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The Stages of Team Performance

Teams-Today's Reality

Now, more than ever before, organizations are creating teams—
cross-functional teams, virtual teams, self-directed teams, process-
improvement teams, project teams, and numerous ad-hoc, hybrid
teams to implement their business strategy, conduct day-to-day

operations, and manage their relationships.

Team Performance-Today's Challenge

What Is a Team?

However, creating and assembling a team is only the beginning. Just as
with any building project, teams need plans and blueprints, processes
and tools, and the necessary competencies, attitudes, and leadership
to perform effectively. The challenge is to develop the needed team-

building knowledge, skills,

and training that drive team Team

effectiveness. Unfortunately, and | A team is 2 number of people

quite frequently, teams are left | wich complementary skills who

to fend on their own with few = 1o committed to a common pur-

resources and little support to pose, approach, and set perfor-

help them reach effective levels = ance goals for which they hold

of performance. themselves mutually accountable.

The essence of a team is common

: e commitment. Without it, the
“A team is a group of individuals ’

who must work interdependently members of the group perform as

) ) C individuals; with it, they become
in order to attain their individual ’ » they

o .. apowerful unit of collective
and organizational objectives,

(Reilly & Jones, 1974).

performance.



The Benefits of Teams

Team Performance Inventory

According to Katzenbach and Smith (1993, p. 45), “There are four

essential elements to a team:
1. The group must have a charter or reason for working together.

2. Members of the group must be interdependent—they need each
other’s experience, ability, and commitment in order to arrive at

mutual goals.

3. Group members must be committed to the idea that working
together as a group leads to more effective decisions than work-
ing in isolation.

4. The group must be accountable as a functioning unit within a

larger organization context.”

When the team’s performance or accomplishments surpass the
capabilities of the individual group members, synergy occurs. The team’s
unique combination of talents, knowledge, and experience is greater
than the aggregation of the individual contributions. The ideas of one
member can often trigger a response from another member in a way
that they never would have thought of independently. The energy of
one individual can spur others on when their own vitality diminishes.

In his article “Social Facilitation,” Zajonc (1963, pp. 269-274)
says, “Synergy can take either physical or cognitive forms. The physical
presence of others is often affecting, so more work is accomplished.
Even ants work harder when there is more than one of them on the
job.” In the cognitive sense, synergy emerges when a type of collective
intelligence and shared memory begins to develop as the group matures.
Also, synergy can play an important role for those team members who

are energized through interaction with others.

How Teams Benefit Orqanizations

Teaming promotes knowledge sharing and generates a variety of
approaches and possible solutions. The age-old cliché, “two heads are
better than one,” reflects the belief that when individuals unite, they
consistently produce solutions to problems that are more creative and
make better decisions than individuals working on their own.

An example could be a talent acquisition team that is responsible for
staffing the organization with the best match of skills and cultural fit. The
team’s makeup typically includes recruiters, human resources, compensa-
tion and benefits, diversity, planners, and operations. The team’s challenge

is to interpret the company’s requirements and synchronize them with
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market realities. Each team member plays a vital role in the process. A role
that is uniquely performed in a team setting,.

“In the ideal team, each member performs his or her function in
such a way that it dovetails with that of other team members to enable
the team to achieve its goals. By this collaboration, the whole becomes
greater than the sum of its parts” (Pell, 1999, p. 4).

How Teams Benefit Individuals

Working on a team can challenge its members to go beyond normative
behaviors and achieve their maximum potential. Being part of a team
provides opportunities to broaden an individual’s perspective, widen
and deepen people’s knowledge, and master new skills in ways that
might not be available to individual contributors. Working collectively
to set goals and solve problems, brainstorming to generate creative
ideas and options, and sharing responsibilities are some of the many
benefits of the team experience.

A satisfying team experience creates a sense of belonging. Studies
show that many people learn better through interacting with one
another than by working alone.

Since a significant portion of a professional’s job is relationship-
oriented, an individual’s “teamability” is critical to his or her long-
term career success. No matter how competent or ambitious people
are, if they want to be successful as team leaders or players, they must
be able to establish and maintain productive relationships with
others.

A high-performing team reflects favorably on the individual team
members and increases their visibility in the organization.

Organizations depend on a matrix of interlocking skills and capa-
bilities: both individually and collectively. Today, interdependence is a
business reality. For your team to be successful requires both team and
individual accountability. Accountability drives team performance
levels higher than individuals can achieve themselves, even when per-

forming at their personal best.

Team Building—A Continuing Process

Team building is not a one-time event. It is a continuing process that
begins by introducing and then reinforcing both team-tasking skills
and interpersonal behavioral skills as the team develops and matures.
“The process of team building is critical to the development of success-

ful teams and accomplishment of team goals” (Kormanski & Mozenter,

1987, p. 255).
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Although team building demands attention and hard work, there
are significant benefits for developing teaming skills and serious conse-
quences for not doing so. Those benefits and consequences are sum-

marized in the following table.

Team Building—The Business Case

Positive Outcomes When Team Building
Takes Place

Negative Consequences of Not Doing or Delaying
Team Building

Team goals are understood in the context of
organizational goals.

Performance and quality suffer due to unclear goals
and direction.

Techniques to improve team performance are learned
and adopted.

Bad habits and disruptive behaviors go unchecked.

Improved understanding and communication among
members is evident.

Differences are not reconciled and conflicts are not
resolved.

Roles and responsibilities are clarified and aligned.

There is an overlap of responsibilities or a few
members do most of the work.

Information is shared and exchanged among
members.

Information hoarding negatively affects problem
solving and decision making.

Common commitment and increased loyalty begin to
bond the team together.

Members become complacent and lack commitment
to the team.

Stretch assignments drive stretch accomplishments.

Status quo and stagnation become modus operandi.

Boost in synergy, enthusiasm, and esprit de corps.

Loss of creativity, respect, trust, and motivation
demoralizes the team.

A shared purpose and mutual accountability; a “we”
versus “me” environment.

Members prioritize personal objectives at the expense
of the success of the team.

From extensive research in group dynamics and the process of team
building (Francis & Young, 1979; Solomon, 1977), a great deal is
known about how teams perform. Numerous studies on group behav-
ior are available and provide a strong foundation of knowledge about
the team experience. (Shultz, 1958). Theory on team development,
particularly as it relates to performance, proposes that teams, as indi-
viduals, pass through predictable stages over time (Tuckman, 1965,
1977). In the next section we will discuss the stages of team perform-

ance in conjunction with their appropriate leadership styles.



The Four Stages of Team Performance
and the Four Leadership Styles

The Team Performance Inventory identifies four stages of team per-
formance and their four concurrent styles of team leadership. The four
stages of team performance are defined as Initiating, Conflicting,
Stabilizing, and Performing.

Each of the four stages is defined by its unique characteristics and
attributes, its key traits of tasks and relationships, the role of leaders,
the role of members, and the development activities and action steps

to improve the team’s performance, including:
* Stage description
¢ General characteristics
¢ What members want to know
e Leader’s role
¢ Member’s role
* Team action steps to be accomplished
* Indicators of open items
* Key trait of task outcome
* Key trait of relationship outcome
* Suggested development activities
¢ Exercises and resources

The four ream leadership styles are defined as Directing, Coaching,
Facilitating, and Delegating. The Directing leadership style is the pre-
ferred style for the Initiating stage, the Coaching leadership style is the
preferred style for the Conflicting stage, the Facilitating leadership
style is the preferred style for the Stabilizing stage, and the Delegating
leadership style is the preferred style for the Performing stage, as shown
in Figure 1.1.
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Figure L1 The Relationship Between Team Performance and Leadership Styles

Key Dimensions of Team Performance: Task and Relationship

Each stage, Initiating, Conflicting, Stabilizing, and Performing, over-
lays and reflects two dimensions or orientations of team performance:
task and relationship.

1. Task. The task dimension is doing the work the team is entrusted
to do. This includes setting goals and objectives, designing imple-
mentation plans, developing budgets, determining roles and

responsibilities, solving problems, and making decisions.

2. Relationship. The relationship dimension refers to the interaction
necessary to get things done. It speaks to the human side of the
dynamics that occur in the group, how the members act together
to complete the task. This component addresses the effectiveness
of the relationships and interface among team members. It per-
tains to the feelings, behaviors, and problems members have with
one another in the group. Developing mission and values, generat-
ing open communication, constructive feedback, and building

trust are examples of the relationship dimension.

Looking at team development from this task and relationship per-
spective will emphasize the importance not only of the two-dimen-
sions—task and relationship—but will also provide a common
language through which team members can explore the emerging char-
acteristics and parameters of the group.

It is the convergence of task productivity and relationship well-
being (see Figure 1.2) that results in effective team performance. Thus,
a team’s effectiveness can be measured by its ability to accomplish its
objectives and to work together in a way that satisfies the team mem-

bers” interpersonal needs at the same time.
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Figurel.2.

Relationship

Convergence of Task and Relationship

When a team is over-focusing on the task with-
out concern or attention to interpersonal relations,
tension and conflict may occur. Likewise, over-focus-
ing on relationships may result in strong personal
interactions, but potentially sacrifices task accom-
plishment. To be successful at both task and relation-
ships a cohesive integration of these two key

dimensions is needed.

The Correlation of Task Functions and Relationship Attributes

Figure 1.3 illustrates how the stages of the team’s relationship attributes
parallel with the team’s task functions. When a team moves through the
task functions and relationship attributes simultaneously, the growth
and regression in one dimension influence the behavior and develop-
ment in the other. In order for the team to advance in both task and

relationship stages at the same time, specific action steps must be taken.
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Each stage of team performance has its unique challenges that must be
understood and addressed, as well as specific steps to accomplish before

the group can fully progress to the next stage. Teams can stagger, stall,
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Individual Commitment
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and even stop at any stage. The progression from one stage to the next

is dependent on factors such as:
* The members’ relationship and task readiness

* The leader’s ability to adapt the appropriate leader style for each

stage
* The complexity of the task
* The organization’s backing and support
* The available and committed resources

To be a wholly functioning team depends on how effectively the
relationship and task aspects are managed, synthesized (integrated),

and synchronized (matched).

For teams to maximize their performance requires that each team
member make a serious and concerted effort to grow in both interper-
sonal relations and task accomplishment. Even one or two members
who are unwilling to commit to a shared responsibility for the team’s
initiatives can sabotage the team’s performance and its ability to execute
its goals. Being a contributing team player many times necessitates
moving out of one’s comfort zone, taking risks, and making behavioral
and attitude changes. To do so can be highly rewarding. To do other-

wise can be career limiting.

(haracteristics of the Four Staqes of Team Performance

Initiating Stage

The Initiating stage is a stage of transition from individual to team sta-
tus. Initiating takes place when the team members first come together.
At this stage, little structure is in place—purpose, goals, roles, and rela-
tionships are unclear. When a team is at the beginning stage and still
unclear about tasks and relationships, members are exploring the
boundaries of acceptable group behavior.

In the Initiating stage of team development:

* Members become acquainted with each other and begin to con-
sider the tasks that are to be accomplished.

* Members take note, size up, and make comparisons of similari-

ties and differences.
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What Members Want to Know.

Leader's Role (Directing Style)

First impressions are formed, which can be lasting (this will

change as members work on building their team).

People want to avoid conflict and controversy and generally
pay lip service to others (that is, telling others what they want
to hear).

People are guarded and willing to go along with ideas as
presented, unless someone suggests something that is too

extreme.

There are hidden agendas with superficial, non-authentic com-

munication and relationships.

Goals are unclear and members are dependent on a directing

leadership style.

During the Initiating stage, team members want to know where they

fit, their role, and what is expected of them: how the skills and knowl-

edge they bring will be used and valued; and what commitments are

required. People wonder:

Why are we here?

Feelings and Emotions
What will we be doing?

. ) e Excitement
How will we get things

done? * Pride in being selected

 Confusion and testing the

5
What are our goals T

Do I want to be a part of | ¢ Uncertainty and anxiety about
this team? the job ahead

What's in it for me?

Will I be accepted as a member?

What price must I pay to belong to this team?
How competent are the team members?

Who is the leader?

Is the leader competent?

The leader’s role in the Initiating stage is to take a Directing style of

leadership. Leaders who have a preference or tendency for this style

will be comfortable and find it easy to adapt. Those who don’t have an



12

Team Performance Inventory

inclination for this style will need to make an extra effort to learn and

apply the attributes of the Directing style in order to be more effective

leaders for a team in the Initiating stage. Prominent aspects of the

Directing style include:

Members' Roles

Providing structure, giving clear task direction, and driving the

team process.

Allowing get-acquainted time.

Encouraging participation.

Urging people out of their comfort zones.
Insisting on effective listening,.

Not assuming the appearance of harmony is real.

Asserting power.

Members’ roles are key to the team’s success. At each stage of team

performance, members’ talents, behaviors, and attitudes are vital. As a

team member, your role during the Initiating stage is:

Qa
Q
Q
Qa
Q

Team Action Steps to Be Accomplished

Asking questions to clarify team’s initial purpose and tasks
Having patience with the process

Listening actively

Being open to new ideas

Resisting pre-judgments and pre-conceived attitudes

Following are the action steps that the team needs to accomplish in the

Initiating stage in order to advance to the next stage. As you will note,

some

of the actions are behavioral and will take time before they

become embedded as common team practices. Allow time for the

behaviors to change and mature.

Q

Q
Q
a
Q

Q

Building a common purpose

Identifying interests and values

Assessing talent resources (Who has what to contribute?)
Determining stakeholders” and clients’/customers’ expectations

Developing goals that are aligned with the organization’s strate-
ping g g g

gic intent

Discussing individual and team expectations



The Four Stages of Team Performance and the Four Leadership Styles 13

Indicators of Open Items

Key Traits

O Sharing relevant information
O Encouraging interactive dialogue
O Providing structure and direction to team issues

O Engaging in team activities that build trust and open

communication

The following are indicators that there are open items that need to be

addressed and resolved.
* Members work in disarray.

¢ Team members know little about each other (values, interests,

and motivators).

* Lack of recognition of potential skills, abilities, and contribu-

tions of team members.
* Expectations are unmet so people become upset or withdraw.

It is unclear how individuals will be rewarded and recognized for

participating on the team.

When new members join the team during later stages, this is a time
to take a pulse check and revisit the Action Steps to Be Accomplished

above.

Key traits are signs the team is making progress in task accomplish-
ment and/or interpersonal relationships along the performance con-
tinuum. When you see these traits in your team, you will know you are
moving forward.
Key Trait of Task Outcome
Definition: Members are beginning to understand the task, its
implications, and expectations.
Key Trait of Relationship Outcome
Awareness: Members are becoming cognizant of the personalities,
behaviors, and attitudes of others.
Suggested Development Activities
* Get acquainted with each other and the task.

* Share information about interests, values, expectations, and

capabilities.
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Conflicting Stage
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* Develop team values.

* Determine purpose and mission.

* Identify stakeholders.

* Create structure, goals, and direction.
* Identify tools and resources.

Discuss recognition, motivation, and rewards.

In the Conflicting stage, team members realize that the task can be more
difficult than they imagined. Conflicting begins as the team starts to
define roles and responsibilities. During this stage, the focus is on both
task and relationship. The team is vulnerable at this point because
of conflicting opinions concerning tasks, processes, goals, and feelings of
confusion and incompetence are common—members may be second-
guessing their ability to do a good job.

Some members may become dissatisfied and express discomfort
not only with what the team is doing and how, but also with the lead-
er’s role and style of leadership. True personalities begin to emerge,
and tension among members is common.

Don't try to skip or shortcut this stage. A team that does not go
through the Conflicting stage won't learn how to deal with and
resolve disputes. It becomes passive, does not incorporate all of the
strengths of its members, and fails to go through the sometimes
painful, yet necessary, process of becoming truly creative and
effective.

This is considered the most crucial stage that the team must work
through. The result of the Conflicting stage is either a united group
that is ready to become organized or a split group, with some people
withdrawing from taking on active responsibilities (that is, fight or
flight).

In the Conflicting stage of team development:
e Issues are power, control, leadership, and problem solving.
* Infighting occurs; conflict cannot be avoided during this phase.

* Team members react toward leadership with counterproductive

behaviors.
* Coalitions or cliques may form.

* Competition is high among team members.
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What Members Want to Know

Leader's Role (Coaching Style)

* Confusion exists about tasks, roles, and assignments.

¢ Communication deteriorates; team members are uncertain about

how to deal with issues openly.
* Lack of trust is evident.

Personal attacks occur.

Team members want to know where they fit, their roles, and what
is expected of them. They want to know how the skills and knowl-
edge they bring will be used and valued as a member of the team.
And they want to know what commitments are required. They

wonder:

* What are the expectations of me

and other team members? Feelinqs and Emotions
e Who is going to be responsible = Confusion, Anxiety
for what? Anger, Frustration
e What are the rules? What are the = Agitation, Impatience
parameters? Little team spirit

* How will I seek my autonomy?

* How much control will I have over the others?

* How much control will others try to have over me?
* Whom do I support? Who supports me?

* How much influence do I have in this team?

How will I be rewarded and recognized?

The leader’s role in the Conflicting stage is a Coaching style of leader-
ship. Leaders who have a preference or tendency for this style will be
comfortable and find it easy to adapt. Those who don’t have an incli-
nation for this style will need to make an extra effort to learn and apply
the attributes of the Coaching style in order to be more effective

leaders. Prominent aspects of the Coaching style:
* Encouraging members to ask questions for clarification
* Promoting bi-directional communication
* Actively listening

* Raising difficult issues
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Members' Roles
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Acknowledging, not fearing, conflict, and striving to manage it

constructively
Reminding team members they can agree to disagree
Getting members to assume more task responsibility

Coaching the team through struggles and guiding toward

consensus
Actively supporting and reinforcing positive team behavior

Meeting with disruptive personalities privately, discussing and

resolving issues

Coaching accountability

Members’ roles are key to the team’s success. At each stage of team

performance, members’ talents, behaviors, and attitudes are vital.

A team member’s role during the Conflicting stage is:

Q

a
Q
Q
a

Seeking clarity about purpose, roles, and responsibilities
Risking self-disclosure

Initiating ideas

Respecting diversity of team members

Accepting that conflict is inevitable and finding ways to use it

effectively, rather than avoiding, suppressing, or ignoring it

U Speaking only for him- or herself

Team Action Steps to Be Accomplished

Helping the team reach consensus on purpose, goals, and roles

Following are the action steps that need to be accomplished in the

Conflicting stage in order to advance to the next stage. As you will

note, some of the actions are behavioral and will take time before they

become embedded as common team practices. Allow time for the

behaviors to change and mature.

Q

(I I IR O

Ensuring Initiating stage issues are addressed

Encouraging an open flow of communication

Supporting collaborative team efforts

Involving everyone in the discussion; inquiring into differences
Clarifying roles and responsibilities

Discussing individual and mutual accountability
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Indicators of Open Items

Key Traits

O Establishing and building ground rules (that is, rules of behavior—
what is and what is not appropriate)

U

Discussing and concurring on how you will disagree

(]

Learning to address topics that are potentially embarrassing or

threatening

(]

Discussing and agreeing on a decision-making processes

O Defining a rewards and recognition structure

What are the signs that will tell us things might not be going as
planned? What are the earmarks and red flags of stagnation or rever-
sion? The following are indicators that there are open items that need

to be addressed and resolved:

* Communication breaks down.

* Roles and responsibilities are unclear.

* Members fail to discuss potentially threatening or embarrassing
topics.

* Differing views are not encouraged or respected.

* The team has an inability to deal with conflict constructively.

* Members express dissatisfaction with how decisions are made.

When new members join the team during later stages, this is a time to
take a pulse check and revisit the Action Steps to Be Accomplished (see

above) in earlier stages.

Key traits are signs the team is making progress in task accomplish-
ment and/or interpersonal relationships along the performance con-
tinuum. When you see these traits in your team, you will know you are

moving forward.
Key Trait of Task Outcome
Organization: Members are adopting approaches and practices on
how the task should be planned, organized, and implemented.
Key Trait of Relationship Outcome

Conflict Management: Members are moving beyond opposition
and disagreement and seeking constructive and affirming

relationships.
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Stabilizing Stage
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Suggested Development Activities
* Discuss what you can do to create and promote trust in your team.
* Define roles and responsibilities.

* Refocus on goals, breaking larger goals down into smaller, mea-

surable action steps.

* Determine team members’ personality types and develop a team
profile to gain insight into your team’s characteristics and mem-
bers’ similarities and differences. Your team’s balance of similari-
ties and differences will affect important key performance issues:
how your team will perform and how it will do what it sets out
to do (results). This insight will help you and your team use and

maximize the talents of all the team members.
* Develop effective communication and conflict resolution skills.
* Determine decision-making process.

Celebrate accomplishments (even small ones).

In the Stabilizing stage, team members understand and accept the
team’s ground rules, their roles on the team, and the individuality of
fellow members. Stabilizing is the stage during which people become
more comfortable working with one another. You will begin to see
cooperation over competition and more acceptance; communication
seems more open and honest; and team members are more at ease in
giving and receiving feedback.

Efforts are made to determine what standards of performance are
acceptable. Members are working on common performance issues. As
team members become more comfortable working together, they have
more time and energy to spend on the tasks and are able to make sig-

nificant progress. The following are evident:
* There are sufficient resources to accomplish the task.

* Members perform their roles and responsibilities with acquired

proficiency.
* Appreciation builds.
* Increased interaction, cooperation, and collaboration are shown.

* Members care about each other’s well-being and support
individuals in periods of difficultly.

* Cross-functional relationships have developed through interde-
pendent behavior.
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What Members Want to Know

Leader's Role (Facilitating Style)

Members enjoy their work and team interaction.

Trust, the most vital ingredient in team dynamics, begins to

unfold.

Team members want to know where they fit, their roles, and what

is expected of them. They want to know how the skills and knowl-

edge they bring will be used and valued as a member of the team. And

they want to know what commitments are required. Some questions they

ask are:

Is quality really going to : .
be a priority? Feelings and Emotions

Do we really mean whatwe | o Relief that the situation is
say when we set deadlines? improving

Is it okay to miss meetings? = ® Acceptance, feeling respected

What do I need to do more and valued for strengths,

of, less of, differently? unique talents, and differences

* Dositive energy with increased
How do others see me? .
confidence, commitment, and

sense of control

The leader’s role in the Stabilizing stage is a Facilitating style. Leaders

who have a preference or tendency for this style will be comfortable

and find it easy to adapt. Those that don’t have an inclination for this

style will need to make an extra effort to learn and apply the attributes

of the Facilitating style in order to be more effective leaders. Prominent

aspects of the Facilitating style include:

Communicating; sharing ideas and information
Reinforcing the vision of what the team can become

Discouraging groupthink and encouraging diverse opinions and

disparate ideas
Initiating personal development plans (PDP) for team members
Using a Facilitative style to involve the team in decision making

Encouraging wide participation and safeguarding less heard
viewpoints
Reinforcing positive teaming behavior

Requesting and accepting constructive criticism and feedback
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Members' Roles
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Members’ roles are key to the team’s success. At each stage of team

performance, members’ talents, behaviors, and attitudes are vital.

Team members’ roles during the Stabilizing stage include:

Q

I Iy Ny oy Ay N

(I IR I

Team Action Steps to Be Accomplished

Preparing for and contributing during team meetings
Voicing both opposing and confirming viewpoints
Buying into objectives and activities

Communicating, communicating, and communicating
Requesting and accepting feedback

Self-reinforcing team ground rules

Committing to a “no surprises’ contract with other team

members

Working proactively for the benefit of the team
Demonstrating active listening and a willingness to change
Building trust by honoring commitments

Taking responsibility for a professional development plan with
stretch goals that align with the team’s goals and the organiza-

tion’s strategy.

Following are the action steps that need to be accomplished in the

Stabilizing stage in order to advance to the next stage. As you will note,

some of the actions are behavioral and will take time before they

become embedded as common team practices. Allow time for the

behaviors to change and mature.

Q
a
Q

U

Talking openly about issues and concerns
Giving positive and constructive feedback

Developing processes for information sharing, feedback, and

resource allocation

Having open forums on tasks and relationships, negotiating

where appropriate

Building on positive behaviors and changing unsupportive

behaviors
Supporting consensus decision-making efforts

Assuring that team goals are clear, specific, and measurable
and that all team members accept the goals and their role in

achieving them
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Indicators of Open Items

Key Traits

O Performing roles and responsibilities with proficiency

U Setting high expectations and developing the skills and knowl-
edge required to help the team do what it says it will do

What are the signs that will tell us things might not be going as
planned? What are the earmarks and red flags of stagnation or rever-
sion? The following are indicators that there are open items that need

to be addressed and resolved:
* Team fails to embrace ground rules
* Lack of trust and openness lingers
* No congruence in how the group is to work together
* No established channels for giving and receiving feedback
* Work is not done on time or is inadequate

When new members join the team during later stages, this is a time to
take a pulse check and revisit the Action Steps to Be Accomplished

from earlier stages.

Key traits are signs the team is making progress in task accomplish-
ment and/or interpersonal relationships along the performance con-
tinuum. When you see these traits in your team, you will know you are

moving forward.

Key Trait of Task Outcome

Contribution: Members hold each other accountable to meet dead-
lines, adhere to rules, and meet performance standards.

Key Trait of Relationship Outcome

Cohesion: Members participate openly, provide encouragement and
support, and speak of their team with pride.

Suggested Development Activities

* Develop and implement individual professional development
plans.

* Develop constructive feedback skills.

Use an assessment to determine the team’s balance of task and rela-
tionship orientation, identify members’ styles, and provide a profile
of your team’s unique style, its strengths, and growth opportunities.
This insight will help you negotiate relationships and tasks so that

your team and its members achieve mutually satisfactory goals.
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Performing Stage

In the Performing stage, team members have gained insight into per-
sonal and team processes and have a good understanding of each oth-
er’s strengths and weaknesses. They are able to work through group
conflict, and members have learned how to resolve differences. They
have developed close attachments with each other and have a strong
identity with the team.

Now the team is working collectively toward common milestones
and accomplishments. Collaboration and synergy pervade. The team
is flexible and is able to anticipate and plan for change. Performing
occurs because individuals feel their contributions are valued and thus
eagerly contribute to the team’s success. There is a strong interdepend-
ence among team members, not only for expertise and information,
but also for reciprocal support and backup. The team has become an
effective, cohesive unit; they can begin performing. Due to various fac-
tors, many teams do not achieve the Performing stage. Some charac-

teristics the team shows at this stage include:
* Team members share responsibility for goals.
* There is high openness, support, and trust.
* There is a team identity: “All in this together.”
* New ideas are being generated.
* New perspectives are sought and adopted.

* Team members achieve interdependence (work well together,

achieving more together than they would as individuals).
* There are no surprises.

* There is little waste; an intolerance for poor performance; very

efficient team processes and operations.
* It is okay to risk confrontation and exposure.
e Team members feel very motivated and productive.

* The team produces high-quality services, products, and
outputs.

* Team networks throughout the organization and creates part-

nerships with other teams.

What Members Want to Know

Team members want to know where they fit, their roles, and what is

expected of them. They want to know how the skills and knowledge they
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Leader's Role (Delegating Style)

bring will be used and valued as a member of the team. And they want to

know what commitments are required. Some other questions include:

How will we know when

we are successful? Feelings and Emotions

What can we do to con- °® We” versus “me” orientation

tinue the momentum? * Pride in team

* High empathy and high trust
* Objective outlooks

How can we be better

tomorrow than we are

today? * Appreciation of strengths and

limitations

What can we do to better
e Strong sense of congruency

meet the needs of our

' and synergy
internal and  external : .o
‘ e Satisfaction increases as the
clients/customers? . .
team achieves high
What can we do to

performance
improve our influence in

the organization?

The leader’s role in the Performing stage is a Delegating style of leader-

ship. Leaders who have a preference or tendency for this style will be

comfortable and find it easy to adapt. Those who don’t have an incli-

nation for this style will need to make an extra effort to learn and apply

the attributes of the Delegating style in order to be more effective lead-

ers. Prominent aspects of the Delegating style include:

Ensuring team is up-to-date on organization strategy and busi-

ness initiatives; current and relevant industry and business trends
Encouraging thinking outside the margins
Emphasizing quality work and outcomes

Utilizing each member’s unique talents and encouraging stretch

assignments

Delegating leadership roles in the team based on who does what
the best

Being selective of new team members; training to maintain the

team’s camaraderie and esprit de corps
Continuing to evaluate the team against high performance goals

Remaining alert to the team’s need for skill development, con-

flict management, attitude improvement, and trust building
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Focusing on purpose, interdependent relationships, and condi-
tions that shift the stages

Marketing the team’s talents and progress to others outside the

team

Members’ roles are key to the team’s success. At each stage of team

performance, members’ talents, behaviors, and attitudes are vital. As

members of the team during the Performing stage, these areas are

important:

a
Q

U 0O U

U U

Team Action Steps to Be Accomplished

Having a sense of individual responsibility for the team’s success

Deferring to team needs; keeping team objectives in the fore-

front while managing personal precedence
Introducing and cultivating new ideas
Committing to mutual accountability

Applying positive pressure to assure the team achieves effective

and satisfying results
Taking full responsibility for tasks and relationships

Eliminating duplication of efforts by acknowledging and using

each member’s unique contributions to the team’s objectives

Keeping up with the latest trends and developments in one’s

field and industry

Presenting the team’s mission, goals, plans, and purpose ener-

getically to others outside the team

Following are the action steps that need to be accomplished in the

Performing stage. As you will note, some of the actions are behavioral

and will take time before they become embedded as common team

practices. Allow time for the behaviors to change and mature.

a

a

U

Focusing on the big picture and pragmatic deliverables and

solutions
Bringing ideas to reality
Evaluating processes and procedures to determine potential

areas for improvement
Communicating views and feelings

Delegating freely within the team
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Indicators of Open ltems

Key Traits

U Continuously raising the bar
U Setting fresh and challenging goals

O Packaging success factors as a repeatable process

What are the signs that will tell us things might not be going as
planned? What are the earmarks and red flags of stagnation or rever-
sion? The following are indicators that there are open items that need

to be addressed and resolved:

* Lack of periodic reviews using feedback, metrics, and internal
and external analysis to evaluate progress and make

improvements
* Failure to commit quality time to the team

* Members do not present the team’s goals and plans to external

others similarly
* Inability or lack of desire to initiate innovative ideas and change

When new members join the team during later stages, this is a time
to take a pulse check and revisit the Action Steps to Be Accomplished

from earlier stages.

Key traits are signs the team is making progress in task accomplish-
ment and/or interpersonal relationships along the performance con-
tinuum. When you see these traits in your team, you will know you are
moving forward.
Key Trait of Task Outcome
Actualizing Solutions: Members are doing the right things right.
Creativity and innovation are evident in outcomes and results.
Key Trait of Relationship Outcome
Interdependence: Members rely on each other for constructive feed-
back. There is a strong bond among members and a sense of
community.
Suggested Development Activities

* Takea progress check (e.g., 360-degree feedback, client/customer

surveys).

* Track and analyze emerging trends.
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Turning Point

Life Cycles of the Stages
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* Revisit both short- and long-term strategies and plans.

* Study and practice scenario (What if?) planning.

* Review and update problem-solving processes.

* Create and implement service delivery agreements (SDA).
* Encourage mentoring participation.

* Initiate cross-functional learning opportunities.

* Develop best practices.

* Instigate situational knowledge transfer.

* Conduct a relationship and task audit with another group in the

organization.
* Develop inter-team skills by
o Communicating with other teams;
o Integrating work or tasks with other teams;
o Developing joint decisions and solutions; and
o Presenting shared outcomes.

Consider change and its effects on individuals, teams, and organi-
zations. Reflect and share your personal attitudes about change.
Develop a change management strategy to help you and your team

anticipate, plan, and implement successful change.

For teams who have reached the Performing stage, there is no time to
rest on their laurels. During the Performing stage, teams may come to a
crossroad (see Figure 1.4) where (1) they lose momentum and a sense of
purpose, become comfortable and complacent, stagnate and decline or
(2) they renew their mission by creating fresh opportunities and devel-
oping challenging team goals that align with organizational objectives.
They value their interdependence and work hard to stay out in front.

The duration and intensity of each of the stages varies from one team to the
next. A number of factors can affect the length of time it takes to progress
through the stages, including available resources, complexity of the task,
organization support, member readiness, leadership competency, and the
leader’s ability to adapt his or her style in a manner that meets the needs of
the situation. It may take considerable time for one team to reach the
Performing stage, while another team is at the Performing stage within a
short period. Still other groups never reach the Performing stage.
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Figure Lk, Stages of aHigh-Performing Team

While the obvious goal is to reach the Performing stage as soon as
possible, it is a futile exercise to attempt to skip or rush through stages in
the development of the team. Research indicates that those groups that
try may carry out their tasks, but do not produce optimum performance
and members are dissatisfied with the process or output.

Knowing that it is normal for a team to go through these stages will
help your team understand and anticipate the process and take action
to build more productive relationships and performance.

The teaming process has been compared to a roller coaster ride (Kahn,
Kroeber, & Kingsury, 1974). Progress may often go from climbing to
stalling to falling. Feelings may move from excited as the project begins—
to anxious or impatient as team members realize the extent
of the undertaking—to encouraged as useful information
is gathered—to frustrated as the team meets roadblocks

and has to devise new or revised plans—to confident with

a sense of accomplishment as the team reaches new heights

in performance.

Summary of the Stages of Team Performance

Below is a summary review the concepts and principles discussed thus far.

Teams are today’s reality.
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Teams benefit both organizations and individuals. Today, organiza-
tions find teams to be a necessary component in planning their future,
generating creative ideas, solving problems, raising performance levels,
and implementing business strategies.

Teams provide growth opportunities.

Being part of a team provides individuals an opportunity to widen
their experience, deepen knowledge, and master skills in ways that
might not be available to them as individual contributors.

Teams progress through unique stages of development.

Theory on team development predicts that teams, like individuals,
progress through predictable stages over time. We call these stages
Initiating, Conflicting, Stabilizing, and Performing,.

Team performance is two-dimensional.

There are two dimensions of team performance: Task and
Relationship. Each stage has its unique interpersonal challenges that
must be understood and addressed, as well as specific tasks to be
accomplished.

Team goals must align with organizational goals.

To be effective, team goals must be measurable and aligned with
the overall organizational goals and objectives.

Team progress can be affected by the team’s characteristics.

The progression of team development is not always sequential.
Teams rotate through the stages repeatedly depending on the team’s
characteristics. A successful team is one that can skillfully move between
stages as situations shift.

Team development is essential to success.

Teams can stagger and stop at any stage. Failure to pay attention to
the important development steps at any one stage may cause the team
to relapse to that stage.

Teams experience highs and lows.

Understanding the four performance stages will help your team
recognize the predictable and inevitable highs and lows that are a part
of a team’s development. Applying the action steps will help your team
overcome barriers and move the team forward.

Team success is driven by individual effort and collective
contributions.

For teams to maximize their performance requires that each indi-
vidual make a concerted effort to grow in both relationship and task
aspects.

Team building is continuous.

Team building is more than a one-time event; it is an ongoing

process that involves hard work and determination.
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Teaming is both a destination and a journey.
While the destination is the goal, there is value in the journey and

it can be a rewarding experience.

The Four TPI Leadership Styles

Use the following information on each of the four leadership styles to
help team leaders understand their preferred styles and how to be more
effective when adopting and applying their skills and attributes in their
team situations.

If you are the facilitator and not one of the team leaders, use the
TPI Leadership Styles information to prepare for discussions with
the team leader. First, review the Perception of Team Leader’s Style
Report (page 51). This report presents a graphical representation of the
team’s scoring results.

In the Team Leader’s Style Report, look for two indicators. First, is
there a match between the Team Leader’s Style and the Stage of Team
Performance? If there is a match, discuss with the team leader how he
or she can strengthen the preferred attributes.

Next, look at the second indicator, whether there is a mismatch
between the Team Leader’s Style and the Stage of Team Performance,
and review the appropriate preferred leadership style attributes.

Use this information when you meet with the team leader and dis-
cuss the preferred styles and how the leader can be more effective when
adopting and applying these skills and attributes in the team situation.

If you are the leader and also the facilitator, you will want to review
the preferred styles and learn how you can be a more effective leader by
adopting and applying the appropriate skills and attributes for your

team’s stage of performance.

Initiating Stage (Directing Leadership Style)

The Initiating stage begins the transition from individual to team sta-
tus. When a team is Initiating, members can be unclear about roles
and responsibilities and are exploring the boundaries of acceptable
group behavior. The most effective leadership style during this stage is
the Directing style.

When using the Directing style, the leader makes organizing and
planning a priority. He or she provides clear directions, rules, and pro-
cedures, follows up, and holds people accountable. The take-charge
Directing style gives structure to team meetings by guiding discussions
and by helping define purpose and tasks. The Directing leader informs

team members about the what, where, when, who, and how. This style
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is most effective with new teams when vision and direction need to be
articulated in a way that encourages acceptance by members. Below

are suggestions for the Delegating leader to consider.

Make Time for Members to Get to Know Each Other

Don't Jump to Solution

Know When to Change

In the Initiating stage it is important that the leader focus on the inter-
personal relationship element, making time for members to get to know
each other and build trust and rapport. There are numerous ways to
build trust in a team, including identifying members’ interests and tal-
ents, bonding exercises, and ensuring all team members are involved with

the activities of a team, including developing team values and mission.

A leader who is eager to accomplish as much as possible may try to
“jump to solution” and spend little or no time on the Initiating stage in
order to move directly to work on the task. This undoubtedly will result
in confusion and misunderstandings among team members, ultimately

hindering both team development and task accomplishment.

As the team becomes more functioning, the Directing style may be per-
ceived as domineering and crisis-oriented, preventing open discussion
and suppressing true efforts and consensus, which could result in a slump
in morale, apathy or resentment, and low productivity. Those who favor
this style need to avoid over-imposing direction, particularly with a team
of knowledgeable, competent members who are self-motivated and
goal-oriented.

Conflicting Stage (Coaching Leadership Style)

The Conflicting stage begins as the team starts to define roles and
responsibilities. Conflicts arise as team members disagree about tasks,
goals, and processes. During this stage, the focus is on both task and
relationship. The team is vulnerable at this point because of conflicting
opinions concerning tasks, processes, goals, and feelings of confusion
and incompetence are common—members may be second-guessing
their ability to do a good job. The most effective leadership style dur-
ing this stage is the Coaching style.

The leader, using the Coaching style, encourages open-ended dia-
logue and provides an opportunity for team members to question and
clarify. He or she explains rationale, answers the why and why not
questions, paves the way for dialogue, and acts as a mediator between

opposing perspectives.
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The Coaching style is used with the team when it is not yet capable
of performing the task on its own. The willingness and emerging
abilities of the group members to carry out the task are reinforced by
relationship behaviors that include support, praise, encouragement,
and attention. It invites the team to “buy into” or “own” the task, and
rewards the team for their growth in ability and motivation to perform
the task and supporting collaborative team behaviors.

To promote buy-in and ownership, the leader would serve the team
well by trying some of the following coaching tips and guidelines.

Develop a Strong Communication Network

Manage Conflict Effectively

An important step in this stage is for leaders to develop a strong com-
munication network. This will help to clarify instructions and priori-
ties and ensure members feel included and informed. Establish who
communicates what and to whom. Use various types and methods of
communication to increase the probability that the members receive
the information in a way in which they are most comfortable.
Evaluate your communication skills. Ineffective communication is
a major cause for misunderstanding in the workplace. Use an assess-
ment or other tools to better understand your communication style
and the communication styles of the team members. Even though you
may think you are doing a reasonably good job communicating, it is
difficult to have an accurate picture without input from those who
work with you. Solicit feedback from the team. Ask them how you
could improve your personal communications and what could be done
to better team communications. Knowing the members’ different
communication preferences will significantly improve your effective-
ness and provide invaluable insight as to which members need details

and practical facts, and those who want a big-picture overview.

Managing conflict effectively consistently rates as the greatest skill
leaders need to develop. This is true of leaders from both small and
large organizations across industries. For a team leader, the ability to
confront others skillfully is often rated as a development essential by
peers and direct reports. Managing conflict is a part of a leader’s daily
routine. In reality, leaders contend that they spend a majority of their
time putting out fires and managing conflict.

To effectively manage conflict, leaders must learn to recognize it,
understand it, and then address it. Ignoring conflict, hoping it will go
away, leads to reduced productivity, poor morale, divided teams, and

reduced opportunities for learning and growth. The Conflicting stage is
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an opportune time for teams to acquire the skills, techniques, and proc-
esses that will help them learn a new approach to resolving misunder-
standing and miscommunications, and to manage conflicts effectively.

When team members are not getting along, examine the work
processes they mutually own. Often the disagreement stems because
the conflicting parties haven’t agreed on how they will deliver the serv-
ice or product or the steps required to do something,.

The leader can encourage building trust on the team by creating an
environment that does not punish vulnerability. He or she can set the
pace by demonstrating genuine vulnerability. This requires that the leader
expose vulnerabilities in front of the team so that members will see that
it’s safe to take risks themselves.

He or she can also help by guiding decisions and problem-solving
efforts, reaffirming the vision and purpose, running interference with out-
side groups, and making sure there are adequate resources to do the job.

Those members who seek the security of task direction are likely to
perceive leader behavior that focuses on relationship as inappropriate;
in fact, they may be suspicious of it.

Frustration may arise with some team members because of the amount
of time required to get things done, and attitudes toward the leader or
others may turn negative. Inexperienced members may be baffled by the
leader’s exertions to involve them in planning their work, while those

who are more highly developed may see the leader as intrusive.

People like to be recognized and appreciated. However, they differ on
the way they want to be recognized. Some merely want a private affir-
mation. Others enjoy a public announcement. For maximum effective-
ness, leaders should tailor their expression of appreciation to each
employee’s preference. Hold a recognition discussion with your team
(see Exercise 1, What's Important to Me, What’s Important to You, in
the Participant Workbook). Ask members their preferences so you can
show appreciation in ways that are appropriate for the individual.
Distribute and post complimentary letters, notes, emails, and so
forth, from management, pleased internal and external clients, custom-
ers, community members, and others. This reinforces the importance

of quality and recognizes the team’s effort.

(reate a Healthy, Productive Environment

Among many factors, people like to derive pleasure from their work.

Your challenge as a leader is to create and maintain an environment in
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which members can enjoy being a part of your team. Fun and play can
have a positive impact on your team’s health and productivity. As with
recognition, members may have different ideas for fun. Don't let poten-
tial differences keep you from initiating fun. Generate a discussion
about fun with your team and encourage the members to brainstorm
ways to celebrate their accomplishments and have a good time
together.

Because the Coaching style involves high levels of both task and
relationship behavior, it requires considerable time and effort on the
part of the leader.

Stabilizing Stage (Facilitating Leadership Style)

Make Meetings Meaningful

The Stabilizing stage is both the progression and outcome of the
Conflicting stage. Because roles and responsibilities are better under-
stood and accepted, the Stabilizing stage is where people become more
comfortable working with one another. You will begin to see coopera-
tion over competition and more acceptance. Communication seems
more open and honest, and team members are more comfortable in
giving and receiving feedback. The most effective leadership style dur-
ing this stage is the Facilitating style.

At this stage, effective leaders more fully integrate the components
of task and process with the people and interpersonal components.
This means acting as a colleague, a coequal, in discussing the overall
objectives of the team. Generally the team is gaining in maturity but
still a bit unwilling to assume total responsibility for the task.
Remember, “Such reluctance is often the result from a lack of confi-
dence rather than from any pessimistic feelings about the task itself”
(Hersey, 1984). Thus, high supportive relationship behaviors should
be maintained to combat any reluctance or lack of confidence. By
reducing the amount of directive task behavior, the leader allows the
team to assume increased, shared, task responsibility. By sharing tasks
and responsibilities, the team builds confidence, develops trust and
respect among members, and begins to take ownership for reaching
goals. There is multi-directional communication about the task and
collective decision making. To ensure multi-directional communica-
tion and promote individual initiative and mutual accountability, try

some of the following suggestions.

Meetings are a way to get information to and from your whole team
and at the same time reinforce multi-directional communication.

“Meetings are a waste of time” is an all-too-common complaint.
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Meetings must be obviously valuable to justify the investment of time
and interests of team members. It is the team leader’s responsibility to
set the stage for successful meetings.

Meetings should be planned, organized, and worthwhile, and lead-
ers should always attend and participate. Help members prepare for
meetings by circulating an agenda for each meeting and following it.
Activate the benchwarmers by insisting all members come prepared
and bring content to the meeting.

Present and discuss important information during meetings when
there is time for questions and everyone’s input. Assure that members
leave every meeting with a clear outline of what everyone is to accom-
plish before the next meeting.

Find ways for team members to make personal contributions,
such as researching and presenting reports on topics relevant to the
team at meetings and rotating the meeting chairperson and recorder
responsibilities.

The team leader who favors the Facilitating style needs to avoid let-
ting members who fail to carry out agreed-on rules and standards go
unchecked.

Not ignoring collective talents, the team leader must help members
maximize their individual talents. As organizations expect teams to
contribute to company goals, teams expect individuals to contribute
to team goals. It is important that the leader integrate the goals of indi-
vidual team members with team goals—and ultimately with the organ-
ization’s strategic intent—and show this connection. If not, members
may feel that their individualism is jeopardized. For members to sup-
port the team, there must be something in it for them. Morale and
retention problems arise when employees work on teams on which

their contributions are not recognized by the leader.

Make What's in [t for Me (WIIEM) Discussions a Priority

It is vital that leaders make the WIIFM discussions a priority. This
necessitates planning and conducting one-on-one discussions with
each team member and providing answers to the following WIIFM

questions:

* How am I doing (behaviors, attitudes, performance, and

contributions)?

* How do others see me (behaviors, attitudes, performance, and

contributions)?
* What teaming skills do I need to develop?

* Which core competencies should I focus on?
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* What is my role and where do I fit?

* How can I be successful as a member of this team?

* What does my team leader and organization value?

* What are my growth opportunities as a member of this team?
* How will my performance be measured?

* What are my rewards for working hard?

e Can I take risks as a member of this team without fear of

retribution?
e How are decisions made, and how can I be included?
* What is my team leader’s communication style?

* What development resources are available for me?

Initiate Professional Development Plans (PDPs)

Monitor Motivation

For team leaders, identifying potential and developing people is an
ongoing process and a critical component of team building. It is a proc-
ess that centers on discussing and explaining how success factors align
with specific jobs or projects, determining and implementing effective
development opportunities, and assisting members in preparing per-
sonal goals that match career and life needs with the needs of the team
and the organization, thereby creating a partnership for growth.

Team members want to know what they have to offer their team and
what value they can contribute to the organization, now and in the
future. If they can’t define that value, they are at a major disadvantage.
To overcome this disadvantage and develop a roadmap that will get them
where they want to be necessitates preparing an individual professional
development plan (PDP) to drive future directions and decisions.

Research and practice confirm that those individuals who commit
to a professional development plan with specific goals and measurable
objectives are much more likely to capitalize on their strengths and set
a productive path for successful career growth (Leibowitz, Farren, &
Kaye, 1986; McMahon & Merman, 1987).

Leaders play a key role in helping employees prepare their PDPs.
Important as it is for teams and organizations to establish goals, it is
equally important for individuals to have commitment toward goals

and milestones.

Not every employee is suited to work within a team environment. It

has been said that the most influential member on a team is the least
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invested member. A “slacker” on a team will lower productivity and
morale, create resentment among the other members, and result in loss
of respect for the leader. In your role as a leader, it is essential that you
be tuned into team members’ levels of commitment and address moti-

vation problems quickly and directly.

Performing Stage (Deleqating Leadership Style)

When the team reaches the Performing stage, members work collec-
tively toward common milestones and accomplishments and collabo-
ration and synergy pervade. Performing occurs because individuals
feel their contributions are valued and enthusiastically contribute to
the team’s success. The most effective leadership style during this stage
is the Delegating style.

Delegating means letting the team get on with its tasks and stepping
in when it requires advice, counsel, and direction when tackling difficult
problems. The Delegating style is used at the Performing stage when the
team is both prepared and eager to direct its own task behavior. The
leader acts as an advisor, delegates the responsibility for process, deci-
sions, and implementation to the team, monitors the tasks he or she has
delegated, and focuses on the team members’ development and growth,
team building, motivation, and performance. Below are some actions

the leader might take during the Performing stage.

Provide Information on the Organization

Encouraqe Stretch Assignments

Back Risk Taking

During the Performing stage, the focus is on continuous accomplish-
ment of goals and maintaining drive and momentum. This can be
achieved by providing members information on the organization’s
future direction, upcoming projects, and change initiatives, as well as
current openings and special assignments that may be of interest to

them and would provide growth opportunities.

Meaningful work is critical to job satisfaction. It is important that you
encourage members to focus on stretch assignments in their current
role and/or in new assignments so that they can learn and grow from
their experience. Ask members to make a list of stretch assignments
they would consider and then provide resources and networking

opportunities.

Leaders need to back members in thoughtful risk taking and support them
in their development by providing fresh challenges and responsibilities.
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Know When to (hange

Take a Pulse Check

Challenges and responsibilities build confidence and create a sense of
ownership. If, however, the leader expresses a low tolerance for failure and
punishes mistakes, members will stay in their safety zone and avoid stretch
assignments.

Set realistic performance baselines for members and the team and
communicate them so that members understand the rationale for your

criteria.

Keep in mind that, although a majority of the team members may be
in the Stabilizing or Performing stage—where the Facilitating or
Delegating Leadership styles are most appropriate—you may have a
new or existing member who requires more specific instruction and
attention from you. You may need to use the Directing or Coaching
styles until the member(s) has more confidence and is ready for more

challenging task responsibilities (Hersey, 1984).

This stage is an appropriate time for the leader to take a pulse check to
evaluate the team’s progress. This can be done using various methods
such as multi-rater (360-degree) feedback, revisiting the action steps
taken in an earlier stage (for example, ground rules, values, roles, and
responsibilities), conducting customer/client surveys, and reviewing
the team’s competencies to determine whether new members with
additional skill sets should be added. It is a time to rethink both short-
and long-term strategies and plans so the team can initiate stretch goals
that will raise the performance bar and energize the members to take

on new challenges.

Pay Attention to Coasting or Indifference

Stay Connected

If the leader fails to pay close attention to signs of coasting or indiffer-
ence in the Performance stage, issues may escalate whereby people
become irritated with each other, tasks and goals show signs of
slippage, and problems go unsolved. The leader must interact with
the team to solve these problems before they spiral. Remember, build-
ing a team is a life-cycle process, not a one-time or crisis-time

occurrence.

In order for delegating to be successful, the leader has to institute a plan

to continuously communicate complete and rapid, relevant information
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to the team. The goal is to create an environment of connection wherein
members feel valued. This includes regular exchanges between team mem-
bers so that each is aware of what the others are thinking and doing.

Adapting Your Leadership Style [s Key

The leader’s ability to adapt his or her style to the members’ needs and
goals are directly linked to job satisfaction and performance. Team
members place high importance on strong working relationships with
their leaders. The challenge for the team leader is to determine what

the situation requires and adapt his or her style accordingly.



The Team Performance Inventory (TPI)

The Team Performance Inventory is a survey questionnaire to be com-
pleted by individual members of a team, a group, a department, or
others who work in collaboration. The instrument has forty agree/
disagree statements. The respondent answers each question by check-
ing whether the item “Does Not Clearly Describe,” “Somewhat
Clearly Describes,” or “Very Clearly Describes” the team. The assess-
ment consists of an identification section for company name, team
name, respondent’s name, and date, an introduction and instructions,
the questions, a self-scoring worksheet, and verbatim feedback.

Team Performance Inventory
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Who Should Take the Assessment?

Teams, work groups, and other collaborative communities such as
departments and business units who would value knowing their level
of team performance and the key issues that confront them should
take the TPIL.

Taking an inventory of a team’s performance indicators can occur
several times over the life cycle of a collaborative community. This
could take place when the team is new, when the team takes on
different/other members, when a team’s task assignment changes and
requires new competencies, when relationships are strained and need
to be reconciled or refocused, and when the team feels stagnant or

sluggish and needs to be motivated to improve its performance.

How to Conduct the Team Performance Assessment

Respondents’ Scoring

Distribute the assessment instrument to each member of the team.
Each member completes and scores his or her own assessment. The
assessment consists of forty question stems in the form of statements
that describe the characteristics of a team and its members. Respondents
read each of the statements and indicate how clearly the statement
describes their team at this time.

To denote their agreement to each statement, respondents check
the appropriate box using the following three-point rating scale: Does
Not Clearly Describe, Somewhat Clearly Describes, and Very Clearly
Describes. (See Planning the TPI Workshop in Part II for additional

information.)

To score the assessment, respondents complete a simple tabular work-
sheet form. They calculate the scores by filling in a value for each
question according to how they answered that question. If they
answered the question as “Does Not Clearly Describe,” they enter a
value of 0 in the Points column. If they answered “Somewhat Clearly
Describes,” they enter a value of 2 in the Points column. Or if they
answered “Very Clearly Describes,” they enter a value of 5 in the
Points column.

They continue this process until they have completed all ques-
tions for each category. When they have completed all categories,
they add each “Points” column and enter the sum in the Total box.

The totals indicate their scores, which are reflective of how they
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answered the individual questions in the assessment. Respondents
give their completed assessments to the facilitator for calculating an

aggregated team score.

Once you have received all of the respondents’ assessments, determine
the team’s stage by entering the respondents’ scores into the scoring
worksheet (see the CD with this package for the worksheet). The
results are calculated and shown in the column labeled Team Score.
The lowest score possible for a stage is 0, while the highest score
possible for a stage is 50. The highest of the four scores indicates the
stage in which the team members perceive their team normally oper-
ates. The lowest of the scores is an indicator of the stage their team is
least likely to be in. If two adjoining scores are close, the team is more
than likely going through a transition phase. If there is only a small
difference between scores, this indicates that respondents have no clear
perception of the way their team operates, or that the team’s perform-

ance is highly variable and vacillating.
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In the Team Leader’s Style report, you are looking for two indica-
tors. First, is there a match between the Team Leader’s Style and the
Stage of Team Performance? In the sample case above, there is a mis-
match. The Leader’s Style is perceived to be Delegating, which is the
style associated with the Performing stage and not the Directing style,
which is preferred in the Initiating stage.

The second indicator is the team’s perception of the team leader’s
style. Similarly, you interpret the length of the bars in the Team
Leader’s Style report against a pre-defined scale of 0 to 10. This means
the highest score for any one of the four Leader’s Styles is 10. In the
sample case above, the team’s perception of the Leader’s Style is mostly
Delegating, with a score of 3.00.

You will use this information when you meet with the team leader
and discuss the preferred styles and how the leader can be more effec-
tive when adopting and applying these skills and attributes in his or
her team situation. (See pages 29 through 38.)



