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TEAM BUILDING  
 

“HIGH POWERED TEAMS DON’T JUST HAPPEN, THEY MUST BE BUILT” 
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EFFECTIVE TEAMS 

            The keys to effective teamwork are: 

▪ Delegation  

▪ Empowerment  

▪ A strong sense of belonging  

 

Team leaders have important responsibilities at a much more strategic level and 

becoming involved in the day to day work will get in the way of that. Psychologists  have 

known for decades that when people are given responsibility, they behave in a more 

responsible way. Restricting and authoritarian team leaders will find that their team 

members become resentful and unable to use their initiative. Empowering leaders will 

help their team to feel valued and motivated.   

BENEFITS OF GETTING IT RIGHT 

Organizations which have got team work right are finding that people: 

 Work effectively  

 Lower level of stress  

 Make more of a contribution  

 Stay with the organization longer  

 Take less sick time  

 Try to improve the way they do their work.  

 

What makes a good team? 

✓ have a common goal and can work together to achieve them 

✓ have clear identity as a special group  

✓ are able to interact positively  

✓ generate a positive and enthusiastic approach  

✓ communicate clearly and effectively  

✓ work together more effectively than each individual would.  
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GROUP DYNAMICS AND TEAM ROLES  

Teams work best when they are carefully balanced. There is a tendency for team 

leaders to recruit team members who have similar knowledge, skills and attitudes. 

Some people call them PLUs or People Like Us. This may work in a social set up, but 

can sabotage success in a work team. If all your team members are excellent at 

collaborating with one another, supporting the ideas of their colleagues and working 

hard to get things done, but there who can think up original ideas, the team won’t get 

very far. 

Similarly, if all members have plenty of ideas, day in and day out, but there is no attempt 

to follow any of these through together, limited progress will also be made. Your team 

needs to be aware of the dangers of ‘PLU’ teams and the benefits of balanced 

approaches.  

 

  TEAM CONSTRUCTION  

.  

 

 

 

 

 

 

 

 

 

The following tools are the most effective means of building your team recognizing the different 

specialties of people.  Find out your people using the four categories 
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The HOTS survey approach  

    THE HARE 

APPROACH : Conceptual/Spontaneous  

Characteristics of the person 

▪ generates concepts & ideas 

▪ likes to reframe the problem & look for unique solutions  

▪ are good at exploring alternatives and seeing the “big picture” 

▪ want freedom from constraint, and may break rules 

▪ derive satisfaction from the process of creating, discussing 

concepts and ideas and overcoming obstacles 

▪ may become restless, get impatient and have a tendency to move 

from one subject to another 

CONTRIBUTION : Fresh original concepts that go beyond the obvious and are not constrained  

by fear of failure.  

 

 
 

 

THE TURTLE 

APPROACH: conceptual / Methodological  

Characteristics of the person 

▪ Challenges concepts under discussion.  

▪ Believing that consequences matter, they want to plan how new 

endeavors are implemented and prepare  for surprises 

▪ Like create order from chaos by improving the process of 

implementation  

▪ May play ‘ the devil’s advocate’ to test the soundness of ideas & try 

to improve it. 

▪ Derive satisfaction from the mental exercise of the debate and may 

lead others to examine the merits of an idea using  a systematic 

process in generating ideas.     

CONTRIBUTION : Making sure that the concept is thought  through and examining how it can     

                               be improved and implemented. + 
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  THE OWLS 

APPROACH: spontaneous / Practical  

Characteristics of the person 

▪ Recognizes ideas and new directions in their early stages  

▪ Develops the means to promote or advance the ideas  

▪ Think of how to get a given idea implemented  using insightful planning & 

successful methods 

▪ May initially respond to ideas with skepticism but will let accepted norms & 

their feelings guide them. 

▪ Derive satisfaction from instilling  a sense of purpose with single-

mindedness and  determination  

▪ Their actions are aimed at achieving objectives by the most direct, efficient 

means  

▪ Are not inclined to let rules and boundaries discourage them 

▪ Able to focus on many things at once and may move from one subject to 

another 

▪ Enjoy respect and influence  

CONTRIBUTION: Energetically promoting team objectives.  Recognizing the value of a new    

                              idea or trend actively carrying it  forward. 

 

THE SQUIRREL  

APPROACH: Methodical/ Practical  

Characteristics of the person  

▪ Interested in protecting the system than being in the meeting, 

▪ Follows up on team objectives and implements ideas and solutions 

▪ Focus on ensuring the implementation process runs in an orderly manner &            

achieving high-quality outcomes  

▪ Prefer proven, familiar ideas over the novel and untried 

▪ Pay attention to details and see that plans follow an orderly process  

▪ Are comfortable being methodical  

▪ Tend to be cautious in trying out a new approach and prefer to think things 

over carefully before acting   

CONTRIBUTION: The details. Spotting easily overlooked problems  before they occur and   

                                minimizing inefficiency and errors during implementation 
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SUSTAINING YOUR TEAM 
 

 

 

 

 

 

 

THE BARRIERS TO SUCCESSFUL TEAMWORKING 
 

1. LACK OF VISION 

A team must have a compelling purpose that appeals both emotionally and 

rationally to the members of the team. If the team lacks a vision, its members lack 

vision. 

2. LACK OF COMMITMENT  

Many people think teams don't make a difference except in times of trouble and 

unpredictable circumstance. Most people think teams take up to much time, require 

too much maintenance, or slow up decision making. Still others believe in teams as 

a concept, but fail to follow up, thinking that teams function without support. Teams 

fulfill their functions only in an environment of total commitment. 

3. CONFUSING TEAMS WITH TEAMWORK 

The words team and teamwork are often used interchangeably, but groups working 

together do not magically become a team. Some organizations think an annual 

convention will motivate the entire group to work together as a team, but an 

organization can never be a team. They can, however, practice teamwork, 

Teams and teamwork are vastly different. 

Teamwork is a set of values adopted by a group. Teamwork encourages respect 

for the dignity of the individual, embraces diversity, and supports superior 
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communication. Teamwork provides support, resources, and recognition. While 

these teamwork values are necessary to high-performance teams, they do not by 

themselves create a team. 

4. LACK OF TRAINING        

Self-directed, high-performance, and cross-functional teams requite greater skills. 

People often get caught up in team-mania. They throw together a group of people 

and expect them to produce results. But reams require global thinking, systems 

thinking, change management, decision making, conflict resolution, problem 

solving, communication, and technology. Somebody has to provide training. 

5. CONTROL, MANIPULATION, AND FEAR 

A team must have freedom. The very nature of a high-performance team demands 

that it be trusted and empowered.   

6. COMPETITION 

The assumption that competition increases performance is erroneous and short-

sighted. Competition among team members, man agers and teams, supervisors 

and teams, or teams within the same organization is destructive.  

 

 

  

It all started with the Quality Circles of the 1980s. Composed of I workers and 

supervisors, Quality Circles met periodically to discuss workplace problems. 

Unfortunately, Quality Circles exist primarily where leadership is afraid to let go of 

control. Although still in existence, Quality Circles are on the decline, but they served 

the purpose of bringing to light the potential value of self-directed teams. While Quality 

Circles may have supported small gains in productivity, they will never provide quantum 

leaps. 

Today there are Virtual Teams, where members talk by computer and take turns 

playing the role of leader. There are Management Teams made up of managers from 

THE WRONG KIND OF TEAM  
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various departments, which basically coordinate work among other teams; Work Teams, 

which handle day-to-day problems; and Problem-solving Teams, which come together 

until a specific problem is solved and then disband. There are Cross-functional Teams, 

which are made up of several departments like manufacturing, research and 

development, engineering, and finance. 

Work Teams are the button-pushers. Work Teams are also known as high-

performance, self-managed, or self-directed teams. In addition to doing the day-to-day 

work, a Work Team is empowered with the authority to make decisions on how the 

daily work is done. If a work team is genuinely empowered, it has a budget and the 

authority to determine the order in which designated tasks are done. While some 

members may come and go, Work Teams tend to be permanent, and it is the Work 

Team that ignites the energy to rake quantum leaps in a team environment. 

So before you rush off to form Work Teams, ask yourself, "Do I really need a team?" 

Analyze the task at hand. Can it be done faster by a person working alone? Does the 

work really require people to interact with each other? It's a mistake to get people to 

work together simply for the sake of working together. 

Ed O'Brien, director of education and training at Corning, Inc., explains the reasoning 

process behind the commitment to go through the stress, effort, and expense of 

developing and supporting a team approach. "Evolutionary changes were no longer 

adequate. It was not sufficient to keep tweaking our process to improve production 

yields by 2 percent a year. The environment demanded revolutionary changes." 

Revolutionary changes need the power found only in the collective consciousness of a 

team. 

Teams must evolve through a natural organic process. 

Professor Paul Osterman of MIT's Sloan School says, "When teams are introduced in 

combination with other organization changes, they work. When they're introduced as an 

isolated practice, they fail.... Most are introduced in isolation." Teams must be considered 

an integral part of one system. 

At the genesis of the team process, the following questions must be carefully considered: 

does the organization support the processes and values of the team? Does the team 
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support the processes and values of the organization? For success, the answer must be 

"yes" to both questions.  

The mindset of the Holographic Team is a major paradigm shift from "me" to "we" and 

includes all the support points of empowerment that go with it. When the "we" paradigm is 

in place, challenges will work themselves out. Synergy, the acid test of teamwork, will 

propel the whole to unexpected heights. 

The role of the team leader is neither to control nor to allow team members to slough off 

their responsibilities. The team will directly reflect the quality of its leadership. Therefore, the 

team leader must be a master at diplomacy, persuasion, communication, and conflict resolu-

tion. Let's imagine that all elements for a Holographic Team are in place. 

 

A SUCCESSFUL HOLOGRAPHIC TEAM EXHIBITS; 

CONSISTENCY  

A Holographic Team cannot develop where team members interact sporadically or 

occasionally. Just like a physical workout program, results demand consistency. 

ACKNOWLEDGMENT 

In order to create commitment, team members must know they make a difference. The 

group must be empowered to make things happen and see the results. If team members 

don't feel pride in their work, you will soon have a dysfunctional team or no team at all. 

PATIENCE 

Take it slowly. Start with a single team as a pilot project. Get the feel of relinquishing control. 

Learn about empowerment. Begin with a relatively simple issue and see how the team 

performs. Get to know your players, and give the people on the sidelines a break. 

FLEXIBILITY 

A leader must have a strong, compelling vision. However, that vision must be flexible 

enough for team members to create ownership through developing their own vision. If you 

have made a unilateral decision that you insist on keeping, don't waste your time forming 

a team. 
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 COOPERATION 

I suggest you read No Contest: The Case Against Competition by Alfie Kohn. Kohn says, 

"Competing for a job or a plate of food is a reasonable choice only if we restrict our vision 

to the situation as it exists in a given instant—if we disregard causes, consequences, and 

context." 

JOB ROTATION ' 

Job rotation balances the workload, stretches the learning curve, and breaks down 

tensions and barriers among members. The more often jobs are rotated, the better the 

team's morale and the greater the productivity. Although there may be resistance to 

changing responsibilities, the pressure imposed on team members to learn new skills 

increases self-confidence and enhances the understanding of the system, process, and 

business. In effect, job rotation nurtures the creative spirit. 

REWARD  

systems are one of the sticking points of team development, There is no set model for 

team compensation. The challenge stems from emphasizing team productivity over 

individual performance, yet job rotation requires team members to learn new skills, and 

those individuals expect to be compensated.  

We must make a shift in recognition programs from the seniority of the individual to the 

productivity of the team. That is not to say that outstanding individuals shouldn't be 

recognized, but the mindset of recognition and compensation must shift to the individual 

who contributes most effectively to the team who contributes most. 

The challenge of creating successful Holographic Teams becomes obvious in my 

workshops. Even though I spend two hours setting up a "no competition" atmosphere, 

teams invariably end up competing in the team-building exercises. They could create 

something magnificent if they would combine forces and cooperate, but they remain 

separate and competitive. They limit their potential. 

This, then, is another challenge for the visionary leader: to turn competition into 

cooperation. 


