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Introduction
This guide provides valuable information that will help your organization to effectively leverage its best asset: human
capital. Our hope is that in distributing this workbook, we at Brighter Strategies can empower you to form power teams
within your organization.

The content of this guide is designed to:
1. Work within your organization’s unique culture. All organizations have teams. However, teams are not one-sizefits-all. Using your company’s unique identity and specialized resources is the key to creating power teams in
your organization.
2. Emphasize continuous quality improvement (CQI). The journey is more important than the destination; the goal
is to continuously improve your organization’s planning, processes, people, and performance. Use this guide on an
ongoing basis as you continue to create teams in your organization.
3. Give you take-away tools. From forming your team and assessing your leader to identifying team roles and
processes, the practical exercises and job aids in this workbook will make creating power teams a reality in your
organization.
4. Be interactive. This guide includes a familiar friend who pops up throughout the Brighter
Strategies resource guides. The cartoon character Mr. PACE will appear within this workbook
to remind you to pace yourself! When you see Mr. PACE, take a breather and use the space
provided to reflect, jot down notes or complete an exercise, and, ultimately, apply the learning
to your workplace.
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Mr. PACE

After reading and completing this workbook, you will be able to:
1. Understand team basics, including the definition, types, and natural development.
2. Identify the benefits and breakdowns of teams, as well as how to encourage the benefits and avoid the breakdowns.
3. Create a team by identifying the shared vision, members, and goals.
4. Clarify roles by identifying the team leader(s) and describing members’ functions.
5. Communicate well to build relationships and manage interpersonal conflict.
6. Collaborate to define team processes and meet goals.
7. Celebrate team performance and share lessons learned.

Figure A: The Power Teams Strategy
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3

CLARIFY
team roles

COMMUNICATE
well

Why are you reading this guide about creating effective teams? What information do you
hope to take away? What are your learning objectives? Use the space below to answer these
questions and create your learning plan before you proceed.
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The Power of a Team: The Basics
“Individually we are one drop. Together we are an ocean.” — Ryunosuke Satoro
Why teams? Because the power of two is greater than the power of one. And the power of “more than two” is limitless. If
you want to maximize your organization’s effectiveness, choosing to form a team to complete a task is the first step in the
right direction.
What is a team? A team is a group of two or more people who work together toward a common goal.
While there are a variety of different types of teams, most teams share the following:
• Teams have a coach, or leader.
• Teams have players, or members.
• Teams have a shared vision, mission, and goals.

Types of Teams
• Functional—The team is organized in a hierarchical fashion, with one supervisor leading a group of subordinates.
• Cross-functional—Members from different functional groups cross silos to combine their various business expertise.
• Independent—Each member works independently on the same task for the greater good of the team.
• Virtual—The team is comprised of geographically or organizationally dispersed members who communicate
primarily through technology such as email and videoconferencing.
• Global—Team members’ activities span multiple countries (often operating similarly to virtual teams).

Think of the last team of which you were a member (or perhaps still are) and answer the
following questions:
For what common purpose was the team created?

Who was the team’s leader(s)?
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Who were the team’s members?

What were the team’s vision, mission, and goals?

What type of team was it?

All teams move through five generally accepted stages of development as they work toward their mission.
Psychologist Bruce Tuckman, who conducted research on group dynamics, first proposed the model below.

Figure B: Five Stages of Team Development

FORMING

ADJOURNING
the team’s work is done
and members disperse

a period of orientation
and getting acquainted

PERFORMING

STORMING individual
personalities emerge
and members clarify
their roles

major emphasis is on
accomplishing the
team’s goals

NORMING
members resolve
conflict and team unity
and harmony emerge
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1. Forming—a period of orientation and getting acquainted. The group explores relationships with other members and
determines what behaviors are acceptable.
2. Storming—individual personalities begin to emerge and team members become more assertive in clarifying their
roles. Members begin to participate and influence the team’s decisions.
3. Norming—conflict has been resolved and team unity and harmony emerge. The team identifies acceptable ways to
interact with each other as members identify norms of acceptable behavior and operation.
4. Performing—the major emphasis is on accomplishing the team’s goals. Individuals begin to work cohesively within
their established team expectations and experience success in achieving the team’s goals.
5. Adjourning—the team’s work is done, so it is time for members to disperse. When the group disbands, members
evaluate the team’s work, document its processes and outcomes, and celebrate its successes.
*There is no definitive timeline for team development; different teams progress through each of the five stages at different speeds.

Think about the team that you described above. In which development stage does it
currently exist? Or, if the team has disbanded, can you see how it moved naturally through
each of these stages? Describe your thoughts and experiences below.
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Many organizations refer to any work group or small department as a team. However, many of these “teams” are
not maximizing their roles, resources, or responsibilities as well as they could. In other words, not every team is an
effective team.
Going forward we will refer to an effective team as a “power team.” This workbook will show you specifically how to
create a power team.
In addition to the above characteristics shared by any team, power teams exhibit the following:
• Clear communication, including effective listening
• Interpersonal skills, including effective conflict management
• Shared accountability and responsibility
• Emphasis on the group rather than individuals
• Decision making through compromise and consensus
• Performance assessment based on team results
• Goal and action orientation
• Cooperation
• Trust
• Cultural sensitivity

Again, think about your team. Can you define it as a power team—does it exhibit any of the
above characteristics? Why or why not?
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The Power of a Team: The Benefits
“Never doubt that a small group of thoughtful, committed people can change the world. Indeed, it is the only
thing that ever has.” —Margaret Mead
A power team creates positive results for its individual members, and for the organization as a whole.
Employee Benefits:
• Promotes higher levels of ownership, commitment, and energy
• Increases participation and employee involvement
• Provides a vehicle for wide-scale employee participation in organization change and improvement efforts
• Harnesses the energy and ideas of everyone throughout the organization
• Turns involvement and empowerment rhetoric into reality
• Elevates a sense of purpose and meaning
• Fosters a spirit of community, cooperation, and belonging
• Replaces command-and-control discipline with self and peer discipline
• Produces better problem solving and more thorough decision-making
Organization Benefits:
• Improves productivity, customer service, quality, process management, innovation, cost effectiveness, job satisfaction,
morale, and financial performance
• Multiplies an organization’s flexibility and response times
• Flattens vertical hierarchies and unites functional silos

Did you personally experience any of the above employee benefits within your team?
If yes, which ones?

How about your overall organization—did it benefit from the team’s work?
If yes, in what ways?
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The Power of a Team: The Breakdowns
“Teamwork is so important that it is virtually impossible for you to reach the heights of your capabilities or
make the money that you want without becoming very good at it.” —Brian Tracy
It takes work to make a team work. Not all teams put the necessary effort into nurturing their members’ relationships
or group processes. As a result, teams can become dysfunctional.
According to leadership guru and author Patrick Lencioni, teams typically exhibit five potential dysfunctions.

The Five Dysfunctions of a Team:
1. Absence of Trust
• The breakdown—the fear of being open and honest with team members prevents trust building
• What it looks like—Team members:
• Conceal their weaknesses and mistakes from one another
• Fail to recognize and tap into one another’s skills and experiences
• Hold grudges
• Dread meetings and find reasons to avoid spending time together
• What to do:
• Identify and discuss individual strengths and weaknesses
• Spend considerable time in face-to-face meetings and work sessions
2. Fear of Conflict
• The breakdown—the desire to preserve artificial unity stifles healthy conflict
• What it looks like—The team:
• Has boring meetings
• Ignores controversial topics that are critical to team success
• Fails to tap into all of the opinions and perspectives of team members
• Wastes time and energy with interpersonal risk management
• What to do:
• Acknowledge that conflict is required for productive meetings
• Understand team members’ natural conflict styles, and establish common ground rules for engaging in conflict
3. Lack of Commitment
• The breakdown—a lack of clarity or buy-in keeps team members from making decisions they will stick to
• What it looks like—The team:
• Experiences ambiguity about directions and priorities
• Breeds a lack of confidence and fear of failure
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• Revisits discussions and decisions repeatedly
• What to do:
• Review commitments at the end of each meeting to ensure that all team members are aligned
• Adopt a “disagree and comment” mentality, and ensure all members are committed to decisions regardless
of initial disagreement
4. Avoidance of Accountability
• The breakdown—the need to avoid interpersonal discomfort prevents individuals from holding each other
accountable for behavior and results
• What it looks like—The team:
• Creates resentment among members who have different standards of performance
• Encourages mediocrity
• Misses deadlines and key deliverables
• Places an undue responsibility on the team leader as the sole source of discipline
• What to do:
• Explicitly communicate goals and standards of behavior
• Regularly discuss performance versus goals and standards
5. Inattention to Results
• The breakdown—the pursuit of individual goals and status derails a focus on group performance and success
• What it looks like—The team:
• Fails to grow
• Loses achievement-oriented members
• Is easily distracted
• What to do:
• Keep the team focused on tangible group goals
• Reward members based on team goals and collective success
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Think again about the team experiences you have documented thus far. Did that team
exhibit any of these dysfunctions? If yes, which ones?

What specific actions could you take (now or in the future) to combat these breakdowns?
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Step 1: CREATE the Team
“Teamwork is the ability to work together toward a common vision. The ability to direct individual
accomplishments toward organizational objectives. It is the fuel that allows common people to attain
uncommon results.” —Andrew Carnegie
Most likely you have some experience with both the benefits and breakdowns of a team. But how do you go about
creating a power team that fosters the benefits, rather than the breakdowns? Our Power Teams Strategy (see Figure A
in the Introduction) will guide you through this process.
During the initial “forming” stage, every team should follow these three simple steps.
1. Identify your shared vision. Every power team exists in order to accomplish one of the following:
• Solve a problem
• Meet a goal
• Implement a new idea

Why are you creating a team? What problem, goal, or idea is your team targeting?
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2. Decide who needs to be involved. Determine what group of people will create the best blend for solving your
problem, meeting your goal, or implementing your idea. These individuals can include:
• Employees from your department
• Employees from other organizational functions
• Your supervisor
• A member of the senior leadership team
• External stakeholders
• A consultant or facilitator
The most effective teams are small groups with numbers in the “single” digits—that is, nine or fewer total members.

Who will you ask to be a part of your team? Why—what will each person add to the team’s
shared vision?

3. Establish team goals. You cannot measure progress unless you have measurable goals. Determine what
improvements you want to see and identify the outcomes that will show evidence that your team has met its goals.

What are your team goals? How will you know if you have reached those goals—what
measures will provide evidence of goal completion?
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The following table can help to ensure that your team has all of the elements it needs before it moves from “forming”
to “storming.” Review the example below, and then use the blank template when it’s time for you to form your own
power team.

Figure C: Guide to Creating a Team
TEAM VISION:
Update the company’s website to make it more user-friendly and to better highlight product and
service offerings

TEAM PLAYERS:
three IT Specialists
three Marketing Specialists
Marketing Manager
Creative Director
Vice President of Business Development

TEAM GOALS:
Survey clients to learn their user preferences
Develop website update plan based on the survey results
Design updates
Launch updates

EXPECTED RESULTS:
Greater online traffic from current clients
Increased awareness from untapped client base
Increased product and service revenue

AVAILABLE RESOURCES:
$10,000

TIMELINE:
Launch must be completed by January 1, 2018
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Now it’s your turn!
TEAM VISION:

TEAM PLAYERS:

TEAM GOALS:

EXPECTED RESULTS:

AVAILABLE RESOURCES:

TIMELINE:
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Twelve Tips for Building a Power Team
Clear expectations: Executive leadership clearly communicates its expectations for the team’s mission,
performance, and outcomes. Team members understand these expectations.
Context: Team members understand how the team’s mission fits within the organization’s broader mission.
Commitment: Team members are committed to the team mission and expected outcomes.
Competence: The team believes members have the appropriate knowledge, skills, and experience to
accomplish team goals. The team has access to necessary resources and support.
Charter: The team has clearly defined its mission, goals, and expected outcomes; its timeline and processes
for reaching those outcomes; and its methods for measuring performance.
Control:Team members possess the freedom and ownership necessary to accomplish the team’s charter.
Members understand any existing boundaries and limitations.
Collaboration:The team understands the roles and responsibilities of each of its members. Members work
together on problem solving, process improvement, goal setting, and measurement. Norms for conflict
resolution, decision making, and meeting management are established.
Communication: A clear process exists for team members to give and receive honest feedback. The
organization shares important business information with the team, and the team regularly reports progress
to the business.
Creative Innovation: The team values creative thinking and new ideas. The organization rewards risk taking
and provides the training and resources necessary to stimulate innovative thinking.
Consequences: Members feel responsible for team outcomes and hold one another accountable for results.
The organization rewards individual and team performance.
Coordination: The team is comprised of a cross-functional and multi-departmental mix. The team is
assisted by a central leadership entity that provides what it needs for success.
Cultural Change: The organization values a team-based, collaborative, empowering organizational culture.
It uses failures for learning and supports reasonable risks.
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Step 2: CLARIFY Team Roles
“The leaders who work most effectively, it seems to me, never say ‘I.’ And that’s not because they have trained
themselves not to say ‘I.’ They don’t think ‘I.’ They think ‘we’; they think ‘team.’ They understand their job to be
to make the team function. They accept responsibility and don’t sidestep it, but ‘we’ gets the credit.... This is
what creates trust, what enables you to get the task done.” —Peter Drucker
Now that you understand the first steps to forming a power team, it’s time to look inside a power team’s framework at
the individuals who comprise the lifeblood of the group: its leaders and members.
Power team leaders are motivators who are charged with keeping members’ commitment and morale strong while
driving the group toward its established mission. While they allow the group as a unit to make decisions, leaders are
ultimately accountable for overall team performance.
Some team leaders are assigned in the “forming” stage, while others emerge as members hash out their roles in the
“storming” stage. Some teams have one leader, and others have multiple. Regardless, the leader must have the time to
devote to this important role and the flexibility to transfer additional job duties to others, if necessary.
Team leaders should exhibit certain strengths, and should influence others to do the same. These include:
• Ability to break down big picture ideas and goals into action items
• Creativity, innovation, and risk taking
• Collaboration and cooperation
• Analytical thinking
• Concern for quality
• Orientation toward results

Think about team leaders you have known. Which of these skills did they possess?
Or, perhaps you are a team leader, or were at one time. Which of these skills did you exhibit?
Which could you afford to develop?
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The power of a team hinges on the leader’s ability to influence and lead by:
• PASSION (a contagious world view)—Let your enthusiasm for the work be contagious.
• HUMILITY (servant leadership)—Demonstrate excellence without being cocky or seeking approval.
• AUTHENTICITY (being committed to truth)—Act, embody, and fully participate.
• ADAPTABILITY (emotional intelligence)—Adapt to the circumstances.

Team Leader Responsibilities in Guiding Team Development
FORMING

STORMING

NORMING

PERFORMING

ADJOURNING

Facilitate
interaction
among team
members to
help them get
acquainted

Encourage
member
participation

Emphasize
openness in
communication

Encourage
members to
self-manage
to meet team
goals

Celebrate team
successes

Establish
guidelines for
how the team
will work
together
Make team
members feel
comfortable
and included
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Help members
to work
through their
differences and
find common
ground
Clarify
team roles,
values, and
expectations

Show trust in team
abilities
Foster norms of
creativity, critical
thinking, and risk
taking
Encourage
members to spend
time together
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Provide
ongoing
feedback
Acknowledge
important
milestones
and celebrate
achievements

Identify team
contributions to
the organization
Reflect on
lessons learned
Create
opportunities
for members
to spend time
together in the
future

The assessment below evaluates leader performance. It works best when used as both a self-evaluation and peerevaluation tool.

Figure D: Power Team Leader Evaluation
LEADER BEHAVIOR

ALWAYS

SOMETIMES

Clarifies the team’s vision
to ensure all members
are on the same page
Facilitates collaboration
that leads to effective
decision making
Encourages all members
to participate
Helps members to
manage conflict well
Shares ideas objectively
Practices active listening
Offers ongoing feedback
Inspires team to think
outside of the box
Encourages members to
take risks
Holds team accountable
for results
Acts as a champion
for the team when
interacting with the
broader organization
Celebrates team
successes
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RARELY

NEVER

Power team members are dedicated to the team mission and collaborate as a group to accomplish established goals.
They encourage multiple perspectives and put their personal agendas aside for the good of the team as a whole.
Teams can use a variety of personality and behavior assessments to determine the strengths and weaknesses of each
member (such as the Myers-Briggs Type Indicator, DiSC, or Belbin).
The Belbin model is one common guide that team leaders use to create balanced teams. Dr. Meredith Belbin created
the model in the 1970s after studying teams at Henley Management College.
According to Belbin, a team role can be defined as a tendency to behave, contribute, and interrelate with others in a
particular way. Members of power teams typically represent a diverse and balanced variety of these roles.

Can you identify your team members’ roles? Using the descriptions below, work as a team to
assign each member the role(s) that best fit him or her.
BELBIN ROLE
Implementer: Well-organized and predictable. Takes basic ideas and
makes them work in practice. Can be slow.
Shaper: Lots of energy and action, challenging others to move forward.
Can be insensitive.
Completer/Finisher: Reliably sees things through to the end, ironing out
the wrinkles and ensuring everything works well. Can worry too much
and not trust others.
Plant: Solves difficult problems with original and creative ideas. Can be
a poor communicator and may ignore details.
Monitor/Evaluator: Sees the big picture. Thinks carefully and accurately
about things. May lack energy or ability to inspire others.
Specialist: Has expert knowledge/skills in key areas and will solve many
problems in those areas. Can be disinterested in all other areas.
Coordinator: Respected leader who helps everyone focus on tasks. Can
be seen as excessively controlling.
Team Worker: Cares for individuals and the team. Good listener and
works to resolve social problems. Can have problems making difficult
decisions.
Resource/investigator: Explores new ideas and possibilities with energy
and with others. Good networker. Can be too optimistic and lose energy
after the initial flush.
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TEAM MEMBER

Do your members represent a balanced variety of roles? If not, whom could you ask to join
your team to add a greater diversity of strengths?
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Step 3: COMMUNICATE Well
“Coming together is a beginning. Keeping together is progress. Working together is success.” —Henry Ford
Vetting team roles and hashing out members’ strengths is not an easy process. When you deal with human beings’
personalities, strengths, and weaknesses, no doubt emotions will be stirred, and feelings could be hurt. Communication
provides a way to give and receive feedback and disseminate information. Effective use of communication is one of the
building blocks of a power team.
Several factors, in addition to personality differences, can cause misunderstanding among team members:
• Generational differences
• Cultural differences
• Communication style differences
The key to effectively fostering communication among diverse team members is to focus on commonalities instead of
differences. Concentrate on the shared team vision, a commitment to team goals, and mutual trust.
Leaders are integral to nurturing an environment of open communication. Use the following tips to model and
facilitate effective communication in your power team:
• Ensure all members understand the team’s goals
• Ask for input from all members
• Listen carefully to each member, and don’t interrupt
• Provide feedback on each member’s input
• Be open to new ideas and welcome all views
• Nonverbal communication is more powerful than verbal, so watch your body language
• Ask questions to clarify any misunderstandings
• State your opinions as such, and express them in a clear and logical manner
Conflict is an inevitable part of team building (hence the “norming” stage). While it can feel uncomfortable, conflict is
actually a healthy part of relationship growth and teamwork.
• A conflict is a situation in which one or both parties perceive a threat
• Conflicts continue to fester when ignored, so they must be faced and resolved
• People respond to conflict based on their perceptions, life experiences, values, and beliefs—not necessarily based on
objective facts
• Conflicts trigger strong emotions
• Conflicts are an opportunity to build interpersonal and group trust
Conflict resolution can take place in a few simple steps:
1. Acknowledge that the conflict exists
2. Determine how the conflict is affecting the involved parties and the team as a whole
3. Affirm each party’s position
4. Identify ways the parties will move toward a mutually agreeable solution
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Conflict Management — the Wrong and the Right
UNHEALTHY RESPONSES TO CONFLICT

HEALTHY RESPONSES TO CONFLICT

An inability to recognize and respond to
the things that matter to the other person

An ability to recognize and respond to the things that
matter to the other person

Reacting in anger, hurt, and resentment

Reacting calmly and respectfully

An inability to see the other person’s side

A readiness to move past the conflict without
harboring a grudge

A refusal to compromise

The desire to compromise

The fear and avoidance of conflict

The belief that facing conflict head on is best

What memorable team communication and conflict management experiences have you
had—both positive and negative?

In what ways could you communicate better in the future?
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In what ways could you manage conflict better in the future?

Icebreakers
The following activities are good icebreakers to use at the beginning of team meetings, especially during the
“norming” stage, as team members are learning to communicate better and building unity and trust.
1. Word-association game: A team member throws out a word related to a common topic, such as a client or product.
Then someone else throws out a word related to the first idea, and so forth. Cycle through team members at least
five teams, or until the team runs out of ideas.
2. Storytelling: Collectively the team creates a story. One word at a time, each member contributes to the overall story,
and the team works together to move the story forward.
3. Survival scenarios: The team describes a mock situation (such as a plane crash) in which they must work together
to survive. For example, the team is stranded on a deserted island and must choose 10 items to use for survival.
4. Games: Physical games, such as tug-of-war, group relays, or even a sports game like kickball are effective for
teambuilding. They allow team members to get to know each other in a new setting, get the blood flowing, and are
often a welcome break from the usual office environment.
5. Ropes course: Many conference or meeting centers offer teambuilding training through the use of high and
low ropes courses. If this activity is something your organization can afford, it is often an excellent exercise for
developing group communication and building trust.
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Step 4: COLLABORATE to Get Results
“Individual commitment to a group effort - that is what makes a team work, a company work, a society work, a
civilization work.” —Vince Lombardi
At this point you have successfully formed your team, identified a problem to solve, nominated a team leader,
determined members’ specific roles and strengths, and are working hard to communicate well. Now it’s time for the
team leader and members to collaborate to get things done!
The team established its vision and major strategic goals in the “forming” stage. Now in the “performing” stage, a
greater focus on meeting those goals has emerged. To guarantee your team is on track toward achieving results, use
the acronym SMART to ensure that goals are
• Specific in behavioral, simple terms
• Measurable
• Actionable
• Realistic
• Time bound

Let’s revisit the team vision in Figure C of Step 1: Update the company’s website to make it more user-friendly and
to better highlight product and service offerings. Collectively, the team tweaked its initial goals to ensure that they are
SMART. See the example below.
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S

M

A

R

T

Administer a
SurveyMonkey
product satisfaction
survey to gather
feedback from by
the end of the year

Administer the
survey; Hear
from customers

100
customers

Administer
the survey

SurveyMonkey
makes surveys
easy to
administer; 100
responses are
attainable

By the end
of the year
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Look back at the team goals you created in Step 1. Are they SMART? Break them down below.
GOAL
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A

R

T

Once SMART goals are confirmed, the team must collaborate to create the processes and timeline that will move
them toward results. At this point, the team leader facilitates collaboration by providing the direction, space, and
resources for members to get the job done.

Use the process template below to guide team collaboration.
GOAL

ACTIONS

TEAM MEMBERS RESPONSIBLE

TIMELINE

Administer a
SurveyMonkey
product satisfaction
survey to gather
feedback from 100
customers by the
end of the year

Brainstorm survey
questions

All members

During team meeting
on 11/01/18

Create and launch
online survey using
SurveyMonkey
platform

Jim, Bob, and Sue

By 11/15/18

Close survey

Jim, Bob, and Sue

By 12/15/18

TEAM MEMBERS RESPONSIBLE

TIMELINE

Now it’s your turn!

GOAL
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Sometimes the left brain fails us—logically defining measurable goals and creating process timelines don’t always
inspire creativity, innovation, or out-of-the-box problem solving, which are characteristics of power teams.
So how can team members intentionally engage their right brains? Spur creative thinking by:
• Including an idea generation activity such as brainstorming at each meeting
• Use a flipchart, whiteboard, or screen projector to record ideas so that members can see what they’ve come up with
• During meetings, ask members what would inspire them, and do it
• If the team is stuck with a difficult problem, be prepared to use creative approaches to jog innovative thinking
(see Figure E).

Figure E: Creative Thinking Exercises

1. Mind mapping: Draw a diagram to visually represent how ideas are related. Encourage team members to take turns
drawing the map, while the team collaborates as a whole. Different members will visually convey the same problem
in different ways, which will help to inspire new thinking.
2. Troubleshooters: Break the team into smaller groups of three or four members. Identify a problem that you must
solve as a team and assign each group a famous person from history, fiction, or current events and have members
determine how that person would solve the problem. Reconvene after 15 minutes and record each group’s ideas.
3. The Roots: Again, identify a team problem. Write down the following four questions and ask team members to
brainstorm answers to each.
• Where does the problem happen?
• When does the problem happen?
• How does the problem happen?
• To whom does the problem happen, and who causes it?
After the team answers each question, dig deeper by asking “Why?” four times per question (similar to how a small
child continues to ask his mother “Why?” after she continues to provide answers).
4. 100 Uses: Bring an object such as a brick or a bucket and ask the group to brainstorm 100 uses for the object.
Then, at a subsequent meeting, ask the group to brainstorm 100 uses for a specific company product or 100 new
services the company could offer.
5. Role Play: This exercise works especially well if your team is trying to solve an interpersonal or client-facing problem.
Team members can role play selling a product to a difficult client, dealing with customer complaints, or convincing a
senior leader that the group’s solution is a good one.

So how do you know if your team is collaborating well? Your results will speak for themselves. If you’re meeting team
goals on time and solving the problem or generating the idea for which the team was formed in the first place,
chances are your team has successfully completed the “performing” stage. Congratulations!
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Characteristics of Effective Team Collaboration
• There is a clear unity of purpose.
• The group is self-conscious about its own operations.
• The group has set clear and demanding performance goals.
• The atmosphere tends to be informal, comfortable, and relaxed.
• There is a lot of discussion in which virtually everyone participates.
• People are free to express their feelings as well as their ideas.
• There is disagreement, and it is viewed as good.
• Most decisions are made at a point when there is general agreement.
• Each individual carries his or her own weight.
• Criticism is frequent, frank, and relatively comfortable.

High-Performing Versus Low-Performing Teams
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LOW

HIGH

Energy is sapped

Energized

Members do not understand each other’s (or their own) roles

Understand roles

Negative interactions

Positive interactions

Trust is eroded

Trust is generated

Waste of time

Members feel they are contributing
to a broader purpose

Accomplish little

Produce concrete results

Do not seek future interactions

Seek future interactions
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Step 5: CELEBRATE Team Success
“I am a member of a team, and I rely on the team, I defer to it and sacrifice for it, because the team, not the
individual, is the ultimate champion.” —Mia Hamm
At this point, your team has successfully moved through four of the five stages of its development and is preparing to
adjourn. But don’t skip one of the most important activities that your team will participate in thus far—celebrate!
By this stage, any power team will have become a close-knit group and will most likely enjoy the chance to spend time
together, especially if it’s on the company’s time and dime. Ideas for a celebration gathering include:
• A lunch out at a local restaurant
• A catered lunch at the office
• A formal dinner to which members can bring their significant others, if they choose
• A short group activity such as bowling, miniature golfing, or arcade games
• A day trip to an amusement park, local beach, or other sightseeing adventure

What celebration activity do you think would work well for your group? Why?

You may decide that several high-performing team members deserve special recognition or rewards for their hard
work. Or, you may choose to give all team members the same rewards. Either way, ideas include:
• A financial bonus
• A gift certificate or gift card to a local restaurant
• A gift for the office
• Movie, concert, or other event tickets
• Time off from work
• Hand-written notes
• Framed certificates of appreciation
• Special recognition in front of the organization or Board of Directors (as appropriate)
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How will you choose to recognize or reward your team—as a unit, or high-performing
individuals only? Which options from the list above will you use (or choose your own)?

As your team is adjourning, schedule one final meeting to debrief and share lessons learned. This will help individuals
to walk away from the experience with action items for “next time,” be it with the same team, or a new one.
Power teams adjourn with the following thoughts on paper:

Team Debriefing
Team victories (strengths)
“What did we do well?”

Team struggles (opportunities for improvement)
“What can we do better?”

Creative thinking

Conflict management

Goal identification

Active listening

Share responsibility

Meet process goals on time

Now it’s your turn!
Team victories (strengths)
“What did we do well?”

34

Team struggles (opportunities for improvement)
“What can we do better?”
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Concluding Thoughts: Time to Walk the Talk
You did it! You have learned how to successfully form a power team. Congratulations!
Take some time now to briefly revisit Mr. PACE where he appears throughout this workbook,
and review the activities you completed along the way. Below, write the next steps you will
take to begin using what you have learned in your organization, starting today.
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