










Collins Business Secrets

Team Management

Rus Slater




[image: publisher logo]






Table of Contents

Cover Page

Title Page

Authors note

Managing teams is a balancing act

Is this a team?


1.1 Know what you mean by team

1.2 Define success for your team

1.3 Know when you havent got a team

1.4 Plan to be a real team leader

1.5 Check that you have some followers

1.6 Manage a cross-functional team



Form your team


2.1 Pick the right people

2.2 Get the team performing quickly

2.3 Create a team identity

2.4 Create a team vision

2.5 Agree the ground rules

2.6 Understand team roles

2.7 Use roles for teamwork and task success

2.8 Measure the teamwork

2.9 Manage teams within teams



Lead your team


3.1 Create tasks

3.2 Build inter-dependencies

3.3 Avoid MIYST

3.4 Manage the miseries

3.5 Keep smiling

3.6 Give praise in public

3.7 Reward your people

3.8 Avoid being a monkey manager

3.9 Delegate to support your team



Communicate with your team


4.1 Run good team briefs

4.2 Use all channels to give your message

4.3 Decide who needs to know what

4.4 Listen to your team

4.5 Dont forget the remote people

4.6 Give your team some publicity



Protect and serve your team


5.1 Know who is working for whom

5.2 Build and keep trust

5.3 Lead by example

5.4 Support your team as a whole

5.5 Support your individuals

5.6 Manage the creative tension

5.7 Dont encourage prima donnas

5.8 Manage your own boss

5.9 Manage out uncooperative people



Manage team changes


6.1 Learn to let go

6.2 Recognize survivor syndrome

6.3 React sensibly to change

6.4 Take the first step to manage survivors

6.5 Follow up the survivor management



Disband your team


7.1 Prepare to say goodbye

7.2 Celebrate success

7.3 Learn from experience

7.4 Spread the word

7.5 Keep in touch

7.6 Provide after care for your team



Jargon buster

Further reading

About the author

Copyright

About the Publisher





Authors note

This book is dedicated to Alexander and Frederick Slater.



Managing teams is a balancing act

When you manage a team you are judged by your boss and by the team you manage. You are judged on the achievement of targets and your success as a people-manager, both of individuals and of the team as a whole. Managing teams is therefore a huge challenge. It is also a hugely rewarding career!



I first became a manager of a team in the 1970s and in the early days I made every mistake imaginable! In the 1980s I trained properly in team management and leadership and had a lot more success. Since then, Ive managed formal and informal teams, teams of volunteers and staff, virtual teams and cross-functional teams.

In the 1990s I started designing and delivering training events in the management of teams for public and private sector organizations. This gave me a further insight beyond my own direct experience, in the pitfalls and possibilities of team management.

This book is a distillation of what I have learned over the years about managing teams. The book contains 50 secrets about the successful management of teams, which, if you follow them, will save you and your teams from a lot of misery. The secrets are organized into seven themed chapters.



 Is this a team? You need to ensure that you have a team, not just a bunch of people! This is the foundation of getting it right.

 Form your team. Teams dont just happen by chance; you have to work to create a team. That means you have to understand about teams, not just people.

 Lead your team. If you are going to be a team manager then you have to lead them day-to-day. You cant sit back and rest on your laurels!

 Communicate with your team. Most complaints about team managers relate to communication. It is a two-way process, and you have to get it right to be successful.

 Protect and serve your team. You might be the one who gets paid more and has the bigger office, but your job is to protect and serve your team, not the other way round.

 Manage team changes. Nothing stays the same for long. Teams change and the work changes. The team looks to you to manage them through the changes.

 Disband your team. When the time comes, people dont like to leave without saying goodbye. If you manage the team disbandment well, the future opportunities are greater for all.



Whether you have been managing teams for a while or are a new leader, you will find that by using these secrets your people will follow you far more readily and willingly than if you dont.



The way you manage teams affects lots of people; it also affects your standing in the world.




Is this a team?

You may have the title of team manager or team leader, but that doesnt mean you actually have a team! A team has characteristics that set it apart from being just a group of people. If you dont recognize these characteristics, your team might fragment, or the work wont be done, or you might even find that a charismatic member of the team will actually become the real team manager whilst you flounder at the edge!






1.1
Know what you mean by team

First of all, you need to be sure that you have a real team and not simply a group of people who have been put into the same room/organization/coloured shirt! Make sure you have a clear understanding of what a team is from the outset.



There are several definitions for the word team, depending on different situations. For example, the Massachusetts Institute of Technology defines a team as: People working together in a committed way to achieve a common goal or mission. The work is interdependent and team members share responsibility and hold themselves accountable for attaining the results.

Shorter definitions simply refer to a group of people and a common goal. Some definitions include interdependence of team members rather than the ability to function alone. Some add the requirement for team members to work cooperatively or harmoniously, defining the style of the interaction as well as the actuality. A team may be created for a specific task or it may have a longer lifespan. Some definitions include mutual accountability and responsibility for a team.



I realised that I did not so much lead a team as preside over a bunch of egos

Anonymous manager in the banking industry

From this you can see that although individual definitions of team show some variation, there are some fairly universal concepts, which can be defined as:


 Teams have a common goal or purpose.

 Teams have more than one member.

 Teams have complementary skills and abilities.

 Teams work together.



So before you read any further in this book, ask yourself:



 Do I have a group of people who all know that they actually belong to one team? (Have you checked?)

 Do they all have a common purpose that is clear, articulated and understood by all? (Are you sure?)

 Are they a group of people who have complementary skills and abilities? (Or have they actually been bunched together because they all have the same skills and knowledge.)

 Do they work together and depend on each other? (Or do they just work in the same place, each doing their own thing?)



Dont assume you have a team until you have common agreement that this group of people is a team.






1.2
Define success for your team

Whether you have a sales team, a customer service team, a medical team, a combat team or a soccer team, there are certain characteristics that the team will need in order to be successful both in terms of how it operates and in relation to its achievement of targets.



1 There is clarity of purpose; members can and will commit themselves to the overall objectives.



2 The team has a clear, explicit and mutually agreed approach: conventions, norms, expectations and rules.



3 The individuals have clear performance goals against which they are measured. These may include a continuous series of milestones along the way to larger goals.



4 The atmosphere tends to be informal and there are no serious tensions. It is a working atmosphere in which people are involved and interested.




one minute wonder Decide before you go any further: Do I want these people to operate as a team with targets, or am I simply responsible for a group of people?



5 The team members listen to each other, and new ideas are openly discussed. Everyone has a say.



6 People are welcome to express their feelings about different issues as well as their ideas.



7 Disagreements are carefully examined and resolved rather than crushed. Dissenters are not seen as trying to dominate the group, but as having a genuine difference of opinion.



8 Each individual team member is respectful of the mechanics of the group: arriving on time, coming to meetings prepared, completing agreed upon tasks on time, etc.



9 Constructive feedback is welcomed, and it should be frequent, frank and relatively comfortable  oriented towards improving performance rather than allocating blame.



10 Whilst a single person may have the title of Team Leader, he or she may step quietly aside to allow others to work to their strengths. The issue is not whos in control at any particular moment, but how to get the job done.



Think about how your people will operate successfully as a team.
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