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

Team Building 

THE ROAD TO RESULTS 
FOR TEAMS 

For teams, Che road 10 good results is 
paved with expectations—especially 
those perceived by the stakeholders 

who create and sustain them. But much 
team building focuses only on internal 
Processes; it fails to energize the team by 
°cusing on the organization's mission 

a n d how team members can contribute to 
And critical m a n a g e m e n t s u p p o r t 

erodes quickly when teams don't have a 
Positive effect on the whole organization. 

Teams can link their work results to 
he organization's business objectives by 
using the t e a m d e v e l o p m e n t model 
described below. 

* u t first, team principles 
e 'o re beginning any team development 

Process, both the facilitator and the team 
members must understand two basic con-
CePts of team theory. 

'lie first is that the basis for successful 
c aniwork is sharing—sharing one mis-

sion, sharing tasks and experiences, and 
sharing consequences. The team building 
P'ocess can be cons idered one of the 
f a n i s shared experiences, coupled with 

day-to-day exper ience of working 
c °sely together. 

1 lie shared tasks idea is represented in 
e ntultLskilling objectives of most self-
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managed teams, and it r epresen ts the 
apprec ia t ion each team member must 
have for the talents and contributions of 
the other members of the team. And shar-
ing consequences means that team mem-
bers sha re the p re s su re w h e n resul ts 
haven ' t been achieved, as well as the 
rewards and recognition for demonstrated 
performance. 

The second important concept is the 
team growth process, described by B.W. 
Tuckman in 1965 as forming, storming, 
nOrming. and performing. 

In the forming stage, new groups may 
have high morale even before they start 
to address the task at hand. In the storm-
ing stage, there may be competition for 
roles, and there may be recognition of 
performance shortcomings that cause dis-
comfort a m o n g team members . In the 
norming stage, teams establish some roles 
and procedural standards as they begin to 
accomplish their tasks. In the final stage, 
performing, both morale and competence 
are high as teams begin to achieve the 
performance levels expected. 

It must be noted, however, that this pro-
gression, whi le predictable , is se ldom 
steady or rapid. Teams may retrogress if 
there are changes in team makeup or in 
external factors affecting team performance. 
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One objective of a team building 
activity should be to accelerate the 
team development process. The model 
described here may help establish the 
procedural norms required to move 
from storming to nonning. 

The model focuses specifically on 
u n d e r s t a n d i n g a s h a r e d mission. 
New teams or task forces can stay 
focused by using a road map similar 
to the d iagram, "The Road Map: 
From Expectations to Results," and 
by using formal statements of mis-
sion, values, and vision. 

I recommend working through the 
model during several classroom ses-
sions thai include deve lop ing the 
road map and teaching teamwork 
with some energetic and entertaining 
team building activities held off-site 
in a relaxed atmosphere. 

Stakeholders, mission, and 
values 
The basic objectives of any team are 
d e f i n e d by the e x p e c t a t i o n s of a 
large group of stakeholders. As a first 
step in understanding its mission, the 
team must identify all the stakehold-
ers, including managers and cus-
tomers as well as teammates, support 
organizations, and special-interest 
g roups that care about the team's 
product, processes, or results. 

For example, a defense systems 
plant in Florida recently reorganized 
by broadening and flattening its man-
agement hierarchy. But au tonomy 
and responsibi l i t ies had not been 

adequately defined, so former super-
visors were unsure of their new roles. 

In the first development session 
with each team, g r o u p m e m b e r s 
brainstormed a list of stakeholders. 
As expected, each team identified 
managers , cus tomers , c o r p o r a t e 
executives, support groups, them-
selves, their teammates , and their 
families. Because this was a defense 
business, some teams also identified 
spec ia l s t a k e h o l d e r s such as t he 
American public, potential enemies, 
and peace protesters. 

The next step was to identify the 
expec ta t ions of each s t akeho lde r 
group. For example, top managers 
are interested in costs, quality and 
delivery, and regulatory compliance. 
Customers care about service, perfor-
mance, and reliability. Families of the 
team members are concerned about 
pay, benef i t s , and job secur i ty . 
Teammates want interesting work, 
mutual respect, recognition, and a 
sense of accomplishment. 

The teams then had to differenti-
ate the prime stakeholders or "pro-
prietors" who are responsible for cre-
ating and sustaining the teams. For 
most teams, this wou ld cer ta inly 
include the first- and second- l ine 
managers. It would also include the 
immediate customers or recipients of 
the teams' products. 

Using s toryboards , each of the 
plant's teams then listed the top two 
or three expectations of each stake-
holder group. The prime stakehold-

ers expected high quality, confor-
mance to schedules, and cost perfor-
mance. In the case of the defense 
systems plant's ballistic missile com-
ponent, absolute reliability was the 
cardinal expectation. Plant officers 
fervent ly hoped that the missiles 
would never be used, but after sit-
t ing in a silo for 20 yea r s each 
needed to perform flawlessly. 

Because any accident could seri-
ously damage the reputation of the 
entire corporation, absolute adher-
ence to safety and security proce-
dures was also a compelling expec-
tation of teams. 

With the expectations clear, it was 
easy to write a statement describing 
each team's unique contribution to 
the business objectives. 

A team's mission, then, is simply a 
restatement of the expectat ions of 
prime stakeholders. Such a statement 
must describe the team's product or 
service , succinct ly r e p r e s e n t the 
expectations of everyone on whom 
the team's existence depends, and be 
endorsed by the entire team. 

The impor tan t expec t a t i ons of 
other key stakeholders represent a 
set of values that guides the team 
members in addressing their mission. 
These values must be endorsed by 
the team and communicated to team-
mates f requent ly and respectfully-
They should also provide interesting 
and challenging work for everyone. 

The expectations of the defense 
p l a n t ' s o t h e r k e y s t a k e h o l d e r s 

The Road Map: From Expectations to Results 
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included adequate pay and benefits, 
satisfying work and pleasant relation-
ships f o r t h e t e a m m e m b e r s , a n d 
integri ty a n d c o o p e r a t i o n a m o n g 
teammates and support groups. 

At this point, as at others through-
out the p roces s , it is impor t an t to 
val idate e a c h t e a m ' s mi s s ion a n d 
value s t a t e m e n t s . T e a m s can l ink 
their missions and values to the com-
pany's business objectives by involv-
ing their managers and support per-
sonnel in c o m p a r i s o n s w i th t he 
miss ion a n d c u l t u r e of t he e n t i r e 
organization. 

Vision, measurements, and 
structure 
Having defined and validated its funda-
mental mission and values, a team can 
move on to its vision, measurements, 
and the organizational structure. 

The vis ion d e s c r i b e s a t a rge t— 
w here the team wants to be at some 

uture time, in satisfaction of its mis-
sion and values. It can be difficult for 
a team to descr ibe such a vision in 
ne absence of visionary leadership 

m the overall organization. A corpo-
rate vision statement may help, but 
actions and executive commitment to 
excellence in such areas as quality, 
service , a n d t e a m w o r k a r e m o s t 
mPortant for ensuring success. 
. Additionally, the goals set as the 
mtermediate steps toward achieving 

e vis ion are m e a n i n g l e s s u n l e s s ' 
concrete m e a s u r e m e n t s are deve l -
° P e d a n d u s e d to r e c o r d t e a m 
Progress. These measurements must 

e timely and should be used as a 
asis f o r corrective action rather than 
or historical d o c u m e n t a t i o n . They 

- - I d compare current performance 
1,;n n o r m s a n d t r e n d s , a n d mus t 

• uppon the basic, business-focused 
Mission. 

r n ' l e 'Measurements a l so s h o u l d 
i^ ' e c t to ta l t e a m resu l t s , l e a v i n g 

'vidual pe r fo rmance to be m a n -
ned by t h e t e a m i tse l f . W o r k e r s 

mus t u n d e r s t a n d t h e m a n d h a v e 
ready access to them. Typically, such 
m e a s u r e m e n t s are p o s t e d in w o r k 
areas. 

A fine example of measurements 
u sed in a service env i ronmen t can 
b e f o u n d at AT&T T r a n s t e c h in 
Jacksonvil le, Florida, w h e r e a team 
m e m b e r h a s a c c e s s to o n - s c r e e n , 
real-time information and can report 
on68 daily results. For example , an 
employee may report, "Yesterday we 
made money for the company . Our 
customer pays us $1 each to answer 
simple inquiries. We have to give 27 
such answers each hour to make a 
profit. And w e have to complete six 
stock transfers each hour for a profit. 
So each day we measure the value of 
all our transactions against the time 
we apply." 

Finally, a well-designed business 
structure must be built based on an 
u n d e r s t a n d i n g of the miss ion a n d 

v a l u e s . A s p e c t s of th i s s t r u c t u r e 
include basic organization, data and 
scheduling systems, and compensa-
tion systems. If work teams are to be 
the basic building blocks of the busi-
ness, then they def ine the structure. 
They may appea r as b locks on the 
organizat ion diagram, as nodes on 
the master schedule, and as cost cen-
ters in the financial reports. 

If work teams are not the integral 
blocks of the structure, it is no less 
critical to describe how team results 
should contribute to business goals. 
For e x a m p l e , many f i rms n e e d to 
in tegra te the goa ls of func t iona l ly 
o r g a n i z e d t e a m s w i t h i n p r o d u c t -
oriented business divisions. 

Goals, action plans, and results 
Goals represent incremental , short-
term steps toward realizing a vision. 
A v i s ion s t a t e m e n t m a y p r o m i s e 
something like world-class customer 
service, but t he t eam has to k n o w 
that this means maintaining 99 per-
cent of delivery promises rather than 

last mon t h ' s 83 percen t . Only then 
can team m e m b e r s beg in the goal 
setting and action planning necessary 
to reach 90 percent next quarter, 95 
percent next year, and so forth. 

A se t of v i a b l e g o a l s may b e 
v iewed as a pivotal way station on 
the road from expectations to results. 
Appropr ia te goal hor izons for p ro-
duction teams are often quarterly or 
m o n t h l y , w h e r e a s t he v i s ion may 
look f ive y e a r s or m o r e i n t o ' t h e 
future. 

The goals of a newly formed team 
are often focused inwardly—perhaps 
on the work envi ronment ( improve 
housekeeping) or on a group process 
(part icipate in meetings) . The team 
h a s c o n t r o l of t h e s e a r e a s a n d is 
often rewarded with early successes. 

But how has productivity or qual-
ity or cus tomer service really b e e n 
enhanced? Good managers will wel-
come cosmetic improvements only if 
they are perceived as concrete steps 
toward genuine business results. 

Fur thermore , goals tha t are seen 
as t o o e a s y just d o n ' t m o t i v a t e . 
Neither d o goals that are perceived* 
as i m p o s s i b l e . To mot iva te , g o a l s 
m u s t b e b o t h c h a l l e n g i n g a n d 
a c h i e v a b l e . And . if t h e d e g r e e of 
c h a l l e n g e is to b e p r o p e r l y ca l i -
b r a t e d , t h e p e r f o r m a n c e m u s t b e 
tracked. That is why good measure-
ments and per formance trends must 
b e p o s t e d in work a r ea s for t e a m 
members to review. 

Finally, for genuine challenge and 
tangible accomplishment, "try harder" 
g o a l s a r e n o t g o o d e n o u g h . T h e 
t eam may, in fact , be d i s c o u r a g e d 
a n d d e m o t i v a t e d by ex t r ao rd ina ry 
efforts that result in marginal or tem-
porary gains. Sustained and substan-
tial improvement requires deliberate 
c h a n g e s in o p e r a t i n g p r o c e d u r e s , 
a n d t h e s e c h a n g e s r e q u i r e a c t i o n 
planning with substance. 

Such action plans result f rom the 
kind of pers is tent focus o n per for -
m a n c e g a i n s tha t is d e s c r i b e d by 
Masaaki Imai as kaizen or cont inu-
ous improvement . Each action plan 
must answer who, what, and when , 
and it must designate specific people 
to take specific short-term actions. 

T e a m m e m b e r s s h o u l d a c q u i r e 
t raining in p rob lem solving so that 
when they meet regularly to receive 
progress reports, they can define the 

T E A M M E M B E R S S H O U L D A C Q U I R E T R A I N I N G 
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next steps to be taken. And inviting 
exper t and influential suppor t per-
sonnel to these meetings should be 
standard practice. Only this kind of 
persistent attention accomplishes the 
bus ines s -o r i en ted and clearly per-
ceived results that the team strives to 
achieve. 

G o i n g back to t he e x a m p l e de-
scribed earl ier , the d e f e n s e plant 's 
teams left defining their vision, deter-
min ing m e a s u r e m e n t s , and formal 
goa l se t t ing for a la ter t ime, and 
instead began to identify the actions 
most needed to organize themselves 
and address the mission. (Shortcuts 
like this are often useful to jump-start 
s t rugg l ing t e a m s , bu t the sk ipped 
steps should be revisited later to avoid 
imprecise focus and inferior results.) 

In o n e c lass room sess ion, using 
the nominal g r o u p technique, each 
t eam set p r io r i t i e s for all t he ele-
m e n t s of t h e wo.rk s i t u a t i o n that 
were favorable to team performance 
a n d l i s ted all t he c o n d i t i o n s that 
interfered. On a scale of 1 to 10, the 
teams rated their potential influence 
over the t o p five or six factors on 
each list. Surprisingly, items such as 
availability of capital equ ipment of 
quality of incoming parts were rated 
high, as team m e m b e r s r e c o g n i z e d 

how much these conditions might be 
influenced by concerted team prob-
lem solving. 

The next s t ep was to list action 
plans for each factor that could be 
influenced by the team—reinforcing 
the posit ive factors and minimizing 
t he e f f e c t s of t h e n e g a t i v e ones-
Typical action plans included sched-
u l i ng r e g u l a r t e a m m e e t i n g s and 
draft ing and post ing a s tatement ot 
the team mission and values. 

Plans to address the skipped steps 
of measurement and goal setting also 
w e r e i n c l u d e d . A c r i t e r ion for all 
action plans was that responsibilities 
were assigned only to team members 
w h o were present. 

T h r o u g h ac t ion p l a n n i n g , team 
re su l t s in t h e d e f e n s e p lan t were 
linked directly to the expectations <» 
the stakeholders, and the teams soon 
gained we l l -ea rned recogni t ion for 
their superior performance. • 
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