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Foreword

he modern organization has arrived! Instead of building on individ-

ual competencies and roles, it is built on teams. Teams are central to

all types of organizational processes, ranging from customer relation-
ships to quality efforts to cycle time reductions to manufacturing excellence.
Knowing the importance of teams and being able to effectively use teams are
two different issues.

Team Fitness is one of the most practical, useful, and valuable guidebooks
to making teams work. The book is about doing, not talking; about making
teams more fit, not providing theory about teams; about concrete actions for
teamwork, not abstract ideals. The four steps to fitness (customer focus,
direction, understanding, and accountability) represent the building blocks of
effective teams. The exercises and tools in the book provide every manager
from the senior executive to the first line supervisor with practical ways to
make teams more effective.

Managers should not just read this book, but use and digest it. If the
exercises are followed, managers will build more healthy organizations. It is a
diet most managers cannot live without.

Dave Ulrich

Clinical Professor; School of Business Administration
University of Michigan

Foreword
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Our Vision
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Introduction

THE CHALLENGE

* Bill Rogers’ department has just been asked to be a
pilot site for the company’s new quality program.

* Engineer, Mark Garcia, received a memo today
appointing him to a cross-functional work team.

e Elaine Watson is charged with determining the
causes of variance on her assembly line.

» George Swartz is promoted to manage an existing
work group.

e Donna Yamamoto wants to renew and invigorate her
work team.

e Jim Jeffries is the new chairman of the board of
directors of United Way.

Teamwork Trend

s elf-directed teams have been
empowered with responsibility for
all functions at companies like
Steelcase, Northern Telecom, and
Johnsonwville foods. Results from
Northern Telecom Morrisville factory:
revenue increase—63%; sales—26%;
quality—50%; productivity per
employee-60%; earnings—46%.

J. Schidler, “Work Teams Boost
Productivity,” Personnel Journal,
February 1992, 67-71.

As the reader, you probably selected this book because you are interested
in the possibilities of building a team in your workplace. This process is hap-
pening throughout the United States and the world. Today, as never before,
front-line supervisors, managers at all levels, and leaders in all kinds of
organizations are being called upon to build teams to meet their companies’
unique needs. Teams are required to produce quality products and services

for today’s competitive environment.
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Team Fitness

Everyone is part of one or more teams. Roles shift as individuals move
from one team to another. One may be the leader of a business unit at work
and a member of a task team for the chamber of commerce in the evening,
People may lead a group at church, a favorite nonprofit organization, or their
childrens school, in addition to the work teams of which they are part every
day. Our lives are touched by teamwork, or the lack of it, at every turn.

Some teams and
M F lTNESS ME leaders work on
the fitness of
their teams
intuitively. They
may or may
not be able to
explain what
they did or how they did
it. This book is for the
teams and leaders who want
a blueprint of activities, an
overall plan to improve
their teamwork.
Teamwork makes bottom-

line sense, but you need to
know where and how to start.
The:chasenge. When you and your team are fit,
you will be rewarded by the synergy and pride that comes as team member
energy is released. Creative team decisions will blossom and you will gain
focus and commitment to the team and the organization. You will see the
results.

Teamwork is rewarding and exciting!
This book is a guide to help you develop a strategy and plan for your

team. It is a step-by-step approach to diagnosing the team’s needs, planning
for team activities, and carrying out those activities.



Four major areas are key to developing a systematic
approach to achieving successful team performance. The
activities and exercises of Team Fitness are organized around
the following four areas:

1. Customer focus—Shape your products and services by
identifying your primary customers and clarifying their
needs and expectations.

2. Team direction—Create a vision for your team, define
your unique mission, and gain a shared purpose.

3. Understanding—Identify individual team member
strengths and blind spots. Find ways to understand

regional sales manager frequently
found himself helping his sales
people see the need to team.
In their discussions, he would use
an analogy that comes from the
notion of Best Ball golf. A scratch golfer
often can shoot par (72) or better.
Playing Best Ball, the foursome can
score in the 60s consistently.
His challenge to his people, “How
do we play Best Ball in sales?”

and support each other and strategies for effective teaming. Make sure

your team can get things done in the organization.

4. Accountability—Build agreement on “who does what around here;”

develop team operating principles; and clarify values.

Team Fitness is based on research, theory, and the authors’ years of
experience as members, leaders, and consultants to teams. This text provides
the framework and exercises that are the essential elements for your team

fitness program. In this manual you will find pragmatic,
simple techniques and activities to raise your levels
of productivity, profitability, and commitment.

3

Building a team is an ongoing
process. Just as achieving optimum
physical fitness requires dedication
and training and practice, so does
building a team. Any team can
make improvements by choosing
exercises that are short and
straightforward, and then
moving to more lengthy, tougher
ones. Setting aside the time to
focus on teamwork—to work out
on a regular basis—is a require-
ment. Team Fitness will help you
develop your own personalized plan

and exercise schedule to get team fit. Building a team is an ongoing process.
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hat a group of visitors found

when they went to GE’s
Business Information Center in Albany,
New York, was paradoxical. For exam-

ple,

e Productivity up 106 percent in
three years. Cost per customer
down 46 percent

¢ Employees who gave the impres-
sion they were in charge, but
gave their manager high marks

* This transformation being
accomplished in a service enter-
prise, not in manufacturing,
where such known gains had
more frequently been achieved

In a two-year period this business
transferred ownership of the business
to the employees and became a self-
directed work team. They used a
structured process of letting go of con-
trol to strengthen their worldwide
position of leadership.

James Burnside, Letting Go, General
Electric Company, 1992.

xvi  Team Fitness

HOW TO USE THIS MANUAL

This book is a manual, a how-to book. It is designed for
you and your team to use on your Own.

Step 1. Read the fitness model section.

Step 2. Leaf through the entire workbook to understand
the variety of exercises available.

Step 3. Assess your current fitness level. Take the Team
Fitness Meter yourself. Give the Team Fitness
Meter to the other members of your team. Score
your Team Fitness Meter. Examine the results
with your team.

Step 4. Develop a fitness plan and a workout schedule
that allow for a steady pace to build the strength
of your team over time.

The sequence of activities will vary according to factors
such as how long the team has been together, scope of
responsibilities; the culture of the enterprise. The format of
the activities is similar to that of a physical workout, with
an exercise plan, a warmup, aerobics, and a cooldown.

You may copy any pages that are titled Information Sheet
or Worksheet to make it easy for all your team to participate.
(Permission is granted only for your own teams use.)
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part one

THE FITNESS MODEL






A Four-Part Model

ffective teams are necessary to meet todays challenging business

environment. In the competitive 90s, it is critical to unleash the power

and creativity of all individuals to work toward the organization’s
goals. Teams need involvement from all members, they must be self directing
on their key tasks, and must receive some support and guidance. For this to
become a reality, teams must find the ways to work at their best.

To navigate through complex situations, conflicting demands,
and limited resources, teams need fitness training and the
tools to get things done. As shown in Figure 1.1, the four
areas of team exercises and activities that help the team
get fit are

Accountability

understandip

- = ~
. cooaiand othe oS N
’ L7 %?,D.‘rectiolz s N \\

e Customer focus

e Direction

e Understanding

e Accountability

Just as everyone knows it takes focus and com-
mitment to maintain fitness through exercise, diet, %, N\_ = Tm----
and good habits, the team must dedicate time and
energy to strengthen itself in each of these four areas. Let us
examine these four fitness areas.

Figure 1.1. Team fitness.
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FITNESS AREA 1: CUSTOMER FOCUS

Definition: Customer focus is getting clear on the expectations, values, and
priorities of those who receive your work, and ensuring that
those expectations shape the requirements for the products and

services you provide.

Factors: Customer focus has two parts: identification of customers,
and clarification of the customers’ requirements and

expectations.

How focusing on the customer
contributes to team fitness

Customer focus is the heart of the fitness plan (Figure
1.2). The voice of each customer must be heard
throughout the company. Everyone must understand
the customers needs and expectations, so that every
decision is made with an eye on the impact it may
have on the customer.

Customers come in all shapes and sizes, from a kid
buying a hamburger to the person in the cubicle next to
you. Your team may have several customers. Your customer
may be either external (the ultimate consumer of the product
or service) or internal (the person or persons to whom you hand off

your work).

Figure 1.2. The first fitness

area—customer focus. Often the primary customer is treated with great care and concern while

the internal customers are overlooked or treated rudely. Both customers are
important to the enterprise.
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