
IN T H I S A R T I C L E 

Teamwork. Feedback Instruments 

How Effective Is 
Your Team? 

BY VICTORIA A . HOEVEMEYER 

You've started using teams—for 
doing the job, for solving prob-
lems, for improving quality, for 

making decisions, and for everything 
else. It seems to be going fairly well, 
but how do you know for sure? 

N e w s p a p e r s a n d p r o f e s s i o n a l 
journals tell you that successful com-
panies are run with teams, that teams 
are the wave of the future, and that 
you should focus on improving your 
team. Other articles tell you about 
using teams for total quality manage-
ment and customer service. But the 
articles seldom give you any ways to 
measure the success of your team. 

There are four reasons for worry-
ing abou t m e a s u r i n g your t eam 's 
effectiveness: 
* An e f fec t ive t eam f rees up the 
manager or facil i tator f rom be ing 
involved in the day-to-day details of 
the g r o u p ' s work . Effect ive t eam 
development results in employees 
taking control of their jobs and doing 
what needs to be done. 
• An effect ive team can prov ide 
more timely and appropriate customer 
service. Many companies say they are 
focusing on sendee quality, but some 
employees are still "shackled"—pre-
vented from delivering high-quality 
customer service. Taking off the 
shackles can free employees to meet 
and exceed customer expectations. 

H E R E ' S A TOOL THAT CAN 

HELP TEAMS MEASURE THEIR OWN 

EFFECTIVENESS. 

» Compared to employees who work 
individually, effective teams tend to 
have higher morale, productivity, and 
pride in the job and company. 
» Effective teams under s t and the 
value of working together instead of 
against each other. As a result, barriers 
begin to break down between teams 
within departments and between dif-
ferent departments. The entire organi-
zation functions more effectively. 

So, how do you know when your 
team is accomplishing all that? You 
don't—unless you have a way to mea-
sure the overall effectiveness of your 
team on an ongoing basis. Only through 
periodic assessment—along with contin-
uing team development—can a team 
become effective and stay that way. 

The tool 
The Team Inventory can help a team 
periodically measure its own effec-
t iveness and improvement in five 
areas: 
I team mission 
> goal achievement 
t empowerment 
» open, honest communication 
» positive roles and norms. 

The inventory, which appears in 
figure 1, on page 68, is straightfor-
ward . The team leader and each 
team member individually rate the 
team on 20 items. After each person 
has completed the inventory, aver-
age the team members ' answers to 
each quest ion. Do not include the 
team leader's ratings in the average; 
hold them out as separate measures, 
for later comparisons of perceptions 
of team effectiveness. 

Transfer the team members' aver-
age for each item to the scoring sheet 
( f igure 2, page 69), and total the 
numbers for each of the five areas. 
The team leader's scores should also 
be transferred to the scoring sheet 
and added up. This will provide a rat-
ing for each area—from the team's 
pe r spec t ive and f rom the team 
leader's perspective—as to the effec-
tiveness of the team in that area. 

Then add together the ratings for 
all the areas, to calculate the total 
t eam-ef fec t iveness ra t ing—again , 
both from the team members ' per-
spective and from the team leader's 
perspective. 

A total of 100 points—or 100 per-
cent effectiveness—is the ideal. But 
teams must realize that 100 percent 
effectiveness is virtually impossible to 
ach i eve . A t eam that can cons is -
tently, over the long-run, function at 

Training & Development, September 1993 67 



FIGURE 1 

Team-Effectiveness Inventory 

Using the scale below, circle the number that corresponds with your assessment of the extent to which each statement is true about your team. 

S=strongly agree, 4=agree, 3=rieutral, 2=disagree, l=strongly disagree 

1. Everyone on my team knows exactly why the team does what it does, 

2. The team leader consistently lets the team members know how we're doing on meeting our customers' expectations. 

3. Everyone on my team has a significant amount of say or influence on decisions that affect his or her job. 

4. If outsiders were to describe the way we communicate within our team, they would use such words as "open," 
"honest," "timely," and "two-way." 

5. Team members have the skills they need to accomplish their roles within the team. 

6. Everyone on the team knows and understands the team's priorities. 

7. As a team, we work together to set clear, achievable, and appropriate goals. 

8 .1 would rather have the team decide how to do something rather than have the team leader give step-by-step 
instructions. 

9. As a team, we are able to work together to solve destructive conflicts rather than ignoring conflicts. 

10. The role each member of the team is expected to play makes sense to the whole team. 

11. The team understands how it fits into the organization. 

12. If my team doesn't reach a goal, I'm more interested in finding out why we have failed to meet the goal than I am in 
reprimanding the team members. 

13. The team has so much ownership of the work that, if necessary, we would offer to stay late to finish a job. 

14. The team leader encourages every person on the team to be open and honest, even, if people have to share 
information that goes against what the team leader would like to hear. 

15. There is a good match between the capabilities and responsibilities, of each person on the team. 

16. Everyone on the team is working toward accomplishing the same thing. 

17. The team has the support and resources it needs to meet customer expectations. 

18. The team knows as much about what's going on in the organization as the team leader does, because the team 
leader always keep everyone up-to-date. 

19. The team leader believes that everyone on the team has something to contribute—such as knowledge, skills, 
abilities, and information—that is of value to all. 

20. Team members clearly understand the team's unwritten rules of how to behave within the group. 
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95 percent effectiveness is doing well. 
Remember that team development 

is an ongoing process. At any point, 
team members can slide back to a 
lower level of effectiveness if they 
do not continually work together as 
a team, l isten and communica t e 
effectively, deal with conflict effec-
tively, recognize each other's unique 
contributions, provide honest feed-
back, and demonstrate other charac-
teristics of an effective team. 

Even if the team consistently prac-
tices all of the factors that contribute 
to an effect ive team, the re is no 
guarantee of top effectiveness. The 
demands and expectations put on a 

team—by its own members and by 
other people—are constantly chang-
ing. We live in a chaotic business 
environment in which the only thing 
that is constant is change. The defini-
tion of perfection changes on a daily 
basis. So to expect perfection is to 
set a team up for failure. The results 
can be demot iva t ion , fee l ings of 
helplessness and hopelessness, and 
reduced productivity and team pride. 

The similarities and differences 
between the team members' ratings 
of the team and the team leader 's 
scores are an important topic for dis-
cussion. Before beginning an effort 
to improve team effectiveness, the 

team leader and team m e m b e r s 
should be able to reach agreement 
on the team's current state. Without 
that ag r eemen t , the team and its 
l eader may h e a d d o w n d i f fe ren t 
paths, harming the team environ-
ment rather than enhancing it. 

Use figure 2, the team-effective-
ness scoring sheet, to compare the 
team members ' percept ions to the 
team leader ' s pe rcep t ions . If the 
members and leader scored a factor 
the same, record the rating in the 
"consensus-rating" column on the 
chart. If differences exist, the team 
will want to explore the reasons for 
t hose d i f f e rences , ci t ing speci f ic 
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examples to support the ratings. This 
may result in a revision in the total 
t eam-ef fec t iveness rat ing, which 
would then be recorded in the con-
sensus rating column. 

Five areas of team 
effectiveness 
When you have finished tallying and 
recording the results of the survey, 
what you'll have is a chart that shows 
the team's consensus on its own effec-
tiveness in the five areas. Now let's 
look at the five areas individually. 
Team mission. A team has to have a 
mission. Each person on the team 
should know exactly why the team 
exists and what it contributes to the 
department and to the company as a 
whole. It's easier for the team to do its 
job if it knows why it is doing the job. 

You may have a wonderful orga-
nizational mission statement, but a 
team that has no expressed mission 
of its own is unlikely to understand 
how its work con t r ibu tes to the 
accomplishment of the organization's 
mission. That is especially true for 
teams in suppor t funct ions rather 
than line functions. 

But every team's mission should 
-•support a depa r tmen ta l mission, 
which in turn should suppor t the 
organization's mission. That helps 
every team member understand the 

importance and positioning of his or 
her job in the organization. 

A jointly developed and agreed-
upon mission tells everyone on the 
team why the team exists, where it is 
going, and why it is going that way. 
The team mission gives team mem-
bers something to hold onto when it 
seems that everything around them 
is changing. And, if it's lived on a 
daily basis, it inspires people to do 
their best to accomplish the team 
mission—and the organizational mis-
sion. In essence, the team mission is 
a building block in the organization's 
mission pyramid. 

A team mission statement can also 
affect the quality of service the team 
provides to customers. The mission 
s ta tement should be cus tomer 
focused, reminding everyone that the 
team exists to serve the customer. 
Without the customer, of couit,e, the 
team ceases to exist. 
Goal achievement. Team members 
should be committed to establishing 
team goals, measur ing progress 
toward them, and attaining them. The 
goals should support the team's mis-
sion and the organization's mission. 

Most people want to know where 
they stand. Employees constantly ask 
their bosses, in one way or another, 
"How am I doing?" Too of ten the 
r e sponse is "not bad," or "pretty 

good," or "If I had any complaints, 
you would have heard from me." 

When employees or teams hear 
such responses, they feel that they're 
not getting enough information to do 
their jobs to the best of their abilities. 
Many people and teams also feel that 
the boss is hiding some information 
that she or he is going to use to beat 
them over the head with at perfor-
mance-appraisal time. 

What these employees and teams 
are asking is that their bosses mea-
sure them against clear, speci f ic 
goals. Without goals, it is difficult, if 
not impossible, to tell someone how 
well, specifically, he or she is doing. 
To most people , that lack of con-
crete feedback is frustrating. 

People feel motivated when they 
have a g r e e d - u p o n goals that are 
clear, specific, measurable, realistic, 
and achievable. As they get periodic 
feedback on how they are doing in 
reaching those goals, they can keep 
track of their performance. 

Having goals also helps a team 
provide high-quality customer ser-
vice—it keeps the focus on the cus-
tomer. The team knows exactly what 
its cus tomers want and can track 
how well the team is doing in meet-
ing or exceeding their expectations. 
Empowerment. In an e m p o w e r e d 
environment , each person on the 

CONSENSUS 
RATING 

TEAM LEADER 
RATINGS 

RATINGS ON NUMBERED 
INVENTORY ITEMS 

TEAM 
RATINGS 

Average of team members' ratings + 
Team leader's ratings 

« 
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team has confidence in the team's 
ability to achieve its mission. When 
teams and individuals are empow-
ered, p e o p l e ' s h a n d s aren ' t t ied 
behind their backs. They have the 
authority, the responsibility, and the 
accountability that they need to get 
their jobs done—-with a minimum of 
hassles and red tape. 

But e m p o w e r m e n t also means 
providing every team member with 
the knowledge, skills, information, 
resources , and suppo r t that are 
needed for doing the job well. 

Are employees in your firm making 
statements like these to customers? 
» "I can't do anything for you. My 
hands are tied." 
> "I'm not authorized to make this 
change. I'm going to have to take 
this problem up a level and see what 
my boss can do for you." 
» "I'm pretty sure that I can do that, 
but I've got to get an OK from my 
boss first." 

If you've heard such statements at 
your company, you probably have 
disempowered teams and individuals. 

Empowerment means giving peo-
ple credit for being able to think, 
reason, and plan—and giving them 
the p o w e r and f r e e d o m to act 
accordingly. Most people know what 
their limits are. They understand the 
way the system works. Empower-
ment means giving them the free-
dom to go to their limits. People will 
generally ask for help when they 
know they have reached their limits. 

Empowerment means better cus-
tomer sendee. When employees and 
teams are e m p o w e r e d , they can 
respond more quickly to customer 
inquir ies and resolve p rob lems 
faster. As a result, each employee 
and the team as a whole feels more 
of a vested interest in helping the 
customer—and, ultimately, helping 
the organization. 
Open, honest communication. Com-
munication must exist between the 
team and its leader or facilitator, be-
tween team members, and between 
teams. 

Everyone on a team must be able 
to communicate openly and honestly 

with each other without being afraid 
to tell the tintli—even if the truth isn't 
what peop l e really want to hear. 
People should never be punished for 
being open, honest, and truthful; they 
should be positively recognized for 
that type of behavior. A team, depart-
ment, or organization cannot grow 
and cannot provide high-quality cus-
tomer service unless it faces up to the 
truth—no matter how ugly the truth is. 

Listen for comments like these 
from employees: 
> "I'm not going to return that man-
ager's call. Why should I help a per-
son who wouldn't help me last year 
when I needed some information?" 
> "I don't know what's going on. All 
I k n o w is that my boss has been 
locked away for the past two days, 
not saying anything. Do you think 
they're cutting jobs?" 
» "I don't know why we have to do 
this. The big boss just said to have it 
done by the end of the day. So, we'd 
better get started." 

If such statements are common 
among employees, then your organi-
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; 

e Afev r? '-' i V ,, [ zation has communication barriers. 
People and teams simply cannot 

be e f f ec t ive if t h e y can ' t ge t the 
informat ion they need to do their 
jobs well, whether that information 
should come from a manager, a team 
leader, or another part of the organi-
zation. Teams can' t ope ra te effec-
tively with such barriers in place. 

Opening the lines of communica-
tion—and working together to solve 
problems rather than place blame—is 
vital for successful individuals, teams, 
and organizations. It also improves 
customer sendee, because better infor-
mation allows employees to respond 
more quickly to customer needs. 
Positive roles and norms. Effective 
teams ass ign w o r k b a s e d on the 
s t rengths of each team m e m b e r — 
even if that work is not in their job 
descr ipt ions. Also, team m e m b e r s 
help each other work on their indi-
vidual areas of weakness. 

Team morale increases when peo-
ple understand tire roles that contribute 
to an effective team—and when they 
see that cooperation rather than com-

petition is the key to team success. 
The team's norms are the rules of 

behavior that team members have 
agreed to follow. Norms may be en-
forced by sanctions that range from a 
look of disapproval to removal from 
the team. 

The norms of the team need to be 
pos i t ive and to c o n t r i b u t e to the 
goals and missions of the team, the 
depar tment , and the organizat ion. 
Negative norms—or norms that are 
positive for the team but negative for 
the depa r tmen t or o rganiza t ion— 
only impede success. 

Team pride 
The most effective teams are those 
that excel in all five areas. 

Team members know what end 
result they are working for and can 
track their progress toward reaching 
their goals. They have the authority, 
accountability, and responsibility to 
act and react appropriately and in a 
timely manner to problems, issues, 
and concerns. They do not have to 
be afraid of being honest and open 

with other people in the organiza-
tion, and they can feel confident that 
they will receive accurate and timely 
information, as well. 

In addition, they understand their 
individual contributions to the team 
and the organization, and the behav-
iors that are expected of them while 
working with the team. 

When those five elements are in 
place, employees feel proud of their 
contributions to the team, the depart-
ment, and the organization. Customers 
receive high-quality service. The end 
result is that your company accom-
plishes its mission. • 

You can reach Victoria Hoevemeyer at 
207Jennifer Lane, Suite 2, Palatine, IL 
60067. 

To purchase reprints of this article, 
please send your order to ASTD 
Customer Support, 1640 King Street, 
Box 1443, Alexandria, VA 22313-
2043- Single reprints, at $6 each, 
must be prepaid. Bulk orders (50 or 
more) may be billed. Phone 703/683-
8129 for price information. 
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