Team Life Cycle
Working Group

This group shares information, practices, and perspectives.  Each member helps the others perform within his or her responsibility.  There is no mutual accountability or goal setting.

Pseudo-Team

There is a strong need for this group to function as a team, but it has not focused on collective performance and is not really trying to achieve it.  This group has no interest in shaping a common purpose or set of performance goals.  It is the weakest of all groups in terms of performance.  The sum of its parts is less than the potential of the individual parts.

Potential Team

There is a strong need for this group to function as a team and they are really trying to improve their performance.  The group needs to do more work to clarify its purpose, goals, and working approach.  This team has not yet reached collective accountability.

Real Team

This group has complementary skills and members are equally committed to a common purpose, common goals, and a joint working approach for which they hold themselves mutually accountable.

High Performance Team

This team has everything the real teams demonstrate plus their members are deeply committed to one another’s personal growth and success.  This team significantly outperforms all other teams and serves as a model for others teams.

Why Do Teams Perform Better Than Individuals?

1. The skills and experiences brought together in a team, by definition, exceed those of any individual on the team.

2. As teams develop clear goals and approaches, they establish communications that support real-time problem solving and initiatives.

3.
The social dimension created by teams enhances the economic and administrative aspects of work.

4.
Teams have more fun which is integral to their performance.

Why Is There Reluctance to Join a Team?

1. Lack of conviction that the team approach will work better than other alternatives.

2. Personal style, capabilities, and preferences that make teams risky or uncomfortable.

3. Weak organizational performance ethics that discourage the conditions in which teams flourish.

The Six Things Necessary to Good Team Leadership

1. Help the group keep its purpose, goals, and approach relevant and meaningful.

2. Help build commitment and confidence as individuals and the team as a whole.

3. Help individual team members build the skills they need to be effective.

4. Interface between the team and outsiders.  The team must feel it can count on its leader.

5. Create opportunities for the team and team members.

6. Work like every other team member.

Team Performance Assessment

	1
	2
	3
	4
	5



	A non-existent to very low degree
	
	
	
	To a very high degree


Teams work together to decide on ratings for each of the items in the six areas below.  Action to improve the ratings will be determined by team members.

1.
Team organization and logistics:

	a.
To what degree can team members meet frequently enough to accomplish the team’s ends?
	1
	2
	3
	4
	5

	b.
To what degree can team members frequently and easily communicate with one another?
	1
	2
	3
	4
	5

	c.
To what degree can all members engage in open and interactive discussions? If rated low, how can openness and access be enhanced?
	1
	2
	3
	4
	5

	d.
To what degree do team members understand one another’s roles and skills?
If rated low, what can be done to enhance understanding?
	1
	2
	3
	4
	5

	e.
To what degree does the team possess adequate membership to achieve its ends? If rated low, what people with what skills are needed?
	1
	2
	3
	4
	5

	f.
To what degree are sub-teams possible or necessary?  If rated high, what sub-teams are necessary and possible?
	1
	2
	3
	4
	5


2.
Levels of complementary skills:

	a.
To what degree are these categories of skills either actually or potentially represented across the membership?
	

	1.  Technical or knowledge-based skills
	1
	2
	3
	4
	5

	2.  Problem-solving or decision-making skills
	1
	2
	3
	4
	5

	3.  Interpersonal skills
	1
	2
	3
	4
	5

	b.
To what degree will each member have the opportunity to advance his or her professional skills in all three of the above categories while contributing to the accomplishment of the team’s purpose and goals?
	1
	2
	3
	4
	5

	c.
To what degree are the skill areas critical to team performance present?  If rated low, how can these skills be developed or additional members with requisite skills recruited?
	1
	2
	3
	4
	5

	d.
To what degree will team members, individually and collectively, commit time to help themselves and others learn and develop skills?
	1
	2
	3
	4
	5

	e.
To what degree will new and supplemental skills be introduced as the need is recognized?
	1
	2
	3
	4
	5


3.
Truly meaningful purpose:

	a.
To what degree does the team’s purpose constitute a broader, deeper aspiration than just accomplishing short-term goals?
	1
	2
	3
	4
	5

	b.
To what degree is the team’s purpose aligned with school system’s purpose as opposed to an individual’s purpose (i.e., the team or school leader’s)?
	1
	2
	3
	4
	5

	c.
To what degree do members understand and articulate the same purpose without relying on ambiguous abstractions?
	1
	2
	3
	4
	5

	d.
To what degree can team members vigorously define the team’s purpose in discussions with others who are not part of the functioning team?
	1
	2
	3
	4
	5

	e.
To what degree do team members frequently explore the team’s purpose and its implications?
	1
	2
	3
	4
	5

	f.
To what degree does the team’s purpose contain themes that are particularly meaningful and memorable?
	1
	2
	3
	4
	5

	g.
To what degree do team members feel that the purpose of the team is important, if not exciting?
	1
	2
	3
	4
	5


4.
Specific goal or goals:

	a.
To what degree do team goals represent broader school goals instead of one individual’s goals (i.e., the leader’s)?
	1
	2
	3
	4
	5

	b.
To what degree are the team’s goals and objectives clear, simple, and measurable?  If not measurable, how can their achievement be determined?
	1
	2
	3
	4
	5

	c.
To what degree are the goals realistic?  
	1
	2
	3
	4
	5

	d.
To what degree are the goals ambitious?
	1
	2
	3
	4
	5

	e.
To what degree is the team cognizant of small wins to be celebrated along the way?
	1
	2
	3
	4
	5

	f.
To what degree do the goals specify concrete team work products?
	1
	2
	3
	4
	5

	g.
What degree are the relative importance and priority of the goals clear to all team members?
	1
	2
	3
	4
	5

	h.
What degree are the relative importance and priority of the goals clear to those in the larger school community?
	1
	2
	3
	4
	5

	i.
To what degree do team members agree with the goals, their relative importance, and the ways in which their achievement will be measured?
	1
	2
	3
	4
	5

	j.
To what degree do members articulate the goals beyond the team membership?
	1
	2
	3
	4
	5


5.
Clear working approach:

	a.
To what degree will the team adopt a concrete, clearly understood, and agreed-upon approach that will result in achievement of the team’s goals?
	1
	2
	3
	4
	5

	b.
To what degree will the approach capitalize on and enhance the skills of all team members in a manner that takes into consideration other demands on members of the team?
	1
	2
	3
	4
	5

	c.
To what degree will the team ensure that all members equitably share the work essential to the success of the team?
	1
	2
	3
	4
	5

	d.
To what degree does the team’s work approach provide opportunity for members to engage in open interaction?
	1
	2
	3
	4
	5

	e.
To what degree does the team’s work approach provide opportunity for members to engage in fact-based problem solving?
	1
	2
	3
	4
	5

	f.
To what degree does the team’s work approach provide opportunity for members to engage in results-based evaluation?
	1
	2
	3
	4
	5

	g.
To what degree do team members articulate the team’s work approach?
	1
	2
	3
	4
	5

	h.
To what degree does the team’s approach to its work allow for modification and improvement over time?
	1
	2
	3
	4
	5

	i.
To what degree are fresh input and perspectives systematically caught and added (for example, through information and analysis, new members, and senior sponsors)?
	1
	2
	3
	4
	5


6.
Sense of mutual accountability:

	a.
To what degree can the team ensure that all members are individually and jointly accountable for the team’s purpose, goals, approach, and work-products?
	1
	2
	3
	4
	5

	b.
To what degree can the team measure progress against specific goals?
	1
	2
	3
	4
	5

	c.
To what degree do all members feel responsible for all agreed-upon measures?
	1
	2
	3
	4
	5

	d.
To what degree are the members clear on what they are individually responsible for and what they are jointly responsible for?
	1
	2
	3
	4
	5

	e.
To what degree is there a sense that only the team can succeed?
	1
	2
	3
	4
	5


Answering the preceding questions can establish the degree to which your group functions as a real team as well as help pinpoint how you can strengthen your efforts to increase performance.  They set tough standards, and answering them candidly may reveal a harder challenge than you may have expected.  At the same time, facing up to the answers can accelerate your progress in achieving the full potential of your team.

Adapted from:  Jon R. Katzenback and Douglas K. Smith, The Wisdom of Teams.  New York:  HarperCollins Publishers, 2003.
















































































































































































































