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A team has an identity and sensitivity of its own.  In some respects, it is a collection of individuals willing to fight for a cause.

The power or cower of a team is directly related to how well the team lead and the manager create a support system for the team to generate ideas in making a difference in their work environment.  Change goes cross-grain the culture and teams need leadership and directional support to be successful.
This presentation endeavors to provide the tips and insights to both managers and team leads in their quest to bring the most out of their team’s effort.  
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Teamwork
Assumption Sessions

Essential Team Leader / Management / Member Project Questions

that connect the dots to project success.
duke 

Tips: 

Better to confirm than to assume.
  Ask the right questions and you’ll get the right answers.

Overview:  Assumptions are a luxury project teams cannot afford to have.  The right questions addressed up front legitimize the thinking, commitment and clarity needed for project success.  If properly asked, they affirm ‘You can on me for this’

Goals: 

1. Validate assumptions

2. Ready the leader / manager and team member for their role in the team project.

3. Open a dialogue between management, team lead and team members

4. “Grow the Know”: Grow the understanding of role and responsibility owned for each.  

Participants:  Management, team lead and team preparing and conducting a project.
Procedure:  

1. Team Lead or manager modify the questions below to match the given environment of the management.  Careful: A questions unasked is a stone unturned.

2. Prior to the first team meeting, team lead and manager schedule an Assumption Session to clarify commitment and add confidence for conducting the project.

a. Send out an invitation with a set of questions for each to prepare to answer.

b. Note that not all have to be covered in session, but those that each need to be assured of before proceeding on the project.

3. In the team lead / management session, dialogue around each of the questions that need to be nailed down either from a team lead viewpoint or from a management position.  By dialogue, it is meant this is more meant to be a shared understanding session to know how to specifically support each other’s need to complete their role.

4. If one of the parties can only provide a limited amount of what’s needed, then that is used as critical information in decision-making.  For instance if leadership has a limit on the resources or requires an level of justification for the resources, then that is taken into consideration in the project scope and setting boundaries on what the team can consider for change.  This is not to be a considered a weakness, just a limit on what they are comfortable with.

5. Recommended Option:  After the team lead and manager are on the same page, team leader should conduct a similar session at the onset of the team project:  To share the understanding provided from leadership and to grow a similar understanding with the members.  

a. The questions could be sent out ahead of time with the request for each member to come with two questions of their own.

b. Meet with the team members; share what they can count on from the team lead and the leadership.

c. Ask them to share their questions then answer, without assumption, what is known.  

d. Relay those questions unanswerable then feedback.

Assumption Sessions

Essential Team Leader / Management / Member Project Questions

that connect the dots to project success.
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Questions for the Team Leader

1. Does the team leader have a burden of the project success on his shoulders?

2. Is team leader willing to be different in order to help the organization be different?

3. Does the team leader know what leadership is specifically looking for in terms of outcomes?

4. Can the team leader translate to leadership what is needed on their part to bring about success?

5. Does middle management know how important the project goal is to leadership?

6. Do middle managers realize they will have to run interference against the momentum of their team members’ daily routine to carve out time for the project?

7. Does middle management know how to hurt and help the project’s success?

Questions for the Manager

8. Does leadership know what they need to do to pave the way to success?

9. Is leadership willing to alter agendas and focus resources to support success?

10. How often does leadership need updates, interim results to stay comfortable?

11. Can the team leader rely on leadership to emphasize importance in word and deed?

12. Is the team leader willing to call on leadership when cooperation isn’t sufficient?

13. Can the team leader get the ‘best’ volunteers from the areas affected by the needed change?

14. Is the team leader willing to go to leadership to get support needed to make the team member successful?

15. Is the team leader monitoring leaderships focus and feeding back it is jeopardizing the project?

16. Is the team leader assured all the team members are own track with understanding and execution of their assignment?

Questions for the Members

17. Do the team members understand that during the project era, they are obligated to give allegiance to the success of the project and their fellow team members?

18. Do team members know that if they show up ill equipped they fail their fellow team member; and if all show up equipped, their success is eminent?

19. Can the team leader open up a ‘live’ channel among members to make sure they understand their commitment and they communicate obstacles in the way?

20. Do the team members realize they wear two hats during the project – they are ambassadors of their department and their position peers across the project scope?

21. Do the team members know the burden of the best possible success is on their shoulders?

22. Do the team members know that any roadblock to their fact-finding: time, resources, cooperation… needs to reported to the team leader if not removed?

23. Do the team members know the goal and how to gather facts and input so they can come equipped to the Solution Session to make the most informed decision?

24. Is there sufficient, yet not overwhelming communication on project progress: to leadership, middle management, team members, to the affected staff?

25. Are there ample aids to help the team members in their thinking, even thinking about their thinking?

Post Meetings Between Manager and Team Lead




Often there are assumptions that the team leader will come to management if they need help or run into problems.  Team leaders, on the other hand, may assume management will accept and support what the team proposes.  

The following is a ‘dialogue piece’ for both the team lead and manager to use to make sure they are synchronized in their understanding, their communication, and their mutual support to the team’s and department’s success.  

They follow the meeting milestones of the Pan-Do-Check-Act project cycle:  Aim statement development, problem definition/causal analysis, solution development, implementation planning, sustaining success and presentation deliverance.

Finally, remember these are guides.  The real questions will surface based on the dynamics and progress of the team meetings.  Collaboration between Management and Team Lead are crucial for team success.

PDCA Coaching  
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PLAN

Look at the Aim Statement.  Use SMART technique to evaluate it.  Narrow enough to make a specific difference yet broad enough to allow multiple solutions to be created.  Is it clear, what are we trying to accomplish.  If not have them elaborate

Look at the Cause and Effect Output.  It need not be in a diagram.  Does it make sense?  Does it line up with the Aim Statement?  Which cause(s) did they select? How do they know they were the significant (did they measure or validate it with staff?  If there is only one cause, their brainstorm was hardly a drizzle.  Get more. If there were many, did they indicate which ones were the most significant?  Again, how did they determine they are significant?

Look at the Measure for Success.  Does it measure the cause being corrected?  If it is a survey, does it align with the Question about Survey Question tool?  Is the measurement representative: coverage among the population, between shifts?  Did you wait sufficient time for learning curve, acclimation, and steady state to occur prior to taking a measure?  

DO

Look at Solutions.  Do the solutions address the key cause(s).  Can it be tested by prototyping?  A controlled pilot can give a lot of information.  Did you get input from staff as to what will work or not work about the solution?  Could the solution be modified to increase value or success?  Have up and downstream effects of the solution been evaluated?  Can a conservative guesstimate be derived of the benefit and burden?  

CHECK

Look at the Success.  Poster time!  Can a true picture of the project benefit be summarized?  Are the measurements that can be taken of the specific change put in place? (It may not affect the original survey results, but can a more focused question show its benefit).  Even if you don’t have good baseline measures, you can run a post survey: Is it better with the change, Is it more available or more helpful than before the improvement?  Make your measure sensitive to the change put in place.  Integrity is important here.  Even if you learned that your change didn’t change anything, you learned what not to do next time.  Got pics of people or workplace before and after...storyboard them.  

ACT

Look at Sustainability:  Every implementation degrades over time if there is not improvement and monitoring over time.  How will you insure the change keeps its intended benefit?  How will you detect it?  What are methods to correct it?  How will you make it evergreen!

Aim Statement   

Management/Team Lead Post Meeting
Make sure all these questions are covered.  

Aim Statement Meeting

What should be accomplished:

· Understand the attributes of a high-performing team 

· Assign roles in the team 

· Define Problem

· Build Aim Statement

Project Content

Points of clarification – Aim Statement complete

1. Is the AIM statement clear, measurable, timely, achievable

2. Do the objectives of the Aim statement specify the key aspects of what needs to be accomplished?

3. Would there be benefit in reviewing or validating these objectives with other staff members?  Either to gain additional insight or to knock out suspicion from the rest of the work force?

4. Are the team members clear on the intention of the project goal?  Are they clear with their assignments?

Group Dynamics

1. How is the team forming?  Are they clear on coming up with a team solution? 

2. Were you able to get them all to participate in the meeting input or outcome?

3. Is there any assistance needed in working on reluctant or lone ranger team members?

4. Do members’ assignments prepare them to be better equipped to produce at the next meeting?  What are they?

Facilitator Preparation

1. What do you have planned for the next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. What’s you next icebreaker? Do you need any assistance in brainstorming?

Cause Analysis

 Management/Team Lead Post Meeting
Make sure all these questions are covered.  

What should be accomplished?

· Greater participation, volunteering, clarity around team purpose 

· Cause of the problem identified, tested or measured

· Baseline metric defined, measured

Project Content

Points of clarification – Diagnosing Causes

1. Did the team cover all the causes (breadth) from management’s perspective?

2. Were the details of causes (depth) specific enough to point to a more successful implementation?

3. Does the cause need to be validated with data? 

4. Would it be beneficial for team members to validate their conclusions with staff for reasonableness or buy-in?

5. Is the deployment of how and what to collect for baseline data clear, consistent and validated for compliance?

Group Dynamics

1. How is the team forming?  

2. Are differences being handled on a quick, constructive manner?  

3. Are there independent agendas that need to be changed?  Is management reinforcement needed?

4. How is the respect and trust level among the team members doing?

5. Do members’ assignments prepare them to be better equipped to produce at the next meeting?  What are they?

Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. Has there been difficulty in managing the group process (facilitator role) and not getting entangled in the content of the team’s output?

4. Are you giving input on their group dynamics that are helpful and hurtful and asking for commitment to work bettering them?

Solution Development
Management/Team Lead Post Meeting
Make sure all these questions are covered.  

What should be accomplished?

· Review the progress of the baseline metrics

· Determine the significant causes to focus on 

· Generate options to affect desired impact

· Baseline metric defined, measured

Project Content

Points of clarification – Generating Options, Validating Them With The Staff.

1. Did the team flow chart the process to gain clarity on what is and what needs to be

2. Does the solution derived impact other departments, or require other departments to change to be considered a success?

3. Are the management perspectives the team needs to consider?  

4. Does management have the resources and influence to fully support its implementation?

5. Are there smaller impact options that have a better chance of implementation?

6. What would you add as a consideration to the solution?

Group Dynamics

1. Is the team beginning to work collectively together as one?  

2. Is there less time spent on talking about the problem and more on generating solutions?  

3. Do all in the team members realize the importance of completing assignments and working together as a single unit?

4. Are you better at drawing out the silent members and toning down those who love to talk?

5. Do find yourself more guiding them through the process and less in crowd control or adding to content?

6. Do you recognize more of an inquiry mentality toward the team?

Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. Have the team informally tested the solutions with the staff?  Both for input and for implementation considerations?

4. What are things that can hand more of the responsibility of presenting and selling the solution to the team?  
Implementation Planning Management/Team Lead Post Meeting
Make sure all these questions are covered.  

What should be accomplished?

· Solution drafted and tested (or at least validated)

· Considerations for upstream and downstream areas known and incorporated in the solution 

· Solutions 80% complete

· Implementation and communication plans created

Project Content

Points of clarification – Refine Solutions, Devise Implementation and Communication plans

1. Did they come up with a tight business cases for their solution?

2. Did they decide the best time to take their post implementation measurement?

3. How are they going to work with the challenge of change to the workforce?  

4. Do their plans minimize the negative impacts of positive change?

5. Can management whole-heartedly back this plan?

6. Does the plan measure the gain over time.  

7. Are there means to receive input and adjust the solution to mathc reality?

8. Are there timing is environmental factors which will make implementation easier or more successful?

Group Dynamics

1. Is the team close to self running, needing very little intervention from the facilitator?  

2. How can you help the team members leverage off their differences?

3. Is the team seeking agreement and more quickly than in the past?  How are you facilitating this process?

4. Are the team members pretty much together on their solution?

5. Does the team have a sense of identity?  Is its battle cry: It’s us versus the problem !

Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?
3. Have the team informally tested the solutions with the staff?  Both for input and for implementation considerations?
Presentation Kickoff
 Management/Team Lead Post Meeting
What should be accomplished?

· Presentation completed, staff prepped for its delivery.

· Implementation and communication plan complete 

· Preliminary dry run made to management.

· Management, facilitator, team and workforce readied for sustained change.

Project Content

Points of clarification – Presentation Prepared, Implementation Plan Completed 

1. Is it professional, display the PDCA output and the available before/after results?

2. Have each of the members studied for their section of the presentation?

3. Does the presentation use terminology and explanation its audience will understand?  

4. Does the implementation include allowances for mid-stream adjustment?

5. What level of management support is needed to keep implementation on- track?  Can the team induce workforce empowerment by using the need for change as the authority to put it in place?

6. How can management feedback be consolidated to better the project outcome?

7. Is the team committed to see the implementation through to success?

Group Dynamics

1. Is the team empowered to champion the change?  

2. How do the members represent the team?  As individuals or as a single unit?

3. Does the team work in unison?

4. With just minimal guidance, are they self-propelled to achieving the solution?
5. Have you rehearsed what the team members will say when the workforce tries to disband their solution? 
Facilitator Preparation

1. Is each team member apprised of his or her role in the presentation and the implementation?

2. How will you direct unanticipated decisions back to the team?

3. How can the team become more self-directed?

4. How can you back out of the need to support the team?

5. How can the change be sustained over time?

Ways To Gain Staff Buy-in
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Tip 1: People want to know that you care about what they think more than they care that you accept what they think.

Tip 2 The best surprise is no surprise.    
A chief frustration from project teams is that as they develop improvements for the department, fellow staff members seem suspicious of what the team is doing.  Once the team displays their proposal, staff get an allergic resistance to the changes.  So what are ways to increase buy-in and acceptance?  

1. Remember that the staff don’t necessarily have to get their way, as long as they can give their input.

The degree you allow them to give input at key decision points is directly proportional to the acceptance they’ll have once the solution is presented.

2. As part of each team agenda, reserve time to practice ‘planned paranoia’.

What are the ranks suspecting and how can we increase communication or open up input opportunities to keep their fears from growing.  Take the mystery about the team is doing.

3. After crafting a project Aim statement, post it as a DRAFT in a common place and ask them to give their input.

Are we on the right track, is Aim statement important, what would make it better, what would make the Aim statement more clear.  Genuinely invite their input.  Be sure to announce a reasonable end point for the input.

4. ALTERNATIVE:  Don’t assume your job is done by posting.  At first, the staff may need to grow trust the team sincere about their input.  Also, some individuals are slow to share in a collective environment.  Early on, enlist team members to become roving reporters.  Assign each a portion of the workforce to approach and have them go out excavate what their constituents think about the Aim statement, causes, or whatever the team is needing input on.  Ask the individual to place their input on the poster or put it up for them.  This raises cultural trust around the change

5. Remember that staff offer input, but it’s the team, along with management validation, that decides what to incorporate into the final proposal.

The ‘team’ considers all the input then makes their best stab at what to include.  This is not a democracy; just a benign, informed dictatorship.

6. After brainstorming the causes (roadblocks) of the problem (causal analysis, fishbone diagram), ask the staff to put their initials by the top three they think should be focused on.

Use the staffs’ votes as a guide to what specifically to work on.  Also invite the staff to add causes the team may have missed.

7. If baseline measures require staff to participate, make it clear what cause it is measuring.  Provide ample instruction on how to complete the information.  

The team may even enlist designated contacts to field questions during the measurement phase.

8. Solutions (or system of solutions) proposed should be posterized and placed in a common place for input.  Leave a felt pen, inviting their input.

Ask prompting questions: what’s missing, what would make this solution better, what other department will be affected or is needed for this solution to work?  

9. Implementation plans can be posted staff asked for feedback on what implementation considerations need to be added.

This is engaging the entire staff’s thinking on the preparation for the change they will have to endure.  What instructions, training etc. and in what timeline need to be put in place?

10. Once the proposal is complete the plan for successful transition is communicated, present it at a kickoff meeting to launching the change.  

Have the team offer a Q&A session.  Tell staff to anticipate chaos, manage the ambiguity, provide feedback to constructively alter the solution to match reality.  

11. Take periodic readings from the staff on how the team’s communication is doing.

The fact that you checked and asks ‘how-we-doin’?” shows you care about what they think and feel.

12. REMEMBER: Management should be given the same opportunity to provide input.
Their guidance, tempering, need to be captured and integrated in order to keep their support to be at 100%.  

Napoleon’s Thirds

Strategies for reducing resistance to change

This was derived from Napoleon.  He discovered there are generally three distinct attitudes (change movement) you to must communicate to.  A third welcome change, a third will never change and a third wait and see who the winner is.  Most efforts are exerted on the third that will never change WRONG.  Focus on the ones who Welcome Change; and those who Wait and See.  The will ‘Never Change’ will then reluctantly change.  Here are strategies to assess each third to aid in customizing the strategy that will make each third move as far as they can go.  Don’t ignore the third ‘Never Change’ camp, just don’t let them absorb most of your change momentum.


1st Third





2nd Third





3rd Third

	Welcome Change
	Wait and See Which Side Wins
	Will Never Change

	Commitment:

1. Assign the competent as leaders

2. Deputize the influential as champions

3. Mobilize the committed as intelligence

4. Involve everyone as changers
5. Fuel their loyalty with early, personal wins

6. Reward learning, even if it is stemmed from failures
	Support:

1. Reduce uncertainty: inform early, often

2. Reduce anxiety: listen, address fears

3. Reduce discomfort: empathize, reassure

4. Sell “what’s in it for them” (tangible)

5. Inspire trust:                     consistency + competence

6. Make sure they are aware of those who ‘Welcome Change’ are winning
	Acceptance:

1. Soften the negative aspects

2. Define disincentives (the alternative)

3. Remain persistent, deeply committed

4. Compromise, negotiate, accommodate

5. Demonstrate successes/new concepts

6. High risk/ reward they lead the change.


One of seventy five tools from a dynamite book on change.  The Change Management Toolkit, WinHope Press (currently out of publication)

Teamwork

This is sort of scary.  For it takes what is out of my control and places it into our control.  Teamwork is a deliberate act to make a difference.  It is engaging with its environment.  It is daring to pool my part with others to achieve a goal.  Teamwork is hopping out of self to entering into us.  Teamwork believes that my contribution can leverage our contribution.  Teamwork requires two prerequisites.  Cooperation for unity and Coordination for alignment.  Cooperation for flow and Coordination to row.  

Teamwork invests time now to reap a benefit later.  When it is wholehearted, it wins regardless of outcome.  If half-hearted, it loses before it started.  Teamwork brings the team out of the individual.  It requires self to be put on the shelf until its role can find its goal.  Teamwork seeks out what it can do to fill in the missing step to the group’s destination.  It shines when it sees a need, then is thrilled to fill it before being asked.  Teamwork is being willing to be changed.  To open up our commonness to understand our differences.  

Teamwork brings life to a solo existence.  It is an essential skill in life unless you like being alone.  It welcomes the world to discover.  It tries to change the world through changing itself.  Teamwork with the Invisible will achieve the impossible.  It creates something new that was never there before.  It can’t help but grow friendship and freedom if its goal is for good.  We get paid to participate at work, why not enjoy it?  Teamwork grows us in areas we could never do alone.  It reminds us we are here on the planet for more than ourselves.   

Duke

PAGE  
11

