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Introduction

...issues of the heart and spirit matter to each of us.
They matter in our families, in our work, and in our extracurricular activities.
We are emotional creatures, trying through the vehicles
of product and knowledge and information and relationships to have an effect for
good on one another both personally

and through what we can do to improve the environment.
Max DePree

This book provides practical activities and interventions that promote team
spirit. All of the learning activities in this volume have been used as part of
a comprehensive team development program, called Team Spirit, to
enhance the spirit of teams and organizations in Fortune 500 companies,
major not-for-profits, and small and medium enterprises.

The activities help teams understand and strengthen the relationship
of spirit to team and organization performance explored in recent books
such as Peter Block’s Stewardship; Tom Chappell’s Soul of a Business; Jack
Hawley’s Reawakening the Spirit of Work; David Whyte's The Heart Aroused,
Margaret Wheatley's Leadership and the New Science and A Simpler Way,
Jay Conger’s Spirit at Work; Dick Richard’s Artful Work; and John Renesch’s
Rediscovering the Soul of Business and The New Bottom Line: Bringing Heart
and Soul to Business.

The learning activities and interventions offered in this book are
designed for use by team leaders, organization development facilitators,
human resource development facilitators, trainers, and consultants who are
seeking practical approaches to nurturing high-performing teams. The out-
come is a deeper level of team development that transcends individual dif-
ferences and leads to brilliant service to customers.

Two introductory chapters provide background and perspective on
spirited, high performing teams; the following six chapters contain learning

1



2 INTRODUCTION

activities and interventions for fostering team spirit. Chapter 1 examines
the forces that inhibit the spirit in teams and argues that spirit is the trans-
forming power at the core of all team activity, establishing the relationship
of team spirit to team effectiveness. Research on excellence and peak per-
formance confirms that high-performing teams and organizations consis-
tently feel the spirit of the organization in their work, and that this feeling
is an essential part of the meaning and value that members and observers
place on their work (Vaill, 1989). Chapter 1 names qualities of spirit, por-
traying them graphically as the Team Spirit Spiral. Chapter 2 suggests the
relationship of storytelling to achieving team spirit, and presents stories of
teams that exemplify each of the phases of the Spiral.

Chapters 3 through 8 are the heart of the book, with instructions for
leading dozens of activities that facilitate the development of spirited
teams. Many of the activities provide a platform for teams to tell their sto-
ries. The activities in each of these chapters explore the six qualities of spir-
it that make up the Team Spirit Spiral described in Chapters 1 and 2.

Appendices A and B describe how to use a data gathering tool includ-
ed in the book, called the Team Spirit Assessment. Appendix C provides
lecturettes that can be used in conjunction with several of the learning
activities. Appendix D consists of a series of learning activities designed to
teach teams the six phases of the Team Spirit Spiral. Appendix E explores
the importance of facilitators' nurturing their own spirits and provides learn-
ing activities that support and develop the spirit of the facilitator.

FACILITATING THE LEARNING ACTIVITIES

The learning activities in this volume are designed to build the qualities of
team spirit discussed in Chapters 1 and 2 and reflected in the Team Spirit
Spiral. Becoming a spirited, high-performing team depends upon a variety
of factors that are addressed in this book. It is the responsibility of the facil-
itator to heighten the team’s awareness, often by having the team tell their
story, and to develop skills that support team members in the process of
becoming a spirited, high-performing team.

All the learning activities in this volume include learning goals, neces-
sary preparations (room setup, materials, etc.), easy-to-follow steps for facil-
itating the learning activity (including timelines and reflections on what can
be expected in facilitating the activity), and forms and supporting materials
to be used in the presentations or handed out. Occasionally lecturettes are
suggested; these are drawn from information provided in Chapters 1 and 2,
the introductions to Chapters 3 through 8, and Appendix C.
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David Kolb’s experiential learning cycle (1984) provides the theoretical
learning model that systematically moves participants from concrete expe-
rience and reflective observation to abstract conceptualization. Team par-
ticipants are routinely asked to reflect on the implications of their learning,
to record their reactions, and to discuss the experience as part of a culmi-
nating group process.

HOW TO USE TEAM SPIRIT ACTIVITIES WITH
DIFFERENT TEAM TYPES

The learning activities in this volume are designed for use with “intact
teams,” that is, existing teams and work groups within an organization.
There are three broad categories of intact teams, the first two being defined
by their stage of maturity (start-up teams and mature teams) and a third
type that is short-term by definition (task forces). A distinct form of team
that cuts across these three basic categories is the cross-functional team,
which is a team composed of persons who represent different functions and
levels of the organization. In organizations that employ this form of team,
employees may serve on several cross-functional teams for various dura-
tions and for various percentages of their time.

Start-up teams typically require work on the Initiating, Visioning, and
Claiming phases of the Team Spirit Spiral during the first six to nine
months, followed by work on the Celebrating, Letting Go, and Service
phases later in their development.

Mature teams have needs that are reflections of their histories. Their
movement through the Team Spirit Spiral is unique to their pattern of con-
flicts and harmony. Interviews with representative members of the mature
team are recommended prior to the development of a program of learning
activities. (See Appendices A and B.)

Task forces are formed to accomplish particular short-term outcomes
and will disband after fulfilling those outcomes. Task forces are often orga-
nized as cross-functional teams, and because of their short duration and the
diversity of team membership, these teams must build momentum quickly.
Consequently Team Spirit activities can be particularly helpful to this type
of fast-paced team, allowing the team to quickly and powerfully develop
relationship and vision and take ownership of their work.

APPLICATIONS OF TEAM SPIRIT

Some readers of this volume will use Building Team Spirit as a “cookbook”
for team building, selectively using activities that respond to their team’s
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current need to boost morale, resolve conflict, etc. Using one or two activ-
ities by themselves is what we call a tactical application. Other readers will
use Building Team Spirit as a resource for a comprehensive team develop-
ment program over a six- to twelve-month period, systematically assessing
and fostering team spirit through the learning activities in this volume. We
call this use a strategic application. The Appendix materials are specifical-
ly designed to support the strategic use of the book in conjunction with the
activities presented in Chapters 3 through 8.

Tactical Applications

If as a facilitator you are choosing one or two activities from this volume to
address a specific team need, you may decide not to introduce teams to the
Team Spirit Spiral, the structure of harmonics, or the background on spir-
ited, high-performing teams treated in Chapters 1 and 2. You may also
choose not to use the context-setting learning activities in Appendix D that
help teams learn the six phases of the Team Spirit Spiral.

While it is useful for the facilitator to be grounded in the model, way
of thinking, and language of team spirit presented in Chapters 1 and 2, you
may not have the time or may elect not to introduce these distinctions to
the team. Facilitators can choose activities pertinent to the needs of a team
from the six phases of the Team Spirit Spiral:

Initiating (Chapter 3)

. Visioning (Chapter 4)
Claiming (Chapter 5)
Celebrating (Chapter 6)
Letting Go (Chapter 7)
Service (Chapter 8)

ot AW N

For example, if your objective is:
To build morale

Choose Initiating and Celebrating learning activities from Chapters 3
and 6; these chapters are focused on creating relationship and acknowl-
edging the good work performed by the team.

To resolve conflict

Choose Letting Go learning activities from Chapter 7 that foster straight,
clear, forthright communication and respond to breakdowns between
team members.
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To encourage new thinking or planning for the future

Choose Visioning learning activities from Chapter 4 that help teams to
create future team scenarios, as well as selected Service activities from
Chapter 8 that deepen awareness of the importance of serving customers
and the team.

To provide constructive feedback

Choose Letting Go learning activities from Chapter 7 that explicitly treat
constructive feedback.

To clarify team roles and goals

Choose Claiming learning activities from Chapter 5 that provide struc-
tures for creating ownership and alignment of team goals and roles.
To encourage festivity and fun

Choose Celebrating learning activities from Chapter 6 for encouraging
team animation and celebration.

Be sure to review the Learning Goals at the beginning of the activity
and the What to Expect reflections at the end of the activity to clarify the
purpose and scope of each activity. Should you decide that an assessment
is needed to determine your selection, consult Appendices A and B and the
last activity in Appendix E for assessment alternatives.

Strategic Applications

The first steps to effective work with a mature team are assessing the team’s
needs, identifying the phase or phases of the Spiral that are key to the team’s
spirit and performance, and recognizing the team’s unique pattern of harmon-
ics. Strategic applications of team spirit may usefully incorporate three critical
resources provided for assisting facilitators in gathering data about the team:

1. Guidelines for Using the Team Spirit Assessment and Facilitating the
Feedback and Action Planning Session in Appendix A is an in-depth,
one-day feedback process, drawing on the Team Spirit Assessment, and
an action planning phase that identifies next steps for the team to take
to enhance team spirit.

2. Guidelines for Conducting Effective Team Interviews in Appendix B is a

technique for getting data from a sample of team members through an
interview process.

3. The Team Spirit Assessment activity in Appendix D is a two-hour expe-
rience that allows a team to reflect on its work together and to come to
consensus about actions it can take to respond to its needs.
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(See the last activity in Appendix E for further information about these
assessment alternatives.)

While activities in Appendix D create the awareness of team spirit val-
ues and phases necessary to gain maximum benefit from the learning activ-
ities in Chapters 3 through 8, they also provide the facilitator with valuable
feedback about the team. The context-setting activities help facilitators
gain a better understanding of the personalities of team members and the
dynamics and spirit present within the team.

Using data gathered about the team, the facilitator can choose a
sequence of learning activities that will best serve the team. Chapters 3
through 8 provide learning activities specific to each of the phases of the
Team Spirit Spiral.

For start-up teams, we recommend that the initial work with the team
draw on context-setting activities from Appendix D. This foundation work
is typically followed by the facilitation of activities selected from Chapters
3, 4, and 5 (that treat Initiating, Visioning, and Claiming). Start-up teams
are not ready for the more interpersonal dimensions of Celebrating and
Letting Go; they are more preoccupied with developing relationships,
defining their purpose, and working out goals and roles. Therefore it is
recommended that the Letting Go, Celebrating, and Service learning
activities be done six to nine months later for these teams.

Mature teams have their own distinct dynamics that have arisen over
time, and will accordingly require tailored applications of learning activities.
The design and layout of team spirit activities should be adjusted to the
needs of the team based upon assessment data gathered about the team.
Even with mature teams it is useful to begin by doing context-setting activ-
ities from Appendix D.

It is recommended that facilitators and the teams they support commit
a minimum of one year to the process of becoming a spirited team, work-
ing together periodically throughout the year. The notion that team devel-
opment can be accomplished in an afternoon workshop is misguided. Team
development requires ongoing commitment and attention to the spirit of
the team. Team spirit can be used powerfully as a comprehensive team
development program that nurtures growth and sustains the team through-
out its process of becoming a high-performing team. After the first year, a
readministration of the Team Spirit Assessment should be planned. The
data from this reassessment will suggest additional work in selected phases
of the Team Spirit Spiral.
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SCENARIOS FOR USING TEAM SPIRIT
ACTIVITIES

There are many combinations and permutations of activities, and ultimate-
ly the selection of activities will depend on a team’s needs. The following
scenarios suggest possible combinations of team spirit activities to address
various team needs. Each scenario assumes a session length of four hours.
Two activities are prescribed for each four-hour session, but the actual time
for each activity varies widely. The number or letter following each activity
indicates the chapter or appendix in which the activity is described in full.

A Newly-Formed Team That Can Commit to One Afternoon a Month for a One-
Year Program of Development Using Team Spirit

As suggested previously, start-up teams naturally appreciate the support
they gain from the first three phases of the Spiral during their initial months
together. As they grow in their work together they require attention to the
latter phases of the Spiral, Celebrating, Letting Go, and Service (six to nine
months into the life of the team). Consequently, consider the following for-
mat of activities, beginning first with context-setting activities drawn from
Appendix D and progressing through the phases of the Spiral in Chapters
3 through 8:

Session 1: Spirit Sayings {D] and Characteristics of Spirited Teams [D],
creating awareness about spirited, high-performing teams, first from the
perspective of current thinkers in this arena and secondly from the experi-
ences of team members themselves.

Session 2: Personal Mandala [3] and Discovering the Harmonics That
Underlie Spirit [D], providing an Initiating activity that fosters connection
among team members and a further, deepening awareness of the Spiral and
related harmonics.

Session 3: Personal Spiral [3] and Creating a Personal Vision:Dialogue with
a Wisdom Figure [4], beginning with an Initiating activity that supports
team members in exploring their relationship to the Spiral, then moving to
Visioning, at the level of individual vision.

Session 4: Flight of Fancy [4] and Achieving a Spirit Leap in Enhancing
Customer Service [4], providing the team with two frameworks for creating
and clarifying their future.

Session 5: Reflection and discussion about the implications of the previous
Visioning session and Team Mandala [4], allowing the team to visually
express prized team values and visions.



