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[image: image] WE NEED BETTER TEAM HABITS NOW MORE THAN EVER

If you do not change direction, you may end up where you are heading.

—LAO TZU

“I’m at my wits’ end, Charlie! This project ended up back on my lap, even though two months ago, I told the team I was concerned that this would happen, and they were, too. Now I can’t get to my real strategic work because I’m doing their work!”

“Oof, it sucks when you see the train coming and you still get hit by it.”

“Right?! I can’t figure out why this keeps happening. Why can’t they just… do it?”

“They’re all smart, experienced, and committed to the goal, right?”

“Yes. That’s what makes this so hard!”

“Okay, so what we’re dealing with here is a broken printer.”

“Huh? What’s a broken printer have to do with this?”
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“I’m so burned out, Charlie! I spend all day answering questions, approving things that don’t need approval, and reminding people what we talked about. The only way I’m keeping my job is that I get up three hours earlier to do my work before the team gets online.”

“That’s rough. Is this a recent thing, or has it been going on for a while?”

“I’ve been here two years, and it was this way when I got here. No matter how many conversations I have, they roll back in the next day with more questions.”

“Got it. What we’re dealing with here is a broken printer.”

“Uh… I don’t think you understand. We work remotely, and this has nothing to do with printers.”
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“I can’t get my best work done, Charlie! As soon as I get to work, I’m in meetings most of the day, and when I’m out of meetings, I have to catch up on Slack threads to make sure I haven’t missed anything.”

“Yeah, it’s hard to do any of your best or deep work when your schedule looks like Swiss cheese. I’m curious: Is it this way just for you or for others struggling with the same thing?”

“It’s all of us! It seems like every other meeting or Slack thread, we talk about how many meetings we have or how we’re behind on Slack.”

“Hmm. Seems like we’re dealing with a broken printer, then.”

“You’re such a Boomer, my dude. Nobody prints stuff anymore.”
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I have conversations like the ones above every day with clients, readers, and students. Yes, I do get teased about being a Boomer even though I’m on the threshold between Gen X and Millennial, and yes, I do find it hilarious.

And I do end up unpacking what I mean by “broken printer.” Every team has them—including yours. It’s probably why you picked up this book. So what’s a broken printer?

Every organization I’ve ever worked at or consulted with has had a literal broken printer that everyone knows about but no one fixes. You know the one.

It’s the printer that leaves a streak down the page, which is fine for a team meeting agenda but not when it’s time to provide a printout for the Big Boss or a customer.

Or the printer that randomly eats paper or needs the special kind of paper that never seems to be in stock.

Or the one that’s downstairs in the office manager’s office, but she’s always in meetings and by the time she’s out, the team has to figure out which printout belongs to who.

Or the one that has a passcode people can never remember or that always needs to be reprogrammed.

Or the one sitting on someone’s desk, in a closet, or on the unused extra chair in the corner of the conference room.

There’s always a broken printer. It may not seem like a broken printer is a big deal until you look at the downstream effects. Because the printer’s broken:


[image: image] Teammates are rushed and frazzled in front of the Big Boss or customer because they had to scramble to reprint everything after the printer left that [image: image] streak.

[image: image] The paper budget for the office is always over because of that special kind of paper.

[image: image] The IT department (aka Liz) has to stop what they’re doing to fix the printer seven times a week, costing them—and everyone else—time.

[image: image] People are distracted during meetings because they’re looking at agendas and docs on devices rather than printed agendas and review copies. Whatever’s being discussed has to compete with notifications, emails, and inadequate screen sizes.

[image: image] Someone always has to roll another chair into the conference room, adding another five minutes of work before the meeting or creating a “wait for Taylor to get settled in” awkward start to the meeting.


Each small downstream effect from the broken printer may seem insignificant. But when multiplied by how frequently these small effects occur, they lead to massive waste, inefficiency, and demoralization.

The Progress Principle by Steven Kramer and Teresa Amabile1 showed that the frequency of small setbacks and frustrations plays an outsized role in a team’s morale and engagement. The grumbling, exasperation, and “keep it together before I lose my shit” moments that are happening because of the broken printer become part of the emotional labor of your daily work.

But here’s the deal: For most teams, it would cost less than $500 to replace the printer. It might even just be a matter of noticing the printer in the corner and getting rid of it. Thousands of dollars in wasted team hours and daily #FML moments are hinging on a $500 decision or fifteen-minute action.

The broken printer isn’t a big deal; what it causes and why it’s not being addressed are huge deals. We can call a meeting that costs the organization twice what replacing a printer would without thinking about it, but the broken printer is an intractable problem?

Interesting.

The broken printer is a symptom of root-cause team dynamics that we’ll discuss shortly, but in case your work hasn’t been disrupted by a broken printer, don’t worry—it’s not really about printers.

SOMETIMES IT’S NOT A PRINTER

I’ve been talking about actual printers because the pattern of broken printers is near ubiquitous, tangible, and easy to understand for those of us who’ve been in the workforce for a while, which makes the broken printer a perfect shorthand for all those small and fixable breaks in the ways we work with each other.

But plenty of broken printers aren’t literally printers. For instance, one of my executive coaching clients recently found out that one of her organization’s mental health therapists hadn’t been able to see her patients for the previous three months because she was missing an $8 computer cord.

Not even considering the many thousands of dollars my client’s organization had spent on the therapist’s salary, the therapist wasn’t serving her patients during the COVID-19 pandemic—exactly when many of them were struggling with their mental health. The therapist’s manager had known she needed a cord for three months, as had the IT department. It was only during a meeting called because of inaccurate financial reporting that this came up.

Yes, an $8 cord. Rest assured that my client made sure the therapist had her cord the day we talked about it.

A broken printer doesn’t even have to be a physical issue. Take the CC Thread from Hell. Untold hours of many people’s days are spent reading email CC threads trying to figure out how—or whether—they’re relevant. The same pattern has moved to group chat tools such as Slack with overmentioning groups and channel bombing. Most of us know it’s a problem, but no one is doing anything to fix it.

Or maybe your broken printer is the “choose your own adventure” way that teammates give each other tasks: Some use email, some text, some Slack; others call meetings; and a rare few actually task people in the team task management app. People need to look in seven different places for incoming tasks and hope they catch them all.

Or maybe it’s requesting permissions on collaborative documents several times a day. It’s not clicking the button to request permissions that’s the biggest annoyance. It’s being stuck while waiting for thirty minutes, a few hours, or until the next day for the document owner to come back around. And let’s not even get started about how many times we’ve been left hanging with permission fails when someone goes on vacation.

Just as the physical broken printer doesn’t have to remain broken, these ways of working with each other—what I’ll call workways—are all fixable.

WHAT ARE WORKWAYS?

Our workways are determined by a mix of our team habits, organizational policies, technology, regulatory compliance, and org structure. Each of these creates a system, and, as in any system, changes or effects in one of them can change or create effects in other parts. These workways can support our work if they’re healthy, or they can get in the way if they’re broken—and not addressing broken workways is a choice.
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For this book, I will be focusing on the subset of workways around team habits because they’re the universal subset of workways that we all participate in and can change. Just as we have personal habits that may be good or bad, every team has habits that support the work or get in the way. And just as with personal habits, it’s possible to identify the bad ones and shift them into something more positive.

I want to make this point clear: No matter your role in the company, you have the power to change your team’s habits. And improving team habits can be a lever to make changes in other, more intractable workways.

We can all change team habits, and that doesn’t mean we all have the same power to do so or that the weight of other workways won’t be working against us. Many of us work in rigid hierarchies or in workplaces that are riddled with thorny group dynamics. Many of us are from backgrounds that mean we’ll be fighting implicit biases within our organization or the greater culture. Many of us are in industries with heavily ingrained norms and structural limitations.

That said, we can spend time grimacing and complaining about things that we can’t change or are not well positioned to change while overlooking the stuff we can change right in front of us. Railing against macro workways like your industry’s norms doesn’t do much to solve the way those norms influence your team habits. Since you’re going to have team habits regardless of what’s happening in your industry, you’re better off acknowledging those industry norms and getting busy with changing your team habits today, where you are.

In a world where most leadership, teamwork, and change management books focus on lofty ideas, the future of work, and grand strategies, I’m proposing something simple and mundane: If you want your team to work better, focus on your team habits.

WHY START WITH TEAMS?

You’ll no doubt notice that I’ve started this book talking not about people but about broken printers and team habits. It may seem counterintuitive that a book about building better teams doesn’t start with people, but it’s by no means an accident. Countless books focus on changing people to make better teams—whether that’s improving the manager or empowering individual contributors or upskilling leaders—but the usual result is that the team and organization basically stay the same.

Teams are made up of people, though, so it’s helpful to understand that most people


[image: image] Are intrinsically goal-oriented. That doesn’t mean that we’re necessarily ambitious, but our basic wiring is such that we seek to avoid pains and secure gains.

[image: image] Want to be liked and in good relationships with other people. Again, basic human wiring here; we’re inherently a cooperative species.

[image: image] Enjoy getting stuff done. While this may seem to be the same thing as being goal-oriented, it’s not. This one’s more about our emotional states vis-à-vis task completion versus our mental states around goal orientation.


No one wakes up in the morning and says, “You know what? I’m going to screw over my team today and not get anything done.” No one except sociopaths or someone who’s been pushed over an edge, that is.

That leaves us with a mystery. If people are inherently goal-oriented, relationship-minded, and completion-motivated, working in teams should be much smoother and easier than most people report. Furthermore, if we address team problems as if they are people problems, we’re starting with the assumption that at least one of the members of the team doesn’t have basic human wiring.

If teams are working well or poorly, it’s not really about the people in the team. It’s about how they’re working together. Teams are the fundamental value-creation unit of businesses and organizations. Individuals alone don’t create value—it’s the interactions of individuals with each other that create value, whether that value is results, innovation, revenue, goods, services, or experiences. The value creation of teams is what differentiates the Disney World experience from a lone busker on a street corner wearing a Mickey Mouse suit.

But, to me, the most important reason to focus on teams is this:

TEAMS ARE WHERE WE EXPERIENCE BELONGING

We’ve all heard the quip that people don’t leave bad companies, they leave bad managers. There’s some truth to it, but I think it misses the mark because it places the emphasis on the manager rather than on the team habits that allow bad managers to remain in power.

What it rightly points out is that people quit or stay because of the people they interact with daily. No matter the size of the organization, most of us spend 80 percent of our work time with the same four to eight people. These people are our true team, regardless of what the org chart says.

And it’s in this team that we experience belonging—or the opposite. Most of us have had the experience of sticking through a bad work experience because of our team; if it weren’t for them, we would’ve flipped the table and walked out a long time ago. We’ve also experienced the feeling of having the good work we’re doing soured by a frustrating or toxic environment created by a poorly functioning team.

That’s the power of teams.

With a strong team, we have an incredible amount of rapport, influence, and can-do attitude. If our meetings suck, we can change them. If we want to come up with a different way of talking about goals, we can do it. If we want to cover for each other, we can come together and figure out how.

And if we make our team’s work life better, we make 80 percent of our work life better. When our team’s life becomes better, our sense of belonging goes up, making us even more invested in sticking with the team and making things better.

That’s the power of teams, too.

Throughout this book, when you read something that makes you want to shake your fist at all the things you can’t change at work, remember that what we’re talking about is improving your team’s belonging and performance, not the entire organization’s.

But it turns out that focusing on your team is often the best way to change the organization.

HOW 3 PERCENT SHIFTS THE CULTURE

We think that change comes from the top, but the reality is that two-thirds of all top-down organizational change projects fail.2

Top-down change projects are tricky undertakings, in part because getting groups of people to change behavior is less about inspiring them with visionary ideas than about translating those ideas into everyday habits that everyone participates in.

But it turns out that a relatively small percentage of a culture or organization—as small as 3 percent—can shift the rest of the culture or organization they belong to. Nassim Nicholas Taleb writes convincingly about this in his book Skin in the Game,3 where he suggests that within a complex system, it takes only “three or four percent of the total population, for the entire population to have to submit to their preferences.”

While we might not live in a truly meritocratic culture, our culture does value what works. When one team starts outshining other teams, people at all levels of the organization take notice. The team’s peers notice; studies suggest that employees learn more from their fellow employees than from higher-ups or managers.4 And the better that team performs, the more likely it is that the organization’s managers and leaders will start trying to figure out what’s working.

Sure, they’ll start by focusing on the people of the team and attributing their success to them. But, as I’ve argued above, it’s not about the people per se. It’s about their habits.

Organizational culture can be defined as a shared set of values, goals, attitudes, and practices that make up an organization. Team habits are the practical component of culture; while values, goals, and attitudes are important, when it comes down to it, what we do as a collective is who we are as a collective.

Changing our habits can be an incredible lever for changing our organizational culture. Continuing with our existing habits reinforces our current culture. If you don’t like your organization’s culture, then you have to change its habits.

To continue running the same habits is only to reinforce the culture. The single best way to shift your organization is to shift your team. And the single best way to keep your team together is to show that it’s not the members of the team as much as it is the team habits—and those can be replicated across the organization fairly quickly and with minimal heartbreak and personnel disruption.

The power is in your hands.

Improve your team’s habits. Get some points on the company scoreboard. Invite people from outside your team to join a project to see how it’s done. Get yourself invited to join their projects to help them do them better.

That’s how you can change your organization, if that’s what you’re out to do. It’s not quick, it’s not a one-time deal, and it’s not easy.

USE MY HARD-WON LESSONS

Before we get into the nuts and bolts of team habits and how to change them, you might be wondering who exactly I am and what I know about effective teams.

I’ve been involved in the art and craft of leadership for the last three and a half decades, getting an early start in the Boy Scouts leadership program and growing up in an Army family. I was leading and teaching when I was a teenager and haven’t strayed far from it since, despite my efforts to the contrary.

My most formative and intense leadership experiences came from my service with the US Army and Army National Guard in the 2000s. I deployed in support of Operation Iraqi Freedom as a transportation platoon leader and, while deployed, was reassigned to higher headquarters as the battalion plans officer, battle captain, and primary investigator during after-action reviews for convoys that were ambushed or experienced significant events such as accidents.

In the first two roles, I spent a lot of time ensuring that convoys were prepared and ran smoothly. In the latter role, I detailed what had gone wrong so that I could formulate and relay tactics, techniques, and procedures (TTPs) that were then spread throughout the theater of operation. One of the convoy ambushes I investigated was the most complex convoy ambush of Operation Iraqi Freedom.5

Once I redeployed, I was executive officer (second in charge) of my unit, which became the fastest unit to finish its redeployment and resume stateside operations. During this time, I also took on a special duty assignment to train joint and international units on how to conduct tactical convoy operations, using my in-theater experience and TTP knowledge. After this assignment, I was given company command of a redeploying unit and subsequently beat the redeployment record I had helped achieve in my previous unit.

Just as significant as what my units were achieving was what they were going through at the time. The commander of the unit I deployed with was relieved while in theater, and the unit I took command of stateside also had its commander relieved. Thus, in the mix of high-tempo operations and transitions, I was also in the midst of rebuilding leadership teams and company cultures.

It was an intense six years of learning to fix the plane while flying it.

Through it all, I kept noticing a pattern: The most successful leaders and units were the ones that focused on what many would see as the minutiae.

While I was fortunate to have great sergeants and junior officers in my units, some of the most important things I did were the simplest: I ensured that troops got paid on time, that their administrative requests were attended to, that I didn’t step into my sergeants’ lane (and that my officers didn’t, either), and that I did my job of interacting with our battalion and higher headquarters so my troops could stay focused on their mission with as little interference from higher headquarters as possible. I also learned the cost of leaders hoarding information and micromanaging everything.

Toward the end of my military career, I began blogging and teaching about productivity, planning, leadership, and entrepreneurship at Productive Flourishing. What started as a way to explore my personal challenges as I worked toward completing my PhD in philosophy while managing my Army career and life turned into a coaching and education business. My graduate work in ethics, sociopolitical philosophy, and human rights immersed me in what creates the conditions for personal and social thriving and, apparently, gave my approach to the topics a richer spin for a lot of people.

Along the way, people started asking me to advise them on their leadership challenges. I’ve been an executive and business coach since 2009, with more and more of my work skewing toward executive coaching, strategy execution consulting, and workplace consulting for scale-ups and organizations since 2014.

I’m also actively engaged in the nonprofit and philanthropic communities, serving on executive committees of organizations that are solving root-cause challenges such as education inequities. Board and nonprofit service keeps me fluent in collaborative leadership and is a great complement to the directive leadership contexts of military service and entrepreneurship.

Today, my team at Productive Flourishing ranges from ten to thirty people, depending on how you count and the projects we’re working on, so I stay in the mix of leading and managing a continually evolving team. Counterintuitively, leading Team PF is far more challenging than any of my previous leadership experiences, even including leading tactical convoy operations. Over the past fourteen years, I’ve had ample time to practice, experiment, fail, and iterate with my own team.

I want to be explicit that I’m not trying to guide the re-creation of the militaristic/hierarchical species of organizations that were seminal for me. Ironically, it was the defects of those kinds of organizations that led me to explore how to transform them.

You should’ve seen the horror and response of my sergeants when I discussed having upward and/or 360-degree feedback for all of us so that we could become better leaders—this was decades before Kim Scott’s Radical Candor.6 I was a lieutenant at the time, so I knew to pick my battles, but the inquiries I took away from that experience led to the way we do “performance reviews” at Productive Flourishing (which include the owners being in the support/hot seat) and how I think about 360-degree feedback for my executive clients.

I share the above not to brag but to give you a sense of what grounds the perspectives I’ll be sharing in the book. The different contexts and sheer volume of cases I’ve seen throughout the decades continue to show the same patterns: The delight of teamwork is in small day-to-day interactions that lead to wins and belonging. Of course, the devils are there, too, in the broken printers and small broken promises we experience daily.

ACCEPT THE UNWANTED GIFTS OF VUCA AND COVID-19

The truth is, we’ve all gone through a crash course in change management over the past few years. That’s one of the gifts of our current VUCA environment and COVID-19.

VUCA is an acronym that emerged from military education and theory in the ’90s. While military strategists framed it in the context of military scenarios, they were describing the state of the world that was emerging quickly.

The four elements of VUCA are volatility, uncertainty, complexity, and ambiguity.

It seeped into civilian leadership and strategic conversations in the 2000s as the Internet and rapid pace of change caused by technology made the world even more VUCA. The insight and enduring power of the VUCA paradigm are that leading and working in a VUCA environment are fundamentally different than leading and working in a “stable” environment. The classic principles of leadership, management, and work that we’ve read and been taught either don’t work or need to be approached dramatically differently.

Understanding the VUCA paradigm also helps us embrace the dynamism of team habits.


[image: image] What works this quarter may not survive into the next (volatility).

[image: image] Our business or organizational models are likely to change, but we don’t know how or when (uncertainty).

[image: image] Small changes in one aspect of our team or organization will create changes elsewhere (complexity).

[image: image] What we thought was signal may be noise, and vice versa (ambiguity).


We thus have to live in the tension of doing the best we can to create consistency, clarity, simplicity, and coherence—the opposite of VUCA—all the while knowing that VUCA is the gravity of the work world we live in. And, for those of us who are possibilitarians, the VUCA environment provides a lot of opportunity to experiment with, change, and address workways that weren’t working before VUCA times and aren’t now, either.

As if the VUCA world we live in wasn’t enough, COVID-19 changed the world of work irrevocably.

COVID-19 shredded almost all our existing habits. We went from remote working being something some companies were trying to the default way many of us worked. People who hated virtual meetings had no option but to show up for them. Social processors who normally found outlets with coworkers during coffee breaks suddenly had to figure out how to ask for brainstorming or sound-boarding sessions. Many of us who had learned to work without our kids, partners, and pets around found that working from home with them was more work than we were being paid to do. And a host of bonding activities based on physical proximity were taken away. Many of us still haven’t found substitutes.

Still, there are three major upshots of the massive disruption to workplaces that COVID-19 caused:


1. It exposed a lot of habits that had been invisible. As I’ll show, good team habits have a way of becoming invisible and bad team habits come to be accepted as normal. We couldn’t “see” them until we were removed from our normal work context, in much the same way that we can’t see our own homes until we come back from traveling.

2. We didn’t feel that we had an option to change them before. But because so many of our team habits were contingent on working a certain way that we no longer could, the disruption created both the opening for change and the necessity for it.

3. We learned that, yes, we can change our existing team habits and create new team habits. Team habits and workways weren’t something we merely had to participate in but rather were ways of working with each other that we created and maintained. That means we could re-create them as well as merely participate in them.


Turns out you don’t need a pandemic to create a better new normal—it just did the work of beating inertia for us.

Since we have to create a new normal, how can we make a better new normal? After all, we’re going to be creating new team habits anyway, so why not think about what habits will create more belonging and better performance?

I’ve been posing the following question to my clients, my team, and the nonprofits I’m engaged with.

WHAT ARE YOU GOING TO DO ABOUT YOUR BROKEN PRINTERS?

Perhaps you just said, “Charlie, with everything going on, we don’t have time to work on the small things. The broken printers just aren’t a priority.”

Fair enough. Are you willing to look your teammates in the eye and say that out loud, though? Because you’re really saying, “Fixing the things that would enable us all to work better together and be happier at work really isn’t a priority.”

Actually, don’t worry about saying it out loud—your actions already are.

As I write this in 2022, many of us have lost the zeal for change that we might have had two years ago. We’ve adapted, pivoted, and readjusted ourselves into burnout, and now we’re looking for some constancy in a world that’s been extra VUCA lately.

At the same time, there are still plenty of broken printers sitting around. Some may have been there prior to the big shift; others were likely caused by it. The question is not whether they’re there but whether you and your teammates are ready to fix them.

There are two inevitabilities when it comes to team habits: You’re already participating in them, and they will eventually change—though not necessarily for the better. As management consultant Peter Drucker said, though, “The only things that evolve by themselves in an organization are disorder, friction, and malperformance.” If positive change were automatic, we wouldn’t have broken printers and CC Threads from Hell.

Changing broken team habits requires time and focus. But if the prospect is daunting, remember that—one way or another—you’re going to be participating in team habits, and change is inevitable. I hope you’ll choose to participate in them with intention and a goal to make things better.

Or maybe you’ve said, “Charlie, I’m not a manager or senior leader. The broken printer makes me crazy, but what can I possibly do about it?”

I want us to abandon the assumption that change management is a concern only for managers, senior leaders, and the consultants they hire to facilitate it. I want us to democratize change management in the same way that lean thinking democratized manufacturing and operations; one of the key insights from the lean paradigm is that the best ideas often come from the people closest to the work.

No matter your role, you’re closest to your work and how your team works. A lot that happens in your team, like Vegas, can stay in your team and not require outside approval or resources. Most of the changes we’ll discuss in this book can be made without the permission of anyone but the people on your team. Your team already has habits; we’re going to discuss making changes and substitutions to what you’re already doing.

Being the person who’s closest to your work and how your team works gives you a major responsibility. You’re either participating in broken team habits or you’re working to change them.

From here on out, you can’t just go to work anymore. Every day you go to work, you now have to ask whether your team’s habits support your team’s performance and belonging. If they do, build on them. If they don’t, fix them.

You’re already involved, anyway.

The real problem is that making these kinds of team changes has been relegated to managers and leaders, and there’s just not enough decision-making and management bandwidth to go around. But what if we change that paradigm and make doing this work as simple and expected as calling a meeting?

Over the last twenty years of leading Army units, building teams, coaching executives and entrepreneurs, and serving on nonprofit boards, I’ve seen what happens when teams improve their habits and team members own their relationship with each other. I’ve seen what happens when leaders remove barriers and stop forcing change from the top down, instead bringing everyone into the process. Spoiler alert: Belonging and retention improve, teams start performing better, and people actually want to show up to work with each other.

Turns out, it doesn’t have to be the case that Gallup’s employee disengagement statistics are so consistently alarming. The reason people are so disengaged isn’t because of their innate dissatisfaction with work; it’s because organizations are fine with letting broken printers stay broken.

What we will be exploring throughout this book is how fixing broken printers and improving team habits can be woven into the myriad other decisions and conversations your team is already having.

Here’s what I want you to think about.


[image: image] If you’re a senior leader: How many broken printers are sitting around your organization? What’s it costing you in performance and morale? Why do they remain broken?

[image: image] If you’re a manager or team leader: What’s keeping you from fixing your team’s broken printers?

[image: image] If you’re an individual contributor: How have you engaged with your team and manager to fix the broken printers you struggle with every day?


If you’re not a mix of constructively frustrated and inspired to fix the broken printers that you, your team, and your organization struggle with every day, please put this book down. It won’t be for you.

If you’re a leader or manager and have checked out on making things better for your team, please put down any sense of entitlement and privilege about being in your position, too, as you’re no longer earning them.

If your team’s consensus is that you’re not ready to engage with your team habits, great! You can all stay focused on what matters more to you, understanding that your inevitable conversations about team habits are venting sessions more than problem-solving conversations.

But if you’re ready to engage with your team habits and improve your, your team’s, and your organization’s lives and work, let’s not wait for another pandemic, massive external shift, or internal crisis to get after it. It’s much easier to play with team habits outside a crisis than in one.

HOW TO READ THIS BOOK

Since you’re now better acquainted with both my philosophical and military background, you’ll perhaps appreciate that I’m not going to leave you wondering where we’re going and why. I’m going to use the well-worn Army framework of “Tell ’em what you’re going to tell ’em, tell ’em, then tell ’em what you told ’em.” That’s a communication team habit that’s not broken, so I’m not going to fix it.

This book is divided into three parts.


[image: image] Part 1: This part (which includes this chapter) contains the introduction to and overview of team habits. It will orient you to what team habits are, explain how they’re the key to working better together, and acquaint you with the different categories of team habits. This part will also include a quick Team Habits Audit that will help you diagnose which category to start with.

[image: image] Part 2: In this part, we’ll discuss each category of team habits on its own. I’ll share patterns and habits that you can try in your team. Not every team habit suggestion will fit your team perfectly, and that’s okay—my broader goal is to be close enough that you can adapt it to fit your team’s context.

[image: image] Part 3: This part explains how to build a plan to change your team habits. Because team habits are shared agreements, it will start with the political and social dimensions of making change happen. It will then move into how to make a plan and, finally, how to adapt once reality inevitably changes your plan.


Along the way, I’ll be sharing various worksheets, tools, and resources. You can find a complete list of those at teamhabitsbook.com/resources. You’ll also find sidebars throughout the book that explain common organizational frameworks. These are meant to provide a simple overview to explain the concept and give everyone on the team—individual contributors, managers, and leadership—the same tools and language for talking about team habit change.

Oh, and there’s a glossary in the back for all the “Charlie-isms” that you’ll encounter as we go.

The only right way to read this book is the way that works best for you. I hope it stays on your shelf and you return to it as you need to, which means you’ll probably engage with it differently each time. The book’s structure gives you many ways to explore and use it, but there are four logical pathways:


1. Read the whole book front to back, and then start applying it.

2. Read Part 1 to get what you need, do the audit, read more about the category you’re most called to work on, and then jump to Part 3 to start making your plan and working the plan.

3. Jump right to Part 3 because you already know which category of team habits you want to start with. If you’re the expresso type, you can’t go wrong with choosing Belonging, Decision-Making, or Meetings as the category to work on.

4. A variation of 2: you go back, read about the next category you’re called to work on, and then start making your plan and putting it to work.


WHO THIS BOOK IS FOR

This book is not just for managers or senior leaders. In fact, my goal is to democratize the idea of who gets to make change within an organization.

Individual Contributor

As an individual contributor, you’ll approach change differently than the Big Boss, who can just walk in and make changes with a snap of their fingers. My goal is to teach you how to become a good project champion and collaborator and give you the tools to start having discussions about habits within your own team. Share this book with your teammates and manager.

Manager

As a manager, you have more innate power within the organization to change things, but you’re still probably only in charge of one team within the larger organizational culture. You can fix some bad team habits but not all of them. My goal is to help you audit which team habits are the biggest issue and give you the tools to see team habit change sprints through.

Senior Leader

This book will show you a different way to understand what’s going on in your organization. It will give you a more granular view of why things do and don’t work well and hopefully open your eyes to problem areas. After all, there typically aren’t any broken printers in the senior executive’s office. Your impulse while reading this book may be to jump in and clean up a whole mess of broken printers, but I want you to tamp down the urge to change too many things at once.

Why? Because if you just unilaterally determine everything and drive the project yourself, you may have changed the organization, but you’ve created a team habit that relies on your will to change future team habits.

Remember that you’re probably too far removed from the actual work that’s going on to choose the most effective solutions. My goal with this book is to help you understand how your organization makes changes in team habits and create a lingua franca around how team members at every level of your organization can approach change management.

For Every Teammate

As much as this book is about work, it’s even more about relationships: the relationship you have to your work and the relationships you have with your teammates. The same questions that you find in books on personal relationships are analogous to the questions we ask ourselves about work and our teammates. (Are they the one? Can I trust them? How can we get along better? How can we create more positive shared experiences and meaning?)

As with working on relationships, any work you do to make work better will not be wasted time. The efforts you make to work better together with your team will likely transcend any work relationship you have with your teammates.

How would you feel if you knew a teammate was working to make your day-to-day work life better? To help you feel that you belong and matter? To trust that you’ve got it? To celebrate your contributions, respect your counsel, and have your back without your asking for it?

We can all be that teammate, whether we’re individual contributors, managers, or senior leaders. The rest of this book will show you how.


CHAPTER 1 TAKEAWAYS


[image: image] Every team is hampered by small and fixable breaks in the way team members work with each other (broken printers).

[image: image] Just as we have personal habits that may be good or bad, every team has habits that support the work or











OEBPS/images/Art_P6.jpg





OEBPS/images/Art_ch1.jpg
ONE

<t





OEBPS/images/9780306828355.jpg
TEAM

How Small Actions Lead to
Extraordinary Results

HABITS

CHARLIE GILKEY






OEBPS/images/Art_sborn.jpg





OEBPS/images/Art_angry.jpg





OEBPS/images/Art_bull-g.jpg





OEBPS/images/Art_tit.jpg
TEAM
HABITS

How Small Actions
Lead to Extraordinary Results

CHARLIE GILKEY

NI
/;///.\\‘\\
hachette

ooooo

NEW YORK





