SESSION 5
BUILDING A COHESIVE TEAM

OVERVIEW

This session builds on yesterday's themes of supervisory styles and communication
technigues, with an emphasis on working with groups rather than individuals. We will present
essential concepts and skills for building and sustaining work groups. The session begins with
an exercise to introduce team concepts and explore behaviors which help or hinder problem
solving in groups. A second activity will explore group decision making, leadership, and team
member roles. We'll observe groups at work and study behaviors that contribute to or obstruct
group problem solving. How much did group members participate? How well did the team
communicate? How did leadership emerge in the group? We'll explore the group dynamics
issues we observed and experienced during the group activities. Later in the session, you'll
self-select into groups to apply what you've learned to specific team-related issues in your
own work.

We will also discuss the stages of group development. One of the most important functions of
the group leader is to observe and interpret what happens as teams come together and grow
more cohesive over time. What stages of development have you seen in your team, or in
other groups? What motivates team members at each stage? How does diversity affect group
development and motivation? What is the role of the supervisor as team leader during each
developmental stage?

Finally, we will reflect individuaily on how well we are fulfilling our roles as team leaders in our
projects back home.

OBJECTIVES

By the end of this session, you will be able to:

» Analyze group dynamics in terms of the roles team members typically play during group
work and the ways decisions are made.

» Examine the relationship of group development to changes in motivation on the part of
team members.

» Describe appropriate roles the supervisor should play in relation to the development stage
of the team.

» ldentify ways to use the diversity that exists among AmeriCorps members for building
stronger teams.

VENUE Home Groups
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TASK ROLES

Concerned with getting tasks accomplished

Initiator

Informer

Clarifier

Summarizer:.

Reality tester

Energizer

Proposes tasks, goals and/or actions;
defines group problems and suggests
procedures.

Offers facts, expresses feelings, and offers
opinions.

Interprets ideas; restates questions and
suggestions; defines terms, and clarifies
issues for the group.

Pulls together related ideas; reframes
suggestions; offers decisions and
conclusions for the group to consider.

Tests ideas against data to see if the ideas
will actually work.

Causes the group to move forward.
Focuses on the quality of the group's
decisions and the progress it is making
toward its goals.

Process
Observation in

Teams
Material
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MAINTENANCE ROLES

Concerned with how the group is working

Gate keeper

Harmonizer

Encourager

Consensus
tester

Compromiser

Keeps the group on track; watches time;
makes sure that participation is occurring
from the membership; invites quiet
members to participate.

Reduces tension; tries to resolve
disagreements; tries to get the group
members to explore their differences.

Brings members into the group's task.
Helps the reluctant or shy members to
participate. Tries to get the group to see
the positive parts of all of the ideas.

Presses the group to move toward
decisions. Tries to get total "buy-in" from

all members of the group on the group's
decisions.

Lets go of her/his ideas when the group is

in a conflict over a decision or status;
admits errors and begins to search for
alternatives for the sake of the group.
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Process
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BLOCKING ROLES

Behavior that hinders the group's ability to accomplish its tasks

L

Dominator

Blocker

Aggressor

Avoider

Comedian

Asserts authority or superiority to
manipulate the group and its members;
interrupts others; forces decisions or will on
the group; controls ethers by use of flattery
or other forms of patronizing behavior;
uses a great deal of the group's "air time"
and controls who speaks.

Keeps the group from moving forward by
being stubborn, uncooperative and
disagreeable beyond reason; has hidden
agendas; resists the group's progress
toward the completion of its tasks.

Takes "pot shots" at group members, their
ideas, and their attempts to work within the
group; attacks the ideas and the motives of
the group; uses humor as a weapon.

Takes the group on "wild goose chases,"

bringing up issues that are not related to

the tasks and insisting that the issues are
relevant.

Uses humor inappropriately to put down
the group's members and their ideas;
distracts the group from its task focus.

Process
Observation in
Teams

Material




A Few Things to Watch for...

...when observing a team's process

Communication

Who talks to whom?

Who is dominant?

Who is quiet?

How clean and clear is the communication?

Leadership

How does the leadership emerge?
Who are the formal leaders?
Who are the informal leaders?

Decision making

Dictatorial?

Voting?

Consensus?

What kind of "games” are being played?

Group style

Aggressive?
Passive?
- Assertive?

Conflict management

How does the team handle differences in:
Age?

Sex?

Sexual preferences?

Race?

Experience?

Expertise?

Education?

Opinion?

Process
Observation in
Teams

Material




Consensus Building

An Exercise

Please read each of the following statements carefully and individually agree (A) or disagree
(D) with the statement. Then, as a team, take 30 minutes to reach consensus on all the
statements, again, using A or D.

1 AorD
2 AorD
3 AorD
4 AorD
5§ AorD
6 AorD
7 AorD
8 AorD
9 AorD
10 AorD

in a group with a strong leader, an individual is able to achieve greater personal
security.

Leadership is the intelligent control of group activity rather than just getting
others to follow you.

When a leader is doing her/his best, one should not openly criticize and find
fault with her/his conduct.

Generally, there comes a time when democratic methods must be abandoned
in order to solve practical problems.

In the long run, it is more important to use democratic methods than to achieve
specific results by other means.

It is sometimes necessary to ignore the feelings of others in order to reach a
decision.

By the time the average person has reached maturity, it is aimost impossible for
that person to increase their skill in group participation.

Silent members constitute a threat and a nuisance to the group.

Condlict is not the expression of differences in individuals, but of their failure to
make their differences contribute to the common good.

A group functions most efficiently when it ignores rather than discusses rivalries
between members.

From Team Building: A Practical Guide for Training, Neil Clark
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Decision Making

in Groups

Decisions made at meetings -- even briefing meetings -- are
many and varied. What's interesting is the way- each decision
is made. Some methods include:

N

One individual makes a proposal that no one actually responds
to, but which becomes a binding decision on the team.

One member agrees to a proposal made. by another member
that then becomes binding on the team.

The leader offers a point of view and asks, "Are there any
dissenters?"

The leader summarizes after a discussion and offers the
majority or consensus view that owes its origins to neither.

There is a straight voting process involving counting heads.

A compromise solution is arrived at that pleases some
members.

Genuine expioration of different points of view is accomplished
to seek an answer that satisfies everyone.

The decision is enshrined in a history that only one or two
people can actually recall.

From: Team Building: A Practical Guide for Training, by Neil Clark
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Journal Reflection

Artistic Image _—~__|

Session § - Building Cohesive Teams
Reflect on what your ideal AmeriCorps team would look like, then create an image

using any symbols or materials you wish. Abstract or literal representations are both
okay! :
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Journal Reflection

Structured Reflection Questions

Session 5 - Building Cohesive Teams

1 What do you think your AmeriCorps team has going for it?

2 What do you think you want to see improved in your AmeriCorps team?

3 From your participation in the consensus building activity, how do you feel about
consensus building as a decision making method?

4 Would you - or do you - use consensus building in your program? Why or why not?

5-12



Journal Reflection

Hmmmmm.....Reflection Sheet ©

Session 5§ - Building Cohesive Teams

Please record significant things you learned or had special insights about as you
focused on teams during this session. Note any ideas or questions.

% | noticed...

% | was surprised that/when...

"% | was disappointed that/when...

% With my.AmeriCorps team, | plan to...

§-13






o> 1 Teams provide the opportunity for the group to develop a
common vision and mission.

OZ5 2 They enlarge the resource base for each member.

;5;5 3 They provide the opportunity for mutual "buy-in" if a collaborative
decision-making process is used.

< S
-
oES 4 They provide a place for people to share and ask for help with
work-related issues with others.
-y
S an

:;;: 5 A supportive environment can be developed that makes it
easier for members {o get through difficult times.

O 6 Teams increase the probability of creative problem-solving.
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Typical

Team
Development
Concerns

% |s this really going to do any good?

% What happens if | can't keep up with the work?

% Am | going to be "hurt" as a result of what happens here?
% Should | "get into it" or "play it safe"?

% What is the real reason we're spending all of this time?

% Will the others open up and talk about things that they've
talked to me about in private?

% What will happen if we open up issues that nobody can
handle?

% Will what | say here show up on my performance
evalution, or alter my supervisor's perception of me?

5-16



High Performing Teams

/ Role Competence \
/ Commitment to Task \
/ Willingness to Step Out of Role \

/ Commitment to Each Other's Success \

517



And now, another thought from
the Tao Te Ching...
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SESSION 6
PRIORITIZING AND ORGANIZING YOUR WORK

OVERVIEW

AmeriCorps supervisors face the challenge of handling many and varied tasks -- from how to
figure out what is most important, to how to strike a healthy balance between getting things
done and helping members, to how to keep from burning out, and so on. Your job is very

big -- so big, in fact, that it's sometimes difficult to know if and when you're doing enough. The
balancing act between getting things done and helping members is tricky and sometimes
stressful. When it seems that you have approximately a hundred things you could do this week,
it's hard to know what you should do. In this session, we will examine and practice several
planning techniques that will help you gain more control over your work life. Dividing into two
groups according to project type (individual placement and crew-based), we'll work through
case studies of AmeriCorps supervisors who have a few problems organizing their work; we'll
analyze their situations and make recommendations for how they can get a better handle on
her work load. We will review the personal planning tips offered by the group and give you an
opportunity to select the ones that are most helpful for you in your back-home situation. This
exercise should help you develop techniques to reduce stress in your life.

OBJECTIVES

By the end of this session, you will be able to:

» Use planning, organization, and management techniques to take better control of your life
as a supervisor.

» Apply project planning tools to set objectives; identify resource needs; and define, prioritize,
schedule, and assign tasks.

» Select specific planning tools you can use for getting things done at your projects.

VENUE  Home Groups



Time Management

As an AmeriCorps supervisor, you probably spend your time in one of four ways, as illustrated in the
time management matrix below. This matrix defines activities in terms of "urgent” or "not urgent" and
“important” or "not important.” Often, a supervisor will have no choice but to spend most of her/his
time responding to the urgent crises of Quandrants 1 and 3, escaping occasionally for survival to
accomplish the non-urgent, unimportant activites of Quadrant 4. This is especially true if
circumstances in the organizational culture reinforce this choice. Unfortunatley, even despite their best
efforts, supervisors sometimes end up having very little time left for the vitally important activities of
Quadrant 2 - the activities that will lead to the most personal and organizational effectiveness. By
using worksheets like the one on the following page, you will be able to organize your week around
roles and goals, and your activities will move increasingly into Quadrant 2, aliowing you to gradually

steer away from a reactive to a pro-active supervisory approach.

Urgent Not Urgent
Quadrant 1 Quadrant 2
Activities Activities
<
e
S Crises Preparation
E Pressing problems Crisis prevention
=3 Deadline-driven projects Values Clarification *
E Planning
Relationship building
Reflection time
« | Quadrant3 Quadrant 4
& | Activities Activities
T .
g_ Interruptions, some calls Trivia, busy work
& Mail, some reports Some mail
- Some meetings Some phone calls
g Many proximate, pressing matters Time wasters
Many popular activities Many pleasant activities

Adapted from materials developed by The Covey Leadership Center



- Time Management Form

Month

Week

Personal Project Mission:

Monthly Goal:
Weeks Goal:
Action Steps
Priority | Date Action Step Date Done
to Start ‘ to Finish




Delegation

Some Basic Principles

Definition

The transfer of part of your responsibility and authority to a person
working for you to completely execute a given task.

Principles

1 The member must have the skills and technical competence to
accomplish the task.

2 Dialogue with the member is essential to insure proper
understanding of the task and an appreciation of your expectations.

3 Levels of authority appropriate to the task must be given to the
member. (Avoid turning over "responsibility with no power.")

4 The member must know that you are available to address any
questions or needs for clarification s/he has.

5 Other people who are involved in the task or its product must be
informed that you have delegated specific responsibilities and
authorities to the member.



Delegat’ion

Some Basic Principles

Rules to Remember

1 Once the task has been delegated, don't "hover." Let the member handle it.

Your role changes from "doer" to enabler, clarifier, answer person, resource provider
and/or advisor. The more you hover, the less the member feels that s/he truly has the
responsibility to do the task his or her way. The member may simply feel that s/he is
"just another pair of hands" for you. If you hover, you will still spend time making sure
that the task gets done properly (i.e YOUR WAY!) When you hover, the member will
not develop self-confidence, you will not perceive her or him as competent (because
you are still spending too much time on the task), and you will rightly be perceived as
a micro-manager.

2 _Effective delegation is built on trust.

Trust builds slowly but can be destroyed quickly.

3 Effective delegation can be a great developmental tool.

The member must not perceive the delegation as one test after another. A stretch is
good, but you have to calibrate the limits of the member carefully. If s/he fails

frequently, s/he is likely to remember only the failures and avoid responsibility and
authority in the future.

4 Abdication of responsibility can occur under the guise of delegation.

This oceurs when you give little task definition, unilateral directions with no dialogue,
do not make yourself available to the employee, provide no oversight, follow-up and
basically forget the task, leaving the member with virtually no support.

5 Confidence in an employee allows you to let go of a task.

But good delegation suggests that you never forget about it...only your role in the task
completion changes.
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SESSION 7
SPECIAL INTEREST SESSIONS

OVERVIEW

The special interest/elective sessions allow participants flexibility to focus on skill development
in their areas of greatest interest, importance, and need. Based on participant group size and
interest areas, the Special Session workshop subjects will be determined on-site and
announced to participants at the end of Day One. At this time, you will be asked to indicate on
the Sign-up Sheet (following page) which two sessions you would be interested in. Based on
your preferences, we will assign you to one session, keeping in mind your first choice whenever
possible.
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Session Seven
Sign-Up Sheet

On Day Two, your Home Group trainers will describe the menu of
special sessions being offered during Session Seven. Please
indicate in the space provided below which TWO sessions you would
like to attend and return the form to your Home Group leader at the
end of Session Four. Thanks!

Name

First Choice

Session Title

Second Choice

Session Title
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SESSION 8
ACTION PLANNING: ON BECOMING A BETTER SUPERVISOR

OVERVIEW

In this session, you will accomplish two’important activities relating to planning skills. First, you'll
formulate a personal action plan for using and building on the knowledge and skills gained
during this workshop once you are back at your project site. Second, in creating the action plan,
you'll be practicing all of the components of a simple project planning process using a tool that

serves two purposes: it creates a self-improvement plan, and it can also be used for planning
work projects. '

At the beginning of the hour, you will individually review your Self-Assessments (from Session
1) along with the Reflection Sheets you completed during previous sessions. Using this
information for insight and inspiration, you will begin to develop a personal action plan for how
you will use the workshop learnings to improve your skills as an AmeriCorp supervisor. You will
be able to work on your action plan independently but may draw on trainers and colleagues as
resources as needed. Afterwards, you'll share your plans with colleagues and discuss the
merits of the planning tool. Did you have trouble with specific components of the planning
process? How useful is this format for your planning needs (for planning an orientation event, a
major community meeting, or a celebration event, for example)? What could be modified to
make the planning process as smooth and user-friendly as possible?

To link your learnings from this workshop to the "real world back home," you might want to pick
someone from your Home Group to check-in with after about a month. Write your phone
number down on the action planning sheet and make a note to remind yourself of the call on
your personal calendar. Pick out one idea from the workshop that you want to apply in your
day-to-day interactions with others; write it down on your action planning sheet. Then, follow up
on your commitments to call each other to counsel and congratulate each other on your
progress!

OBJECTIVES

By the end of this session, you will be able to:

» Create a self-improvement plan for applying the supervisory knowledge and skills gained in
this workshop to your project work back home.

» Use a simple project planning tool for setting goals and objectives - identifying and
scheduling tasks, identifying resources, and monitoring and evaluating results.

VENUE  Home Groups
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Project Planning

A Primer

Webster's New Collegiate Dictionary defines the verb
"to plan" as

1: to arrange the parts of (design);
2. to devise or project the realization of achievement;
3: to have in mind.

A less-formal definition of planning is:
What you do so you'll know how to get to where you're headed.

Think of a plan as your choice of routes on a road map. You need to know where you are on
the map, where you intend to be (your goal), and the best way for you to get there. There may
be several good ways to get there; which one you choose will depend on the variables.

Failing to choose a route can mean hours of wasted time, aimless driving, or mid-trip halting.

Project Planning Components:

Project planning tools abound! We include a few examples here in your notebook for you to
use as references, but the important thing is for you to draft or adapt a tool which suits your
particular purposes. Generally speaking, the following list contains the basic ingredients of a
project plan. Sometimes, if the project is small, "goals" and "objectives” may be combined into
a single component. Sometimes, the term "activity" is used in place of "task." Whatever the
planning format you select, it should contain enough clear information so that you and others
can determine if what you intend to do is realistic and attainable.

Goal: Overall broad statement of what is to be accomplished within a specified
time frame

Objectives: Specific, measurable, time-phased results; taken together, the objectives
achieve the project goal '

Tasks: Major steps or activities which contribute to the achievement of your plan;
each task includes a statement of who does what by when

Resources: Human, physical, and/or monetary resources you will heed to be able to
accomplish your plan

Monitoring/ Checkpoints for measuring your progress on tasks and your overall success

Evaluation: in reaching the goal

Contingency Planning what to do if your original plan does not work
Planning:

Ambiance/ The organizational environment and other outside factors/agencies that
Context: influence how you accomplish your goals, objectives and tasks
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ACTION PLANNING

INTRODUCTION

Throughout this workshop, you have been encouraged to
think about what you have learned in the sessions and
how you could use this information in your work. In this
session, you are encouraged to go further and develop a plan for using the information
you've gained or the skills you've developed and plan how to improve yourself as a
supervisor. The session has been designed to assist you in getting the most benefit from
your participation in the workshop by giving you the opportunity to develop a concrete
action plan for improvement or change when you retumn to your program. In this way, the
ideas that you have developed here can be integrated into your on-going program
activities immediately upon your return.

As a first step, review your Self Assesment (from Session 2) and your Reflection Sheets
(completed at the end of most sessions). Pay particular attention to the personal goals
you wrote down on the back of your Self Assessment. Then use the planning instrument
included here to develop a three to six month plan to follow-up on your goals and ideas
for self improvement. This includes identifying:

o] What changes or improvements you want to make in your supervisory
skills (goals and objectives),

) What steps you will need to take in order to accomplish your goals

(tasks/activities) and by when these need to happen (scheduling/timelines);

0 What problems you may encounter and what you can do about them
(contingency planning);

0 What resources you will need to access in order to meet your goals
(resources)
0 How you will measure your progress and know when — and how well —-

you achieved your goal (monitoring and evaluation).

Time will be provided during this session for you to discuss your plan with others as you
think appropriate. You are encouraged to discuss your ideas to obtain additional
information, receive feedback, test the feasibility of the ideas, or brainstorm solutions to
problems.

You will probably no be able to develop a fully detailed action plan during this session.
You will be able to get a good start on identifying what needs to be done and on
developing a strategy for how to get there.
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NCPC SUPERVISORY WORKSHOP
Scottsdale, Arizona June 18-21, 1997
Evaluation Form

1 Overali, how would you rate the training?
(on a scale of 0-5 with 0 = poor and 5 = excellent)

2 Please rate the effectiveness of each session using the 0-5 scale. Circle 0 for “not
effective at all” up to 5 for “extremely effective.” We would also appreciate your
comments and suggestions for how we can improve sessions which were less
effective for you.

Session One - Workshop Welcome; AmeriCorps & the Service Ethic 1 2 3 4 5
Comments:

Session Two - Orientation to Home Groups 1 2 3 4 56
Comments:
Session Three - AmeriCorps Supervisor Roles and Styles 1 2 3 4 5
Comments:

Session Four - Communication Skills: One-on-One with Members 1 2 3 4 5
Comments:

Session Five - Building a Cohesive Team 1 2 3 4 5
Comments:
Session Six - Prioritizing and Organizing Your Work 1 2 3 4 5

Comments:



Page 2
Evaluation Form

Session Seven - Special Interest Session: 1 2 3 4 5
Title of session you attended

Comments:

Session Eight - Action Planning 1 2 3 4 5

Comments:

Please describe the strongest or most important aspects of the training for you.

How well did the content and methodology of the workshop meet with your
expectations and needs? Please explain your answer.

How useful are the participant materials?

How effective were the trainers in facilitating your learning?
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Evaluation Form

7 Do you have any specific recommendations for us to improve this workshop before
we deliver it again?

8. Finally, would you recommend this workshop to your colleagues? Why or why not?






