[image: image1.jpg]


[image: image2.jpg][[[[[[[[[[
uuuuuuuuuuuuuuuuu



[image: image3.jpg]


[image: image4.jpg]


[image: image5.jpg]





Table of Contents




Preface

This Toolkit is designed to be a self-help document for groups that want to become more effective.  The Toolkit is an easy-to-use guide to building and maintaining a great team.  It is meant to be used by the team lead and all team members.  Part I helps teams get started with the kick off meeting, while Part II highlights the core dynamics which sooner or later every team will have to address.

Part I: Five Easy Steps to Getting Started

By getting off to a good start, a team can quickly gain confidence and momentum.  Taking time early on to make sure that all team members understand the team’s purpose and charge, the results it hopes to achieve and how it intends to measure those results, will give a team instant focus.  Trust and team work will develop rapidly just as soon as all team members commit themselves to sharing responsibility for the team’s success.  And a team will avoid problems later on by agreeing from the start on the ground rules that will guide their interaction with one another.  All of these steps should be considered at a kick-off meeting in order for the team to start functioning as one unit from the onset.

The Tool  Kit can also be of great practical use for teams wanting to get better aligned or realigned with their purpose and direction.   Teams that find themselves stuck or stagnate can also use the Tool Kit to get re-ignited and refocused.

STEP 1: THE TEAM'S PURPOSE

The team's purpose is clear and meaningful to its members.
The team's sponsor is: _____________________________________________

These are the sponsor's expectations of the team:

_________________________________________________________________

_________________________________________________________________

The purpose of our team is: _________________________________________________________________

Our team's purpose connects to FSA's Strategic Plan in this way:

__________________________________________________________________

__________________________________________________________________

Our team has the authority to make the following types of decisions:

__________________________________________________________________

__________________________________________________________________

In the following areas our team will not make decisions but provide recommendations:

__________________________________________________________________

__________________________________________________________________

The following are the time deadlines for completion of the various phases of our work:

	Phase
	Deadline

	
	

	
	

	
	


STEP 2: RESULTS AND PERFORMANCE MEASURES

The team's goals are clear, realistic, and challenging.  

The goals are aligned with FSA priorities.

Brainstorm team goals and performance measures, then prioritize:

	Priority*
	Goal
	Performance Measure

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


How will we measure results, e.g., what will be our customer satisfaction survey tool?

__________________________________________________________________

When will we measure how well our team is performing in terms of its goals?

__________________________________________________________________

* See Appendix A-1

STEP 3: GROUND RULES

Together the team develops and agrees to a set of ground rules that make it safe for all team members to participate freely, openly, and candidly.

Examples of ground rules:

Seek clarification from one another when you do not understand.

Agree to disagree.

Bring problems you are having with the group to the group.

Agreement: 

We will hold one another and ourselves accountable for these ground rules:

Note: Review ground rules at beginning of each meeting and allow for revisions throughout the project.

STEP 4: SHARED ACCOUNTABILITY

All team members are clear about the consequences and rewards

 for achieving or not achieving the team's intended results.

We are aware of the role and contributions of each team member.

This is how we will make our decisions: _______________________________

_________________________________________________________________

This is how we will clarify the role of each team member:

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

This is how we will hold ourselves and one another accountable for results:

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

This is how we will recognize the contributions of our team members:

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

This is how we intend to celebrate our success:

__________________________________________________________________

__________________________________________________________________

STEP 5: RESOURCES

The team has available all the resources necessary for success.

We will need the following support and resources (e.g., money, time, skills, and energy levels) in order to achieve our goals:

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

This is how the team will monitor the expenditure of resources to ensure compliance with agreed upon restrictions.

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

The person accountable to the team for necessary support is: _____________.

Items to Consider:


Is there flexibility in acquiring additional support and resources if needed?


What is the process involved in acquiring these resources?
Part II: Maintaining Team Dynamics


Part II highlights the core dynamics that every team will almost inevitably have to face.  These items should be read over and understood before the kick-off meeting, but they are also meant to be used for “just-in-time” training.  Each item focuses on one aspect of teamwork.  The items discussed here are primarily for the team leader to read through and understand, but all team members are encouraged to study these dynamics and apply them to the dynamics of the team.  

TEAM MEMBERSHIP

· Team members must have the skills necessary to succeed.

· The right people should be on the team and each person should understand why he/she is on the team.  There should be sufficient members to achieve the goals of the team.

· The team should be able to convene easily and frequently, as needed.  Team members should be able to communicate with all other members easily.

· Each team member should understand the roles, skills, and challenges of each other member, share equitably in the workload of the team, and be well informed about matters affecting the team's work.

· Team members should be willing to spend time to develop their skills, actively seek out one another to access the talent and ideas that each one brings, proactively give one another feedback, both positive and critical, and be receptive to feedback from others.

· How will we ensure that together we have the skills necessary to succeed?

· We will assess at various intervals whether the team continues to have the skills necessary for success, e.g., every three months.

TEAM FACILITATION

· Teams sometimes need a facilitator.  The facilitator keeps the team on track and ensures that all members are heard.  A designated facilitator can be an outside resource or team members can rotate in the position.

· The facilitator and team members maintain an environment in which it is safe for everyone to contribute openly.  They insure that the team's ground rules are adhered to, that everyone feels free to ask questions, offer insights, and think outside the box.

· The facilitator and team members encourage and invite everyone to actively participate.  They do not allow any one person to dominate the discussion and make sure each participant is heard.  

· We will assess on a regular basis the quality of facilitation and whether changes need to be made.

TEAM'S LOGISTICS

· Attention to detail and the logistics involved in preparation and follow-up are key ingredients for achieving results.
· We will provide sufficient advance notice to team members regarding meeting times and dates, and work deadlines.



· We will keep a record of agreements reached, decisions made, responsibilities assigned, and timelines agreed upon by using the Outcome Summary Template*.

· What additional action steps related to logistics do we need to take?

· We will regularly assess whether the logistics are helping or hindering the team's efficiency and effectiveness, and then make whatever changes are necessary.

TEAM DECISION MAKING

· Effective teams work together to make the best decisions for achieving results.  In this process, team members practice open communication and respect for differences.  It is important that each team member is comfortable with the decision-making model the team embraces.

· The team should establish for itself the method of decision making to be used in each decision (e.g. consensus, vote, fist-to-five**).  The team should give adequate time for making informed decisions without getting bogged down in seemingly endless discussion.

· All team members should actively participate in the decision making process.  Each member should have sufficient information and understanding for making an informed decision.  Team members should support decisions once made, even when they may not have been in agreement with them.

· How shall we handle our decision-making?

· We will regularly review our decision making process to learn how effective it was and how it might need to be revised.


* See Appendix B-3


** See Appendix C-1 

Understanding, Appreciating, And Dealing With Differences

· Teams are made up of individuals, each of whom sees the situation from a unique perspective.  These different perspectives, when appreciated and embraced, enrich the team's discussions and decisions.
· The team should recognize and call on the strengths of its individual members.  Team members should try to understand and appreciate the different roles, styles, perspectives, and approaches represented among its members.  Team members should feel valued and appreciated regardless of age, gender, race, or ethnic background.

· The facilitator and team members encourage different points of view.

· How shall we encourage a positive and pro-active approach to appreciating and encouraging diversity?

· Because this is such a vital yet difficult challenge, the team will regularly assess how it is measuring up to its commitments regarding differences.

CONFLICT RESOLUTION

· Conflict is often uncomfortable, but when dealt with effectively and openly, it can lead to great results.
· Great teams recognize that conflicts are to be expected as a normal part of being an effective team.  They work on the premise that bringing conflicts into the open is better than keeping them hidden.  

· On great teams, members take time to listen to others for understanding, especially to those whose opinions or ideas are different from their own.  They work to understand the underlying reasons why others hold positions different from their own.

· When the team seems unable to resolve or get beyond conflicts, team members can look to what each person can give up in order to resolve the conflict.  When necessary, the team can look to an outside facilitator or mediator for assistance.

· How shall our team approach conflict resolution?

· Since teams often try to avoid conflict.  They should regularly assess how well they bring conflicts into the open and resolve them.
PROBLEM-SOLVING

· The most successful teams anticipate and proactively solve problems.  This means that the team recognizes problems in a timely manner and faces them head-on.
· A core principle of great teams is that team members bring problems they are having with the team to the team.  They vigorously avoid triangulation that can sabotage the team's effectiveness.  

· Great teams transform problems into challenges and opportunities.  They recognize that problems often cannot be solved with the assumptions from which they arose.  Hence, they challenge their own assumptions.

· The team works for win-win solutions, whenever possible.

· What principles will guide our team in problem solving?

· We will check periodically to assess how well we are facing problems head-on and resolving them.

AFTER MEETING AND PROJECT REVIEWS

· After Meeting and Project Reviews are intended to capture group learning, evaluate group process, and measure group success.
· Great teams regularly stop to reflect on how well they have achieved their intended results.  They objectively examine what worked well and why, as well as what did not work well and why. 

· They take time to explore what they have learned.  They reflect on their interaction with one another and how well they have adhered to their agreed-upon ground rules.  They complete unfinished business before moving on to the next projects/meetings.  And they take time to celebrate success and recognize achievements of both the team and individuals.

· The team will discuss After Meeting items at the end of the meeting as well as at the start of the next meeting*.

· How does our team intend to set aside time for After Meeting and Project Reviews?
* See Appendix B-1

TEAM REPORTS

· It is vital that a team regularly report its progress to its sponsor and stakeholders.
· Great teams communicate in a professional and timely manner with their sponsor and other key stakeholders.  Their reports are concise, clear, and user-friendly.  They check from time-to-time with their stakeholders to make sure the reports are satisfactory and useful.

· What are the procedures and time lines for communicating progress to our team authorizer, other employees, and stakeholders?

· Have an outside resource evaluate your reports and make recommendations for improvement.

Appendices:

Appendix A: 

A-1 Time Management Matrix

Appendix B:


B-1 Meeting Agenda Template


B-2 Meeting Agenda Job Aid


B-3 Meeting Outcome Summary Template


B-4 Meeting Outcome Summary Job Aid

Appendix C:

C-1 Fist-to-Five Reference Page


Team Toolkit





A Guide to Help Teams Get Started, Refocused or Realigned
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	Team Membership


	Team Facilitation


	Team’s Logistics


	Team Decision Making
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	Team Reports





Not Important





Franklin Covey’s Time Management Matrix





* Taken from Franklin Covey’s “Seven Habits of Highly Effective People” Workbook, 1998.





Importance: An activity is important if you personally find it valuable, and if it contributes to your mission, values, and high-priority goals.





Urgency: An activity is urgent if you or others feel that it requires immediate attention.





Urgent





Not Urgent
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