Making the Team

THINK ABOUT IT-2: "Good Teams are not a matter
of luck; they result from hard work, careful planning,
and commitment from the sponsoring organization."

Let's Establish a Baseline
with Your Perspectives

CRapid Research: Answer via the Poll)

1. Is teaming important to
your organization?

2. What's the primary reason for
teaming in your organization?

3. How important is working on a
team (or teams) to your role?

4. Have you ever been on a
high-performing/high-performance
team in the workplace?

LoghL THOWPSON

Teaming is a big topic with mountains of
research. Let's find a few great ideas you
can put to work immediately

My hypothesis: learning to develop, coach, and participate
on teams striving for high performance is a critical career
and leadership skill for this era

Reality Check from Clients: "Too many of our teams feel and
perform a lot like those group project
activities we dreaded in college"

-Leigh Thompson, Kellogg, Making the Team

THINK ABOUT IT: "I have no question that when
you have a team, the possibility exists that it will
generate magic, producing something
extraordinary...but don't count on it." -J. Richard
Hackman with Dian Cotu, HBR

Leadership Caffeine
Jam Session #5

Prior sessions: rethinking: goals,
ideation, career development,

Finding the Magic workplace communication

with Your Teams

March 11th
12PM CT

(Welcome to the Leadership Caffeine Jam Session!)

N

no slides/no pitches/ideas you can use

%

CMy Best Teaming Experience)

Mine was born in the
aftermath of that very bad
day in September of 2001

(Your Best Teaming Experience?)

Think about your best teaming experience....part of
a high performing team from somewhere in your
life...work, athletics,_in one word, describe what the
experience was like:

Idea 1: Work relentlessly to create the "
enabling conditions” for a team

You need to get the right
ingredients in your team recipe

The research is
unambiguous -Hackman, Thompson, et. al.

1 Real Team

7

Idea 2: Write (Together) the Rules for
Success!

V 4

Form the norms! Don't wait
for them to emerge

e Your ideas? What are the working norms to focus on?

How will we... ?

Team Values Activity

USES:

- Allows individuals to have a say in the stated values of the team

-5 Provides a team-bonding experience by focusing on the common goals

-> Lays a groundwork for team accountability and individual buy-in

> Creates clarity for team members to live up to team values through behavioral expectations

Important Note: Ensure that team members are clear on their role and the purpose of the
team/project before running this activity

more effectively than those who

THINK ABOUT IT: Team MSGMP&JNE TURNS
o , Y INTOs,
don't. -LelgThTe-h'?erra],;fon’ Making ACH!MMEN

members who train together work l

(Idea 3: Coach Your Team in These Two Areas)

Teach your teams (1) how to talk and
(2) how to decide

Assume your teams know how to do
either of these efficiently and
effectively at your own risk!

o What's the problem with too

THINK ABOUT IT: We are
evaluated on the strength of
our decisions.

Teach Your Teams to How
to Make Decisions

"Managers can achieve big returns if they : o St S

Clear and many group discussions? rengthening individual and group

A small consequence of that day; our deal understar_1d what th_ose factors are and focus D compeliing decision making skills is like leg day
on getting them right." -Haas, Mortensen

to sell the company fell apart

Had to reset; decided to pursue techno'gy; go.to.market

purpose

A mutual sense of purpose. Every high-performing team
believes it exists for a compelling reason and that the world will
be better for what it does. Its purpose is not the task or work it
does but the benefit it delivers. It’s the difference between “We
scrub hospital floors” and “We prevent the spread of deadly

& /
; 3 Enabling structure

BACKGROUND:

Whether your team is meeting for the first time for a special project or have a long history of
working together, taking the time out of the flow of business to focus on the team’s ability to
perform and achieve a common goal is a worthy use of time. Whereas it is an uncomfortable
activity, once the purpose of the exercise s clear, it typically is viewed as one of the best team
development practices.

The Team Values Activity should be a planned session; it is suggested to block one to two hours of
time. It may be a great opportunity to have a working lunch session and provide lunch for the

Adopt these questions today--they are game-changers:

a transformation path < "In our own studies, we’ve found that three of ir;gic;tio;:.;fzz\sm l;sﬁ:vlgat é)‘ullz f;‘;ﬁl?htgii?/e; :ndL 7772;«:9 Tﬁlm team (food tends to soften the blow of a “meeting”!)
, fo ; i i ves. -Li . Hi
Ha_ckm_an s conditions—a compelling p g K%%t Lineback ’ Want th ide? What problem are we
direction, a strong structure, and a 4 Supportive organization artgart;eﬁslcgrﬁ trying to solve?
supportive context—to be -

400 families depended
on this working

Board approved and gave
us a 2-year runway

Chapter1

Did all the textbook

Now, think about that same
B great teaming experience: what
words that describe the
environment?

Let's Start with a Story—The Gold Standard in Project
Leadership

The best project leaders are difference makers—capable of changing the trajectory

things...

Six months into it and

of organizations, industries and careers. Jerry was one of those difference makers. we were spl raling...

The greatest project leader | have
had the pleasure to work with pulled
our collective corporate rear-ends
out of the fire and set the stage for
remarkable success. The project
was a “bet the company” initiative to
redevelop twenty-years of code and
capabilities around a new framework
that would be a game changer for
customers and a hard-to-follow act
for our competitors. It was one of
those projects you tackle knowing
it's the right thing to do, but not truly
understanding how you are going to

get it done. As it turned out, we were

working together and communicating
with each other. We had a two-year

runway on the funding from our
board of directors. The clock was

ticking on our firm’s life as well as our
careers. We had to succeed and we
were doing everything possible to do

just the opposite.

Jerry was assigned to us from
the high technology project
management firm, Construx. He
was former military and he had a
great deal of experience leading
big and important projects across

Enter Jerry

(at least) 3 BIG IDEAS
YOU CAN USE!

Our challenge: Create
more of the above!

particularly critical to team success.” -Haas,
Mortensen

5 Coaching

But wait, there's more:

Google's Massive Team
Research Initiative:

Google's Team Research: https://rework.withgoogle.

HAVE THESE CONVERSATIONS &
BRING THEM TO LIFE AND LIVE
THEM/COACH THEM

They're a swirl of opinions, ideas,
questionable data, biases, objections, risks, fears,
and people talk at cross-purposes.

...but, what if there was a simple way
to stop the swirl and tap into the

brainpower in the room? (That you can use this afternoon!)

Use Parallel Thinking/Facilitation Practices

| don't use the colored hats, but the labels

Lan
T
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SIX THINKING HATS

EDWARD DE BONO

THE INTERN SELLER

NATION,

The Slow Elevator Problem

You are the building owner and your business tenants have
@ been complaining your elevator is too slow. What are your
options to solve this problem?

And what if we reframed
the problem as:
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What are the possible
frames for this issue?

How are we going to
make this decision?

What do we know? What do we need

and too many of us skip it.

to know?

Another coaching
opportunity

Start a Decision Journal
with Your Team (not a log, a journal)

77 pages of — i i govemment and private sectors. com/blog/five-keys-to-a-successful-google-team/ Who is on a team matters less than how the team . are perfect for any situation: o )
projelztlgea ing Caution: o e U SssuMPUon , The situaton he stepped into was members interact, structure their work, and view their contributions. , How does work happen on this team®? confirming evidence
m HotIdeas | ) s o
For i : i i i inai ? Capture: problem statement, alternate frames, " . .
goodness! | 1. Psychological safety: Can we take risks on this team without feeling insecure or embarrassed? . . What cognitive biases did we
Success f 2. Dependability: Can we count on each other to do high quality work on time? assumptions, data/sources, how you made the decision, 0 check ourselves against? recency effect

_4

3. Structure & clarity: Are goals, roles, and execution plans on our team clear? 0 Your Thoughts? How do we achieve

4. Meaning of work: Are we working on something that is personally important for each of us? psychological safety on a team?

What does accountability mean

The Labels:
\ How are we going to

expected outcomes, risks, when to review for outcomes,
people involved (have them sign)

Abilene Paradox

o T Coached us to transform our team/approaches , 5. Impact of work: Do we fundamentally believe that the work we’re doing matters? on this team? run this meeting?
first/solve the BIG problems next Process N\
ART P=TTY How are we going to sunk cost
der ine and Pr: ssons in Leac ip i T
Seeeemam—— How will we make this decision? Facilitation Guidance: Importantly, revisit and compare outcomes to effect/escalation of
communicate on this Teach your teams to use framing expectations. (Post-monem; lessons to improve commitment
Want a free pdf copy? Drop me a And from Amy C. Edmonson (Psychological Safety): Today’s leaders team? techniques to strengthen problem moving forward)
note at art@artpetty.com must therefore build a culture where teaming is expected and begins How do solving.

: ; : ' you feel Focus on one

Jerry brought these to life: Purpose, identity, role clarity, o feel natural, and this starts with helping everyone fo become (Emotions about this situation? IabeLIlat atime

working norms, safety, creativity, curious, passionate, and empathic.
problem-solving, celebrating How will we problem solve?
Capture
/Facts What do we know? e"eryth"'_‘gl/ keep it
visible
How will we disagree and What d
For All of Us: resolve our disagreements? at do we
For 18 months and the two years ornores J need to know? \
after, for many of us, this was the Facilitator's judgement on
i f ! )
time of our careers |'|10Vl/j will we , Label order and return to earlier
make decisions? Labels
Do the homework and strive to understand the (Risks: What can go wrong here?
key ingredients in teaming success and work o d-
relentlessly to bring them to life. \ How will we listen? Rewind:
Ended in success, a sale, and great jobs Practice and refine
for many for over a decade -
y \ Ideas What are all the ideas we can your technique Teaming is important; learning to lead and
Don't be too proud to ask for help What ShtOUIC,‘ we ex%ect when it think of to tackle this? coach high performance teams is critical to
. comes to giving and receivin izati 3 3
Building great teams is hard work that ?eedt?ack? 9 your career and organization }.-eadS%rsssl‘%%%%ffeme
sometimes demands outsider '
P perspectives.
ostscript: . ) The Bistro C ti le fires th Questions:
How will we fight (The Bistro Case practice example fires the ) ) e >
(tasks...never personal)%nd recover? How will things be/what imagination and teaches at the same time) Strive for high art@artpetty. Building “Clean Power
! performance com to Scale Your Impact

Forever grateful for those individuals in this
experience who gave me permission and support
( to learn what it means to lead.

How will we
celebrate together?

What does it mean to have
each other's backs?

What does trust mean? Is it trust
implicity or trust but ask/verify?

Don't leave "norms" emergence to
@ chance; deliberately identify the "Rules

(

for Success" on your team.

Sunshine will it be like when we
succeed?

Want a copy?
art@artpetty.com

Mix the right ingredients
(enabling conditions)

Form the norms

Teach your teams how
to talk and decide

April 8th
12PM CT




