional diversity and challenges (page 38)
Professional diversity builds resumes, projects, and teams. Virtual teams supercharge the workplace by making professional development an everyday process.  
Keys to Success: 
1. Have team members fill out their team balance sheets (page 39).
2. Rank order their diverse skills by importance to the team and then by their uniqueness. 

3. Analyze the list noting where skills balance and lack balance.

T31: Relationships (page 47)
Working with others cements concrete relationships into place more effectively than socializing. Work brings out the real you and me, while socializing sometimes erects facades. Transparent, “authentic” working relationships build sturdy bridges between people who share common professional ideals and goals. 
Keys to Success:
Team members should list their various working interdependencies and relationships and rank order them by impact on each team member’s job success, as well as time invested. Compare the two sets of rankings and look for areas of positive and negative balance.

T32: Strategic planning (page 125)
Strategic planning produces a double-decker bus headed for team success: where you’re going + how to get there. Strategy isn’t a meeting or a bound report; it’s a continuous team dialogue.  

Keys to Success: 
1. Use the Delphi technique (page 64) to list what team members perceive are the current strategies used by your team.
2. Have them rank (1-7 scale) the cumulative list of strategies by perceived importance and the challenges presented.
3. Reorder the rankings as the final Delphi process. 
T33: Team CONtributions worksheet, TCON (page 131)
Purpose: To focus team performance on client service; to promote 360 degrees performance evaluation; to view team performance holistically in light of multiple constituents involved (team members and clients inside and outside the organization).
Team learning is the major thrust of this worksheet: what we have learned from our successes and failures that can supercharge our future client contributions. 
Keys to Success: 
Brainstorm with team members about the significance or each team contribution during the previous year; what factors brought them about; and how expected or unexpected they were; and what lessons were learned in the process of achieving them.
T34: Team balance sheets (page 39)
The biggest challenge to asset management is getting all of your team’s productive tools within convenient reach of team members. You can’t grab a tool you don’t know exists.  Human balance sheets rev up team talent. Wasting talent is worse than wasting money!
Keys to Success: 
1. Have team members fill out their own perceived balance sheet and also that of other team members.

2. Look for consistencies and inconsistencies in the dual lists. 
T35: Team building steps (page 8)
Teamwork is both abstract (invisible) and concrete (visible). The sequential 12 abstract team-building steps on page 8 await translation into into concrete action. That’s when the 39 tools come out of the toolbox. 
Keys to Success:
1. Historically, how many of these seven steps has your team circumscribed?

2. What were the main challenges of each completed step? 
3. In retrospect, what should you have done differently?
T36: Team member bill of rights (page 52)
Healthy, functional teams are communities engraved with ideals: qualities bigger and more important than individual team members. The team “bill of rights” undergirds the foundational ideals of teamwork, such as transparency of communication and participation of team members in “running the show.”  
Keys to Success: 
1. Ask team members to identify how well these rights have been fulfilled on their team.
2. What factors made a positive or negative difference in sustaining these rights?
T37: TEam Needs report worksheet, TEN (page 132)
Purpose: Expanding the team budgeting process beyond simple cash expenditures to include financial planning (team success planning)

This TEN worksheet is used in tandem with the PROgram resource audit to set the table for long-range team plans. PRO focuses on infrastructure development, while TEN is geared for tracking future team growth. 
Keys to Success: 
1. How have team needs evolved over time?
2. How well have team needs been delivered historically? Why?

T38: Trust-building (page 51)
Trust, not gravity, makes the (team) world go around. Team trust springs from team success and delivery of the 4 I AMs (I am productive, appreciated, needed, and unique). Trust is built one workday, one work event, at a time, as team members cooperate and interact their way to interdependent success.  Nothing builds trust like mutual success. 
Keys to Success: 
1. What historical team events had a positive and negative impact on team trust?

2. Rank the trust-building team events in order of perceived impact.
T39: WElcome to our team worksheet, WE (page 133)
Purpose: Integrating new members onto the team; an additional avenue for 360 team communication

This unique team-building worksheet gives virtual team members the rare opportunity to share their “cares and wares” with new team colleagues. Working with others builds and bonds professional relationships.
Keys to Success: 
1. Create an ideal profile of new member characteristics that could optimize their future success.

2. What can current members do to evaluate the potential of new team members both before and after they join the team?
PART 3
ANNOTATED WORKSHEETS
(in order of the progression of team development steps)
The 13 team-building worksheets in this section are filled out using the illustrative example of a fictitious company, F.A,S.T. Wheels, a car rental agency in a medium-sized city. Blank templates of the worksheets (easily modifiable to fit the unique circumstances of the user’s team) are found in the book’s Appendix.  The work sheets are presented in order of how virtual teams typically develop.
F.A.S.T. Wheels, Tejas, Texas
Fantastic Assistance Service Team 

Wheels corporate overview

· Wheels is a chain of 48 rental dealers in medium-size cities with the goal of doubling its size 

· within 5 years.  

· It employs primarily young, entrepreneurial employees who are learning the business world 
      for the first time.

Values and priorities

· Providing the best overall value for car renters: lowest regional price, fuel-efficient cars.

· Investing in young employees 

· Fast growth on a regional basis

· Earning while you’re learning
Wheels Organization culture

· Entrepreneurial 

· Team spirit 
· Letting agencies run their own show
         

F.A.S.T. member profiles
	Team member names
	Niches/roles on team 
	Professional strengths
	Professional weaknesses

	Marty 


	Agency manager  All duties
	College degree
	Inexperience

	Lauren 


	All duties


	College degree, 2 years in car rental
	Prefers working alone 

	Gloria 


	All duties


	2 years of community college
	Single mother

	Ryan 


	Car scheduling and maintenance


	Hard working blue collar guy
	Blue collar duties only

	Penny 


	New trainee
All duties

	Tech school People-person and hard worker
	Inexperienced as entrepreneur

	Armando  


	Former car salesman

All duties
	Attending  college 

part-time 

Great sales skills, people savvy
	Sometimes disorganized


F.A.S.T. team member job activities
· Customer interaction: greeting and meeting; car rental and scheduling; credit approval, record-keeping, complaint resolution

· Customer recruiting: individual, institutional, local, non-local

· Coordination: With other regional F.A.S.T. Wheels agencies; with local auto maintenance firms; with insurance and credit card companies; with fellow team members

· The F.A.S.T team consists of the 7:00 a.m.-7:00 p.m. customer reps responsible for handling car reservations, pick-up, maintenance, and customer payments. 
The team-building ideals of F.A.S.T. Wheels
Ideal #1: Everyone on the team is a “go-to” person. 

Ideal #2: Team members are empowered by mutual accountability.
Ideal #3: Jobs are built around the individual.
Ideal #4: Everything the team does is by choice and conviction.
Ideal #5: Every team member has the right to maximize personal contributions.
The complete F.A.S.T. wheels virtual team

Core team: Marty, Lauren, Gloria, Ryan, Penny, Armando 
Part-time technical employees

Jackie Snyder, part-time “trafficer” for F.A.S.T. 
Jamie Nestico and Mitch Fentress, part-time car “prep” guys for F.A.S.T. 
Dara Zaranj, part-time administrative assistant

Joshua Barenger, intern
Wheels headquarters executive staff, Albuquerque, New Mexico

James Waldron, corporate CEO

Garner O’Keefe, Marketing director

Becky Constanzo, human resource director
South Texas region Wheels franchise directors

Terry Keller, Galveston 

Shira Goldman, Corpus Christi, TX and Owen Phelps, operations coordinator
Delvon Kennard, Beaumont 

Raphael Garcia, Monterrey, Mexico
The Tejas city community

Tim Milkenny, Director of the Greater Tejas Chambers of Commerce
Vinitha Arjay,C.C. Chamber of Commerce 
Ladell Myerson, Facilities Director, C.C. Convention Center 
Alexis Chen, Tejas Parks
Jesse Puente, Tejas State University vice president

Germaine Pierson, Wal-Mart South Texas regional manager

Franky Colman, restaurant owner
Erin Landers, Hemisphere Tours
Donnis Nance, Small Business Growth Foundation of South Texas

Marsha Welker, Welker Advertising  
Anna Carozco, Tejas State University marketing professor
Joshua Barenger, Tejas State University intern
Derrick Gholson, operations manager for the Tejas Health Care Coop
Timmy Samura, purchasing agent for Tejas Health Care Coop 
Tal Farlow, South Texas Public Transportation Agency 

Tyla Perkins, loan officer with Corpus Bank
Advisory customers

Carl and Jana Peterson
Tejas Health Care Coop
FORM: Formal Organization of Relationships and Members
for Marty Evans, manager of the F.A.S.T. Wheels team
Purpose: Determining who is already on your team based on mutual interdependencies
	People inside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for 
	People outside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for

	1. Ryan Rogers
	· Rental car lot inventory and maintenance

· Logistics of handling cars

	1. Shira Goldman, Wheels agency head, Corpus Christi, Texas


	Exchanging rental car inventory on a as-needed basis; co-sponsoring tourist rental packages

	2. Penny Collins
	· Greeting and meeting customers

· Resolving customer problems, complaints, special needs 

· Participating in special community projects
	2. Tim Milkenny, Tejas Chamber of Commerce director
	Collaborating in community projects and fiestas involving vehicle rental; data base updates about new companies in the Corpus area

	3. Armando Mendez
	· Putting out logistical brushfires (damaged cars; insurance claims; coordinating with other Wheels agencies in the South Texas region, etc.)

· Service to Spanish-speaking clientele 
	3. Venitha Arjay, Tejas Convention Center director
	Arranging the transportation component  for Convention Center-sponsored South Texas working vacation packages

	4. Lauren Culp
	· Agency data base maintenance and utilization

· Wait on first-time customers

· Maintain administrative records, such as accounting, taxes, and payroll
	4. Erin Landers, owner of Hemisphere Tours in Tejas
	More opportunities for providing the transportation component of tourism packages 

	5. Gloria Leigh
	· Coordinator of community projects and public relations

· Liaison with the Wheels home office in Albuquerque, New Mexico

· Human resource coordinator
	5. Dr. Jesse Puente, marketing professor at Tejas State University 
	Providing student interns to work part-time for F.A.S.T. Wheels


MIS: Mission In Service report
Purpose: Crystallizing the service-related mission of your team and your team’s repertoire of service capabilities 

1. Who our team serves:

· South Texas middle class professionals and family’s conscious of price value

· The six other Wheels rental agencies in the extended South Texas region

· The Tejas community and community service organizations
2. The specific client needs our team strives to meet:

· Below average rental cost

· Easy-in, easy-out service

· Fuel-efficient vehicles

· You know what you’re getting
3. The specific ways in which we serve our clients:

· Reliable inventory of cars always on the lot

· Instant check-in and check-out for repeat customers

· Open 12-hours daily, 6 days a week

· Price-value driving due to good mileage vehicles and beat-our-competitors pricing
4. How we communicate our mission to our clients:

· Great service: Our team name says it all: Fabulous Assistance Service Team

· Value pricing 

· Strong competitive presence in mid-size cities in the Southwest

· Visible community service presence
5. How we measure how well we’re fulfilling our mission:

· Annual revenue growth

· Percentage of return customers

· Satisfaction surveys filled out by our customers

· Sales comparisons with other Wheels rental agencies
ME: My Expectations
Purpose: Connecting specific team member contributions to the team mission; active participation of team members in shaping their contributions; giving team members the big picture of who does what for clients served; building the job around team members (rather than vice versa)

Your name: Penny Collins, new trainee
Name of your team: F.A.S.T. Wheels
Time period under consideration: first six months on the job
1. These are the primary roles I would like to hold on my team: 

· Maximum contact with customers

· Solving customer problems and handling concerns

· Strong team player

· Participant in community service  team projects
2. These are the main contributions I want to make to my team and its clients:

· Keeping customers pleased with my service and professionalism

· Get to know my steady customers

· Learning how to perform the roles of other team members

· Resolving conflicts and brushfires
3. Here is how I hope my team can help me perform and maximize my contributions:

· Cross-train me

· Let me know where I can improve

· Help me quickly learn our computer system and its capabilities
4. Here are some things I want to know more about relating to my team, organization, and clients we serve:

· Who our steady customers are

· The best way for me to succeed in my job and become an agency director for Wheels

· The primary strengths of each F.A.S.T. team member
CD: Contributions Description report
Purpose: Purpose: Helping team members better understand their mutual niches; creating greater teamwork through greater interdependency; balancing team member expectations (worksheet # 3) with overall team expectations.

Name of team: Fabulous Assistance Service Team (F.A.S.T. Wheels)
Team member name: Ryan Rogers
     1. Contributions this member can make working alone:

· Maintain optimal inventory of cars on the lot

· Supervise the maintenance crew who clean out returned vehicles; gas them up; wash them; and provide for routine maintenance

· Coordinate inventory trade-outs with other South Texas Wheels agencies 
2. Contributions this member can make working with others on the team:

· Assist team members with customer service functions during busy periods: checking customers in and out; inspection of vehicle condition; answering phone, etc.
3. Contributions this member can make to other teams:

· Help other Wheels agencies in South Texas with inventory control and trade-outs
MEN: MEmber Niches
Purpose: Classifying the nature of work done by the team and individual members to enhance teamwork synergy

Technical/detail members: Focus on the-micro picture more than the big picture: financials, legal, operating reports, parliamentarian during meetings--those who make corrections to the minutes!

Name: Penny Collins, F.A.S.T. Wheels
Name: Ryan Roger, F.A.S.T. Wheels
Operations-focused members: Focus more on HOW things are done more than on what is done: project coordination, budget control, complying with standards/rules, etc.

Name: Ryan Rogers, F.A.S.T. Wheels
Name: Owen Phelps (operations coordinator), Corpus Christi, TX Wheels agency
Networking/external relations members: Fund-raising; recruiting volunteers;community liaison, etc. These team members often stay on the periphery of team discussions and activities but unearth opportunities to benefit the organization. 

Name: Marty Evans, F.A.S.T. Wheels
Name: Armando Mendez, F.A.S.T. Wheels
Name: Venitha Arjay, Tejas Convention Center

Name: Tim Milkenny, Corpus Chamber of Commerce
Relationship building members: Social events; hospitality; team player/cooperator; compromise facilitator; organizational cheerleader, etc.  

Name: Penny Collins, F.A.S.T. Wheels
Name: Gloria Leigh, F.A.S.T. Wheels
Strategist/visionary members: Big picture thinkers; devil’s advocates; mission-focused; idealistic.  

Name: Marty Evans, F.A.S.T. Wheels
Name: Lauren Culp, F.A.S.T. Wheels
Name:  Shira Goldman, Corpus Christi Wheels
WE: WElcome to Our Team! 
Purpose: Integrating new members onto the team; an additional avenue for 360 team communication


Your name: Joshua Barenger, Tejas State University intern
Your role on the team: Part-time intern 

      1. What are some things you would like your team to know about you? 

· I’m a senior marketing major at Tejas State university interested in starting my career with the Wheels franchise.

· I’m a hard worker and always ready to learn something new.

· I get along with people well.
      2. What are some things you would like to know about your team? 

· What specific job responsibilities does each team member have?

· How is your team run?

· What do you think is unique about the F.A.S.T. Wheels team?

· How many of you want to head up your own Wheels agency down the road?

     3.What are you looking forward to in your work and activities? 

· Learning how a rental agency works inside and out
· Being mentored by everyone of the F.A.S.T. team

· Working in the real world

     4. What contributions do you most want to make in your work? 

· Getting involved in sales and marketing activities

· Maybe contributing a few new marketing ideas 

· Filling in for team members as needed
     5.How can we help you make these contributions? 

· Mentoring me

· Allowing me to take on specific responsibilities as soon as I’m ready for them

· Working around my class schedule at school
 

 

DAC:The DECISIONS-ACTIONS CHAIN 
Purpose: Creating a diary of key team decisions and actions to guide future actions; producing connect-the-dots cause-and-effect insights into team performance

	Date
	Event or decision
	Actions taken to date
	Impact and outcomes 

to date

	7/22
	F.A.S.T. participated in a lunch meeting with eight potential corporate financial co-sponsors of “Cars for the Community,” a new public relations program being considered by F.A.S.T. The program would make complementary vehicles available for Tejas social service organizations to use in serving special case members of the community who require occasional transportation services. The luncheon was sponsored by Franky Colman’s restaurant to introduce “Cars for the Community” to the potential sponsors.
	F.A.S.T. attended a series of planning sessions during the spring and opted to become a major corporate sponsor of Cars for the Community.

We have loaned cars 22 times to several community service organizations over the past 8 months.
	The Cars for the Community program has worked very well this far.

Our cars have been used for some very worthy projects that received positive publicity.



	8/23
	Marty and Lauren met with Derrick Gholson, operations manager for the Tejas Health Coop. Derrick wanted to talk with about Wheels becoming a Community Sponsor in the new Cars for the Community program. 
	We agreed to loan five complimentary cars per month for Coop charity use.
	Our involvement in Cars for the Community has strengthened our regular business relationship with the Health Coop. They have become our single largest institutional account for fleet leasing. 

	9/17
	F.A.S.T. has decided that their best revenue-stimulation strategy lies in getting their most loyal customers to rent more often than in the past (rather than pushing luxury rentals as suggested by corporate headquarters).  However, Gloria and Armando weren’t enthusiastic about the plan, feeling it isn’t creative enough.  
	Instead of ramping up our dependence customers, we decided to hype our sales by landing additional institutional customers in the Corpus area. 
	Besides the health coop and Tejas State University institutional fleet leasing accounts, our team has added three more institutional customers over the past four months.

	9/24
	Penny mentioned the possibility of keeping certain vehicles beyond their mileage release date to start a new revenue stream, “Rent-A-Wreck,” based on renting older vehicles out for at a monthly rate. 
	Ryan and Gloria examined our data base to see how many of our rental vehicles will exceed mileage by the end of the year. They found that 29% of our inventory currently fell into this category.
	We decided to keep our higher-mileage cars and launch a “rent-a-wreck” promotional program, as Penny suggested. The program got off the ground in a hurry, and we are contemplating keeping even more “wrecks” on hand, especially for the Cars in the Community program. 

	10/5
	F.A.S.T. formed a cooperative relationship with Raphael Garcia, manager of the Wheels agency in Monterrey, Mexico. Because Armando is bilingual, he will oversee F.A.S.T.’s stake in the venture. 
	Armando was loaned out to Raphael for a week to set up his coop program. The two of them are optimistic about about using the Mexico tourism market to generate   new customers for both Raphael and the F.A.S.T. team.
	The tourism market in northern Mexico has been growing steadily and enhances the F.A.S.T. institutional sales base. 


PRO: PROgram Resource Audit
Purpose: Generating creative counterintuitive team thinking; using qualitative team budgeting to complement more traditional quantitative budgeting.
	
	Budget Funding
	Physical Facilities
	Quality of team leadership
	Professional development
	Available Time and Energy

	EXCELLENT

Adequate current support for fulfilling future program vision
	OK, as long as institutional fleet sales remain strong.

	
	Marty, Armando, and Penny have gelled the overall team. 
	Thanks to our teamwork format, all five F.A.S.T. team members have both breadth and depth of professional experience.


	

	ACCEPTABLE

Minimal support 

for fulfilling future program vision

(Summarize reasons in appropriate boxes)
	
	We need more parking lot space to handle our growing institutional leasing 
	
	
	

	POOR

Improved support needed in order to fulfill future program vision

(Summarize additional support needed in appropriate boxes)
	
	
	
	
	F.A.S.T.’s tourism program has definite potential, but team members are too busy to invest significant time designing new tourism packages.

	UNACCEPTABLE

Major upgrade in support needed to fulfill future program vision

(Summarize additional support needed in appropriate boxes)
	
	
	
	
	


TEN: TEam Needs report
Purpose: Expanding the team budgeting process beyond simple cash expenditures to include financial planning (team success planning)

Name of team: Wheels Fabulous Assistance Service Team
Future time period of this request: next 12 months
     1. Changes needed in our team’s overhead expenses during this time period
· Expanded parking lot space for fleet sales and “Rent-A-Wreck” new program

· Increased travel expenses for the new joint venture with Wheels Monterrey, Mexico

· One additional student intern in our Tejas State University program
      2. Changes needed in the amount of money invested in our team members 

· More bonuses for landing new customers, especially in fleet leadings

· See box #1 above for Mexico travel expenses primarily for Armando and extra funding for one additional Tejas State University intern 
3. Changes needed for business growth

· Increased advertising budget and gas funding for participation in the Cars for the Community program

· Addition of another student intern
MAP: Moving After Progress
Strategic Road Map for the Future

Purpose: To make team strategic planning intuitive, enjoyable, and continuous; to provide team members with fresh eyes and ears in assessing where the team has been and where it should head in the future. 

Assessing Our Past Strategically

A. The 3 most important team events over the past 12 months:

· Renewing our fleet lease agreements with Tejas State University, Tejas Health Care Coop, and the Chamber of Commerce
· Starting the “Rent-A-Wreck” program
· Involvement in Cars for the Community program
B. The 3 biggest team problems/challenges over the past 12 months:

· Lack of team member time for entrepreneurial projects
· Having to trade-off car inventory with other South Texas Wheels agencies
· Rising gasoline prices
C. Your most important external team contacts:

· Corpus Chamber of Commerce

· Other Wheels agencies in South Texas

· Heritage Tours travel agency in Tejas
D. Things most wished about in the team over the past 3 years:

· Pursuit of creative entrepreneurial growth projects

· Enhanced fleet rental contracts

· A strong tourist economy in South Texas
E. Unexpected events or outcomes in your team over the past 3 years:

· Rising gas prices

· The usefulness of Tejas State University for interns and marketing consulting

· How much community service projects can stimulate sales
F. The next 3 “gambles on success” your team needs to take:

· Pursuit of more entrepreneurial projects, such as “Rent-A-Wreck” and Monterrey Wheels

· Mexico tourism joint venture with Monterrey Wheels

· More liaisons with successful travel agencies specializing in South Texas tourism
G. How have your clients changed over the past 3 years?

· More price-conscious on rental cars

· Growing interest in complete tourism packages instead of piecemeal travel arrangements

· Rise of transportation outsourcing in the public sector 
AT YOUR CORE

	Our Ideals
	Our priorities
	Our challenges

	Customer service
	Customer first
	Understaffing

	Teamwork
	Community service
	Rising cost of gas

	Meaningful work
	Doing a good job
	Bad economy


KNOW THYSELF
	Our Strengths
	Our Weaknesses
	Our Opportunities
	Our Threats

	Competitive parent company
	Understaffing 
	“Rent-A-Wreck”
	Hostile economy

	Teamwork

	Smaller than the rental giants (Enterprise, Budget, etc.)
	Joint venture with Monterrey, Mexico agency
	Rising gas prices

	Positive agency growth trend
	Relatively young, inexperienced agency staff
	Involvement in more packaged tour sales
	Top tier of rental  companies

	Entrepreneurial flair

	Not enough stable fleet rentals
	Corporate headquarters is pursuing rapid expansion and growth
	Long work hours


CHARTING A NEW COURSE
	New Roads We Want To Explore
	Bad Traffic To Avoid
	The Vehicles We Need To 

Get There

	Garnering new fleet rental customers throughout small cities in South Texas
	Competing head on with much larger top tier national rental firms
	More intern and consulting help from Tejas State University

	Helping Wheels headquarters expand further into Mexico 
	Getting bogged down in entrepreneurial ventures that sputter
	More entrepreneurial opportunities generated by top notch professionals in the extended F.A.S.T. virtual team 

	Starting a team member professional development program to “fast-track” them into agency director positions as soon as possible 
	Losing team cohesiveness
	More entrepreneurial  joint ventures among the South Texas Wheels agencies


TCON: Team CONtributions Report
Purpose: To focus team performance on client service; to promote 360 degrees performance evaluation; to view team performance holistically in light of multiple constituents involved (team members and clients inside and outside the organization
Name of team:  Wheels Fabulous Assistance Service Team
Time period of team contributions: Past 12 months

Rate the effectiveness of each contribution listed as: 
1. Contributions below our expectations 

2. Contributions met our expectations 

3. Contributions exceeded our expectations  
      1. Which contributions made by this team in the past were repeated (“maintenance contributions”) during the 
      time period above? 

· Strong dependence on tourism and institutional sales (2)

· Involvement in several community programs, especially “Cars for the Community” (3)

· Use of student intern to supplement our staff (2)
      2. What new, first time contributions did the team make during the time period?

· Launched the “Rent-A-Wreck” discounted car program (3)

· Began a joint venture with the Wheels agency in Monterrey, Mexico (too soon to tell)

· Devoted more time to expanding our institutional fleet sales (too soon to tell)
      3. Business-related lessons learned this year 

· New entrepreneurial programs take considerable time to gel in a small business

· College interns aren’t very helpful in their first two months, because they know so little about your business

· Community service projects turn out best when the project needs you more than you need it.
CARE: Contributions Assessment Report
Purpose: Using 360, multiple perspective performance evaluation as a means for positively reinforcing team behavior in both positive and negative areas of performance.

Your name: Armando Mendez

Name of your team: F.A.S.T. Wheels

Time period under consideration: Last year
      1. These are the contributions I successfully made to my team: 

· Worked closely with Marty Evans on strategy issues for increasing our revenue

· Represented our agency in opening a new partnership with Wheels in Mexico

· Dealt with numerous Spanish-speaking customers throughout the year
      2. These are additional contributions I tried to make but didn’t satisfactorily achieve:

· Signing more institutional fleet sales 

· Producing a tourism package that F.A.S.T. Wheels could share with Wheels in Monterrey, Mexico  
      3. Here is how the team helped me make my contributions:

· Designating me to deal with Spanish-speaking customers

· Funding my two visits to Monterrey

· Freeing up some of time to work on new project ideas with Marty
     4. Here are ways the team could help me expand my contributions:

· Help me design a better brochure for our joint marketing effort with Mexico Wheels.

· Assign an additional intern to work for me several hours a week.

· Allow Ryan to accompany me on a visit to Mexico to explain how our vehicle inventory system works.
CEO: Contributions Expansion Opportunities Report
Purpose: To build professional development into the performance evaluation process; to reward team members for expanding their contributions to the team, organization, and clients.

For: Gloria Leigh 


      1. What new contributions would you most like to make to your team in the future? 

· Telecommuting more from home where I can work while watching my pre-school daughter  

· Give me special computer projects I can work on at home

· Answering the work  phone at home

       2. Which of your professional skills and abilities would you like to utilize to a greater extent? 
· Computer projects
· Market research and analysis

· Brochure design and art work
3.Which of your current responsibilities would you like to reduce? 

· Checking renters in and out at the office

· Attending routine office meetings

.
Part 4

TEAMWORK WORKSHEET TEMPLATES
(in alphabetical order)

The following blank worksheet templates, presented by name in alphabetical order, can be copy/pasted as is for use by any team, or they can be easily modified digitally to fit the unique circumstances of the user’s team. For digital copies of the worksheets, simply use the online version of this book.
Part 3 of the book above contains an illustrative example of these worksheets filled out by a fictitious team.
CARE: Contributions Assessment Report
Purpose: Using 360, multiple perspective performance evaluation as a means for positively reinforcing team behavior in both positive and negative areas of performance.

Your name: 
Name of your team: 
Time period under consideration: Last year
      1. These are the contributions I successfully made to my team: 

      2. These are additional contributions I tried to make but didn’t satisfactorily achieve:

      3. Here is how the team helped me make my contributions:

     4. Here are ways the team could help me expand my contributions:

CD: Contributions Description report
Purpose: Helping team members better understand their mutual niches; creating greater teamwork through greater interdependency; balancing team member expectations (worksheet # 3) with overall team expectations.

Name of team: 
Team member name: 
1. Contributions this member can make working alone:

2. Contributions this member can make working with others on the team:

3. Contributions this member can make to other teams:

CEO: Contributions Expansion Opportunities Report
Purpose: To build professional development into the performance evaluation process; to reward team members for expanding their contributions to the team, organization, and clients.

For: 


      1. What new contributions would you most like to make to your team in the future? 

       2. Which of your professional skills and abilities would you like to utilize to a greater extent? 
3.Which of your current responsibilities would you like to reduce? 

DAC:The DECISIONS-ACTIONS CHAIN 
Purpose: Creating a diary of key team decisions and actions to guide future actions; producing connect-the-dots cause-and-effect insights into team performance

	Date
	Event or decision
	Actions taken to date
	Impact and outcomes 

to date

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


FORM: Formal Organization of Relationships and Members

Purpose: Determining who is already on your team based on mutual interdependencies

	People inside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for 
	People outside your org. you depend on most (listed in order of overall importance to you)
	What you depend on them for

	
	
	
	

	
	
	
	

	
	 
	
	

	
	
	
	

	
	
	
	


MAP: Moving After Progress
Strategic road map for the future

Purpose: To make team strategic planning intuitive, enjoyable, and continuous; to provide team members with fresh eyes and ears in assessing where the team has been and where it should head in the future. 

Assessing Our Past Strategically

A. The 3 most important team events over the past 12 months:

B. The 3 biggest team problems/challenges over the past 12 months:

C. Your most important external team contacts:

D. Things most wished about in the team over the past 3 years:

E. Unexpected events or outcomes in your team over the past 3 years:

F. The next 3 “gambles on success” your team needs to take:
G. How have your clients changed over the past 3 years?

AT YOUR CORE

	Our Ideals
	Our priorities
	Our challenges

	
	.
	

	
	
	

	
	
	


KNOW THYSELF

	Our Strengths
	Our Weaknesses
	Our Opportunities
	Our Threats

	
	
	
	

	
	
	
	

	
	
	
	

	
	.
	
	


CHARTING A NEW COURSE

	New Roads We Want To Explore
	Bad Traffic To Avoid
	The Vehicles We Need To 

Get There

	
	
	

	
	
	 

	
	
	


ME: My Expectations
Purpose: Connecting specific team member contributions to the team mission; active participation of team members in shaping their contributions; giving team members the big picture of who does what for clients served; building the job around team members (rather than vice versa)

Your name:
Name of your team: 
Time period under consideration: first six months on the job
1. These are the primary roles I would like to hold on my team: 

2. These are the main contributions I want to make to my team and its clients:

3. Here is how I hope my team can help me perform and maximize my contributions:

4. Here are some things I want to know more about relating to my team, organization, and clients we serve:

MEN: MEmber Niches
Purpose: Classifying the nature of work done by the team and individual members to enhance teamwork synergy
     Technical/detail members
      Operations-focused members

Networking/external relations members
      Relationship building members 

Strategist/visionary members:
MIS: Mission In Service report
Purpose: Crystallizing the service-related mission of your team and your team’s repertoire of service capabilities 

1. Who our team serves:

2. The specific client needs our team strives to meet:

3. The specific ways in which we serve our clients:

4. How we communicate our mission to our clients:

5. How we measure how well we’re fulfilling our mission:

PRO: PROgram Resource Audit
Purpose: Generating creative counterintuitive team thinking; using qualitative team budgeting to complement more traditional quantitative budgeting.
	
	Budget Funding
	Physical Facilities
	Quality of team leadership
	Professional development
	Available Time and Energy

	EXCELLENT
Adequate current support for fulfilling future program vision
	
	
	
	
	

	ACCEPTABLE
Minimal support 

for fulfilling future program vision

(Summarize reasons in appropriate boxes)
	
	
	
	
	

	POOR

Improved support needed in order to fulfill future program vision

(Summarize additional support needed in appropriate boxes)
	
	
	
	
	

	UNACCEPTABLE

Major upgrade in support needed to fulfill future program vision

(Summarize additional support needed in appropriate boxes)
	
	
	
	
	


TCON: Team CONtributions Report
Purpose: To focus team performance on client service; to promote 360 degrees performance evaluation; to view team performance holistically in light of multiple constituents involved (team members and clients inside and outside the organization
Name of team:  
Time period of team contributions: 



Rate the effectiveness of each contribution listed as: 
1. Contributions below our expectations 

2. Contributions met our expectations 

3. Contributions exceeded our expectations  
      Which contributions made by this team in the past were repeated (“maintenance contributions”) during the 
      time period above? 

      What new, first time contributions did the team make during the time period?

      Business-related lessons learned this year 

TEN: TEam Needs report
Purpose: Expanding the team budgeting process beyond simple cash expenditures to include financial planning (team success planning)

Name of team: 
Future time period of this request:

     1. Changes needed in our team’s overhead expenses during this time period:

      2. Changes needed in the amount of money invested in our team members: 

3. Changes needed for business growth

WE: WElcome to Our Team! 
Purpose: Integrating new members onto the team; an additional avenue for 360 team communication


Your name: 
Your role on the team:  

      1. What are some things you would like your team to know about you? 

      2. What are some things you would like to know about your team? 

     3.What are you looking forward to in your work and activities? 


     4. What contributions do you most want to make in your work? 

     5.How can we help you make these contributions? 
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